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Abstract 

Master thesis in Business Administration 
Title: Managing Logistical complexities: Agility and Quality in newspaper distribution. An Empirical 
Study of Herenco Distribution AB 
Authors: Samuel Ngole N.K and Fred T. Besong 
Tutor: Helgi-Valur Fridriksson 
Date: June 2009 
Keywords: Supply chain management, Logistical complexity, Total Quality Management (TQM), Just-
in-Time (JIT), Information flow (IF) and Customer satisfaction 
 
Introduction 
Overtime the execution and control of business activities to meet and even exceed customer satisfac-
tion has become an absolute top priority. This is because with an increase in the demand for diverse 
products and services of quality in unprecedented numbers, there is an automatic injection of complexi-
ty into the activities and processes which companies undertake in order to fulfill customer satisfaction. 
This complexity which could be logistical in nature is usually centered on the provision of quality prod-
ucts and services on a timely basis for customer satisfaction. In order to keep this complexity aspect in 
check while fulfilling customer satisfaction, there is the need to manage the different facets of complex-
ity that relate to quality and agility. 
         
Purpose 
The purpose of this study is to understand the managerial actions on the logistical challenges of quality 
and agility in a Newspaper Distribution Company. 
 
Method 
In order to fulfill the purpose, the authors undertook a qualitative-single case study following an induc-
tive approach. Interviews were conducted with two managers and these were basically face-to-face in-
terviews though we also conducted some of the interviews by phone. 
 
Findings  
Managing complexity challenges of quality and agility requires the utilization of Total Quality Manage-
ment (TQM), Just-in-Time (JIT) and Information flow (IF). Through the utilization of TQM, quality 
standards are enhanced through continuous improvement and the pursuit of excellence in the activities 
of the company. JIT  as a philosophy helps in the elimination of waste and in the speeding up of 
processes within a company’s supply chain that result to the timely delivery of goods and services to 
customers in order to enhance customer satisfaction. Also, Information flow through the aid of diverse 
technologies such as mobile phones, radio phones, the internet, the World Wide Web, Customer Rela-
tionship Management systems, Structured Query Language relational database but also word of mouth 
transmission have helped in the facilitation of decision making in the company relating to the delivery 
of quality products and services in an agile or responsive manner for customer satisfaction. 
 
Practical  and Theoretical Implication 
The attainment of the requisites of agility while maintaining delivery quality may not be sufficient to 
enhance customer satisfaction. The information in the model provides management with a pathway to 
follow in solving logistical challenges towards enhancing customer satisfaction. The study offers theory 
development opportunities.  
 
Originality  
A model of logistical complexity management was designed for the attainment of customer satisfaction.  
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1  Introduction 

This chapter dwells on the need to manage complexity while narrowing down in focus to capture the logistical chal-
lenges of complexity; quality and agility. Also, a delineation of the problem from a theoretical standpoint was high-
lighted followed by the purpose and a presentation of the research questions. It eventually wraps up with the disposi-
tion of the research. 

In a century where customers’ tastes and demands are cyclical, where today’s luxuries are tomor-
row’s necessities, companies that are vying for survival are faced with a daunting task to remain 
responsive or agile (Wisner, Leong & Tan, 2005). Market forces in the present day observe the 
prioritisation of customer service and customer satisfaction as key indicators of performance in 
an organisation. Given the intensity of competition among businesses, improving customer satis-
faction through higher customer service provision has become an absolute top priority (Hoffman 
& Mehra, 2000). Quickly responding to customer needs has provided a new motivation for busi-
nesses to improve their processes and design leaner operations (Womack & Jones, 1996).This is 
because there is an increasing demand for the delivery of quality products and services to the 
right place and time for the fulfilment of customer satisfaction (Grenoble, 1994; Harrison & van 
Hoek, 2002; Gunasekaran, Selladurai & Ramaswamy, 2002). This increase in demand for quality 
products and services by customers, injects complexity into the supply chains of companies in-
volved in the distribution of these products and services. This is because a continuous cycle of 
increasing demand leads to increases in the activities necessary to fulfil them (Grenoble, 1994). 
Thus, in attempting to fulfil these demands, companies must put up with complexity. Companies 
that are responsive or agile in dealing with this complexity in order to meet customers’ needs and 
wants will remain secure while the slackers will be thrown out of competition (Harrison & van 
Hoek, 2002). This is because the competitive tempo warrants that businesses be agile or respon-
sive in order to enhance impressive business performances (Nagel & Dove, 1991; Anderson & 
Pine, 1998; and Hammer, 2004). 

In order for contemporary businesses to survive and secure a comfortable market share, there is 
the need for their policies to be tailored toward meeting customer satisfaction (Haksever, 1996; 
Welsh & White, 1981). Customer satisfaction involves all the processes and activities that a com-
pany undertakes to ensure that the real time needs of customers are met and satisfied to the end 
that such customers can keep on returning for more (Coyle, Bardi & Tan, 2003; Harrison & van 
Hoek, 2002). The fulfilment of customer satisfaction requires the implementation of an effective 
and efficient customer service (Gunasekaran et al., 2002). This customer service can be in the 
form of Total quality management (TQM) which involves the promotion of excellence in quality 
for all the activities, processes and products of a company (Ballou, 2006); Just-In-Time (JIT) 
which incorporates a philosophy of timely purchasing, production and delivery in order to ensure 
that the company’s processes and activities operate continuously without halting thereby foster-
ing agility and flexibility (Gunasekaran et al., 2002); through Information flow which ensures that 
real time information is available for the fulfilment of customer satisfaction (Lamont, 2008). Ac-
cording to Harrison and van Hoek (2002) and Gunasekaran and Lyu (1997), customer satisfac-
tion can be achieved through the provision of quality products and services at the right place and 
time. There is also the need for the provision of these products and services in an agile or re-
sponsive manner. All too often, the activities and processes required to fulfil customer satisfac-
tion through customer service injects complexity into the company’s supply chain. For a com-
pany to secure a competitive edge there is therefore the need for the management of logistical 
complexity for customer retention and protection of future profits.  

Logistical complexity usually stems from the need to yield high standards of customer service 
(Christopher, Schary & Skjott-Larsen, 1979). This is because in managing customer service for 
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quality production and agile responses, there is a creation of complexity. Companies that have 
been able to meet the demands of both quality and agility have consistently thrived. Examples of 
some of these companies include IKEA, Toys R us, Walmart, Kmart, IBM, Xerox, Google (Wis-
ner et al., 2005; Coyle, Bardi & Tan, 2003; Barringer & Ireland, 2008). According to Grenoble 
(1994), meeting the exigencies of complexity will give a firm tremendous competitive flexibility in 
this contemporary business world. To exemplify, Grenoble quoted the bitter competitive tussle 
between Honda and Yamaha for motorcycles in the early 1980s. According to the report, 
Honda’s success over Yamaha was due to its ability to manage complexity. Honda was able to 
beat Yamaha through the introduction of 113 new products into the market in the space of 18 
months thereby significantly changing the competitive landscape. Though this introduction of 
multiple products engineered complexity within the market, Honda was able to pull it through 
because of its ability to tackle complexity. Maznevski, Steger and Amann (2007) also support 
Grenoble’s view by stating that companies need to create a core competency in the management 
of complexity since we are living in a global world and business activities and processes are in a 
state of perpetual flux. 

Prior research has covered several aspects of logistical complexity of quality and agility pertaining 
to companies in the service industry but there are still gaps to be filled especially in small and me-
dium sized enterprises (SMEs). This is evident in that many studies on quality and agility have 
been carried out mainly in large organisations (Morenzo & Luzon, 1993; Sohal, Tay & Wirth, 
1989; Chapman, Clarke & Sloan, 1989; De Cieri, Samson & Sohal, 1991; McCoy, 1995; Preston, 
Saunders, O’ Sullivan, Garringan & Rice, 1995; Hill, 1985; Slack, 1990; Mckenna & Terry, 2002; 
Stratman & Scott, 2003; Barad & Even Sapir, 2003; Zhang, Vonderembse & Lim, 2005; Sanchez 
& Perez, 2005 and Slack, 2005). Though some studies have examined the logistical challenges of 
quality and agility of SMEs in the service industry, there is the need for additional information re-
lating to the management of these dual aspects in the realm of distribution. Grenoble’s (1994) re-
search deliberated on these aspects from the perspective of larger companies such as IBM and 
Xerox. This exposes certain routes which we will take in stating our research questions in section 
1.2. The routes include: 

 There is limited research on the challenges of logistical complexity of SMEs in the service 
industry with a focus on quality and agility.  

 Also, there is a need to understand how these dual factors of complexity are managed 
within the service realm.  

The above gaps in research have warranted us to engage in this study in order to make a 
theoretical contribution to the management of logistical complexity in SMEs within the ser-
vice industry. 

1.1 Theoretical Demarcation of the Study 

Our research is centered on managing logistical complexity with a focus on quality and agility in 
the service industry. This research captures three research questions in order to help in fulfilling 
our purpose. The stance adapted by us is that an effective and efficient management of logistical 
complexity in terms of quality and agility will eventually yield a competitive edge to Herenco Dis-
tribution AB. This complexity is mainly driven by customer demand for varied products, proc-
esses and services of value (Grenoble, 1994; Axelrod & Cohen, 2000; MacKerron & Fernie, 
2007). Some customers vie for the provision of quality products while others require that these 
products be produced and delivered at the requisite time and place specified by them (Harrison & 
van Hoek, 2002; Lamming, Johnsen, Harland & Zheng, 2000). This therefore warrants SME 
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managers to be agile and responsive in coordinating the delivery of quality products and services 
for customer satisfaction (Gunasekaran et al., 2002). 

1.1.1 The impact of logistical complexity on customer satisfaction 

Researchers contend that the logistical activities in themselves are very complex (Bowersox & 
Closs, 1996; Christopher, 2000; Cox, 1999; Lambert & Cooper, 2000; Tan, 2001). This view is 
also supported by contemporary writers such as Nilsson and Waidringer (2004). They add that 
this complexity resides in controlling and coordinating logistical activities since the interactive ac-
tivities among firms are ever increasing (Khurana, 1999; Maznevski, Steger & Amann, 2007). As 
these interactive activities increase, there is the need to control and coordinate them in order to 
fulfill customer satisfaction through customer service.  

Shapiro and Heskett (1985) defined customer service as the process of meeting the ―Seven Rs 
Rule‖, which stand for the right product (service), in the right quantity, in the right condition, at the right place, 
at the right time, for the right customer, at the right cost (Wisner et al., 2005, p.319). With the advance-
ment of knowledge, authors such as Harrison and van Hoek (2002); Coyle et al, (2003) and Wis-
ner et al. (2005) went on to define customer service as the provision of goods and services to en-
hance customer satisfaction. According to them the fulfilment of customer service has become 
critical and complex throughout the years because customers are continually seeking the provi-
sion of newer forms of quality products and services at frequencies that were not common in the 
past. They say customers are continually demanding the improvement of the logistical aspects of 
order cycle time for the delivery of their goods; they also demand that these goods should not 
only be on time but that they should be delivered at the right place and time and in a safe condi-
tion. Coupled with the above, customers also demand that logistic providers be dependable in 
terms of timely deliveries; if companies don’t meet these demand imperatives from customers, 
they may experience losses in terms of stock outs, backorder, lost sales and lost customers. The 
fulfilment of customer satisfaction through the execution of logistical processes tends to yield 
complexity since this fulfilment entails the creation of numerous activities or process steps. The 
underlying challenge is that in this contemporary world of ours, customers constantly come up 
with increasing demands on the company’s logistic services-thus the complexity is increasing in-
stead of reducing. Axelrod and Cohen commented on this degree of increasing complexity as fol-
lows: 

“…systems to exhibit increasingly complex dynamics when changes occur that intensify interactions among the ele-
ments.”  (Axelrod & Cohen, 2000, p.26) 

This logistical complexity is said to have been injected into the system by the very intension of 
companies to meet cyclical customer demands; to meet the demands of customization; to come 
up with novel strategies so as to enhance competitiveness. Also, Masson, Losif, MacKerron and 
Fernie (2007) add that complexity is also as a result of sourcing products with very short life 
span; high-product customization, the number of alternative designs and delivery paths available, 
the variety of knowledge bases, skills and competences but also the need for supplier involve-
ment in product development (De Toni & Nassimben, 1995; Cravens, Piercy & Shipp, 1996; 
Lamming, Johnsen, Harland & Zheng, 2000; Holmberg, 2000; Croom, Romano & Giannakis, 
2000). The point here is that when the life span of a product is shorter, there is the need for or-
ganizations to be more responsive in terms of innovation to come up with newer quality prod-
ucts and services to satisfy customers. The fulfilment of this process will require a plethora of ac-
tivities that may involve a collaborative relationship with suppliers so that quality raw materials 
could be supplied at the right place and time for the production of these novel products. When 
these products become fit for consumption, customers might demand that the products should 
not only be customised to suit their tastes but also that these products be delivered to their door 
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steps at the requisite time specified by them. This tends to overstress processes and resources in a 
company. This however, calls for an effective management of these complex activities because 
complexity is here to stay and begs to be managed (Maznevski, Steger & Amann, 2007).  Christo-
pher also states that: 

“… the introduction of factors that increase supply chain agility may increase supply chain uncertainty and com-
plexity.” (Christopher, 1998, p. 259)  

This again is because the company will have to deal with increases in activities that entail the 
gathering of real time information from customers but also increases in activities that relate to the 
production and timely delivery of products of high quality to customers. The multiplicity in 
products is usually spawned by the marketing face of a company in pursuant of its strategy to 
deal with competition (Grenoble, 1994). Grenoble (1994) and (Maznevski, Steger & Amann, 
2007) further stated that this complexity could take the shape of multiple distribution channels, 
consolidation and mergers but also expansion into global markets for competitive purposes. The 
primary challenge is that complexity never reduces but keeps on growing. This increased variety 
or complexity is well captured by Senge (1990) as follows: 

“Perhaps for the first time in history, humankind has the capacity to create far more information than anyone can 
absorb, to foster far greater interdependency than anyone can manage, and to accelerate change far faster than any-
one’s ability to keep pace. Certainly the scale of complexity is without precedent.” (Senge, 1990, p.69) 

Senge’s view appears realistic because in order to meet the standards of customization for cus-
tomer satisfaction, much information must be garnered from the market through the marketing 
arm of the company on a real time basis so that the production of the requisite products might 
take place (Wisner et al., 2005). Today, customers are more interested in the quality of the prod-
ucts which they buy since defective and low quality products are considered to be out of touch 
with reality (Gunasekaran et al., 2002). Companies that don’t place a premium on quality today 
are surely going to lose out on competition. 

1.1.2  Quality as a challenge in service delivery 

In order for businesses to succeed today, it is imperative for them to adopt standards of quality in 
meeting customer satisfaction (Ballou, 2006; Eng & Yusof, 2003; Rahman, 2003). According to 
Eng and Yusof (2003), quality is very important for businesses to remain competitive in the busi-
ness world. This is true in that if they do not consistently come up with the right quality of ser-
vice to meet and exceed customers’ expectations, they will eventually be caused to fold up. 
Therefore to prevent companies from folding up, there is the need to employ the principles of 
Total Quality Management (TQM). TQM incorporates the definition of quality which can be de-
fined as ―the ability to satisfy customer expectations‖ (Wisner et al., 2005; Berry, 1991). This re-
quires companies to do all it takes to produce the right products and to distribute them in such a 
way that customers will love to return for more. It further demands that companies adopt and 
emulate a culture of excellence in fulfilling customer satisfaction (Kanji, 1996). TQM also in-
volves the philosophy of continuous improvement in all aspects of the business (Dahlgaard, Kris-
tensen & Kanji, 1998). This is because through the process of continually innovating, curbing, 
and preventing defects and mistakes, a company can attain higher standards of improvement and 
excellence which will further enhance customer satisfaction. Through this principle, managers 
must continually work effectively with employees, customers, suppliers while promoting a spirit 
of team work to the end that their services meet and exceed the real time needs of the customers 
(Saylor, 1992). Customer satisfaction does not only depend on the provision of quality products 
and services to customers but also on the ability of the company to be agile or responsive in ful-
filling customers’ demands. 
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1.1.3  Agility as a challenge in service delivery 

The importance of agility or speed in meeting customer satisfaction is two prongs: the reduction 
of product development time for new products and the shortening of order cycle time for cur-
rent products (Grenoble, 1994). Customers constantly want new products quicker than before 
and they require these services to be provided to them at the shortest possible time (Coyle et al., 
2003). According to Grenoble (1994), businesses must therefore ensure that they streamline their 
purchasing, production, and distribution processes in order to drastically curb production and 
order cycle times. Those that are able to deal with this challenge will end up securing a comfort-
able customer service offerings.  

Various catchy titles have been used to capture the essence of speed in logistical processes. Some 
of them include Just-In-Time (JIT), Quick Response (QR), Time-Based Competition (TBC) 
(Grenoble, 1994). The overall picture captured by these titles is the need for products and ser-
vices to be delivered to customers on a timely basis. Wisner et al. (2005) and Harrison and van 
Hoek (2002) stressed on the importance of getting products to customers on time; such time not 
being either before or after the requisite point of necessity. Delivering products well ahead of 
time will add to the burden of tackling inventory and managing warehouses; these will cause a 
spike in costs while not delivering on time will result to stock outs and by extension lost sales. 
These problems tend to sap businesses of their profits while increasing cost. According to 
Grenoble (1994), minimising the impact of agility in customer satisfaction in today’s business will 
not only rob a company of its market share but also cause it to operate in a suboptimal fashion 
while further spurring complexity-this might eventually bring it to its knees in the face of strin-
gent competition.  

The above constructs of complexity; quality and agility reveals that they have a positive impact on 
customer service hence customer satisfaction. Furthermore, when these logistical constructs are 
utilised strategically by managers, they are bound to yield a competitive edge to the requisite 
company (Grenoble, 1994). However, if they are not managed rightly, they can cause companies 
to fold up. Therefore, there is a need for effective and efficient control of these processes in or-
der to meet and exceed customer satisfaction. 

1.2 Purpose of research 

Our research on logistical complexity indicated that prior studies have covered the complexity 
aspect of quality and agility in large companies. Though some studies have covered these aspects 
within the service domain in SMEs, the studies are still limited in terms of how these dual factors 
of complexity are managed in these SMEs. Given the intensity of competition among businesses, 
improving business performance for customer satisfaction through higher customer service has 
become an absolute top priority (Hoffman & Mehra, 2000). Since quality and agility are very im-
portant in meeting customer satisfaction, increases in customer demand for services relating to 
them tend to inject complexity into the functions and systems of companies. To control these 
aspects of complexity, there is therefore the need for effective hands-on management. Saghir 
(2003) emphasizes the importance of understanding complexity and its influence on logistics and 
marketing in order to enhance customer satisfaction; as a result it is important to find the balance 
between the customer service level,  cost of logistics and the benefits for the firm (Coyle et al., 
2003). This argument has led us to assume the following posture in highlighting our purpose.  

              The purpose of our study is to understand the managerial actions on the logistical challenges of quality                     

              and agility in a Newspaper distribution company 
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Through the fulfilment of this purpose, we intend to make a theoretical contribution to managing 
logistical complexity in SMEs with a focus on quality and agility within the service industry. 

In order for SMEs to thrive, it is imperative that they serve their customers with the right quality 
of products in their right quantities without defects or the need for repairs. It is also important 
that customers be provided with quality services particularly in terms of delivering of orders at 
the right place and time as specified by them. The processes, activities and steps necessary to ful-
fill these quality and agile demands are complex. Many companies that have not met these stan-
dards of quality and agility in customer satisfaction through an efficient and effective customer 
service provision have consistently lagged behind competition while others have folded up. This 
necessity to place a premium on customer service provision has driven our first research question 

 What are the logistical challenges in terms of agility and quality  

in service delivery?  

Given that quality and agility are necessary in meeting customer satisfaction, it is very important 
that managers utilize their resources efficiently and effectively to control the numerous and com-
plex processes and activities needed to be undertaken for customer satisfaction-the complex 
processes needed to satisfy their customers with quality products and services at the right place 
and time while keeping costs at the lowest level in order to secure profits. This therefore leads us 
to our second research question 

 How can logistical challenges of agility and quality be managed 

                      for the achievement of customer satisfaction?  

Also, in order to manage logistical challenges, there is usually the need to get real time informa-
tion from the market to feed production and delivery. This information helps in the provision of 
visibility for decision making to the end that the requisite quality of goods and services are pro-
vided to customers. The presence of this real time information helps in the reduction of uncer-
tainty which breeds complexity. Again, this discussion leads to our final research question. 

 How can information flow help in the management of agility and quality  

                        for the attainment of customer satisfaction?   

1.3 Methodological and Practical Relevance 

Under this section, the authors were interested in understanding the different theoretical and em-
pirical aspects related to complexity in terms of quality and agility. This was undertaken in order 
to capture the reality which practitioners in SMEs face. This study takes on an inductive ap-
proach since it is exploratory in nature (Grenoble, 1994) and since qualitative researches usually 
take on inductive postures (Hyde, 2000). On a practical level, we hope that this research will not 
only help practitioners to better understand complexity in terms of quality and agility but also 
serve professional teachers at the academic level. Our research strategy has been bent on under-
standing different processes relating to quality and agility within an SME. 
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1.4 Dissertation Outline 

Chapter 1 - Introduction: The essence of this chapter is about the challenges 
facing managers in the service industry relative to the 
complexity challenges of quality and agility and the 
need to manage these challenges. 

Chapter 2 - Frame of Reference: This chapter contains literature review on the logisti-
cal challenges of quality and agility and what manag-
ers have done in terms of TQM, JIT, and Informa-
tion flow in order to deal with them. It also includes 
a model of logistical complexity management which 
highlights the management of the logistical challenges 
of quality and agility through customer service.    

Chapter 3 - Methodology In this section, the inductive approach and the quali-
tative method were utilised as a guide in gathering the 
empirical material.  Here, the authors made use of a 
single case study strategy.   

Chapter 4 - Industry and Company pres-
entation: 

This chapter centers on the way the newspaper in-
dustry in Sweden operates to enhance the production 
and delivery of newspapers for customer satisfaction. 
It also includes a presentation of the company util-
ised in the case study.  

Chapter 5 - Empirical Findings: This involves a systematic presentation of the gath-
ered material which was utilised in the analysis. 

Chapter 6 - Analysis:  In this section, the gathered material was matched 
and analysed with the aid of the model found in 
chapter 2.  

Chapter 7- Discussions: It encompasses discussions on the results of the 
analysis and a contribution to the field of complexity 
management. 

Chapter 8-  Conclusions: This dwells on the theoretical  and managerial impli-
cations of the research and possible areas for future 
studies. 

Figure 1.1 Disposition of chapters 
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2 Theoretical frame 

This chapter is meant to touch on the theoretical bases upon which our analysis hinges. The chapter begins with a 
contextual view of customer satisfaction and supply chain management, followed by an examination of customer 
satisfaction in the service industry in which we saw some of the quality and agility challenges facing companies in 
the service industry in fulfilment of customer satisfaction. We also dwelled on what some managers have done to 
tackle these varied challenges. TQM was used as a tool in meeting the challenge of quality; JIT was applied to en-
hance the imperatives of agility while information flow was prescribed for tackling the dual aspects of complexity; 
quality and agility. We also engineered a model that captured our theoretical stand-point.  

2.1 Customer satisfaction and Supply chain Management 

The field of Supply chain management (SCM) is taking the logistics sector by storm since so 
many in the different business fields do not only seem to embrace it but also see activities of their 
fields embedded in it (Ballou, 2007). The origin of the name seems to be a mystery but it has 
been widely accepted compared to physical distribution and logistics, which is still being debated. 
Some are saying that it is a fulfilment of the activity integration promise implied in earlier defini-
tions while others think of it as a new and bold concept. According to Ballou (2007), those be-
lieving that SCM is evolutionary construct a diagram of the type shown in Figure 2.1 below. They 
claim that SCM is not new but they also recognize that the logistics pioneers had many of their 
ideas promoted by current supply chain enthusiasts. The authors of this thesis hold this view as 
well. 

 

Figure 2.1 The evolution of Supply chain Management (source: Ballou, 2007, p.338)
Thus, the supply chain enthusiasts define the term as a means of adding knowledge in the field of 
supply chain management; as a result a series of definitions have been made. One group of the 
enthusiasts was made up of Mentzer, DeWitt, Keebler, Min , Nix, Smith and Zacharia (2001) 
who wrote a paper on ―Defining Supply Chain Management.‖ In their paper, they defined supply 
chain management as ―the systematic strategic coordination of the traditional business functions and the tactics 
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across these business functions within a particular company and across business within the supply chain, for the 
purpose of improving the long-term performance of the individual companies and the supply chain as a whole” 
(Mentzer et al, 2001, p.18) .  

This definition implies much about the management of a supply chain, and led to the develop-
ment of the conceptual model illustrated in Figure 2.2 below (Mentzer et al., 2001). 

 

Figure 2.2  Model of Supply chain Management (Source: Mentzer et al., 2001, p.19) 

According to Mentzer et al. (2001), a supply chain can be pictured as a pipeline with Figure 2.2 il-
lustrating a view of the pipeline from the side showing directional supply chain flows (products, 
services, financial resources, the information associated with these flows, and the flows relating to  
demand and forecasts). According to the above figure, the traditional business functions of mar-
keting, sales, research and development, forecasting, production, procurement, logistics, informa-
tion technology, finance, and customer service are all managed along the supply chain from the 
supplier’s suppliers through to the customer’s customers in order to ultimately provide value for 
customer satisfaction.  

The model highlights the important facets that companies utilize in order to meet the needs and 
wants of customers. In order to satisfy customers with quality products and services, the different 
departments in the company from marketing to customer service work collaboratively through 
interfunctional coordination which includes aspects like emphasis on trust between the company 
and its customers, commitment to customer satisfaction, risk management, customer dependence 
and the exhibition of customer behaviours such as empathy, assurance and responsiveness 
(Mentzer et al., 2001).  Figure 2.2 also shows the critical role of customer value and satisfaction to 
achieve competitive advantage and profitability for the individual companies in the supply chain, 
and the supply chain as a whole (Mentzer et al., 2001); as a result it is evident that customer satis-
faction is an essential goal of supply chain management. Hence supply chains with very efficient 
and effective distribution channels will be competitive and they will not only secure a huge mar-
ket share, profitability but also enhance customer satisfaction (Mentzer et al., 2001; Ballou, 2006). 
As such it is inevitable that companies align their supply chain strategies with their distribution 
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strategies in order to meet, satisfy and even exceed customers’ satisfaction (Wisner et al., 2005) by 
providing time and place utility (Grenoble, 1994).  

2.2 Customer Satisfaction in Service delivery 

Customer satisfaction relates to all the processes and activities that a company undertakes to en-
sure that the real time needs of customers are met and satisfied to the end that these customers 
can keep on returning for more (Coyle et al., 2003). It relates to customer relationship manage-
ment (CRM) which also incorporates the idea that companies must do all it takes to meet cus-
tomers’ real time needs to the end that loyal customers will be created for the company (Wisner 
et al., 2005). The concept of customer satisfaction can be captured in the supply chain model in 
figure 2.2 above. When the company works in such a collaborative fashion, customers will end 
up being satisfied while the company will secure its competitive edge in the market (Mentzer et. 
al., 2001). The fulfilment of customer satisfaction requires that a company meets diverse chal-
lenges such as customisation of products, the reduction of production time for new products, the 
reduction of order cycle time for delivery of purchases and finished products (Greener, 2001; 
Grenoble, 1994). High levels of customisation also require that quality products should be sup-
plied to customers in good state, that is, without defects and that there should be variety in terms 
of types, quality and quantity of products and diverse delivery options (Vicki, 2009). Customer 
satisfaction is usually achieved through an effective and efficient management of customer ser-
vice (Grenoble, 1994). The customer service factors that are imperative in the attainment of cus-
tomer satisfaction include:  

(1) Time and Place: Companies must make sure that the required quality of products and services 
are delivered to customers at the right place and time.  

(2) Asurance, Dependability, and Reliabiliy: The right products and services should not only be 
delivered at the right place and time but without defects and with the required level of quality. 
The customers must be able to rely on the promise of the company that they will deliver the right 
quality of goods at the right place and time for the fulfilment of their satisfaction.  

(3) Communication: This helps the customers to know when and where their products have been 
delivered so that they could readily pick them up. This will also help the customers not to waste 
precious time in waiting or searching for the products to be delivered because they will be sure of 
when and where they can expect the products.  

(4) Convenience: Customers will be satisfied if the services of the company are flexible. The 
company can segment the customers into different categories; those that require responsiveness 
and those that require efficiency in the provision of their services (Coyle et al., 2003; Wisner et 
al., 2005; Harrison & van Hoek, 2002).  

An effective and efficient management of these processes through CRM will help the customers 
to keep on returning to the business for more (Wisner et al., 2005). According to a model devel-
oped by Davis, Frank, and Jr. (1990), customer satisfaction can be obtained through service man-
agement by the application of CRM procedures. These procedures include: establishing rapport 
with customers, diagnosing needs, determining the company’s ability to meet those needs, com-
mitting to the customer, receiving customers’ responses, scheduling service deliveries, communi-
cating requirements, monitoring delivery processes, mentoring partners, and empowering em-
ployees. They later came up with four constructs for ascertaining customer satisfaction through 
service delivery as follows: (1) Enabling, (2) Empowerment, (3) Mentoring, and (4) Monitoring. 
According to these constructs, they adviced managers to enable, empower, mentor and monitor 
their employees so that they can always deliver acceptable level of services that will suffice to 
cause customers to always return for more. A survey undertaken by Vicki (2009) revealed that 
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customer satisfaction is a great determinant of business success in the contemporary world. The 
survey revealed that half of the customers will abandon an online purchase if they were unhappy 
with the delivery charges while 39% will do same if they are not satisfied with the delivery time. 
Another 23% opted to abandon a purchase due to a lack of suitable and reliable delivery option. 
This is because customers are interested in receiving their products when and where necessary 
and in good quality (Vicki, 2009).  

The root of the challenges in the fulfilment of customer satisfaction through customer service is 
that over time consumer behaviour changes; as such customers tend to require more features and 
designs in the provision of their products and services which did not exist before. Some of the 
customers require services with specific packaging, quantity and shipping needs (Greenier, 2001; 
Coyle et al., 2003). Others tend to differ in their requirements; some want to buy in bulk while 
others want fewer or single products that meet their exact needs. Yet still, others demand cus-
tomised services such as gifts, wrapping, items personalisation and returns processing (Greenier, 
2001; Wisner et al., 2005; Coyle et al., 2003). They also require that these products be delivered to 
the place specified by them (Greenier, 2001; Wisner et al., 2005). Many have tended to favour 
next day deliveries even at higher prices (Vicki, 2009; Gunasekaran et al., 2002). Also, this deliv-
ery challenge is further intensified in that the customers who demand these diverse products and 
services are multiplying at an unprecedented level particularly due to the introduction of the 
internet and the World Wide Web (Stenberg, 1997; Vicki, 2009; Rein et al., 2001).  The challenges 
from the multiplication of diverse demand features from customers tend to engender complexity. 
This is because there is a need for the companies involved to coordinate numerous workers, nu-
merous activities and processes in order to fulfil customer satisfaction.  

2.3 The determinants of complexity 

For companies to secure a competitive edge today, they must not undermine the importance of 
complexity (Grenoble, 1994). According to Traub (1988), tackling the phenomenon of complexi-
ty in fields such as mathematics, management science and information theory for decision mak-
ing purposes revealed that the underlying challenge with complexity is the existence of variety or 
the connotation of many products, activities and/or processes; thus companies are constantly 
faced with the problem of how to control variety.  

In their article on complexity in global organizations, Maznevski, Steger and Amann (2007) cite 
complexity as a real leadership challenge. They describe complexity as consisting of four drivers: 
(1) Diversity, (2) Interdependency, (3) Ambiguity and (4) Flux. Their stance is that in order to 
control numerous functions and employees within the company while dealing with customers, 
stakeholders and competitors on a global level, management has to reckon with an automatic 
creation of complexity. They go further to explain that processes, functions and activities are not 
only interlinked but are also ambiguous. Futhermore, these processes, functions and activities 
within and without the company are continually in a state of flux thereby posing stringent chal-
lenges on management.  
 
Khurana (1999) carves out four broad dimensions that capture the definition of complexity. They 
include logistical complexity; it results from a high volume of tasks and activities to ensure quality 
standards in a company or the proliferation of products; technological complexity relates to the 
inherent complexity of the system and its processes (for both products and services); organiza-
tional complexity is as a result of structures, forms and procedures that make the organization 
complex while environmental complexity emanates from characteristics or events outside the sys-
tem or organization. Khurana goes further to depict these complexities in figure 2.3 and 2.4 be-
low. 
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A Structure of the different types of Complexity 
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Figure 2.3 Adopted from Khurana (1999) and modified by authors 

The above types of complexity in figure 2.3 all incorporate the aspects of quality and agility albeit 
with different applications. For Logistical complexity, the high volume of tasks and activities are 
undertaken to ensure that products and services of quality are the final outcome and that these 
outcomes are delivered to customers at the right place and time. It also relates to being agile in 
meeting the demands of customer satisfaction through customer service (Sanchez & Perez, 
2005). In terms of technological aspects such as computers and software systems, companies 
could ensure that quality is enhanced through the production of computers and software systems 
without defects or the need for repairs. Theses technological products also need to be made 
available to the customers at the right place and time (Khurana, 1999) in an agile manner. This is 
also the case with organisational complexity in which quality and agility could be enhanced 
through the implementation of orderly structures, forms and procedures within the organisation 
for the achievement of timely performance standards (Khurana, 1999; Nelson & Quick, 2008); 
and environmental complexity which could warrant the company to be flexibile in meeting qual-
ity standards of curbing air pollution stemming from transportation or any other quality aspects 
that are external to the company (Longhurst, 2005), and the recycling of waste stemming from 
production (Repoussis, 2009).  However, our focus is not on complexity in its holistic dimensions 
but on logistical complexity with a focus on quality and agility. 
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Figure 2.4 Complexity map for quality and agility (Source: Adopted from Khurana (1999) and modified by au-
thors) 

Figure 2.4 reveals that as the demand for customer satisfaction through quality goods and ser-
vices together with a persistent demand for agile, speedy or flexible products and services in-
crease, there is a creation of complexity as activities and processes are mustered to fulfill these 
demands. As these demands increase in intensity, complexity rises from a lower level of intensity 
to a higher one. 

2.3.1  Customer Satisfaction through Complexity Management  

Gattorna, Chorn and Day (1990) stress that in order to achieve high standards of customer ser-
vice hence customer satisfaction, there must be an alignment of the four forces of competition, 
strategy, culture and leadership. According to them, management can only be able to effectively 
deal with complexity and meet customer satisfaction if the leadership is able to build a competi-
tive culture that recognizes the real time needs of customers while devising a strategy to respon-
sively meet those needs. Senge (1990) goes further to state that in order to effectively deal with 
complexity, managers must attempt to tackle the long term fundamental problem rather than 
pursuing a short term quick-fix symptomatic solution. The basic idea here is that management 
should set aside precious time to identify and resolve problems such as defects in production, un-
timely deliveries, stock out of goods, waste in production and distribution, unresolved complaints 
from customers which might plague the company in the long run rather than focusing solely on 
symptomatic solutions (solutions to problems that are short lived) in the short run. To help in 
controlling the above problems, Novich (1990) advices management to identify key processes 
that are important to customers so as to reduce inefficiencies that relate to these processes. By 
curbing these inefficiencies, departmental overlaps will be eliminated, duplicative steps will be 

Increase in Complexity 
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avoided while cycle times will be minimized; this will give the company enough leverage to fulfil 
customers’ satisfaction through shorter lead times (Novich, 1990).  
 
Senge (1990) identifies two sources of complexity management which require identification and 
control in order to enhance customer satisfaction. They include detail complexity and dynamic 
complexity. Detail complexity exists when there are many details needed to be managed while 
dynamic complexity exists when there is a separation between cause and effect and they are diffi-
cult to locate both in time and space. He identifies complexity in the following statements: 
 
“. . . situations where cause and effect are subtle, and effects over time of interventions are not obvious. Convention-
al forecasting, planning and analysis methods are not equipped to deal with dynamic complexity (Senge,1990, p. 
71).” 
 
According to Senge (1990), by applying systems thinking, complexity can be solved by viewing 
the supply chain as a whole and by tackling it from a holistic perspective. According to Senge’s 
explanation, systems thinking views the entire supply chain as a whole so that every part of the 
chain is coordinated, controlled and monitored in such a way that waste and costs are kept at the 
lowest level; through this system perspective, quality will be attained, agile responses will be sti-
mulated within the system while complexity will be contained-this will go a long way to enhance 
customer satisfaction. He stresses this holistic view in his book: The Fifth Discipline where he states 
that:  
 
“we need system thinking more than ever before because we are increasingly becoming overwhelmed by complexity.” 
(Senge, 1990, p.69) 
 
Novich’s opinion tallies with Senge’s view of focusing more on the long run and lesser on quick-
fix symptomatic solutions in the short run. Novich’s idea here is that in the short run, it is very 
difficult to identify problems which involve duplicative steps and departmental overlaps in very 
extensive company functions and processes. Departmental overlaps are usually common with 
legacy computerize systems in the company which cannot communicate with each other. This 
leads to complexity in that the same information is often entered in different computerised sys-
tems leading to repetition and monotony. These sort of problems need to be solved by comput-
erized systems that enhance communication amongst the different functions within the company 
and those that ensure a single entry of information without replication. Such computerised sys-
tems include Enterprise Resource Planning (ERP) and SOA (Service Oriented Architecture) 
(Wisner et al., 2005; Lamont, 2008). The identification of inherent inefficiencies in communicat-
ing systems will require the dedicated effort of management in establishing procedures to identify 
and erase such inefficiencies; as a result the elimination of these inefficiencies will be a great 
booster to customer satisfaction due to better information availability. 

2.3.2 Summary of determinants of complexity 

This section indicates that complexity stems from a consistent increase in demand for varied 
products and services which creates a constant increase in the activities and processes needed to 
provide them (Khurana, 1999). Novich (1990) explained that in order to tackle complexity, inef-
ficiencies such as departmental overlaps, duplicative steps and longer cycle times should be iden-
tified and eliminated. On the other hand, Senge (1990) stressed that complexity can be dealt with 
through an implementation of systems thinking which involves an observation of the supply 
chain in a holistic perspective in order to identify and eliminate deficiencies in purchasing, pro-
duction, and distribution. Another important factor which can enhance the elimination of defi-
ciencies in service provision is the observation of quality standards in a company.  
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2.4 Quality in service delivery 

In their summary on the history, theory and definition of quality, Gummesson and Evert (1991) 
came up with four constructs in what is referred to as the ―Four Types of Quality‖. These quali-
ties include: (1) Goods quality, (2) service quality, (3) computer software quality, (4) holistic qual-
ity. The computer software quality was noted for its impact in merging both goods and services 
together thereby enhancing their qualities. They stress that holistic quality is the most important 
since it incorporates the advantages of the other three qualities. They also demonstrated this in 
the following statements on holistic quality: (1) ―that all organisations produce and sell goods and 
services..., and that the customer is buying need satisfaction, (2) that software quality is heavily 
dependent on information technology and thus software is crucial for service quality, (3) the three 
qualities are distinct in nature and have unique features that need to be considered, (4) the need 
to approach quality from a deeper, humanistic perspective...‖ (Gummesson & Evert, 1991). In 
essence they implied that holistic quality incorporates both goods, service and computer software 
qualities and that if these three aspects are observed and managed effectively, they will in tend 
yield customer satisfaction. 

Over the years, various scholars have emerged with the definitions of both product and service 
quality. Garvin (1987) defines quality in terms of products while Zeithaml, Parasuraman and 
Leonard (1990) define quality in terms of services. Garvin’s (1987) definition of product quality 
incorporates the following qualitities: 

Performance This refers to the products operating characteristics; how they functions to 
satisfy the customer. 

Features This is defined as the ―bells and whistles‖ of products and services-those 
characteristics that supplement their basic functioning. 

Reliability This reflects the probability that a product is not going to fail or malfunction 
over a designated period of time. 

Conformance This refers to the extent to which a product’s design and operating charac-
teristics meet established standards. 

Durability Defined as the amount of use one obtains from a product before it breaks 
down and replacement is preferable to repair. 

Servicability Refers to the speed, courtesy, competence and ease of repair. 

Perceived Quality This refers to inferences about reality and not reality itself 

On the other hand, Zeithaml et al. (1990) included the following dimensions in their definition of 
service quality: 

Tangibles  ―As the appearance of physical facilities, equipment, personnel and commu-
nication material‖ 

Reliability ―As the ability to perform the promised service dependably and accurately‖ 

Responsiveness ―Willingness to help customers by providing prompt Service‖ 

Assurance ―Knowlegde and courtesy of employees and their abilities to convey trust 
and confidence to customers‖ 

Empathy  ―Caring, individualized attention the firm provides its customers‖ 
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In a model designed by Zeithmahl, Parasuraman and Leonard (1983), they identified service gaps 
that needed to be controlled, monitored and closed by managers if they intend that their busi-
nesses last longer in the face of competition. The gaps are as follows: 

 The difference between what customers are expecting from a service and what managers 
perceive these expectations to be. 

 The difference between management’s perception of expectations and the firm’s service 
quality specifications. 

 The difference between specifications set for the service and the actual delivery of the 
service. 

 The difference between external communications about a service (such as promises) and 
what is actually delivered. 

 The difference between customer expectations and how the service is perceived. 

2.4.1 Customer satisfaction through Total Quality Management (TQM) 

 Eng and Yusof (2003) stressed on the implementation of TQM to close the expectation gaps 
listed above but also to reduce the negative consequences of poor quality, rising costs which tend 
to yield poor customer satisfaction. According to them, the application of TQM principles is go-
ing to improve quality and profits, reduce costs, increase employee morale and meet customer 
satisfaction.  

Besterfield (1995) defines TQM as a philosophy that is driven by a set of guiding principles 
marked by a foundation of continuous organisational improvements. They further state that it 
entails the integration of fundamental management techniques, improvement efforts and techni-
cal tools. According to Berry (1991), TQM is aimed at achieving standards of excellence in or-
ganisations. They state that its principal direction is towards meeting and exceeding customers’ 
expectations while significantly shaving costs. This highlights the need for management to place 
premium on the incorporation of a culture of customer service in the mindset of the employees. 
It should be a way of life for the entire organisation (Kanji, 1996; Berry 1991). This way of life 
should also be marked by continuous improvement both internally and externally while giving 
credence to the cornerstones of TQM (Dahlgaard et al., 1998; Saylor, 1992). These cornerstones 
of TQM are as follows: Management leadership and commitment; Continuous improvement; To-
tal customer satisfaction; Employee involvement; Training and education; and Reward and Rec-
ognition. 

The implementations of the above processes require a stringent effort on the part of manage-
ment to ensure that the requisite steps for the attainment of customer satisfaction are observed. 
Richardson (1997) and Besterfield (1995) have emphasized that the attainment of TQM objec-
tives will require a clear delineation of goals, policies, and quality plans. They further reiterate that 
these goals will still be lagging in fulfilment save management employs the rubrics of continuous 
improvement in consistent strides of application (Besterfield, 1995; Richardson, 1997; Crosby, 
1979).  

According to Cosby (1979), management must come up with a strategy that centers on customer 
satisfaction. Such a strategy should have as focus: having a listening ear to the worries of custom-
ers in order to perpetually stall the adverse effects of these worries. To achieve this, Cosby pre-
scribes that quality products and services should be provided at reasonable prices with on time 
delivery and outstanding service (Cosby 1979; Grenoble, 1994). Again, outstanding measures of 
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service performance will be attained if management invests quality time and effort to understand 
the changing needs, expectations and perceptions of customers (Eng & Yusof, 2003).  They 
added that management can do this through establishing close relationships with customers, 
gathering information on customer trends and benchmarking such trends with those of competi-
tors. 

Though customer service is prime in keeping a company afloat in today’s business, management 
is not suppose to downplay on the importance of total customer satisfaction. In order words, it is 
not only the external customers of the business that need attention but also the internal custom-
ers (employees). Minimizing this group could lead to low working morals, poor quality, rising 
costs and eventually loss in profits (Eng & Yusof, 2003). In supporting their assertion, they high-
lighted the importance of good working conditions coupled with proper training, tools, informa-
tion and empowerment. They emphasized that the result of such an effort will only lead to excel-
lence in service quality-this they say, is going to serve as a glue to retain customers. 

To emphasize the importance of employees in achieving excellence in customer satisfaction and 
the need for management to place premium on employee performance, Wisner et al. (2005) to-
gether with Saunders (1995) listed Deming’s 14 managerial points that encapsulate the philoso-
phy of working conditions: (1) implement on the job training; (2) breakdown barriers between 
departments to build teamwork; (3) drive out fear in the workplace; (5) Eliminate quotas on the 
shop floor; (5) create conditions that allow employees to have pride in their workmanship; and 
(6) institute a programme of education and self-improvement. 

Eng and Yusof (2003) undertook a research focused on ―system‖ approach to achieving quality; 
such an approach made use of techniques and methods of quality control. This approach has 
been criticized for emphasizing the technical aspect only while keeping the human aspect on the 
low (Grenoble, 1994). Management needs to ensure that their managerial style incorporate the 
philosophy that without employees, no system can function, let alone meet and exceed customer 
satisfaction (Eng & Yusof, 2003; Grenoble, 1994). 

Richardson (1997) defines employee motivation as the empowerment of individuals within an or-
ganisation for decision making purposes and problem solving. Richardson follows by saying that 
such an empowerment helps to identify the importance of the employee; it proves that manage-
ment trust its employees; such a posture will translate into excellence in customer satisfaction 
since employees will be motivated to do what they are expected to do and that they will end up 
doing even more (Nelson & Quick, 2008).  

2.4.2 The Importance of Employee Training in achieving Customer Satisfaction 

To execute excellence in customer service, it is imperative that workers be trained so that they 
can possess the requisite skills and ability needed to give the company an edge in competition 
(Saylor, 1992; Dahlgaard et al., 1998). Dahlgaard et al. (1998) added that such training will give 
the workers the satisfaction, motivation and ability to be involved in continuous improvement ef-
forts which are vital bulwarks of customer satisfaction. Continuous improvement will not only 
help workers to improve on poor performances but will also cause motivated workers to discover 
entrepreneurial gaps which when filled by the company will end up being a plus. Eng and Yusof 
(2003) cited the example of Japan, Estonia and India where between 65 and 80 hours were in-
vested to step up employee training and education-such efforts eventually paid off in terms of 
satisfied customers, and by extension loyal customers.     

To promote and encourage a spirit of learning, Richardson (1997) stressed that management 
should be the initial starters. They must be versed with the rubrics of employee management so 
that they will know how to transfer such training to the bottom. Also, starting with mangers will 
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give the employees room to accept their own training. Richardson (1997) further stressed that 
such training should be constantly honed or improved so that the management and employees 
should not visualize the learning as being monotonous. The problem though is that, all too often, 
management is locked up in the philosophy that employees can easily perform at any level of ac-
tivity that is desired of them without placing in their hands the essential utensils: Training, knowl-
edge, empowerment and quality tools needed for effective self-management and service perform-
ance. Wisner et al. (2005) highlighted this negligence in the realm of production.  

Wisner et al. (2005) hold the view that though the Enterprise Resource Planning (ERP) system is 
prime in optimizing production and operations, some managers assume that their workers could 
deal with the training gap by utilizing their carried forward knowledge from legacy systems-this 
scenario clearly leads to sub optimisation that can hurt quality very badly while shaving profits. 
This example parallels with what Richardson (1997) said, though, the current emphasis is in the 
service dimension. Down playing on the importance of training does no good to the individual 
departments of the organization and certainly not to the organization as a whole. Workers must 
be imbued with knowledge such as the knowledge about timely delivery of services and the moti-
vational effects it has on customers’ loyalty and on the company’s survival.  

2.4.3 The Role of Rewards and Recognition in Employee Performance 

To help in spiking learning curves within the organization, many companies resort to recognition 
and rewards. These can take the form of bonuses, salary increases, promotion, theatre tickets, or 
a simple pat on the back (Besterfield, 1995). Richardson (1997) together with writers such Crosby 
and Juan (1979) have given a green light to the utilization of rewards in surging employee per-
formance. They support activities such as coaching, recognition, praise and empathy. Again, this 
has been supported by writers such as Nelson and Quick (2008) who say prior implementation of 
these activities have only led to an upturn in the service performance of companies that imple-
mented them. They go further to say that though rewards are beneficial to the performance of 
companies, they must be tied to tangible and measurable performances or they will lose their val-
ues. Tying them to specific performance constructs will ensure that after the performance has 
been rewarded; it can be repeated thereby perpetrating a positive effect (Nelson & Quick, 2008). 
Examples of companies that practice these styles include Googles, Walmart, Kmart and many of 
the Fortune 100 companies (Nelson & Quick, 2008).  

To further promote performance and standards of achievement, recognition could be injected 
into the company’s managerial style. Recognition is defined as an act directed towards an individ-
ual’s self-esteem and social needs. It usually takes the shape of money or some tangible reward. 
Nelson and Quick (2008) advice that managers should not only recognise the results of individu-
als but also the effort exerted in the achievement of these results. Many recognition systems 
which stressed only on the importance of results ended up in a broken state (Nelson & Quick, 
2008). They explained that recognizing both the efforts and results of employees will yield high 
standards of performance in customer service.   

In fulfilling reward and recognition systems, managers should employ the efforts of the employ-
ees themselves. This is because all company efforts that recognize employee involvement end up 
in a positive turn when employees were involved in the planning and execution process (Eng & 
Yusof, 2003). According to Eng and Yusof (2003), the problem thus far has been that manage-
ment has blamed employees for poor quality while forgetting that they are the ones who have 
consistently lacked the foresight to do what it takes to empower the employees for quality per-
formance.  
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2.4.4 Achieving Performance Standards 

In order to achieve high standards of performance in customer satisfaction, Tang and Bauer 
(1995) propose that companies should pursue two routes. They include: (1) Conformance to 
specifications and standards (systems approach), and (2) theories and practices of quality experts 
(humanistic approach). 

The first approach stresses on the need for performance measurements like ISO 9000 (Interna-
tional Organisation for Standardisation) and the American National Standards Institute (ANSI). 
These standards are governed through audits and tests to ensure conformance (Tang & Bauer, 
1995). The standards are applicable to products and services such as equipments and repair parts. 
On the other hand, the second approach dwells on the functions of the organization. This ap-
proach lays emphasis on the coordination of the organization, the role of management, people 
contribution, teamwork, and business processes. This approach has been tagged as a ―Soft‖ ap-
proach since it has to do with relationships building and management;  behavior both within 
(employees) and without (customers and suppliers) the company.  

Following a research carried out by Lau and Idris (2000), they realized that the factors that en-
sured success of the TQM system are growth, profitability, market competitiveness coupled with 
soft factors such as culture and trust. Therefore, they advice management to ensure quality con-
trol over these constructs so that they should consistently lead to improvements rather than 
negative performances. Another factor that can enhance customer satisfaction through customer 
service, if properly controlled, is agility. 

2.4.5 Summary of Quality in service delivery 

In this section, we highlighted four types of quality; service, goods, computer and holistic quality. 
Differences in the characteristics of both products and services quality were isolated. The discus-
sions indicated that there are service gaps in customer service provision which need to be moni-
tored, controlled and closed so that the company can be competitive in the market place. These 
service gaps mainly involved differences in the perception and expectations of customers and 
managers. TQM is prescribed as a philosophy that if properly applied will drive production and 
services to greater levels of quality within the company since it advocates high standards of excel-
lance in quality attainment. The application of TQM principles in the company will tend to re-
duce inventory, cost, and improve quality and services for customer satisfaction. To ensure effec-
tiveness in its application, the training of both managers and employees have been proposed. 
Again, to ensure effectiveness in TQM application, the efforts of employees should be encour-
aged in the form of rewards and recognition. Adopting these forms of motivation together with a 
―Soft‖ approach in managing these employees, companies will obtain high standards of customer 
ser-vice hence customer satisfaction. Another factor that can enhance customer satisfaction 
through customer service, if properly controlled, is agility.  

2.5 Agility in Service delivery 

According to Yusuf (2004), agility can be defined as responding in such a way that all the activi-
ties in a company could be coordinated in a quick, rapid or flexible way so as to enhance cus-
tomer satisfaction. Yusuf (2004) father explains that through the application of agility, activities 
of the supply chain such as purchasing, production and delivery are controlled or managed in a 
quick and responsive fashion to the end that the needs and wants of customers may be satisfied 
relative to the time and place requirement.  

The demands of customer satisfaction are increasingly forcing companies to apply agile supply 
chain capabilities in order to be competitive. Therefore, several companies are stressing flexibility 
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and agility in order to respond rapidly to the real time needs of customers. The importance of 
agility or speed in delivering competitive advantage in the market place cannot be overempha-
sized. Grenoble (1994) states a two prong application of agility as follows: (1) Reduction in pro-
duction and development time of products (2) and the reduction of order cycle time. Stalk, 
George and Thomas (1990) further added that the importance of agility can also have a strategic 
dimension. This can be seen in a situation where the implementation of time-based management 
strategies that promote agile responses leads to consistent timely deliveries thereby satisfying cus-
tomers’ needs. This satisfaction will end up increasing the profitability of the company while ex-
panding their market share (Stalk et al., 1990). Stalk and George (1988) also deliberated on the 
importance of the application of speed or agility in yielding a competitive advantage to companies 
in the service industry as demonstrated in their 1990 book: Competing Against Time. 

In an award winning article in a Harvard Business review, ―Time-The Next Source of Competi-
tive Advantage‖, Stalk and George (1988) give credits to Forrester for stressing on the impor-
tance of agility in ―industrial dynamics.‖ They lauded Forrester for being able to employ the prin-
ciple of agility in the planning cycle for product fulfilment; the impact being that the production 
processes of companies were sped up thereby making products to be readily available to custom-
ers. Forrester explained that these advantages through time-based competition are not limited to 
manufacturing set ups but are also available to services in the realm of distribution. Other manu-
facturing companies that have been enjoying the benefits of agile responses in fulfilling custom-
ers’ satisfaction include Sony, Matsushita, Sharp, Toyota, Hitachi, NEC, Toshiba and Honda 
(Grenoble, 1994). Those that have reaped these benefits in the service dimension include Benet-
ton, Federal Express, Domino’s Pizza & McDonald, Zara, Schenker logistic, DHL, IKEA (Wis-
ner et al. 2005; Barringer & Ireland, 2008). 

In meeting the challenges of timely delivery, Bower and Hout (1998) underlined five steps to be 
observed. They include: 

 Organize work in multifunctional teams: This will help in speeding up the performance of 
processes in a company that lead to delivery of goods and services to customers. 

 Track cycle times through out the organization: This will help in the identification of inef-
ficiencies in distribution in order that improvements can be undertaken.  

 Build learning loops into the organization: This will help workers to learn from their mis-
takes and prevent the future occurrence of such mistakes or damages to products. This 
will go a long way to fulfil customer satisfaction through improved service performance. 

 Examine cycle times and raise standards: This is important in that the company can in-
crease their performance standards which will raise the level of customer satisfaction 
thereby increasing their competitive edge in delivery.  

 Develop information systems to track value-adding activities: This is achieved by imple-
menting continuous improvements through JIT to ensure that information on the poten-
tial areas for the addition of value are located and reported to the management for im-
plementation. Again, this will go a long way to increase customer satisfaction. 
 

Though JIT was originally applicable in a manufacturing setting to spur up agility in production, 
Blackburn (1990) was the first to recommend its usage in the service realm. Blackburn (1990) 
stresses its advantage in reducing the rift between marketing’s crave for variety and the manufac-
turing department’s desire for longer production runs. This is because through its application, va-
riety can be created to reap the advantages of economies of scope while maintaining economies 
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of scale as demand entails. It will also help in the management of set up times in the factory so 
that variety can be easily achieved. 

While undertaking studies in the distribution/transportation sector, Millen (1990) emerged with 
certain similarities in the application of JIT in the manufacturing sector and the distribu-
tion/transportation sector. Millen states that the transportation equivalence of reduced set up 
times is seen as using smaller vehicles, sharing shop space and using consolidated warehouses 
(where products are consolidated from different sources and sped up to their different destina-
tions for customer satisfaction). Millen (1990) also added that ―milk runs‖ in transportation relate 
to the use of homogenized scheduling in JIT. Other writers like Coopers and Lybrand (1991) de-
liberated on the advantage of JIT in enabling cost reduction and agility in promoting service de-
livery. They do so by citing JIT as a rapid response technique that enhances flexibility in the pro-
vision of customer services for customer satisfaction.  

2.5.1 Customer Satisfaction through Just in Time (JIT) 

JIT can be referred to as a philosophy rather than a technique (Gunasekaran et al., 2002). The 
philosophy incorporates the idea of low cost, high quality, manufacturing flexibility or agility and 
delivery dependability (Gunasekaran & Lyu, 1997). The above writers stress the need for the right 
product, material or service to be available at the right place and at the right time. According to 
them, there must be no waste in terms of idle workers or machine breakdown. Its success de-
pends on the entire production system operating without interruptions and without any addition 
of non-value added time. It originally made use of the concept of continuous improvement to 
eliminate wasteful activities and processes such as waiting time, overproduction, defects, inven-
tory size and buffer stock (Gunasekaran et al., 2002). They further added that the utilization of 
JIT will aid in speeding up production and delivery activities thereby making both upstream and 
down stream supply chains to be agile and market responsive.  

Several researchers have reported on the successes of JIT implementation (Gupta, 1987; Rich-
mond & Blackstone, 1988; Crawford, Blackstone & Cox, 1988). They reported that JIT helps in 
flexing production systems and in enhancing quality in production and delivery. Clarke and Mia 
(1993) gave credits to the strengths of Just-in-time application but stressed that it is important 
that close proximity to customers be observed in order to ensure quick delivery. They supported 
their arguments by citing the example of JITs implementation in manufacturing companies in 
Australia. According to them, these companies had an edge in its application because of geo-
graphical proximity of customers and suppliers, the existence of highly competitive market, a 
broad product range, small to medium firm size, the existence of flexible manufacturing technol-
ogy, low inventory holdings as a part of total assets, the use of JIT by dominant industry mem-
bers and a low degree of vertical integration. They also stressed that due to the small nature or 
size of the business, companies could easily speed up the production and delivery of variety of 
products thereby making them much more agile in terms of customer satisfaction.  

Gunasekaran et al. (2002) added that JIT could be applicable in the distribution sector, in the 
warehouse, in transportation and also in purchasing.  For this process to be successful though, 
managers and employees ought to be deeply committed to quality achievement through its appli-
cation. Management needs to ensure that the organizational objectives are aligned to achieve the 
targets such as: reduction of cycle times or lead times, lot size reduction, buffer stock removal, 
the presence of multifunctional workers, dedicated production line, standardization of processes 
and products, JIT purchase of raw materials, autonomous production and capacity scheduling. 
Gunasekaran and Lyu (1997) argue that if these targets are achieved, it will help to increase the 
cash flow of the company while enabling it to be competitive. To achieve these targets, managers 
and workers must streamline their working philosophy (perceptions and expectations). When the 
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goals and expectations of managers and employees are disoriented, there is bound to be failures 
in terms of low employee morale, low quality products, rising costs, loss of customers and unat-
tained goals (Grenoble, 1994; Nelson & Quick, 2008).  

Over the years, JIT has evolved to include not only manufacturing systems but also every area of 
the company where waste can be reduced or where the concepts of speed and responsiveness 
could be injected to enhance customer satisfaction (Grenoble, 1994; Gunasekaran & Lyu, 1997). 
Some of the waste which is usually identified and eliminated can be observed in the table below 

 

To ensure success in JIT implementation for customer satisfaction, Gunasekaran et al. (2002) 
recommend the training of managers and employees to deal with waste. This training is expected 
to help managers to focus on the elimination of most of the seven wastes examined by Hallihan, 
Sackett and Williams (1997) and Grenoble (1994) in the table 2.1  above.  

Other advocates of education and training in JIT implementation include Crawford et al. (1988). 
Through a survey, they realized that the greatest obstacles to JIT implementation are people re-
lated and technical problems. Etkin, Raiszadeh and Hunt (1990) support this point in their own 
report where they said that many companies are failing in JIT implementation because they don’t 
even know what constitutes its components. This further stresses the need not only for workers 
to be educated but also the managers who are supposed to monitor, measure and control its ap-
plication. To help in filling this gap, Etkin et al. (1990) advices companies to invest large amounts 
of resources on management and employee training. Bondi (1994) also draws management’s at-
tention to the importance of both technical and behavioral training. Bondi (1994) insists that this 
problem needs the intervention of the human resources department in educating and training 
workers; this will enable them to inculcate and exhibit a culture of quality. Also, an understanding 
of how JIT functions will cause the workers to relent any prior resistance to quality implementa-
tion. Workers should particularly be educated the on the benefits of JIT which include quality 
products, low costs, satisfied customers through timely and quick deliveries of goods and ser-
vices, increased profitability but also salary increases if the rising profit trends are sustained. 

Table 2.1  Practical examples of the seven wastes 

Waste Examples/Causes 

Motion Unnecessary movements, searching for ancillary equipment  

Waiting time Delays due to shortage, waiting for maintenance, idle time, instruction, 
material, etc. 

Over production Large batches, internal delivery schedules with time buffer 

Processing time Machine adjustments during cycles, reduced speed due to machine 
break down and poor conditions of tools. 

Rejections Condition of equipment, communication and poor inventory control 

Inventory Queues in inspection, obsolete stock, long set up and poor inventory 
control 

Transport Material to and from machines, remote storage location and inspection 

Source: Gunasekaran et al. (2000, p.86)  
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Gunasekaran and Lyu (1997) together with Im and Lee (1989) highlight the absence of a standard 
of implementation as a major challenge in training for JIT application but that this can be over-
come if managers and workers are ingrained in the principles that govern JIT operations. They 
state this principle as: JIT incorporates a progress towards the objectives of ultimate delivery, 
with a smoothly synchronized continuous (purchasing, production and distribution) keyed to-
ward fulfilling final demand; with perfect quality of in-coming materials, goods-in-process, and 
rapid, speedy or flexible delivery of finished products. This point is in accord with Gunasekaran 
et al.’s (2002) view in that there must be a continuous flow of materials for production to be con-
sistent without halting; the transportation/distribution systems must always be on time. This is a 
philosophy that hinges on continuous progress towards perfection. Though this description 
sounds smooth, Etkin et al. (1990) advices that such a feat of performance cannot be attained 
unless the company is able to brood flexible employees, utilize flexible equipment in production, 
and ensure preventive maintenance. To stress Etkin et al.’s view, management must consistently 
watch out for the quality of in-coming parts, unreliable delivery schedules, and lack of vendor in-
volvement in key issues (Golhar, Stamm & Smith, 1990). This seems understandable because if 
management relaxes her control on in-coming materials, this will lead to a lot of rejects and poor 
quality output thereby slowing down agile responses in order fulfilment. Also, if delivery sched-
ules are not controlled, customer satisfaction is not going to be attained because late deliveries 
will be consistent. Furthermore, management must ensure close relationship with few reliable 
suppliers and delivery services to ensure that materials are supplied when needed so that the phi-
losophy of continuous operation or a continuous flow will be upheld (Gunasekaran et al., 2002). 
The overall aim however for the application of JIT is to the end that the company meets and ex-
ceeds customer satisfaction with the highest possible level of quality in service at a reasonable 
cost, at the right place and at the right time (Harrison & Van Hoek, 2002). 

Other researchers have reported on the reasons for the failure of JIT in different countries. Some 
include Ebrahimpour and Schonberger (1984). They reported on the reasons for failure in the 
JIT in some developing countries. Some of the reasons include underutilization of workers, the 
use of inferior quality materials, unreliable and long lead time, high rate of scrap and defects, 
poor and inadequate maintenance, shortage of raw material, shortage of skilled workers, lack of 
appropriate supervision, informal and casual quality control. Again, Crawford et al. (1988) stress 
the importance of closing this gap through training. Other writers such as Etkin et al. (1990) and 
Golhar et al. (1990) reported on the negative effects of JIT implementation in the developed 
countries. The results did not differ significantly from those in the developing countries, though 
the impact was lesser. The need for management to lay emphasis on the outcome of JIT was 
highlighted by Grenoble (1994), Coyle et al. (2003), Wisner et al. (2005). Where quality products 
are the outcome of production; where customers have their demands when and where needed; 
when customers have speedy repairs, they will always be enticed to return for more (Coyle et al. 
2003).  

2.5.2 Application of JIT in Service delivery 

Increasingly, many service industries such as banks, hospitals, motels, educational facilities, rec-
reation centers are now using JIT to improve the quality of their services, speed up production 
and delivery and to enhance their competitive positions (Benson, 1986). To support the use of 
JIT in the service industry to speed up operations, Weiter (1984) made the following remark: 

“While repetitive manufacturers may be able to justify JIT almost solely on cost savings resulting from reduced in-
ventory, it is less likely that services will have as easy a job on economic justification… the idea of constant im-
provement and attention to any barrier to smooth production is a key attribute. A commitment to reduce change 
overtime, to eliminate breakdowns and defects, to abolish stock outs of raw materials, to minimize material han-
dling and to establish high morales and cooperative teamwork all contribute to high savings. These savings may be 
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harder to document than inventory reductions but they may be substantially more important. Less rescheduling, 
more reliable delivery data quotas and better service time for customers… while most service organizations will not 
find physical inventory reductions a major source of financial justification, there are other significant attributes of 
JIT that offer rewards to these firms. Improved service is a more competitive strategy for these industries. The sys-
tem-wide approach of JIT has as great or greater role in services than in manufacturing. Productivity of our service 
becomes even more critical as it gains a larger segment of our economy.” (Inman & Mehra, 1984, p.16) 

The idea of JIT application in the service industry superseding its application in manufacturing or 
production was also supported by Grenoble (1994) by explaining that the application of JIT in 
business is ever tilting toward the service sector. Weiter (1994) stresses that many companies that 
have enjoyed the benefits of reduced inventory through JIT implementation did not start out 
with inventory reduction as their priority; rather it was a bi-product of exercising the JIT logic or 
philosophy. Inman and Mehra (1991) go further to argue that laying emphasis only on inventory 
reduction as an objective minimizes the full potential of JIT implementation. Again, they warn 
managers of manufacturing companies that services are found in every area of the organization, 
the production department inclusive, and that these managers can use the JIT philosophy in pur-
chasing of items such as MRO (materials, requirement and operating equipment); minimizing this 
advice they say can cause their companies to operate in a suboptimal fashion. A survey carried 
out by Dowst (1986) underscored the need for JIT implementation in MRO purchasing. About 
93% of the purchasers that were interviewed highlighted that given that MRO represents about 
26.2% of purchases, it constitutes a vital area for JIT application. The same survey reports that 
about 79.3% of purchasers were already using  JIT in MRO purchasing. Dowst (1986) reports on 
the benefits of such purchases while Inman and Mehra (1991) say financially such purchases 
could lead to savings of about $720, 000 a year in carrying costs and $2.3 million dollars in labour 
costs.  

Inman and Mehra (1990) indicated that JIT is only applicable in a service setting if there is a 
clearly stated objective. They cited the example of an overnight delivery service that resorted to 
apply JIT to improve their services. After studying the advantages of JIT, they came out with a 
clearly stated objective as follows: 

“The strategic objective of this company is not to decrease inventory; it is to increase profits by providing a 99.9% 
service level to our customers in fulfilling their revenue document need. Inventory will fall, but as an effect of JIT not 
as an achieved objective. Another important strategic objective is to further enhance the company’s competitive posi-
tion against other express delivery companies” (Inman & Mehra, 1991, p.17) 

Setting out an objective from the start helps a company to measure its success in order to im-
prove on its weaknesses (Inman & Mehra, 1991). Without a stated objective, a company cannot 
know that it is falling behind its targets or running way ahead of them. To enhance the measure-
ment of performance in the service industry, Inman and Mehra (1991) made the following sug-
gestions to service companies: 

 Search for areas in your company where you can apply JIT. If you are involved in manu-
facturing, do not despise your internal service industry because JIT is applicable in every 
area of a business where speed is vital. 

 Formulate a task force to investigate whether JIT will be beneficial to your company. 

 If the results are positive, then the task force must convince management to buy into it. 

 The task force and management must sell the idea to the rest of the employees. After it 
has been sold, there is a need for an implementation plan. Such a plan must include goals 
to be achieved, how to go about achieving such goals and how vendor input could be 
garnered. Inman and Mehra further say that vendors need to be talked into and motivated 
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to pursue the plans. To stress on the importance of motivating vendors, Inman and Me-
hra (1991) reported on a successful motivation of vendors by a company which ended up 
yielding a 97% next-day delivery of stock items and a five day delivery of non-stock items.  

To help service companies in setting their objectives, Inman and Mehra (1991) gave the following 
suggestions: the objectives should be tied towards improved communication, increase inventory 
turnover, improve supplier relations, reduce supplier base, reduce inventory, elimination of ware-
houses, improve service delivery, improve quality, lower prices, and enhance competitive posi-
tion. In dealing with the above processes to ensure customer satisfaction through an effective and 
efficient customer service, there is usually the birth of complexity due to numerous processes and 
activities involved.  

2.5.3 Summary of Agility in service delivery  

This chapter underscores the importance of agility in meeting customer satisfaction in that it 
helps in the reduction of order cycle times, in the speeding up of production processes within the 
organization but also the speeding up of deliveries of products to customers. Agility is related to 
the principle of JIT which seeks to ensure that products are delivered at the right place and time 
through speedy deliveries. JIT serves agility in that the demands of customization for customer 
satisfaction could be easily attained through its application. It inculcates a philosophy that pro-
motes continuous production and distribution of quality products and services without interrup-
tion in processes. JIT application advocates the reduction of defects and inventory while promot-
ing a smooth flow of processes within the organization. For effective implementation, managers 
and employees must be trained. At times, JIT application has sustained failures due to the utiliza-
tion of poor quality materials, underutilized workers, long lead times and defects in production 
due to inadequate maintenance. To ensure effective and efficient application of JIT, there must 
be clearly stated objectives and plans to ensure its achievement. Such plans must seek to buy in 
the participation of vendors for it to be successful in meeting delivery standards and by extension 
customer satisfaction. In attempting to tackle all the imperatives of agile demands from both cus-
tomers and competitors, there is the production of complexity within the company. Another way 
of dealing with the complexities of quality and agility for customer satisfaction is through the 
gathering of information in order to reduce uncertainty in the performance of business transac-
tions. 

2.6 Complexity management through Information Flow  

McQuiston (1989) studied the effect of complexity from an industrial purchasing decision point 
of view and states that the tackling of complexity relates to ―the information an organization 
must gather to make an accurate evaluation of products‖ to be purchased. McQuiston’s underly-
ing philosophy is that since uncertainty leads to complexity, purchasing managers must gather the 
requisite information to cover such a gap. According to the philosophy, the gathering of such in-
formation will help the company in making better purchasing decisions-in order words more in-
formation helps to increase purchasing visibility thereby improving purchasing performance 
while reducing complexity. 

The utilisation of information flow to deal with complexity leads to the promotion of reliability, 
assurance and confidence. This can be exemplified when the acquisition of real time information 
leads to the provision of quality goods and services for customer satisfaction (Power, 2005). 
Handfield and Nichols (1999) argue that the presence of the internet, the World Wide Web 
(www) have greatly helped in fostering these timely deliveries since they provide easy linkages 
among businesses and help in the provision of timely information for the elimination of delays in 
the supply chain. The utilisation of emails, SMS text messages have helped tremendously in the 
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exchange and communication of accurate, reliable and timely information thereby speeding up 
solutions to certain complexity problems that involve decision making in terms of quality and 
agility or responsiveness to customer satisfaction (Bowersox & Calantone, 1998). The internet, 
www and radio devices have also proven fruitful in the reduction of complexity which stems 
from uncertainty. Again, this is because when information is obtained through these routes, there 
is a reduction in uncertainty which further reduces complexity (Stenberg, 1997; Rehn, 2001). An 
example of the ease with which information is being shared by way of email services is given by a 
Yellow Pages, Survey in 1999 (Lawrence, 1997) in Australia where over 40% of small businesses 
and over 80% of medium-sized businesses undertook transactions with customers and suppliers 
through emails. According to Braue (1999), this means of communication has led to the ex-
change of information in forms as diverse as word processor files, design documentation, CAD 
(Computer-aided design) files, spreadsheets and trading documents such as orders and invoices 
amongst trading partners. This application has not only greatly bolstered the integration of the 
supply chain, increased visibility in purchasing, production but has also increased the quality and 
agility in the delivery of products and services.  

Carter (2000) further said that the utilisation of emails helps in the facilitation of relationship and 
communication amongst business partners though this form has been criticised for lacking a face 
to face interaction. This rift in face to face interaction has however been bridged by new forms of 
communication such as teleconferencing and televisuals aids (Nelson & Quick, 2008). As such 
the utilisation of emails has continued on a very broad scale. Mobile phones are now being util-
ised to send text messages and emails to trading partners and business associates across the globe 
(Stenberg, 1997). Emails have also helped businesses to communicate with workers and business 
partners on a 24-hour a day and 7-days a week basis (Marshak, 1999; Lancioni, Smith & Oliva, 
2000; Kaufman, 1997).  It has also enhanced communication without interruption and has helped 
to bridge the divide between time and distance. This is reflected in a study by an Australian in-
dustry group as follows: 
 

“the asynchronous” nature of e-mail type messaging, providing  “... the ability to communicate serially, without in-
teraction and interruption, thereby bridging the constraints of time and distance.” (Australian Industry Group, 
1999; p.19).  

Another information technology which has greatly fostered business transactions between sup-
pliers and buyers or between departments in a company is the eXtensible Markup Language 
(XML). It was developed in order to improve upon the limitation of the Hyper Text Markup 
Language which was limited in that it could not read text and the features within a document. 
XML goes beyond codes into recognizing document types, individual data fields and specific 
business data located in a supplier’s website. It can also interpret rich and qualitative data, mes-
sages and generate the requisite responses (Kearney, 2000).  It is scalable meaning several addi-
tional features can be added onto it over several years of development and it is available to small 
and medium sized companies at an affordable price (Power, 2005).  

To help in the reduction of inventory, improvement in visibility for decision making, coordina-
tion and control, the promotion of quality service provision, agility and flexibility in distribution 
in order to enhance customer satisfaction, information technology in the form of Vendor Man-
aged Inventory (VMI), Collaborative Planning Forecasting and Replenishment (CPFR), Point of 
Sale (POS) information systems, CRM (Customer Relationship Management) software, Radio 
Frequency Identification (RFID), ERP (Enterprise Resource Planning), and also Service Oriented 
Architecture (SOA) have often been utilized (Harrison, Christopher, & van Hoek, 1999; Christo-
pher, Lowson & Peck, 2004; Flint, 2004; Lamming, 1996; Christopher & Juttner, 2000; Fernie & 
Azuma, 2004).     
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VMI helps to enhance close communication, relationships and trust with the suppliers which are 
very important factors for the reduction of complexity. This is because through VMI, the com-
pany will be able to form a partnership with reliable partners who will be able to supply quality 
raw materials or products to the company’s warehouse at the right place and time thereby helping 
to manage the company’s inventory. CPFR also helps to reduce inventory, increase visibility and 
agility because through its application, information can be easily shared between suppliers and 
producers (Flint, 2004; Lamming, 1996; Christopher & Juttner, 2000; Fernie & Azuma, 2004). 
Another solution is to use point of sale (POS) information to trap real time demand in the mar-
ket (Harrison, Christopher & van Hoek, 1999; Christopher, Lowson & Peck, 2004). This will 
help to reduce complexity in that manufacturers will be sure about what the demand is at any one 
time in the market so that they will not only produce the exact qualities and quantities of prod-
ucts needed by customers but also deliver them to the right place and at the right time for the ful-
filment of customer satisfaction. The importance here is that the more information is acquired, 
the lesser the complexity. 

Information technology such as Enterprise Resource Planning (ERP) helps to integrate functions 
in the company. Before the introduction of ERP, the legacy systems in the company were disjoint 
and could not communicate with each other thereby injecting an aspect of complexity in coordi-
nation and decision making. This led to a lot of waste in terms of time and resources. However, 
ERP (MRPII) has filled this gap by making all the functions in the company from production to 
distribution to work in a systemic fashion thereby maximizing productivity in the company (Wis-
ner et al., 2005). However, its costs imperatives are a major deterrent to its applicability in small 
firms. Wisner et al. (2005) identify the average cost of ERP as $15 million; the highest being $300 
million while the lowest is $400,000. Its entire cost burden include hardware ownership, software, 
professional services for training of workers and internal staff cost. RFID is another IT technol-
ogy in which a tiny microchip or tag is attached to a product; this chip relates the position of the 
product within the supply chain. It is a very efficient system for inventory replenishment in that 
the supply chain of the company can read information from the tags in order to instigate replen-
ishment when necessary (Wisner et al., 2003; Coyle, Bardi & Langley, 2003). Another superior 
technology which helps in containing complexity is SOA (Service Oriented Architecture). It is far 
superior to ERP and CRM systems. SOA enhances effective and efficient communication 
amongst systems in a company thereby aiding in the smooth management of the supply chains of 
companies. With this system, there is no need for a compatible system as a prerequisite to data 
exchange as is the case with systems such as ERP and CRM; with ERP and CRM there must be a 
compatible system. With SOA, companies simply need to think about what information to ex-
change and not how to get the information from other companies (Wisner, Leong & Tan, 2005). 
According to Lamont (2008), SOA is a vital instrument in tackling complexity and reducing de-
velopment cycles. She reports its usage in a Scandinavian airline company where it has been used 
for about five years yielding benefits such as improvements in quality, agility and collaboration 
across projects. She stresses the need for top management support in its application to ensure 
good governance and success. According to her report, SOA can yield benefits of 10% to 40% 
reduction in project costs and 40% to 50%  in development costs immediately the services be-
come available plus the services are inexpensive and within reach of SMEs. However, despite its 
advantages, it is predicted that by 2011, it will constitute only about 4% of the software market 
(Lamont, 2008). 

To ensure efficiency and effectiveness in the utilisation of IT in tackling complexity, top man-
agement must be deeply involved in motivating workers to learn the rubrics of its application 
(Lamont, 2008; Wisner et al., 2005; Coyle et al., 2003). In Fridriksson’s (2008) research on organ-
izational learning, he highlights learning by individuals as a complex phenomenon. Thus, since IT 
learning does not only involve the learning of a simple process by individuals but also learning to 
utilize complex IT systems, managers must not assume that employees who had been versed with 
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the operability of a prior system of IT will automatically be able to adapt to any new system in-
troduced into the company without a learning process through training. Many companies that 
have undermined this learning and training imperative have consistently operated in a sub opti-
misation position (Wisner et al., 2008). Management must also take part in the training sessions 
since they are involved in governing the IT system’s operability. This training normally involves 
huge cost imperatives; this therefore causes most companies particularly small companies to shy 
away from the utilisation of IT systems since many are not also sure that the returns from such 
investments will translate into positive returns to the company (Coyle et al., 2003). A lack of un-
derstanding of the positive outcome of IT utilization can inject a spirit of unrest among the em-
ployees who might not see a reason to invest the requisite effort to learn a new technology. 
Therefore to wave all doubts about the usage and the benefits that emanate from the utilisation 
of IT systems, there is a need for the IT managers to invest prime time and effort in employee 
training (Lamont, 2008). This training is always vital if the employees are required to deliver a 
high level of service quality for customer satisfaction. 

2.6.1 Summary of the role of Information Flow in Logistical Complexity 

According to McQuiston (1989), the gathering of information helps in the reduction of complex-
ity since the acquisition of more information reduces uncertainty in decision making. Power 
(2005) stated that the utilisation of information flow helps in providing reliability, assurance and 
confidence which are needed in the delivery of quality products and services. Handfield and Ni-
chols (1999) also asserts that the provision of useful mediums of communication such as the in-
ternet and the World Wide Web have greatly aided in speeding up quality of information flow 
which in tend has helped in solving problems such as delays in decisions concerning products 
and service provision. The utilisation of emails has also facilitated communication between busi-
nesses and has helped to bridge the divide between times and distance (Marshak, 1999; Lancioni 
et al., 2000; Kaufman, 1997). Information technology such as mobile phones, XML have helped 
in the enhancement of communication for business optimization. Other IT systems such as VMI, 
ERP, CPFR, CRM have also helped in facilitating relationship, trust, coordination and control of 
business processes (Harrison, Christopher & van Hook, 1999; Christopher, Lowson & Peck, 
2004; Flint, 2004; Lamming, 1996; Christopher & Juttner, 2000; Fernie & Azuma, 2004). Some 
IT systems such as XML and SOA are within reach of SMEs whereas others such as ERP are still 
very expensive and not cost effective (Power, 2005; Wisner et al., 2005) To ensure effectiveness 
in the utilization of the IT systems, education of employees was emphasized. This education will 
go a long way to give the company an edge in meeting the demands of quality and agility in ser-
vice delivery. 

2.7 The role of Quality and Agility in Customer Satisfaction 

Customer Satisfaction is more demanding than ever before (O’ Connor, 2009). Consumers con-
stantly demand newer services and at levels that companies can only meet by being aggressively 
responsive and agile. Customer satisfaction deals with all the processes and activities that a com-
pany undertakes to ensure that the real time needs of customers are meet and satisfied to the end 
that these customers can keep on returning for more (Coyle et al, 2003). It relates to customer re-
lationship management (CRM) which also incorporates the idea that companies must do all it 
takes to meet customers’ real time needs to the end that loyal customers will be created for the 
company (Wisner et al, 2003). It is primarily executed through the provision of customer service. 
According to George (2005), customer satisfaction is effected through customer service based on 
two drivers: (1) Customers’ expectation about the quality of the service and (2) Customers’ ex-
perience of the service. If customers’ expectation of the services are met and exceeded while their 
service experiences from the firm remain favourable, they will be forced to return for more 
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(George, 2005). Since the long term prosperity of the company hinges on loyal customers and to 
a lesser extent on one-off customers, companies are under pressure to ensure that quality goods 
and services are provided to their customers without which they will rapidly switch to competi-
tors.  

Another imperative for the current business world is agility. Customers constantly want timely 
deliveries at designated locations (Harrison & van Hoek, 2002). Also, these customers are not 
only contented with quality products at the right place and time (Gunasekaran & Lyu, 1997; 
Gunasekaran et al, 2002) but also need varied products and services in order to enhance their sat-
isfaction. Therefore success entails providing varied products and services of quality to customers 
at the right place and time (Hahn, Pinto & Bragg, 1983; Schonberger & Ansari, 1984). This 
automatically injects complexity into a supply chain in that the company will not only have to 
provide speedy products and services to customers but must ensure that different types of prod-
ucts and services are provided to different customers at the right place and time. In order for 
companies to meet these multiple demands through their supply chains, they tend to spur further 
complexity through the creation of multiple functions to deal with these demands (Christopher, 
1998). However some companies are already succeeding in meeting these combined challenges 
through effective and efficient communication systems such as the internet, World Wide Web, 
emails, mobile phones, XML. Many have also thrived through the effective management of VMI 
(Vendor Managed Inventory), CPFR (Collaborative Planning Forecasting and Replenishment), 
CRM (Customer Relationship Management), ERP (Enterprise Resource Planning), RFID (Radio 
Frequency Identifier) and SOA (Service Oriented Architecture) (Wisner et al., 2005, Lamont, 
2008). Companies that have been able to manage these technologies in an efficient manner       
have consistently maintained high standards of performance (Harrison & van Hoek, 2002). Be-
low is a model developed by the authors to capture the fundamental discussions in the theory? 
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A model of Logistical Complexity Management 

                                                                                                                                                 

 

 

 

 

                                                                          

 

                                                           

                                                                                                                              

 

                                                               

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2.5 A model of  Logistical Complexity (Agility and quality) Management 

2.7.1 Explanation of the Model of Customer Satisfaction 

Complexity can be split into four different types: Logistical complexity; which deals with the vol-
ume of tasks and activities required to ensure quality standards; Technological complexity con-
cerned with the inherent complexity of the company’s system and products; Organisational com-
plexity concerned with the structures, forms and procedures in the organisation; and Environ-
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mental complexity which deals with the characteristics or events outside the system or organisa-
tion (Khurana, 2009). These systems all contain aspects of quality and agility within them but our 
focus is directed towards Logistical complexity and its dual factors of quality and agility. 

According to Axelrod and Cohen (2000), logistical complexity is injected into a supply chain by 
the very intension of the company to meet cyclical demands from customers through customisa-
tion and laso to come up with novel strategies in order to enhance their competitive edge. In the 
same light, Masson et al. (2007) said that logistical complexity is as a result of sourcing products 
with short life spans, high-product customisation, the number of alternative designs and delivery 
paths available, the variety of knowledge bases, skills and competences together with the need for 
supplier involvement in product development (De Toni & Nassimben, 1995; Cravens et al., 1996; 
Lamming et al., 2000; Holmberg, 2000; Croom et al., 2000). The above processes altogether help 
in spurring complexity within the supply chain. In order to meet the requirement of quality prod-
ucts, some companies have utilised TQM procedures (Dahlgaard, Kristensen & Kanji, 1998) 
while others have utilised JIT (Harrison & van Hoek, 2002) to help in speeding up deliveries to 
customers to enhance customer satisfaction. Others have also made use of information flow to 
enhance real time information for the purchasing, production and delivery of quality products 
and services (Grenoble, 1994). The utilisation of TQM, JIT and information flow will eventually 
help in yielding an efficient and effective customer service hence customer satisfaction.  

The basic philosophy of our model is that the steps, activities, processes needed to produce 
products and services increase and become complex as demand for variety or many products and 
services increase. With this increase in demand, there comes an increase in demand not only for 
quality products and services but also for timely delivery of these products and services to spe-
cific destinations. To meet the increasing demand while maintaining quality and agility in produc-
tion and distribution, there is a need for an efficient and effective management of the challenges 
related to quality and agility. These challenges can be managed through TQM processes; for qual-
ity challenges, and JIT processes; for agility challenges. Both quality and agility challenges can also 
be resolved through information flow. If these processes: TQM, JIT and information flow are ef-
fectively and efficiently utilised to deal with the challenges of quality and agility, there will be an 
attainment of customer satisfaction through customer service.  

2.8 Summary of Theoretical Frame 

In this section, we gathered prior literature that relates to complexity with a focus on quality and 
agility. The theory was aligned in such a way that the research questions will be answered. The 
main theme of the theory is that companies must ensure that quality products are produced and 
delivered to customers at the right place and time with high standards of service to enhance cus-
tomer satisfaction. Also, to enhance an efficient and effective customer service, information flow 
should be utilised to facilitate the complex processes of quality production and coordination of 
agile activities. To ensure quality production, TQM was prescribed as a tool which applies the 
tactics of continuous improvement and excellence in production to the end that the customer 
should be satisfied through the most efficient service provision. Furthermore, JIT was applied 
not only to ensure quality and agile responses in production but also to speed up deliveries 
thereby enhancing timely customer service.  

 

 

 

 



 

 32 

3 Methodology 

This chapter presents a succinct and cogent description of how the researchers undertook their investigation; it 
throws light on the research process together with a practical approach on the thesis development. The purpose of 
this section is to inform the reader on how the study was carried out; this was done in order to instill the importance 
of trustworthiness in the research process. 

This chapter outlines the different methodological approaches utilized for the achievement of the 
research purpose. According to Ghauri, Grønhaug and Kristianslund (1995) and Ghauri and 
Grønhaug (2005),  research methodology can be conceived as a system of rules and procedures. 
Such rules and procedures are important in research for several reasons namely: It can be con-
ceived as rules for reasoning, in other words a specific logic to acquire insight; it reports in details 
how the researcher has obtained his or her findings and a means for evaluation by others and; it 
is also considered as the rule for communication. By reporting on the rules and procedures used, 
it enables others to try to replicate them, or criticise the approach chosen and the findings re-
ported (Ghauri, Grønhaug & Kristianslund, 1995; Ghauri & Grønhaug, 2005).  

In order to fulfil the purpose of this chapter the following structure was adapted: Research ap-
proach; Research Method; Research strategy; Research Material; and the quality of study. 

3.1 Research Approach 

During a research, there comes a time to decide on the research approach. At such a time, there 
is the need to describe the different approaches in order to give a clear understanding as to what 
motivated the approach used by the authors. Many researchers hold that researches are important 
in our world of today (Amaratunga, Baldry, Sarsha & Newton, 2002, p.17). However, despite 
their importance, there is no clear consensus on how it should be defined. According to 
Amaratunga et al. (2002, p.17) one reason for this is because it means different things to different 
people. Nevertheless, from the different definitions, there appears to be an agreement on the 
point that a research is ―a process of enquiry and investigation done in a systematic and methodical manner 
which ends up in an increase of knowledge‖ (Amaratunga et al, 2002, p.17). With this definition as a 
base, Bryman and Bell (2007), Collis and Hussey (2003), Hyde (2000), and Levin-Rolazis (2004) 
distinguished three approaches of research namely: the deductive, inductive and abductive re-
search approaches. They can be seen in figure 3.1 below. 

 

 

 

 

 

 

Figure 3.1 Research approach (Source: Authors design - an inspiration from Hyde (2000)). 

Inductive research approach: The inductive research approach is a study in which the theory is 
developed from an observation of empirical reality (Hyde, 2000). It is a theory building process 
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Hussey, 2003 and Hyde, 2000). 
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According to Copi (1961), inductive logic uses a priori theory and hypotheses as a means of ob-
serving a recurrent phenomenon. Its interest is to generate information on the frequency of oc-
currence of a phenomenon in order to reinforce an existing theory. Again, Copi (1961) states that 
in order to test the reliability of a phenomenon, the researchers must know the characteristics of 
the constructs under investigation as well as the a priori conditions.  

Deductive research approach:  Deductive research approach on the other hand refers to a 
study in which a conceptual and theoretical structure is developed and then tested by empirical 
observation. It is a theory testing process which commences with an established theory or gener-
alization using facts, definitions, and accepted properties, and seeks to see if the theory applies to 
specific instances, usually by trying to provide evidence for or against a pre-specified hypothesis 
to that specific instance.  In order words, deductive testing attempts to support or refute an exist-
ing theory (Levin-Rolazis, 2004). Deductive research is referred to as moving from the general to 
the particular (Bryman & Bell, 2007; Collis & Hussey, 2003; and Hyde, 2000).  

Abductive Research approach:  The abductive logic stems from Charles Saunders Peirce 
(Levin-Rolazis, 2004). According to Pierce (1961),  abduction has to do with a process of discov-
ery where a new or surprising fact is observed though the researchers did not expect to find any-
thing, either because they did not know what to look for in the first place, or because the fact was 
beyond their expectations of what they were about to, or should find (Cited in Levin-Rolazis, 
2004 ). It normally involves a movement from the fact to an established scientific explanation of 
it (Burks, 1946) making it a combination of both the inductive and deductive approach in a spe-
cial way. This special way is explained by Danermark (2001); Dubois and Gadde (2002) as inter-
preting or re-contextualizing individual phenomena within a contextual framework, and aims to 
understand something in a new way, from the perspective of a new conceptual framework. 
Kovács and Spens (2005) added that the abductive approach leads to new insight regarding exist-
ing phenomena by examining these from a new point of view. Such new insights create the 
knowledge with which theories are borrowed from other scientific fields. Kovács and Spens 
(2005) also hold the opinion that the abductive approach highlights the search for appropriate 
theories to a practical observation.  

Despite this advancement in abductive approach, the view of Shank and Cunningham (1996) 
about the antecedent for a successful abduction approach is worth mentioning. According to 
Shank and Cunningham (1996), for abduction approach to be successful, there must be no a pri-
ori hypotheses, no presuppositions, and no advance theorizing. Instead, the reality is studied 
which leads to the generation of theory and research questions in order to obtain explanations. It 
also involves a constant checking and rechecking against observations which leads to a cycle of 
widening explanations and modification of theory (Levin-Rolazis, 2000; 2003).  

3.1.1 Chosen Approach - Inductive research approach 

This research adopts an inductive approach because the research approach one chooses has a link 
to the research method to be used. This is because there is the need to have personal interactions 
with respondents through interview procedures and observations.  The procedures help to iden-
tify the areas where the SME face challenges with customers.  It is also important to mention 
here that this approach enables the authors to understand how these challenges are presently be-
ing managed and how these challenges affect customers’ satisfaction if not managed efficiently 
and effectively; from there we can draw conclusion through the interpretation of material gath-
ered from the interviews.  

More so, drawing from Copi (1961) who says that in an attempt to toss a coin, the a priori condi-
tion concerning the outcome should be that when tossed, the coin can land on either side, the a 
priori condition utilised by the authors also meets this aspect in that an effective and efficient 
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management of logistical complexity in terms of quality and agility might either give the company 
a competitive edge or not. Therefore the authors are convinced that the inductive research ap-
proach is the best approach that has a link to research methods to be used in answering the re-
search questions and ultimately in meeting the purpose of this research. 

3.2 Research method 

Generally, academic researchers classify research methods into quantitative and qualitative re-
search methods which are tools of the researcher’s trade (Yin, 1984; Amaratunga et al, 2002; and 
Neuman, 2006; Saunders et al., 2007). Saunders et al. (2007) mentioned that ―methods‖ are the 
techniques and processes utilized in attaining and evaluating information. This method include 
questionnaires, observation and interviews and both qualitative (non-statistical) and quantitative 
(statistical) study methods (Saunders et al., 2003). 

Qualitative research:  Qualitative research refers to an in-depth research process that seeks in-
sights through loosely structured material to provide detailed in-depth results and material (Collis 
& Hussey, 2003; Hyde, 2000; Punch, 2005 & Crewell, 2000). Strauss and Corbin (1998, p.10) de-
fined qualitative research as ―any type of research that produces findings not arrived at by statistical procedures 
or other means of quantification‖. To Strauss and Corbin (1998), such a research could concern the 
lives of persons, experiences, behaviors, emotions, and feelings in addition to organizational op-
erations, social movements, cultural experiences and connections between nations. This view is in 
line with that of Hammersley (1995) who holds that in qualitative methods, researchers remain 
open to the unexpected and are willing to change the direction or focus of their research project, 
and may abandon their original research question in the middle of a project.   

Quantitative research:  Quantitative research is usually likened to a process of gathering and 
analyzing of measurable data to establish quantitative relationships among variables (Collis & 
Hussey, 2003; Hyde, 2000; Punch, 2005 & Crewell, 2000). Also, quantitative researches are char-
acterized by the assumption that human behaviour can be explained by what may be termed ―so-
cial facts‖ which can be investigated by methodologies that utilize ―the deductive logic of the 
natural science‖(Horne, 1994; Amaratunga et al, 2002, p.22).  

3.2.1 Qualitative Vs Quantitative research method 

According to Neuman (2006,  p.156), qualitative and quantitative methods have much in com-
mon but differ on design issues; these issues include the use of a design logic of study, taking a 
linear or non linear research path, using mode of verification, and developing a research question 
as exhibited in Table 3.1 below. This is supported by Saunder, Lewis and Thornhill (2000) who 
hold that there are several differences between the two approaches. 
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3.2.2 Chosen method – Qualitative research method 

According to Easterby-Smith, Thorbe and Lowe (1991), both the qualitative and the quantitative 
research methods could be used in researches. However, the research approach used for this 
study was qualitative, meaning that the empirical material was gathered through observations and 
interviews, which is also the first stage in the information collection process. Drawing from Mer-
riam (1998), the authors believe that a qualitative approach will enable them to get an overall pic-
ture of the issue at hand. This view is in line with Hammersley’s (1995) who holds that in qualita-
tive methods, the researchers remain open to the unexpected, are willing to change the direction 
or focus of their research project, and may abandon their original research question in the middle 
of a project.  

More so, since change is prone to the various aspects of a qualitative research and our purpose is 
to understand the logistical challenges faced by an SME and how the company manages them; 
the choice of a flexible research method will enable the research material and theory to interact, 
hence a justification of our choice of method.  

3.3 Research Strategy 

During a research process, a defined research strategy will serve as the plan on how to respond to 
the research questions. Here, the strategy should contain a clear purpose and specification of 
sources of research material. There are generally four major research strategies namely: experi-
ment; survey; action research and case study (Saounders et al., 2000). Amaratunga et al. (2002) 
used a different classification of research strategy which consisted of action research. According 
to them, action research is made up of case study; ethnography; field experiments; focus groups; 
and research forecasting. Later on, Saounders et al. (2007) improved on their study and presented 

Table 3.1     Quantitative Research Versus Qualitative Research 

Quantitative Research Qualitative Research 

Test hypothesis that the researcher begins 
with. 

Capture and discover meaning once the researcher 
becomes immersed with material 

Concepts are in the form of distinct variables. Concepts are in the form of themes, motifs, generali-
zations, and taxonomies. 

Measures are systematically created before data 
collection and are standardized. 

Measures are created in an ad hoc manner and are of-
ten specific to the individual setting or researcher . 

Data are in the form of numbers from precise 
measurement . 

Data are in the form of words and images from 
documents, observations, and transcripts. 

Theory is largely casual and is deductive. Theory can be casual or non casual and is often in-
ductive. 

Procedure are standard, and replication is fre-
quent. 

Research procedures are particular and replication is 
very rare. 

Analysis proceeds by using statistics, table, or 
charts and discussing how what they show re-
lates to hypothesis. 

Analysis proceeds by extracting themes or generaliza-
tions from evidence or organizing data to present a 
coherent and consistent picture. 

Source: W. Lawrence Newman (2006) Social Research Methods: Qualitative and quantitative approaches, 6th edition, 
Pearson Education, Inc, USA. 
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eight research strategies that could be used namely: experiment; case study; survey; grounded 
theory; ethnography; action research; cross-sectional and longitudinal studies; exploratory, de-
scriptive and explanatory studies. Despite the differences in classification, it is certain that a case 
study is a research strategy.  

3.3.1 Case study  

A case study is an empirical inquiry that investigates a contemporary phenomenon within its real-
life context, especially when the boundaries between the phenomenon and context are not evi-
dent (Yin, 1994).  Case studies are important in instances where how and why questions are asked 
(Hyde, 2000). It is more than a mere snapshot of events, people and behaviour (Bonoma, 1985). 
It entails an understanding of instances in which underlying concepts and the relationship be-
tween them are sought after (Frankfort-Nachmias & Nachmias, 1996)  

In order to undertake an in-depth case study or a comprehensive study, there is a need for the re-
searcher to spend a great deal of time in the field so as to observe and conduct interviews which 
will lead to an understanding of the research object (Nordqvist, 2005; Hall 2003; Melin,1977).  
This was done by the authors. We spent a great deal of time in the field observing and interview-
ing in order to grasp the operability of quality and agility in the company. Also, a case study 
should be undertaken when the phenomenon is complex in nature. Handfield and Melnyk (1998) 
support that when a phenomenon is complex in nature, there is the need for a case study in order 
to explain and understand the problem. This approach is therefore suitable for logistics and sup-
ply chain problems which exhibit complex tendencies. This is the case with our research because 
we had to understand the processes of quality and agility of the company (Ghauri & Gronhaug 
2002; Eisenhardt, 1989; and Yin, 1984). Also, when using case studies to understand complex 
phenomenon, one or more cases could be used in order to intensively cover analytical aspects 
from different angles or perspectives (Yin, 1984)  

 The goal of an inductive approach through the use of a case-study strategy is to chart and under-
stand the explanatory situational factors in each case and to seek similarities and differences be-
tween cases. According to Eisenhardt (1989), case studies are appropriate in situations when little 
is known about the phenomenon or when current perspectives seem inadequate in that they lack 
empirical substantiation or that they conflict with each other or do not seem to align with com-
mon sense. Furthermore, in support of Eisenhardt’s view, Stake (1995) states that researchers will 
be able to add new literature to what was formerly known through understanding complex issues 
by way of case studies, since they cover contextual conditions in a broad manner. More so, case 
study research strategy embraces a complex phenomenon and is suitable for exploratory investi-
gations of a new phenomenon (Meredith, 1998) by offering useful approaches in early stages of a 
theory-building process. Finally, case studies enables the researcher to gain a rich understanding 
of the context of the research and the processes being carried in a bid to provide answers to 
questions of what, how and why Eisenhardt (1989), which offers the rationale for using an induc-
tive approach with case-study strategy in this thesis.  

As a means of ensuring that the participating case-firms would be rich in information about the 
social networks in which they were embedded, criterion sampling tactics were used (Patton, 1987; 
Eleanor, 1999). Drawing from Patton (1994), it was decided that the following set of predeter-
mined criteria would help the researchers while in the field to make objective decisions about the 
firm(s) selection:  

• case-firms satisfied the grounded definition of “smallness.” In this research, we have adopted the Euro-
pean Union definition for SMEs which consists of businesses harbouring employees around the 
neighbourhood of 10 and 250 (Wiklund, 1998). 
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• case-firms were located within daily travelling distance of the researcher-this is also because face to face contacts 
could be persued with the interviewees; and 

• case-firms had been trading for a minimum of three years. 

Based on Patton’s (1994) pre-determined criteria, three firms were shortlisted and after discus-
sions with the administration of these firms, Herenco Distribution AB (a newspaper distribution 
company) granted permission and became the organisation for the study. Hence the research de-
sign of this thesis commences with an exploratory research process guided by an inductive re-
search approach in the management of logistical complexity with a focus on agility and quality in 
Herenco Distribution AB.  

3.4 Research Material 

According to Yin (1994), the empirical evidence for case studies may be qualitative, quantitative 
or both. However, in this thesis, the chosen method has been qualitative or non statistical 
method. According to Eisenhardt (1989), case studies typically combine research material from 
sources as diverse as archives, interviews, questionnaires and observations. With this in mind, the 
research material for this thesis include mainly interviews and personal observations and to a lim-
ited extent standard documents, archived records but also material from the internet. 

3.4.1 Interview 

Without doubt, according to Amaratunga et al. (2002), the most widely used qualitative method 
in gathering research material and information is through interviews. Kvale (1996) defines quali-
tative research interview as ―an interview whose prime purpose is to gather descriptions of the life-world of the 
interviewee with respect to interpretation of the meaning of the described phenomena‖. The view of gathering 
information and material through interviews was supported by Ryen (2004) who holds that the 
gathering of primary data by way of interviews is the best way to undertake a qualitative study in 
order to obtain information that cannot be easily garnered through observation. Saunders et al. 
(2003) also support an interview as the most commonly used form of information in social sci-
ence and they purport that the scenario for interviews rests on two conditions.  

These conditions are as follows: That the researcher is seeking, at the level of “meaning”, “feeling” and 
“value”, insights into how individuals or groups think about their world and how they construct the “reality” of the 
world (Saunders et al., 2003). This is because interviews are highly flexible and can be used almost 
anywhere and they are capable of producing research material of great depth (King, 1994; 
Amaratunga et al., 2002); as a result Ghauri and  Grønhaug (2005) hold the view that interviews 
could be done in three major ways: via mails, phones/email or personal interviews as depicted in 
figure 3.2 below. 

 

  

 

 

 

Figure 3.2 A typology of interviews (Source: an adaptation from Ghauri & Grønhaug, 2005, p.102) 

To Saunders, Lewis and Thornhill (2003; 2007), the main purpose of an interview is information 
gathering that is reliable and relevant for answering research questions and meeting research ob-
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jectives. The information gathering path varies according to the degree of formality and structure; 
as a result, they are classified as structured, semi-structured and unstructured interviews (Saun-
ders et al, 2003; Welman, Kruger, & Mitchell, 2005) done in a standardized or non-standardized 
manner. 

Structured interviews use predetermined and standardized questionnaires which are similar for 
each respondent. Such interviews are used in descriptive studies to identify general patterns and 
also for explanatory research (Saunders et al, 2003; Welman et al, 2005). 

Semi-structured and unstructured interviews use non-standardized and additional questionaires.  
Problem statements may be used during the interviews to improve the quality of answers re-
ceived (Saunders et al, 2003; Welman et al, 2005). For semi-structured interviews, the themes and 
questions may be different for each interviewee. This type is mostly used for explanatory studies 
in order to understand relationships between variables and to some extent for exploratory studies 
(Saunders et al, 2003). 

Unstructured interviews could be described as informal, in-depth or non directive interviews. 
They are used for in-depth exploration of subjects of interest and thus this is highly appropriate  
for exploratory research to find out what actually happens in a given situation and to seek new 
insight. They have no predetermined list of questions as such the interviewee can talk freely 
based on his or her perceptions of the topic hence it is also called a respondent interview (Saun-
ders et al, 2003; Welman et al, 2005). 

In this thesis the authors complied with the second criteria of Patton (1994) being that the ―case-
firms were located within daily travelling distance of the researcher-this is also because face to face contacts could be 
pursued with the interviewees” and the interviews were performed mainly by personal contact based on 
proximity and partly by telephone. Three major interviews were made. The first interview lasted 
between  about 30 minutes, the second interview lasted for  about 45 minutes and the third one 
lasted for about 30minutes.  

The questionnaires begin with general information about the company and extended to the per-
ceptions regarding the topic under review. The questions came up in a semi-structured manner 
and allowed for greater flexibility. Figure 3.3 below presents a schematic view of how the inter-
views were conducted. It also includes the dates, duration and the names of the interviewees.  

During the interviews the questionnaires guide was used (see appendix 1). Notes were being taking 
and new insights came as a result of physical the contact. The main contact persons were Lotta 
Gustavsson and Elizabeth Nilsson, who work in the distribution department of Herenco Distri-
bution AB. Lotta Gustafsson serves as Districts Distribution Manager while Elizabeth Nilsson is 
a Field Distribution Manager. Both of them are answerable to the Distribution Director.  
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Figure 3.3 Interview Schema (Designed by Authors) 

The interviews with both contact persons enabled the authors to understand the structure, the 
processes, the supply chain and challenges faced by Herenco Distribution in their process of ser-
vice delivery on behalf of their suppliers towards customer satisfaction. After each interview ses-
sion, the information was then reviewed and further questions were derived to close the gaps. 
Such gaps were closed through telephone interviews.  

3.4.2 Observation 

―When one’s concern is the experience of people, the way that they think, feel and act, the most 
truthful, reliable, complete and simple way of getting that information is to share their experi-
ence‖- observation is the key. This is the view of proponents and practitioners of participants ob-
servation (Waddington, 1994).  

According to Waddington (1994), observation is best suited to research projects which emphasise 
the importance of human meaning, interpretations and interactions; where the phenomenon un-
der investigation is generally obscured from public views; where there is controversy; and where 
there is little understanding and where there is a need for an ―insider‖ perspective to enhance 
more knowledge of the phenomena under observation. This research entailed an observatory 
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perspective of the phenomena under investigation so that the researchers could be able to gather 
the requisite information which was eventually matched or analysed with the relevant theoretical 
material. One of the authors has been working for Herenco Distribution for close to two years 
and therefore provides the requisite insider information which will eventually be matched and 
analysed with the relevant theory. 

3.5 Quality of the study 

Validity and reliability are two components to ensure the quality of the study. Validity and reli-
ability is concerned about how information has been collected, analyzed and how the collected 
information has been interpreted (Ghauri & Gronhaug, 2005). Both validity and reliability are all 
encompassed in the concept of trustworthiness which depends on convincing an audience to buy 
into your research. 

3.5.1 Trustworthiness 

Lincoln and Guba (1985) argue that trustworthiness depends on a researcher’s ability to convince 
the readers on the importance of the study and to give such readers a reason to trust the results 
and conclusions generated. They identified four aspects of trustworthiness as: ―truth value‖ (in-
ternal validity), applicability (external validity), consistency (reliability) and neutrality (objectivity). 

According to Ghauri and Gronhaug (2005), there are two types of validity: internal and external. 
Regarding internal validity, the question here is whether the researchers studied what they went 
out to study within the company. Furthermore, internal validity measures how well the theory 
matches the empirical information. Since the researcher’s had a great deal of experience on the 
operability of the company, they were able to easily generate relevant material that boosted the 
internal validity of the research. The external validity, on the other hand, measures the extent to 
which results from the measurements are coherent with reality and whether generalizations can 
be drawn from the results. In other words, if the results from a research can be generalized 
within the field, then what has been measured holds high external validity (Ghauri & Gronhaug, 
2005). The conclusions derived from this research may or may not yield external validity because 
both the research conditions and the current constructs under investigation may not always retain 
the same qualities which they exhibited in this research. 

To ensure external validity, interviews and questions were formulated in a succinct and cogent 
way(see appendix 1. for the research questions). The interview questions were designed in such a way as 
to preclude biased answers while ensuring that no information was lost during the investigation 
process. The interview notes were also sent back to the respondent to give them opportunities to 
do corrections and to add additional information. 

Reliability measures the extent to which drawn results can be replicated if the research is done 
again (Ghauri & Gronhaug, 2005). According to Merriam, (1994), the reliability in a research 
method is based on the fact that there is only one reality which will bring the same results if the 
studied reality is measured with the same measurements (Cited in Merriam, 1998). Given that the 
conditions under which a qualitative research is undertaken cannot be exactly replicated, it could 
be difficult to come up with the same conclusions found in this research. This view is supported 
by Merriam (1998, p.205) in the following argument: ―qualitative research […] is not conducted 
so that the laws of human behaviour can be isolated […hence] there is no benchmark by which 
to take repeated measures and establish reliability in the traditional sense.‖ However, the possibil-
ity of reproduction is not completely ruled out given that a deductive test could still be carried 
out to confirm the results obtained in this study.  
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To enforce the importance of trustworthiness in this study, the researchers went further to con-
sider the factor of objectivity. This was exercised in the sense that both authors gave different 
views concerning theory generation and argued out on the way in which the analysis could best 
be undertaken to the end that the research should be void of a subjective tone. This also aligns 
with Lincoln and Guba’s (1985) view that if several authors give a diverse opinion or point of 
view concerning a research process, this injects an aspect of objectivity in its own right.  

3.6 Summary of Methodology 

It is imperative for the researchers to isolate a method to be utilized in their analysis. This 
method could be quantitative or qualitative (Arbnor & Bjerke, 1997). It could also be abductive; 
we did not use the abductive approach in this study since the authors depended on pre-theorising 
before their empirical investigation (Fridriksson, 2008). This study takes on a qualitative tone; this 
is because it is exploratory in nature and is meant to serve as a route for theory generation and 
theory building (Kuhn, 1992). It also serves our purpose since qualitative researches are under-
taken to understand people’s beliefs, experiences, attitudes, behaviors, interactions while focusing 
on descriptions and explanations.  

According to Davis (1997), it is important that the chosen method serve the purpose of the re-
search but also serve in setting the pace for knowledge creation. Though there have been argu-
ments for the use of both qualitative and quantitative research methods in researches (Bryman & 
Cramer, 2001; Repstad, 1993; Helenius, 1990) due to the explanation that the conclusions gar-
nered from their combination could improve the level of understanding in analysis and theory 
generation, we did not deem it necessary to rely on both approaches; this is because our study 
warranted us to focus solely on the qualitative method which maintains an exploratory outlook.   
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4 Industry and Company presentation 

This chapter dwells on the description of the newspaper industry in Sweden. The different sources of revenue in this 
industry were studied, the different actors in the market together with the newspaper distribution process. The chap-
ter eventually narrows down in focus to cover the newspaper distribution process in Herenco Distribution AB.  

The implementation of an efficient and effective customer service to enhance customer satisfac-
tion is imperative in a modern society (Stenberg, 1997). The newspaper industry is a sum total of 
journalistic creativity, investigative reporting, market oriented sales of advertisement and circula-
tion.  The newspaper industry is wholly concerned with newspaper publishing which is classified 
under mass communication, where the channel through which information flows from the send-
er to the receiver is through a newspaper publisher (Stenberg, 1997). The information flows from 
the journalists and advertisers to the receiver or the reader (Rehn, 2001). 
 
The revenue that accrues to newspaper publishing is principally through advertisers and readers. 
The advertisers buy space in the newspapers in order to write their stories or advertise products 
while the readers subscribe for these newspapers through a subscription database at the publish-
ing company (Stenberg, 1997). In the Nordic countries, particularly in Sweden, the production of 
morning newspapers is followed by planned home deliveries (ENPA, 1996; Stenberg, 1997). 
There are two major sources of revenue for newspaper publishing; the one is dependent on reve-
nue generated due to a strong relationship between the advertisers and the readers. The other de-
pends on the quality of the editorial content utilized in the newspapers, the household coverage 
and the total number of newspaper circulation (Stenberg, 1997).  Over years, the definition of 
customers has expanded; customers now include readers on the internet together with companies 
buying services such as printing, inserting, and distribution (Rehn, 2001). 
  
The publishing company must ensure that the readers have the products (newspapers) on time 
because a late distribution might lead to dissatisfied readers; this might cause a loss in revenue not 
only to the publishing company but also to the distribution company, the advertisers and also the 
suppliers of raw materials to the publishing company. According to Stenberg (1997), many of the 
delays usually stem from late supplies of raw materials, late submission of editorial contents, pro-
duction disturbances and delays in packaging and loading. 
 
In order to avoid delays, there is therefore the need for the utilization of tools that help in short-
ening the lead time in both production and distribution (Marshall, 1983). The introduction of 
computer hardware and software together with other software technologies during the last dec-
ade have all helped in the reduction of lead time for distribution of the newspaper thereby en-
hancing customer satisfaction (Marshall, 1983). The presence of mobile devices- such as mobile 
phones- has helped in lessening the time taken to solve customer problems on the field (Rehn, 
2001). The presence of computers including other network technologies have all helped in speed-
ing up communication, system solution, as well as facilitating competition (Jonason, 1989; Jona-
son, 1991). 
 
Newspaper publishing has undergone a constant improvement in technology leading to the pro-
motion of agility and quality in the production and distriburion process due to the presence of 
automated procedures and improved control system. These systems have helped in facilitating 
packaging of newspapers, the utilization of pallets and the loading of pallets into trucks (vans) 
(Alexander, 1994; Fuchs, 1995; Petersen, 1985).  
The utilization of novel production and distribution technology has increased the possibility of 
quality products and timely deliveries thereby enhancing stringent competition from advertisers 
who want to ensure that their contents reach their target customers as fast as possible. The news-
paper publishing company is also encountering serious competition from the television, radio and 
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also the internet (Jonsson, 1996). This competition has led to an increase in the number and va-
riety of newspaper circulation in Sweden thereby making the control and management process 
much more complex and demanding (Jonsson, 1996). 
 

4.1 Newspaper Circulation   

This industry experienced an upturn in distribution in the second half of the 19th century when 
the total national circulation shifted from a low level of 100, 000 copies per publishing day in 
1850 to about 500, 000 copies per publishing day in 1900. Since then, the rise has been constant 
reaching a record level of about 4.4 million copies a day. This can be captured in the graph be-
low.  The vertical axis shows the number of daily distribution of newspapers whereas the hori-
zontal axis depict the different years of distribution. 
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Figure 4.1 Development of the total newspaper circulation in Sweden 1850-1995 (Stenberg, 1997, p.27).  
 
This increase in circulation of newspapers continued until they peaked in 1995 when the daily dis-
tribution reached record levels of 4.4 million (Stenberg, 1997). From then onward, there has been 
a decrease due to a limited number of evening tabloids. Before continuing with the observation 
of the different actors in the newspaper market, there is the need for a basic understanding of 
what a newspaper is.  
 

4.1.1 What are Newspapers 

Since this study is involved with a newspaper distribution company, it is imperative for the read-
ers to have some understanding of the definition of a newspaper. In some countries, it is re-
garded as a general paper which is distributed four days a week (ENPA, 1996). 
According to the UN, it is defined as ―daily general-interest newspaper‖ devoted to the recording 
and publication of current news affairs, politics and other matters of interest to the readers 
printed and circulated at least four times a week (UNESCO, 1989). UNESCO also includes the 
following definition which covers newspapers published and circulated not more than three times 
a week. The definition is as follows: ―non-daily general-interest newspaper‖ which is devoted 
primarily to recording news of current events in public affairs, international affairs, politics and 
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other matters. It also defines other papers other than newspapers which are distributed on a pe-
riodical basis as periodicals.  
 

Another prominent definition is given by the international publishers association, FIEJ (Fèdera-
tion Internationale des Éditeurs de Journaux) (FIEJ, 1996). It defines newspapers according to 
their classification. The classification is as follows: 

 Dailies (D): published at least four times a week 

 Weeklies (W): published 1-3 days a week 

 Sundays (S): newspapers published on Sundays 

 Free papers.  
 

4.2 How the market functions 

In this section, we intend to give a brief description of the market conditions in the newspapers 
industry in Sweden. The authors have utilized Porter’s model in depicting this market situation. 
According to Porter’s model, there are five competing forces operational in a market. These 
forces include rivalry among existing firms, the threat of new entrants, the threat of substitute 
products or services, the bargaining power of suppliers and buyers (Stenberg, 1997). These forces 
have been mirrored in the newspaper industry as follows: 
 
Industry competition-rivalry among existing firms 
In Sweden, there is stiff competition amongst evening, national and local newspapers operating 
in the same market. In terms of morning newspapers, there is limited competition-it’s distribu-
tion is predominant in only one or two cities (Stenberg, 1997). 
 
Potential entrants-the threat of new entrants 
In Sweden, the number of newspaper titles subscribed has been constant since world war two. 
According to Engwall (1978), there was a decreasing tendency for the subscribed titles for news-
papers to reduce but the total circulation of these papers has increased considerably. This in-
crease in circulation has been bolstered by the introduction and development of relatively inex-
pensive equipment utilized in prepress production and telecommunication. This has greatly in-
creased the agility and quality in distribution thereby enhancing the accessibility of the industry to 
the customers. This accessibility can be exemplified by the availability of free newspapers such as 
Metro to specific target groups. The circulation of these newspapers along the subway in Stock-
holm is said to have reached record levels of 237 000 copies daily (Engwall, 1978), 
 
Sustitutes-the threat of substitute products or services 
Over the years, many distribution channels have emerged as alternatives for the provision of reli-
able products of high quality in an agile manner. Some of these channels are in the form of high 
speed data communication and customer receiver devices. Today, many newspapers and media 
advertisers have tend to options such as the internet and there is a projection of the possibility of 
broadband communication in the future which will enhance an increased level of customer satis-
faction to both the readers and advertisers. The current substitutes to the industry are radios, tel-
evision stations, telecommunication operators, cable-television operators and software compa-
nies. Other substitutes include magazines, direct mails and advertising leaflets. 
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Figure 4.2  The Porter model of the five competitive forces that determine industry profitability (Stenberg, 1997, 
p.33) 
 
Buyers-the bargaining power of buyers 
The newspaper advertisers target their readers through different types of channels. Some of these 
channels include television, radio commercials, billboards, and the most recent channel-digital 
advertising (Stenberg, 1997). The marketers apply numerous styles of advertising such as tele-
marketing, zoned advertisements, differentiated prices, increased colour flexibility and ad-
booking (Stenberg, 1997). The readers on the other hand have the ability to choose from a variety 
of newspaper channels in order to satisfy their needs and wants. Their choices are completely de-
pendent on the state of the economy, their buying habits but also their knowledge of the availa-
bility of the different channels of distribution (Stenberg, 1997).   
 
The Buyers 
There are mainly two types of buyers in the newspaper industry. They include the buyer of the 
product who is called the reader and the buyer of space called the advertiser.  
 
The reader who might be subscribing for one or more newspapers is usually out for the content 
and quality of the product. The readers require the products to be in such a way that it meets 
their expectations thereby fulfilling their satisfaction. Therefore, they are usually concerned with 
the title or the logo. If such newspapers meet their desires and expectations in terms of quality, 
then such customers tend to be loyal to the particular newspaper. This will ensure that the reve-
nue from such a newspaper is secured. The readers are not only concerned about the editorial 
content of the newspaper but also the quality and the agility in distribution. They expect their 
products at a specific time (reliability) and if they don’t receive such products when expected, 
they become dissatisfied-this will go a long way to cause customers to unsubscribe from such a 
newspaper thereby leading to negative returns in terms of revenue and profits. The editorial con-
tent, quality of the product together with agility in terms of distribution are vital in this industry 
in that these factors are not only important in determining the loyalty of current customers but 
also help to attract new and different categories of customers (Stenberg, 1997) 
 
The advertisers in Sweden constitute a broad target group for the newspaper industry. This sector 
constitutes the major part of the morning newspaper and also represents the largest source of 
revenue for the industry. The largest share of revenue in this sector comes from the grocery 
stores. The advertisers usually attempt to reach a specific target group and they are concerned 
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about coverage and precision. They are also concerned that their products should get to a specific 
demography of customers at a certain point in time. The achievement of this aim will rest on the 
reliability of the newspaper distribution company that is in charge of distribution to the custom-
ers. A delay in the distribution process due to delays in production or delays in packaging and 
loading usually cause a severe damage in terms of finance and goodwill not only to the newspaper 
publishing company but also to the advertisers. However, when delays arise, the newspaper pub-
lishing company usually sets out to compensate both the advertisers and the subscribers. The ad-
vertisers are compensated through discounts or free advertisements whereas the subscribers are 
given free subscription days. The publishing company also compensates the distributors who 
were scheduled to distribute on the day of the delay. At times the delays are sped up so as to 
meet with the latest time for delivery to customers-that is 6:30 a.m. If this is achievable or possi-
ble, the distributors are paid overtime during those days when they had to exert extra effort to 
distribute on time though the distribution packages were available at the districts of distribution 
later than necessary (Stenberg, 1997) 
 
As a summary, readers and advertisers constitute a major source of revenue to the industry. In 
order for the industry to be profitable, it must provide fresh products or newspapers to custom-
ers in the right quality and at the right place and time for customer satisfaction. If the publishing 
company does not meet these standards, it is bound to sustain costs increments in terms of de-
crease in advertisement revenue, decrease in subscription and a cost increment as a result of ef-
fectuating compensation through free adverts, discounts and free subscription.  
 

The Suppliers 
The suppliers in this industry can be divided into the following categories  

 Information suppliers 

 External service functions 

 Suppliers of systems and equipment 

 Suppliers of raw material and consumables 
 
Information suppliers consists of television networks, advertising agencies, magazines and other 
newspapers. There are also internet sources such as the World Wide Web (www). These sources 
contain information like background information, editorial content or advertising material. Ex-
ternal services consist of materials from suppliers of service functions such as those that supply 
to printing services or distribution services. These services are consumed without an extensive 
utilization of the resources of the publishing company (Stenberg, 1997).  
 
Suppliers of systems and equipment tend to provide services needing repairs, equipment and sys-
tems development. Their services are mostly directed toward small businesses which require reli-
able production systems. This reliability aspect of the production equipment is very important 
since continuity in the production process can only occur if there are little or no stoppages in the 
production runs. Stoppages in the production runs exert a lot of burden in the supply chain since 
this might lead to late deliveries. Therefore, there is the need for a stringent planning of the pur-
chasing, production and distribution processes to ensure a continuous flow without halting. In 
this process, the suppliers of raw material and consumables such as paper, ink, plates, chemicals 
and film materials are very vital in the attainment of completion of production and delivery for 
customer satisfaction. An important facet in the industry which requires some observation due to 
its importance in enabling distribution is the mail room operations.  

4.3 Newspaper Distribution 

The distribution of newspapers is considered as a time critical activity in Sweden. All home deli-
veries are expected to be completed before 6:30 a.m with the aid of trucks, vans and newspaper 
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carriers. All Swedish newspaper production and distribution companies are said to follow the 
same time schedules (Stenberg, 1997; Karttunen, 1995). A vital determinant of the length of the 
distribution process is a mix of editorial requirements, available production capacity and the or-
ganization of the distribution process. This scheduling, though complex, is imperative since 
newspapers must reach the customers at a particular period of time. The scheduling process is 
complex because it requires a holistic scheduling of trucks, vans and carriers over a broad scale. 
The scheduling process is also complex because the printing, production and distribution of the 
newspapers ought to be streamlined since a delay in any of the pre-processes might have a dis-
astrous effect in meeting the distribution deadline. 

Another complication is to coordinate the truck, vans and carriers over a vast area of distribution. 
Since the attainment of customer satisfaction is dependent on a timely delivery of newspapers, 
the printing press’ start time and production speed are very important. Timely production of the 
newspapers will determine whether the newspapers are going to be distributed to the customers 
on time. Minor deviations from the production plans could be corrected through speeding up the 
distribution process but in cases of major production disruptions due to late delivery of supplies 
of raw materials to the press, poor management of the production runs, or machine breakdowns, 
there are serious problems in the distribution operations which can eventually lead to late delive-
ries and dissatisfied customers. These disturbances often go a long way to increase distribution 
costs, production costs and loss of customers (Stenberg & Karttunen, 1995).  

In order to meet the deadline for distribution, the planning of the start time for each process 
ought to be done in a reverse order commencing with the latest time of distribution by the carri-
ers to the latest start time of production. This can be observed from the diagram below. 

The Scheduling Process in Newspaper Production and Distribution 

    Production Start 

   

       Production                           Loading                                 Transport                                Carrier district 

                                                                                                 Including unloading                including preparation                  

                                                                                              Delivery Deadline                     

                                                                                                                              

 Figure 4.3 Those processes to be considered in the planning of the physical distribution. The planning should be in 
the reverse process order  (Rehn, 2001, p.11). 
 
When the planning is done and the production process is completed, the distribution process is 
effectuated as in the following diagram. 
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Figure 4.4  A rough model of the different hierarchical levels in the Swedish newspaper distribution system (Mod-
ified from Rehn, 2001, p.5). 
 

From the loading dock, the transportation can lead to a distribution center or a node before be-
ing transported to the carrier and eventually to the customer; the newspapers could be trans-
ported to another transportation company who might hand them over to the carriers who will re-
lay them to the customers’ mailboxes; they could proceed from a transportation company to the 
carriers and eventually to the customers or the carriers could get the bundle of newspapers direct-
ly from the loading dock (Rehn, 2001).  

4.3.1 The flow of Information 

To enhance an effective solution to problems that normally occur during the distribution process, 
a mobile field system is utilized in the industry. This system makes use of communication tools 
such as mobile devices which can easily enhance mobility and connectivity. These devices like 
mobile phones are valuable for information exchange in the form of sms (Short Message Ser-
vice), sim application toolkit (Stk), and wrap (wireless application protocol). When these mobile 
devices are linked with a Geographic Information System such as the GPS (Global Positining 
System), they can easily locate and track vehicles. The utilization of these devices help the work-
ers on the field to know the start times and end times for distribution. It helps the truck drivers 
to have detailed information concerning the time and place for loading and unloading since it is 
the drivers who are in charge of the coordination of the loading and unloading process (Rehn, 
2001). 

In order to ensure quality production and flexibility (agility) for timely delivery, there is the need 
for intense communication and collaboration between the different tiers of the supply chain-that 
is the editorial department, the suppliers of raw materials, the printers, the publishing department, 
the mailroom department and the distribution company. At the regional level, there is the need 
for the supply of about 10-25 tons of paper per day. To avoid unnecessary costs in terms of pa-
per inventory, the stock of papers are kept at a minimal level. The frequency of paper distribution 
is about once or twice a week (Rehn, 2001). 
 

The service system design in the industry is decentralized and the different subsystems or tiers are 
linked through an SQL (Structured Query Language)  relational database. This database enhances 
communication between the different companies in the industry thereby fostering an intersystem 
communication. This system helps to link the editorial, image processing and output systems.   
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According to Rehn (2001), the Newspaper industry is interlinked meaning that the production 
and distribution planning are undertaken together in order to ensure quality production and dis-
tribution as well as the facilitation of agility and flexibility in the distribution of newspapers to the 
customers. The numerous activities, processes and steps involved in the production and distribu-
tion processes are very complex. To therefore satisfy customers, there is the need for an effective 
and efficient management of each of these processes. Though the newspaper industry is vast and 
includes numerous processes and activities undertaken by different companies, our aim is to ex-
amine the industry from a distribution perspective. This has led us to narrow down in focus to 
study the distribution process of Herenco Distribution AB. 

4.4 The Organisation: Herenco Distribution AB 

Herenco distribution AB is a newspaper distribution company which is part of Herenco Group, 
Jönköping. Herenco Group is one of the regional based chains for the production and distribu-
tion of newspapers in Sweden. The other chains include Ander Group, Karlstad and the Pers 
Group, Västerås. It is involved with the following types of business relationships: Deliveries from 
Business to Business (B2B) which include shops, departmental stores and supermarkets; Business 
to Customers (B2C) which comprise of all the different classes of readers (L. Gustavsson, perso-
nal communication, 2009-03-23).  

The types of newspapers distributed could be split into four different categories. The categories 
are as follows (Bromley, 2002). 

 Metropolitan morning papers: These papers are distributed mainly in the mornings and 
they include Dagens Nyheter, Göteborgs-Posten in Göteborg, Sydsvenska Dagbladet in 
Malmö, Jönköping Posten in Jönköping. Their circulation takes up about 25% of the 
newspaper market. 

 Metropolitan Single Papers: These include newspapers such as Aftonbladet, and Expres-
sen. These papers are produced every day of the week and they represent about 20% of 
the newspaper market. 

 Regional and Local Papers: They include Nerikes Allehanda, and Correspondenten. They 
represent about 45% of the newspaper industry and are produced and sold during six 
days of the week. 

 The Final category consist of newspapers that are produced just once or twice a week and 
they constitute the lowest rate of circulation; they make up only about 10% of the total 
circulation of morning and evening papers. These papers are produced and distributed in 
metropolitan and regional areas; they are usually in tabloid form.  

However, our study is concerned with Herenco Distribution AB, which was founded in 1984.  
Herenco Distribution has an annual sales figure of between $13.3 million or 105, 896, 196 Swed-
ish Krona (SEK) per annum with an employment force of about 184 workers (Hoovers Com-
pany databse, 2009). Its major line of business involves books, periodicals and daily news papers. 
The daily newspapers and periodicals distributed by HD are as follows : Computer Sweden (CS), 
Dagens Industri (DI) , Dagens Nyheter (DN), Finnveden Fredag (FF), Falköping Tidning (FT), 
Financial Times (FTS), Göteborgs-Posten (GP), Jönköping Posten (JP), Sydnsvenska Dabladet 
(SDS), Smålands-Tidningen (SMT), Svenska Dabladet ( SVD), Tranås Tidning (TrT), Västgöta 
Bladet (VB),  Värnamo Nyheter and Vetlanda-Posten (VP). Their area of coverage is Jönköping, 
Ljunby and in Markaryd municipalities (L. Gustavsson, personal communication, 2009-03-23). 
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Our focus is to observe the operation of Herenco Distribution in Jönköping county. The locatio-
nal and operational map of Herenco Distribution for the different counties can be found in ap-
pendix 2  while the locational diagram for the headquaters of Herenco Distribution Jönköping can 
be found in figure 4.5. This research is concerned with the headquaters of  Herenco Distribution 
in Jönköping (Hoovers company data base, 2009). 

 

 

Figure 4.5  Sattelite Location Map of Herenco Distribution AB Jönköping (The Red Star) (Source: Hoovers 
company data base, 2009.) 

The newspapers are produced and sent to Herenco Distribution by a member of the Herenco 
group called Herenco Press and other suppliers from areas such as Borås and Guthenberg. In or-
der to distribute on time Herenco Distribution has formed a close relationship with their sup-
pliers so that they can receive the newspapers on time and with little or no defect. They ensure 
that their suppliers follow quality procedures and standards in the production of these newspa-
pers so that their customers can be satisfied thereby enabling Herenco Distribution to secure its 
market share (L. Gustavsson, personal communication, 2009-03-23).  

4.5 Trainers and users’ capabilities 

The Drivers and district carriers both go through different training processes in Herenco Distri-
bution. They go beside the main worker for a while as part of their learning process for at least 
three days.  Based on the trainer’s recommendation and approval, the worker is then given the 
possibility of working alone for a short period of time, say two to three days during which they 
are being paid fully.  After this process, depending on the urgency of Herenco Distribution’s 
need, if the worker is accessed to be efficient due to limited errors during the trial period, the new 
worker becomes a reserve worker. The worker may then be assigned to work in a few other dis-
tricts for shorter periods of one to three weeks before finally being allocated a permanent district 
or a region in the case of truck drivers (L. Gustavsson, personal communication, 2009-03-23). 
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4.6 Distribution process 

The distribution process begins with the newspapers and periodicals being carried from Herenco 
Press  and other suppliers to Herenco Distribution’s warehouse. Here bundling and packaging is 
done per district requirement. Thereafter, the truck drivers transport the newspaper bundles to 
the different districts at a designated delivery point. While there, they arrange the bundles per dis-
tricts requirement as collected from Herenco Distribution. At this point, the district distributors 
(professional carriers) collect their bundles for onward distribution in order to fulfil customer sat-
isfaction. The figure below illustrates the flow of newspapers and periodicals ((E. Nilsson, per-
sonal communication, 2009-03-23). 

 

 

 

 

 

 

 

Figure 4.6 Normal distribution (Outbound logistics) flow of Herenco Distribution AB. 

4.6.1  Truck and Van drivers 

With customer satisfaction as the watchword of their distribution policy, Herenco Distribution  
dispatches trucks and vans through Express Transport AB with a plethora of bundles of newspa-
pers grouped per districts requirement for delivery to different delivery points. The transporta-
tion is undertaken through Express Transport AB because they have a strategic location which 
promotes reliability in distribution since the proximity of their location to the distribution bay 
enhances lead time reduction. The drivers are expected to be fast and accurate in their distribu-
tion task as they are one of the major players within the supply chain of Herenco Distribution. 
Their delivery usually takes place between 1:00 am to 3:00 am (L. Gustavsson, personal commu-
nication, 2009-03-23; 2009-05-13).  

4.6.2 District distributors (Professional carriers) 

District distributors are also within Herenco Distribution’s supply chain. They are those who are 
directly linked to the customers in terms of material (Newspaper) flow. Here, distribution is ef-
fectuated by way of distribution bags, trolleys, bikes and in some cases cars. The bags, trolleys 
and bikes are usually armed with protective coverings in order to prevent destruction from rain, 
snow or from the pressure of the distribution process. These professional carriers speedily dis-
tribute the papers in an agile, speedy and flexible manner to the different districts in the space of 
about two (2) to three (3) hours and in extreme situations as is the case of winter periods, three 
(3) to four (4) hours (Lotta Gustavsson, personal communication, 2009-03-13). If there are delays 
in the production leading to lateness in deliveries to customers, Herenco Press is to pay for the 
delay or incure any inherent losses. If the Herenco Distribution is at fault instead, the burden of 
losses will be borne by them. If the drivers miss out on the point of delivery, they are supposed 
to return with the newspapers to the warehouse of Herenco Distribution (L. Gustavsson, per-
sonal communication, 2009-05-23). 
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5 Emperical Findings 

This section begins with a brief example of how Herenco goes about  its distribution process for customer satisfac-
tion followed by the disposition of the chapter. The chapter is disposed in such a way that the empirical material 
should match the structure of the model developed in chapter 2. 

5.1 Herenco Distribution’s Operating Philosophy 

Herenco Distribution lays emphasis on holistic quality which is a quality standard that seeks to 
ensure that quality products are distributed with the highest level of service standards which in-
corporates timely delivery of newspapers without defects or damages. They also strive to ensure 
that their services are undertaken with a great emphasis on reliability, responsiveness, assurance 
and empathy towards customers; all in a bid to fulfil customer satisfaction (L. Gustavsson, per-
sonal communication,  2009-05-23). 

In order for customer satisfaction to be attained, the management of Herenco Distribution has 
set up a customer service strategy that seeks to understand the needs and wants of customers in 
order to satisfy them. This strategy is customer driven and is entirely tailored to their goal of cus-
tomer satisfaction. The model utilised by Herenco is similar to Craig’s (2007) model of customer 
satisfaction as seen in the figure below. 

 

 

 

Figure 5.1 Customer satisfaction Equation ( Source: Craig, 2007) 

With customer satisfaction as the watchword of their distribution policy, Herenco Distribution 
AB (HD) dispatches minivans with a plethora of newspaper packages at about 1:00 am in the 
morning. These vans speedily but cautiously relay these packages to the distribution districts 
where professional carriers can pick them up from 1:00 am to 3:00 am for distribution. This dis-
tribution is effectuated by way of distribution bags, trolleys, bikes and in some cases private cars. 
These bags, trolleys and bikes are usually armed with protective coverings in order to prevent de-
struction from rain, snow or from the pressure of the distribution process. The distributors 
speedily distribute the papers to the different districts in an agile, speedy and flexible manner in 
the space of about two (2) to three (3) hours and in extreme situations as is the case of winter pe-
riods, three (3) to four (4) hours (L. Gustavsson, personal communication, 2009-05-23).  

However, customised services could also be provided to those with special distribution needs. In 
cases where there is a problem such as defects or shortages, these workers readily call on the 
night supervisor who orders an expedite delivery to the district in question. Though time burdens 
of maintaining flexibility and quality in the distribution process particularly in winter are real, the 
management of Herenco Distribution company ensures that customers are served in the most ef-
fective and efficient way while keeping the adverse effects of distribution at a zero or near zero 
level; all in an effort to enhance the highest level of customer satisfaction-this is imperative given 
that their survival hinges on their ability to keep customers constantly satisfied. (L. Gustavsson, 
personal communication, 2009-05-23). The empirical findings are disposed in such a way as to 
conform to the model developed by the authors in chapter 2. The disposition is as follows:  
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 Customer Satisfaction through Total Quality Management   

 Challenges of Agility in  service delivery 

 Customer satisfaction through Just-in-time  

 Customer Satisfaction through Information flow  

5.2 Logistical complexity in service delivery 

Quality standards and agile responses in meeting customers’ needs are strictly observed by athe 
managers of Herenco Distribution. This is because they understand that these are vital require-
ments for customers’ satisfaction today. The primary challenge is that as subscribers who share 
the same quality and agile needs increase, the number of activities and processes needed to fulfil 
the needs of these customers also increase. Customers require the production and distribution of 
fourteen (14) different types of newspapers - Computer Sweden (CS), Dagens Industri (DI), Dagens 
Nyheter (DN), Finnveden Fredag (FF), Falköping Tidning (FT), Financial Times (FTS), Göteborgs-Posten 
(GP), Jönköping Posten (JP), Sydnsvenska Dabladet (SDS), Smålands-Tidningen (SMT), Svenska Dabladet ( 
SVD), Tranås Tidning (TrT), Västgöta Bladet (VB),  Värnamo Nyheter and Vetlanda-Posten (VP) – 
these different newspapers inject variety and complexity into the system since their production 
and distribution needs to be managed for quality attainment (E. Nilsson, personal communica-
tion, 2009-03-23). 

 Again, this production and distribution will tend to increase activities that lead to the provision 
of quality services. This is because with an increase in subscribers comes an expansion in the 
number of customers within the requisite district of distribution; these customers have to be sa-
tisfied with quality newspapers or customized services in the form of agile responses to their de-
mand. This complexity in delivery can clearly be seen when about 100, 000 new members subs-
cribe weekly for newspapers from different districts. These new customers will not want to put 
up with any understanding that the company already has about 1000, 000 customers that also 
need to be served. They will only be concerned with the receipt of the services which they subs-
cribed for. Thus, as complexity increases in terms of customers, number of newspapers, activities 
and processes needed to fulfil customer satisfaction, Herenco Distribution’s management strives 
to manage these increases in order to ensure quality standards and agile deliveries since any mi-
nimisation of these necessities might cause them to lose out on their customers and by extension 
lose their market share (E. Nilsson, personal communication, 2009-03-23).  

5.2.1 Challenges of Quality in service delivery 

There have been quality problems in distribution where unsubscribed customers kept on recei-
ving newspapers while the new subscribers were mistakenly left out of the distribution process. 
An explanation of this problem was that at times the professional carriers are inexperienced or 
they are still new to the job. Also, it is usually because older workers migrate, go on a sabbatical 
or take sick; when this happens, they need to be replaced but it usually takes time for the learning 
curve of the new workers to stabilise (L. Gustavsson, personal communication, 2009-03-23).  .  

There is the challenge of ensuring that the names of the new subscribers are gotten well ahead of 
time from the subscription database and that the team of workers in the warehouse include the 
right addresses of the new customers. These workers must also ensure that the right information 
is obtained from the subscription database in order to package the right type of newspaper (s) to 
the right customer (L. Gustavsson, personal communication, 2009-03-23).    
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There have been damages to the newspapers during the distribution process due to rain and 
snow. When this happens, there is always a problem of perception and expectation differences 
between the customers and the management since the customers always expect products of good 
quality as per the company’s policies of quality maintenance but the company sometimes falls 
short of meeting their objectives due to unforseen circumstances (L. Gustavsson, personal com-
munication, 2009-03-23).  

There have also been instances when poor quality packages were used to put the newspapers in 
bundles leading to some of the newspapers being destroyed. Also, there were times when the 
number of newspapers were not rightly counted leading to shortages or stock outs at the distribu-
tion sites (L. Gustavsson, personal communication, 2009-03-23).    

The team of workers must also ensure that complaints from customers are checked and correc-
ted. The corrections must be obtained from the susbscription database and the CRM system a 
day in advance of the next distribution so that the right corrections can be made. The workers in 
the warehouse must ensure that these corrections are orderly printed on a correction slip and in-
cluded in the different packages for the different districts. A major challenge is that there are too 
many packages and corrections to be made but these corrections need to be accurate for custo-
mer satisfaction and in order that the mistakes of the previous night are not repeated as this 
might adversely affect the customers. These workers must therefore ensure that the right infor-
mation is obtained from the subscription database in order to package the right type of newspa-
per (s) to the right customer (L. Gustavsson, personal communication, 2009-03-23).      

 The right maps and addresses for the distribution districts must be printed since this should 
enable the van drivers and professional carriers to distribute to the right customers. The workers 
at the warehouse must also ensure that they verify whether the CRM system of the company has 
a new requirements from customers in terms of new types of newspapers to be distributed to 
them. They must ensure that these new demands from customers are included against the custo-
mers’ address and in the distribution list for the different districts (L. Gustavsson, personal 
communication, 2009-03-23). 

The company uses  SQL (Structured Query Language) program for the management of informa-
tion from the CRM, the subscription database and the computer software necessary for schedul-
ing of distribution to the different districts ; it enhances them to communicate together for effi-
ciency and effectiveness in the distribution process (E. Nilsson, personal communication, 2009-
03-23).. 

Another challenge is that the packaging must be done in such a way that the greatest number of 
packages can fit into a distribution truck or van so as to enhance cost effective transportation. 
There is also the challenge of coordinating the team of workers in the warehouse so that all the 
packages for the different districts are available in their right numbers on time for distribution. 
This team of workers must also ensure that the different types of special or customised newspa-
pers that come from other printing presses such as those in Borås and Gothenburg are consolida-
ted through cross docking in such a way that there will be no damages. The loading process from 
the warehouse must be done in such a way that there are no damages together with the unloading 
at the distribution cites (E. Nilsson, personal communication, 2009-03-23). 

There is also the challenge that some customers do not show up for work but assign aids who 
may not be versed with the distribution policy of the company. This usually ends up hurting cus-
tomer satisfaction (E. Nilsson, personal communication, 2009-03-23). 

At the distribution cites, the professional carriers must first observe that there are any corrections 
to be made by observing the correction slips but also to take note of the new customers and their 
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subscription demands as indicated on the subscription lists (L. Gustavsson, personal communica-
tion, 2009-03-13; 2009-05-13). 

5.2.2 Challenges of Agility in service delivery 

At times there are problems with lateness in the distribution of newspapers at the distribution 
sites and to customers’ mail boxes by the truck drivers and the professional carriers respectively. 
This lateness is usually due to packaging delays, late submission of editorial contents at different 
the printing presses and due to the correction of mistakes at the warehouse (E. Nilsson, personal 
communication,  2009-04-23).  

Agility in distribution is usually affected when workers are still new to the distribution process 
and have not yet mastered the location of their districts and particularly because the distribution 
process takes place during the early hours of the morning. This is because a worker could spend a 
great deal of time in search of the location of mail boxes rather than speeding up the distribution 
process. This ends up increasing the lead time in distribution thereby greatly reducing the effecti-
veness of agility. In other instances, both old and new workers miss out on mail boxes in the 
process of trying to catch up with the latetest time for distribution, 6 :30 am. When this happens, 
such workers complete the distribution process with excess papers on hand. Though the pre-
sence of this excess will signal to them that they have missed out on some mail boxes, they don’t 
usually have enough time to return to correct the mistakes. At other times, these distributors end 
up distributing the wrong newspapers to customers which is the same as not distributing at all (E. 
Nilsson, personal communication, 2009-04-23).  

There is also the challenge of eliminating waste in terms of idle time and excess capcity which af-
fects the lead time. This is because some professional carriers do not turn up for distribution and 
they may commision an aid to help them in the distribution process while they are away. The 
challenge here is to stop these behaviours because it might lead to dissatisfied customers when 
these foreign workers work on behalf of the real distributors (E. Nilsson, personal communica-
tion, 2009-04-23).  

Another ill effect to the achievement of agility is the presence of snow. As opposed to summer, 
autumn and spring seasons which are void of snow, winter periods are usually burdened by stacks 
of snow. This snow does not only slow down the trucks or vans, since the drivers need to be ex-
tra careful lest they speed up on the highway and end up sustaining accidents, but also slows 
down the carriers who must strive to use their trolleys and distribution bags twice as efficiently as 
they would during summer, autumn and spring periods. When accidents are sustained, the cost of 
distribution will tend to increase causing a reduction in the profits of the company. This is usually 
because when such accidents occur, there is the need for repairs of the vehicles which will entail a 
huge cost burden given that the customers are not expected to pay for the repairs but the com-
pany. The cost could also increase due to an increase in the cost of hiring another transportation 
service to undertake the distribution during that period of slack/lag (the period of the accident 
during which the vehicle is incapacitated). This cost of hiring another service is particularly very 
high because it is an unforeseen contigency but also because it is during the early hours of the 
morning (E. Nilsson, personal communication, 2009-04-23). 

To the carriers, they must still strive to use their trolleys to speed up deliveries though the snow 
serves as a major detterent to the efficacity of their distribution. This is because they need to use 
gloves which are not as efficient in the handling of papers for distribution as are bare hands. The 
workers also have to put on thick dresses and shoes for protection against the biting Snow; This 
protection tends to reduce agility in distribution since the combined effect of the thick gloves, 
shoes and dresses add unneccessary weight on to the workers which helps to reduce their speed 
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in distribution while at the same time adversely hurting the level of effectiveness and efficiency in 
the fulfilment of customer satisfaction. Though the average time of delivery of these carriers is 
usually one to two hours during the summer, autumn and spring periods, the adverse effect of 
the snow tends to prolong this distribution period from about one to three hours, or four hours 
under severe snow conditions. As a consequence the level of late deliveries take on an upturn du-
ring winter periods. Also, the company runs a risk that one of its workers might be hurt during 
the distribution process; this is because all workers are under the company’s care during their 
night duties. Thus, any injury sustained during this period must be paid for by the company. 
Again, the level of workers’ accidents and injuries during this period far outwares those of the 
summer, autumn and spring months. Frequently also, many workers fall sick and the time requi-
red to get a replacement constitutes some slack in the lead time (E. Nilsson, personal communi-
cation, 2009-04-23).  

There also is the challenge of speeding up the consolidation of special papers from other printing 
presses from destinations such as Borås and Guthenberg in order to enhance flexibility and agility 
(E. Nilsson, personal communication, 2009-04-23). 

5.3 Customer satisfaction through Total Quality Management  

According to the management Herenco Distribution, the reason for observing quality standards 
is because the newspaper market in Sweden is very competitive. Thus, if workers don’t receive 
quality papers, they may easily divert to other distributors who will provide the necessary quality 
that will satisfy their needs. Herenco Distribution AB goes about their distribution with the aid of 
trucks, service cars, trolleys and trolley bikes. These professional carriers are those who help to 
relay the delivery of papers from the vans and trucks to the mail boxes of customers for the ful-
filment of customer satisfaction (L. Gustavsson, personal communication, 2009-04-23).     

Herenco Distribution company is well aware that customers are the keys to their success. With 
customer satisfaction being the main driver or motivator, Herenco Press supplies quality papers 
to the distribution company at the right time and at the right place-Herenco Distribution's ware-
house, where they are sorted, packaged, and coded by a team of workers before transportation to 
the different districts of distribution. At the warehouse, great care is exercised to ensure that un-
subscribed customers are not issued newspapers while new subscribers are left out of the list. 
This is because there have been problems with the delivery of newspapers where subscribers who 
had unsubscribed kept on receiving newspapers whereas new subscribers did not receive papers 
at all (L. Gustavsson, personal communication, 2009-04-23).       

Care is also exercised to ensure that the newspapers are not damaged and that the required num-
bers of papers for a district are assembled together in designated locations to avoid shortages or 
stock outs at the distribution sites. To ensure quality standards, there is the application of conti-
nuous improvement in the quality of packaging. Herenco Distribution company has a philosophy 
or mind set that requires that the needs of customers be met with the highest level of service in 
terms of distribution while keeping the complain, stock out and defect factor with respect to cus-
tomers at a zero or near zero level (L. Gustavsson, personal communication, 2009-04-23).      

This is usually done by promoting standards of excellence in the minds and behaviours of wor-
kers. This enforcement has gone a long way to solve common problems like newspapers being 
destroyed by rain or snow because they were not sealed in quality packages. Also, to avoid the 
destruction of the newspapers by rain or snow, the professional carriers are usually given trolleys 
that are secured by strong waterproof or snow deflection coverings so that these papers can be 
preserved. The bags used for distribution are also adorned with this preventive coverings (L. 
Gustavsson, personal communication, 2009-04-23).     
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To further drive quality standards in the company, the management of Herenco Distribution en-
sures that its workers are trained on how to do quality packaging, how to do coding and how they 
are supposed to exhibit a philosophy of continuous improvement within the company. In order 
to exhibit this philosophy, workers must ensure that immediately mistakes are corrected, they 
must endeavour not to repeat them. This is because the repetition of such mistakes might lead to 
errors that may eventually get to the customers as poor customer service. Many of the mistakes 
that leave the warehouses and get to the professional carriers are not easily identified and as such 
will not be corrected. If such mistakes are realised by the carriers, they could immediately contact 
the night supervisor who will order an expedite delivery of the right newspapers but if such mis-
takes are not quickly noticed by these distributors, the end result will be customer dissatisfaction 
in that customers will not receive the requisite quality of papers which they truly desire. When 
this happens, customers usually call and complain to the customer service department so that the 
required number of newspapers could be delivered to them (L. Gustavsson, personal communi-
cation, 2009-04-23).     

However, when such mistakes recur, customers all too often get dissatisfied and finally unsubs-
cribe. This usually leads to lost sales which eventually hurt streams of profits in the near or dis-
tant future. Herenco Distribution’s management is well aware of this and as such steps up stan-
dards of quality attainment amongst workers so that defects could be quickly identified and cor-
rected at the level of the warehouse through multiple checks by teams of workers before delivery 
to customers. This is important for Herenco Distribution because if poor quality papers and ser-
vices are continually received by customers, these customers might end up perceiving the com-
pany as one which does not have quality standards as foremost in its delivery policy (E. Nilsson, 
personal communication, 2009-03-23).   

To avoid a negative outcomes in terms of poor customer service perception which can lead to 
unsatisfied customers hence poor returns, there is the need for training. For the training process 
to be effective, workers are encouraged and motivated with salary increases, through coaching, 
bonuses and special tickets to special events or games. The efforts and performances of the wor-
kers are also recognised particularly if they are successful in carrying out the services with little or 
no error. The managers of Herenco Distribution understands that this recognition is important 
because if workers’ performance and their resulting efforts are not recognised during the period 
in which they occur, there is the risk that the workers might take their services for granted and 
that they may not see any motivation in repeating such efforts though it may be plausible to the 
customers in terms of customer satisfaction (E. Nilsson, personal communication, 2009-03-23).  

The management does not only teach the employees but also seeks their input on how the distri-
bution process could be improved thereby fostering a participatory style of management. Heren-
co Distribution’s management has realised that including employees in decision making processes 
makes them feel valuable and by extension helps them to perform better than if they were not 
empowered to undertake any tasks or make any decisions at all. The management has also reali-
sed that this empowerment helps the employees to come up with many ideas that helps to give 
the company a competitive edge. For instance, an example of this empowerment of Herenco 
Distribution’s workers is that the professional carriers can avoid the distribution of defective set 
of papers while contacting the management to do an expidite delivery. This empowerment scena-
rio has proven fruitful in the past in that it has prevented defective papers from reaching the 
workers; this has been a plus to the company since they were able to retain customers who would 
have otherwise been lost due to poor customer service. This empowerment also gives the wor-
kers the confidence to suggest effective ways for the company to protect the newspapers like the 
situation of the use of protective coverings on the trolley and bikes to prevent destruction by rain 
or snow. To further enhance customer satisfaction, Herenco Distribution undertakes customised 
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services for some customers who might require that their papers be distributed in a certain for-
mat at a particular places and time (E. Nilsson, personal communication, 2009-03-23). 

A team of workers is also released during night hours to ensure that the workers who are distri-
buting are the right carriers. If an aid to the carrier is identified, the rightful owner will be fired. 
This is to ensure the provision of quality services to customers and the reduction of the level of 
customer complaints (L. Gustavsson, personal communication, 2009-05-13). 

5.4 Customer satisfaction through Just-in-Time 

The areas of distribution are usually mapped out into districts and given code numbers by the 
company’s computerised system. In the warehouses, the papers are sorted and arranged in 
bundles with the requisite codes on them which represent the different districts. These assembled 
papers in their different assortments or types are transported on a JIT basis via trucks and vans to 
the respective districts. The districts are mapped out in such a way as to ensure close proximity to 
the customers thereby fostering agility, speed or flexibility in distribution (E. Nilsson, personal 
communication, 2009-05-13).  

The distribution usually takes off between 1:00 a.m to  6:30 a.m in the mornings. Immediately the 
newspapers are distributed to the designated sites within the different districts, the carriers are 
expected to commence with the next step of Herenco Distribution’s distribution process. These 
papers are also sorted by the carriers so that they should match the addresses of the customers 
indicated on the distribution list. The workers are supposed to be diligent to ensure that the pa-
pers are not torn in the process of sorting for final distribution. These workers are usually given 
tools such as bags, trolleys and bikes to inject flexibility or agility in the distribution process. 
These trolleys help the workers to speed up the delivery of these newspapers to the mail boxes of 
customers to enhance customer satisfaction through JIT. Extra papers are always included in the 
distribution packages so that if there are any shortages, the distributors could easily make up for 
the shortage. In case papers are in short supply due to mistakes during packaging, the workers 
who are expected to be wired with mobile phones immediately get in touch with the night super-
visor or foreman who immediately arranges for a replenishment (E. Nilsson, personal communi-
cation, 2009-05-13).  

This helps in making the distribution process to be very agile and flexible. The carriers are expec-
ted to be flexible and agile so as to ensure that newspapers are delivered on time thereby avoiding 
late deliveries. This also goes for the drivers of the vans and trucks who have to deliver the 
newspaper packages at certain designated locations so that the professional carriers could deliver 
them to the customers in or on time. This is because at times, due to packaging delays at the wa-
rehouses or due to the correction of mistakes, vans come later than necessary; this makes the 
work to be extremely difficult for the district carriers. However, to compensate the distributors 
for the extra effort they must exert in order to get the papers to the customers’ mail boxes on 
time, their salaries are increased for the days during which such mistakes or delays occur.  When 
customers do not eventually receive their newspapers, they sometimes accept free subcriptions 
from the company or they may propose a discount as compensation for their dissatisfaction (E. 
Nilsson, personal communication, 2009-05-13). 

To reduce the possibility of accidents during winter, Herenco Distribution’s management ensures 
that expert drivers are employed and that these drivers maintain a degree of prudence during 
transportation. This imperative causes the drivers to set off from the distribution sites earlier than 
they would if it were during summer, autumn or spring to the end that they can maintain timely 
deliveries. This is because starting out earlier will enable the distributors to use the length of time 
that is convenient for them while ensuring that they still meet the company’s standards of timely 
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deliveries. This has helped to eliminate many of the complaints received from customers thereby 
helping to cure the majority of challenges facing customer satisfaction during this period (E. Nils-
son, personal communication, 2009-05-13).   

Again as a solution to the above problems, the management of Herenco Distribution has institu-
ted a training process. The training process includes a one to two weeks intensive training so that 
the workers are versed with the operability of customer service. The workers are trained on how 
to study and master complex district maps, to read addresses, to distinguish between different 
types of newspapers, to use trolleys, bikes and hand bags for distribution of newspapers so as to 
enhance efficiency and agility in service provision but also to know how to preserve the papers in 
good stead until they are delivered to customers. The management also instills the importance of 
JIT delivery in the minds of its workers since the minimisation of this requirement by its workers 
may not provide the company with any competitive edge in distribution. To further enhance a 
mastery of their districts for agile service delivery, workers are advised to visite their districts se-
vra times dring weeks days before noon or in the afternoons. This is because they will be confi-
dent of the location of the customers’ mail boxes and of how they can creatively device their own 
means of delivering papers in a speedy manner. Over the years, this has served fruitful in that 
workers used lesser and lesser hours in the delivery of services to customers. New workers could 
take about three to four hours in the delivery process whereas older workers could use between 
one to two hours. However, during the winter periods, this range increases with the average dis-
tribution time for even the older workers alternating between three and four hours though there 
are ongoing improvements to further reduce this lead time. This reduction in the lead time of de-
livery goes to solidify the company’s policy of continuous improvement and excellence in service 
delivery (E. Nilsson, personal communication, 2009-05-13).  

The management also ensures that there is a team of workers who ensure that the special pac-
kages proceeding from diverse printing presses are speedily addressed, coded and consolidated 
before loading. In cases where workers are sick or they are away with the knowledge of manage-
ment, the night supervisor could serve as a replacement or a team of workers who are multitask 
could assist such a worker. This is to ensure that the distribution process is not slowed down due 
to the abscence of some workers (L. Gustavsson, personal communication, 2009-05-13)..   

5.5 Customer Satisfaction through Information Flow 

The management of Herenco Distribution is well aware of the role that information flow plays in 
dealing with the numerous activities that it must undertake in order to satisfy customers in terms 
of agile deliveries and quality maintenance. For instance, Herenco Distribution’s computerise sys-
tem helps in the sorting of papers, packaging and coding of both packages and envelops for dis-
tribution purposes. The computerised system produces certain information on the papers relative 
to the information which the company has gathered through their POS information system and 
through their customer relationship management (CRM) system. The point of sale information is 
gotten directly from a subscribtion database. The CRM of Herenco Distribution is made up of 
the following steps in order to enhance customer satisfaction through an efficient and effective 
customer service (L. Gustavsson, personal communication, 2009-05-13): 

 Establishing rapport with customers. They try to build a positive image or good-

will by giving the customers a good impression of their business through physical 

interaction (face to face communication through word of mouth) and through 

advertisements (radio, television, www and the internet). 

 Diagnosing customers’ needs. Through this means, Herenco Distribution tries to 

understand what the customers really want and need in order to provide it to 
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them for their satisfaction. The management usually dispatches a team of workers 

who visit with customers in order understand their needs and wants. 

 Determine the company’s ability to meet those needs, commit to customers, re-

ceive customers’ response. They access their abilities to meet the different stan-

dards of products and service quality that customers are subscribing for. 

 Schedule service delivery, communicate customer requirements, monitor delivery 

processes. Herenco management schedules its delivery in such a way that they 

take into consideration the printing operation of Herenco Press so that they can 

commence their operations immediately Herenco Press is done with the printing 

of the newspapers.  

 Mentor partners and also empower employees. They empower employees to make 

any necessary corrections that will enhance customer satisfaction like reporting 

about shortages or irregularities that they encounter on the distribution field to 

the night supervisor or to the truck drivers. 

The CRM system helps them to know what the customers need in terms of the types of newspa-
pers so that they could distribute such newspapers for customer satisfaction. The CRM process 
also helps the company to know what means of distribution certain customers prefer so that such 
means can be utilised rather than the regular deliveries by the professional carriers. The acquisi-
tion of this information helps the company to provide exactly the type of services that customers 
are vying for to the end that these customers can be satisfied. This process of information gathe-
ring is usually undertaken by the company so as to bridge the gap between customers’ perception 
of a service and the perception maintained by the managers and the company’s policy (L. Gus-
tavsson, personal communication, 2009-05-13).  

There are usually many customers subscribing for newspapers and all these customers need quali-
ty services. The challenge is that the demands in terms of quality services from these customers 
keep on increasing. This increase from customers breeds an increase in the activities to be under-
taken in the individual districts in order to prevent mistakes. Herenco Distribution’s IT system 
helps in solving these problems to enhance customer satisfaction. This is because through the uti-
lisation of IT, district maps are produced which include all the individual maps of the different 
districts together with codes that locate the individual addresses of customers. The codes help the 
carriers to locate the addresses of customers so that mistakes can be minimise or reduced. This 
makes the distribution process to be easy since newer customers can easily be added to the dis-
trict maps together with the type of papers that they need (L. Gustavsson, personal communica-
tion, 2009-05-13).  

The IT system also helps to ensure that the total newspapers to be distributed in the districts are 
ascertained so that shortages should not arise. IT has also been helpful to the vans which distrib-
ute the papers to the districts. This is because these vans are equipped with GPS navigation sys-
tems which help to route the vans to the requisite destinations for the delivery of the papers 
where the carriers could pick them up (L. Gustavsson, personal communication, 2009-05-13).  

The utilisation of the information system, the Structured Query Language relational system has 
helped to ensure that information from the CRM, the subscription database and the computer 
software necessary for scheduling of distribution are working together so that immediately the 
corrections for the different customers, the new subscribtion information, the coding and pack-
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aging are done for the different districts, the loading process begins immediately to ensure timely 
distribution (L. Gustavsson, personal communication, 2009-05-13).  

The carriers also communicate with the drivers through word of mouth about any shortages or 
problems encountered during the distribution process and these drivers thereafter relate the 
problem to the customer service department through a radio phone so that the problem should 
be quickly resolved for customer satisfaction (L. Gustavsson, personal communication, 2009-05-
13).  

The few workers who operate the IT system undergo training so that they could be astute in its 
operation. The IT managers are versed with the training process so that they could direct the 
workers in using the system rightly but also that they could provide guidance in cases where the 
workers are stuck. To encourage workers to learn, they are sometimes motivated with salary in-
creases, bonuses and at times special tickets to games (L. Gustavsson, personal communication, 
2009-05-13). 
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6 Analysis  

In this section, the empirical material will be analyzed by utilising the theoretical framework. This will be under-
taken by matching the theoretical information of the dual factors of complexity to the gathered material that relates 
to these constructs.  

In this chapter, the research questions were considered in analyzing the empirical material. The 
focus of this study is to understand the managerial actions that are taken in order to deal with the 
challenges of complexity in an SME setting in light of the empirical constructs of quality and agil-
ity. The research questions generated to serve our purpose were as follows: 
 

 What are the logistical challenges in terms of agility and quality to service delivery? 

 How can logistical challenges of agility and quality be managed for the achievement of customer satisfac-
tion? 

 How can information flow help in the management of agility and quality for the attainment of customer 
satisfaction? 
 

Before commencing with the analysis, we deemed it necessary to discuss the relationship between 
the research questions and the model developed by the authors in chapter 2. 
The underlining philosophy of our model is that the steps, activities, processes needed to pro-
duce products and services increase and become complex as demand for variety or many prod-
ucts and services increase. As this increase in demand ensues, there comes a time when consum-
ers do not only demand the provision of quality products and services but also require that these 
products and services be delivered at a time and place specified by them. In order to meet this in-
creasing demand while still maintaining quality and agility in production and distribution, there is 
a need for an efficient and effective management of the challenges related to quality and agility. 
According to the model, these challenges could be managed through the application of the phi-
losophies of TQM for quality challenges, JIT for agile challenges and information flow for both 
quality and agile challenges. If these challenges are successfully managed through an effective and 
efficient customer service provision, there is going be customer satisfaction.  
 
The first research question about the quality and agility challenges relates to the need to serve 
customers with the right quantities of products and services. These products and services should 
be of quality without defects, damages, or the need for repairs. They must also be delivered at the 
time and place specified by customers for the fulfilment of customer satisfaction. In the case 
study, Herenco Distribution AB ensures that the right quantity and quality of products and ser-
vices are delivered to customers at the right place and time for customer satisfaction. According 
to the case study, the required orders from the customers are gotten from the subscription data-
base of the company, and the right quantities and quality of newspapers are delivered to the cus-
tomers before 6. 30 a.m. The processes, activities and steps needed to affect this timely delivery 
of newspapers to customers’ mail boxes during the early hours of the morning with the right 
quality of service at the right place and time place a tremendous demand on the company in 
terms of management. 
 
The second research question concerning the management of the challenges of quality and agility 
for customer satisfaction relate to how managers utilize their resources in an effective and effi-
cient way so as to deliver these quality products and services on a timely basis to the customers 
for the fulfillment of customer satisfaction. Herenco Distribution  ensures that its team of work-
ers work relentlessly to ensure that newspapers get to the customers in the right quality, at the 
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right place and time since their success or competitive edge in business alternates on their ability 
to meet the challenges of quality and agility or responsiveness for the fulfillment of customer sa-
tisfaction. 
 
Finally, our third research question which deals with how information flow can help in the man-
agement of agility and quality for customer satisfaction is due to the importance of information 
gathering to enhance visibility along the supply chain. With the attainment of real time informa-
tion from the market, the company will be equipped with an understanding of how they can re-
spond in an agile manner in order to satisfy customers with the right quality of goods and servic-
es which they truly desire. In so doing, they will end up satisfying customers while securing their 
competitive edge. Also, the gathering of information will help in the reduction of uncertainty the-
reby enabling management to facilely make decisions that will lead to the avoidance of waste, 
losses while fulfilling customer satisfaction with the right quality of products and services at the 
right place and time. The application of information technology such as mobile phones, the in-
ternet, World Wide Web, GPS systems have greatly facilitated the flow of information in the 
company thereby enhancing decision making. Another route which Herenco Distribution utilizes 
to enhance the flow of information is through word of mouth or face to face communication 
where the carriers could inform the truck drivers of problems that need to be solved while the 
drivers intend use the radio phones in their cars to communicate the problem to the customer 
service department for solutions to be speedily effected.  
The remainder of this chapter will focus on understanding the problems relating to agility and 
quality and how they are managed for the achievement of customer satisfaction. 

6.1 Logistical complexity in service delivery 

The first research question deals with the logistical challenges in terms of agility and quality in service de-
livery.  Complexity usually arises from an increase in the demand for the provision of goods and 
services. This incease in demand creates an increase in the activities, processes and steps required 
to satisfy customers (Grenoble, 1994). Senge (1990) identifies two sources of complexity as detail 
complexity which has to do with numerous details in terms of business activities and processes 
and dynamic complexity where the cause and effect of the impending challenge are not easily 
identified. Greenier (2001) argues that the root cause of complexity is that in attempting to fulfil 
the satisfaction of customers, their consumption behaviours tend to change over time leading to 
situations where customers require more features in products and more customisation of their 
services; many of them require timely delivery of their products and services while others require 
that their products be without defects or damages. Some are interested in the availability of re-
sponsiveness in terms of repairs and replacements. The customers who demand these customised 
services have not reduced but have continued to increase creating a challenge for companies that 
want to survive to come up with solutions to managing these complexities.  

The above challenges in complexity provision are also common with Herenco Distribution where 
customers require different types of customised services. Customers require different types of 
newspapers; that their newspapers have certain specialised features on them and that they should 
be distributed to the premises on time for their consumption. This creates complexity in terms of 
the number of processes, details, activities, transactions and steps that must be undertaken in or-
der to meet these demands from customers (Grenoble, 1994; Senge, 1990; Shostack, 1987). In 
Herenco Distribution, complexity could be observed in terms of number of customers that have 
to be served, for instance there could be a million customers that must be served in the morning 
and these customers all have different customised needs. Complexity can also be observed in 
terms of the number of new customers that have newly subscribed for newspapers; the numer-
ous number of customer complaints that must be to solved for customer satisfaction and the 
printing of corrections on the correction slips so that mistakes must not be repeated; the coordi-
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nation of teams of workers in the warehouse so as to avoid time wasting in terms of unnecessary 
motion and the elimination of defective or damaged newspapers; cross docking to ensure agility 
or responsiveness in speeding up the consolidation and loading of a plethora of stacks or bundles 
of newspapers in the trucks or trolleys, the speeding up of the loading procedure in order to meet 
the challenges of timely deliveries; the control of carriers on the field so as to avoid idle time or 
time waiting or excess capacity but also the loading and distribution of a variety of newspapers 
which are fourteen in number- Computer Sweden (CS), Dagens Industri (DI), Dagens Nyheter (DN), 
Finnveden Fredag (FF), Falköping Tidning (FT), Financial Times (FTS), Göteborgs-Posten (GP), Jönköping 
Posten (JP), Sydnsvenska Dabladet (SDS), Smålands-Tidningen (SMT), Svenska Dabladet ( SVD), Tranås 
Tidning (TrT), Västgöta Bladet (VB),  Värnamo Nyheter and Vetlanda-Posten (VP) . 

All the above processes, activities stem from the desire of companies to meet the demands of 
customers in order to secure a competitive edge in business (Grenoble, 1994; Greenier, 2001). 
This view is also supported by Axelrod and Cohen (2000) where they stated that complexity is 
created by the very intension of the company to meet the cyclical demand from customers 
through customisation. This is basically because the demand for customisation will cause compa-
nies to become more creative by developing procedures and processes that will enable them to 
shorten their lead time in delivery of services, the identification of numerous alternatives in terms 
of designs, delivery paths, variety of knowledge bases, skills and competences  (Masson, Losif, 
MacKerron & Fernie, 2007; De Toni & Nassimben, 1995; Cravens, Piercy & Shipp, 1996; Lam-
ming, Johnsen, Harland & Zheng, 2000; Holmberg, 2000; Croom, Romano & Giannakis, 2000). 
Herenco Distribution also tends to appeal to different knowledge bases and skills such as skilled 
workers at the warehouse, at the IT department, at the loading bays and the utilisation of multi-
functional workers for the correction of errors to avoid waste, defects, to facilitate problem solv-
ing for customers and to replace workers who have taken sick or are on a sabbatical. All the 
above challenges and processes, procedures, steps and activities created by companies as a means 
of meeting the cyclical nature of customer demand in terms of quality products and timely deliv-
eries have all lead to the creation of complexity (Grenoble, 1994). The management of these 
complexity challenges in meeting customer satisfaction in terms of quality and agility is a major 
determinant if a company is to secure a competitive edge in the market (Grenoble, 1994).  

6.1.1 Challenges of Quality in service delivery 

Success in business is a major drive for companies to embark on policies that are bent towards 
customer satisfaction (Ballou, 2006; Eng & Yusof, 2003; Rahman, 2003). To remain in business, 
it is imperative that companies seek out the needs and wants of customers in terms of the types, 
quality and quantity of products needed for their satisfaction. They need to undertake measures 
that intend to provide quality goods and services to either meet or exceed customers’ satisfaction. 
The fulfilment of this satisfaction is a major determinant of the customer returning to the com-
pany for further purchases (Eng & Yusof, 2003; Wisner et al., 2007; Berry, 1991).  

Here, the quality problem is due to one of the dual aspects of complexity as presented by Senge 
(1990). Senge argues that complexity has its source from too many details. These details relate to 
numerous steps, activities, procedures and tasks needed to be completed for the satisfaction of 
customers (De Toni & Nassimben, 1995; Cravens, Piercy & Shipp, 1996; Lamming, Johnsen, 
Harland & Zheng, 2000; Holmberg, 2000; Croom, Romano & Giannakis, 2000). The impending 
challenge is that these details keep on increasing as the company keeps on meeting the needs and 
desires of customers and as they embark on advertisements to pull more customers to their ser-
vices but also due to the cyclical nature of customer behaviour and desires which entail compa-
nies to provide variety of quality products and services that meet their specific needs (Axelrod & 
Cohen, 2000; Christopher, 1998; Senge, 1990; Grenoble, 1994). 
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In Herenco Distribution, the quality challenges keep on increasing on a daily bases due to nu-
merous details, activities, processes and steps that must be observed in order to ensure quality in 
delivery. The problem here is that the numerous details make the distribution process too com-
plex thereby leading to many mistakes in the steps necessary for the distribution process to be 
successfully achieved. Herenco Distribution faces quality problems in terms of not distributing to 
some of the mail boxes of customers, mistakes of distributing to the wrong customer addresses 
or to distribute newspapers to customers who have unsubscribed while not distributing to the 
real subscribers. These mistakes tend to hurt customer satisfaction since the customers who have 
rightly subscribed will not receive their newspapers. Since the success of a business depends on 
satisfied customers (Grenoble, 1994; Harrison & van Hoek, 2002; Wisner et al., 205; Coyle et al., 
2003; Ranney, 1990), there is the need to get rid of this negative factor which tend to impair cus-
tomer satisfaction. The presence of numerous details in attempting to fulfil customer satisfaction 
also relates to ensuring that all the complaints gotten from all the customers, who are also nu-
merous, are corrected or resolved a day in advance before the next distribution and that these 
correction should be entered on the right addresses of the customers otherwise this negligence 
will tend to affect customer satisfaction.  

Other customer satisfaction challenges that need to be checked or controlled in order for Her-
enco Distribution to remain successful, maintain a competitive edge in the market or to secure 
their goodwill include ensuring that all the details concerning the current subscribers and the new 
subscribers are entered into the subscription database and translated in to detailed maps with the 
right addresses of the customers on them. There is the challenge also of ensuring that the news-
papers are put in good quality packages which will prevent destruction by rain or snow or prevent 
damages during the loading process.  

To enhance customer satisfaction, it is imperative for the company to ensure that the computer-
ised systems of the company communicate with each other for decision making and problem 
solving (Wisner et al., 2005; Coyle et al., 2003; Stenberg, 1997; Rehn, 2001). Herenco Distribution 
faces a challenge to ensure that the subscription database of the company, the CRM system, and 
the computerised system necessary to facilitate the scheduling and distribution of newspaper 
communicate with each other in order to facilitate the flow of information for decision making. 

For quality services to be delivered to customers,  it is imperative for the employees of the com-
pany to be actively involved in the provision of these quality services at the destination preferred 
by these customers (Davis et al., 1990; Nelson & Quick, 2008 ) but this does not always happen 
because the professional carriers usually assign aids to work for them without the knowledge of 
the management which at times hurts customer satisfaction because these one-off workers or 
aids do not usually have a mastery of neither the way maps can be read properly nor where all the 
mail boxes are actually located. Also, there is usually the problem of absences at work either be-
cause a worker has taken ill, has travelled or gone on a sabbatical. This requires the management 
to be responsive in filling these void otherwise customers might be hurt by such absences.  

Coordination and control is a necessity for customer satisfaction. There is therefore a need for 
the management to ensure that workers are well coordinated in the company particularly in the 
warehouse where mistakes must be corrected, where there is counting of diverse packages of 
newspapers, where the loading must be undertaken without damages to the packages, and where 
there is the need for the performance of cross docking where specialised mails come from di-
verse printing presses and they must be carefully put together in order to avoid errors in packag-
ing and loading for final distribution.  

According to Zeithmahl et al. (1983), consumer perception is very important in the fulfilment of 
customer satisfaction in terms of quality. However, there are instances when customers perceive 
Herenco Distribution as being geared towards the fulfilment of customer satisfaction through 
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quality services but when they end up receiving newspapers that are torn, damaged due to ruff 
handling during the process of distribution or because they were destroyed by the rain or snow, 
this perception becomes negative. Other customer dissatisfaction that results from perception is 
when customers order for a specific brand of newspaper but are instead served with another type 
of newspaper. This tends to hurt the qualities of assurance, dependability and reliability in cus-
tomer satisfaction as discussed by Vicki  (2009); Coyle et al. (2003); Wisner et al. (2005); Harrison 
and van Hoek (2002 ) since customers understand that they are supposed to rely on the company 
for the supply of quality products and services. This rings to the customers that the company is 
not serious about the provision of service quality. For the fulfilment of customer satisfaction, an-
other challenge that needs to be managed and controlled is agility. 

6.1.2 Challenges of Agility in service delivery 

The importance of agility in enhancing customer satisfaction is usually approached from the 
point of view of the company’s ability to reduce set up times, cycle times or lead time in delivery 
(Gunasekaran et al., 2002). The concept here is the need for the management of time pressures in 
order to deliver the products to the company on a timely basis (Grenoble, 1994). Wisner et al. 
(2005) and Coyle et al. (2003) argue that such a time for the delivery of products and services to 
customers should not be either before or after the requisite time of distribution; this is because if 
it is distributed before time, it might constitute inventory to the business or it might require the 
provision of a warehouse and the requisite resources to maintain and control such a warehouse 
thereby increasing the cost of production for the customer in question. Delivering after time on 
the other hand is as though the company did not deliver the products at all leading to unsatisfied 
customers.  

However, from the empirical study, the authors realised that the newspaper customers will be 
better off instead of being worse off when newspapers are delivered to their facilities well before 
the latest time of delivery, which is at any time before 6:30 am. The authors also realised that the 
customers consider such a service as reliable, convenient and dependable since they will have 
enough time to read the newspapers before embarking on their daily activities. This is because re-
liability, convenience and dependability has to do with the customers having the required news-
paper at the time and place specified by them and that these goods must be of the right quality 
and form without defects or damages (Greenier, 2001; Grenoble, 1994; Vicki, 2009; Wisner et al., 
2005; Coyle et al., 2003; Harrison & van Hoek, 2002). This is also because delivering well ahead 
of time tends to cause the customers to observe Herenco Distribution as being flexible and re-
sponsive in meeting their demands. 

According to O’ Connor (2009), customer satisfaction is more demanding than ever before and 
companies can only meet this requirement by being aggressively responsive than they were be-
fore. Customer satisfaction has to do with undertaking all the activities and processes required for 
the fulfilment of the real time needs of customers; one of those needs being timely deliveries of 
products and services in a flexible or agile manner (Gunasekaran et al., 2000). Herenco Distribu-
tion therefore faces a challenge to ensure that these products are delivered as per the agility re-
quirement. There are often problems whereby the truck drivers do not deliver the newspapers on 
time at the designated point of distribution where the respective district carriers are supposed to 
sort out the papers and relay them to the customers’ mail boxes. This delay could be due to de-
lays from the different printing presses or it may be due to delays by the distribution company it-
self. The carriers could also deliver the newspapers later than they were supposed to deliver them 
because they were late in getting to their districts. This lateness tends to yield dissatisfied custom-
ers because the lead time for distribution is stretched further than 6:30 a.m. Since there are thou-
sands of districts with customers of over a million, these delays tend to reduce customer satisfac-
tion.    
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Some of the problems which affect agility in customer satisfaction are due to delays in packaging, 
lateness in the submission of editorial contents to the printing presses and procedures undertaken 
to correct mistakes in the warehouse so as to avoid the delivery of defective or damaged newspa-
pers to customers. Since the distribution process is undertaken during the early hours of the 
morning, carriers who are still new sometimes fail to deliver to the right mail boxes thereby lead-
ing to unsatisfied customers. Also, the older workers who might get late to their districts may 
want to catch up with the end time of distribution by speeding up their distribution processes; 
during this excess application of speed or flexibility in distribution, they end up missing out on 
some customers’ mail boxes and they don’t usually have the time to return to correct such errors 
before the end time of distribution because such a move will be inefficient because all too often, 
before they return for the correction of such mistakes, the requisite customers whose mail boxes 
were missed out in the distribution process must have called the customer service department to 
relay their complaints.  The point in time at which the customer realise that their newspapers 
have not been delivered at their mail boxes, they tend to be dissatisfied. 

To ensure customer satisfaction, it is vital to eliminate waste in terms of unnecessary motion, idle 
time (Gunasekaran et al., 2000). This is because idle time tends to slow down the fulfilment of 
processes or activities in the company. Many carriers who are not monitored do not get to their 
districts on time while others recruit private aids to help them while they are away. Many of these 
private aids are recruited without the knowledge of the management and as such there may be a 
lot of loss in terms of unnecessary motion within the districts because the aids are not as skilled 
as the real workers and these aids are usually not able to catch up with the end time of distribu-
tion. 

Another factor that is a deterrent to flexibility or agility is the presence of snow during winter pe-
riods. The presence of this snow tends to slow down the distribution process as the truck drivers 
ought to be extra careful in order not to sustain accidents. When accidents are sustained, there is 
usually a slack or an increase in the lead time to satisfy customers since this is unforeseen. This 
requirement shows that in order to prevent customer dissatisfaction, managers must be respon-
sive in terms of planning and coordination so as to take care of unforeseen contingencies rather 
than being reactive in the face of problems (Wisner et al., 2005; Grenoble, 1994). The snow has 
not only been a deterrent to the truck drivers but also to the carriers who must work twice as ef-
ficient in the winter months as in other months. This is because they put on heavy clothing, 
shoes, dresses and thick gloves which tend to reduce their ability to be agile in the distribution 
process. Therefore the snow serves as a major player in reducing flexibility and efficiency during 
the winter periods when the lead time for distribution might climb from one to three hours for 
experienced workers and one to four for new workers. These problems tend to lead to inefficien-
cies in distribution since accidents will entail costs in terms of repairs and if customers do not re-
ceive their subscriptions on time, the company will have to bear the loss in terms of reduced sub-
scription or free subscriptions in order to satisfy the customers for the inconvenience.  

If the above challenges of agility are not dealt with, they will inject a cycle of inefficiencies and 
complexities into the company in terms of waste, poor quality products and services, late deliver-
ies, rising costs and unsatisfied customers (Grenoble, 1994). For Herenco Distribution to remain 
in business or to thrive, they must be able to manage the above challenges in order to yield cus-
tomer satisfaction as supported by Maznevski et al. (2007) who state that in order for companies 
to remain in business, they must create a core competency in the management of complexity. The 
tackling of complexity is also captured by Senge (1990) as being important to be dealt with for 
customer satisfaction.  
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6.2 Customer Satisfaction through Complexity Management  

The second research question is on how the logistical challenges of agility and quality are managed for the 
achievement of customer satisfaction. According to Gattorna et al. (1990), for complexity to be con-
trolled for customer satisfaction, there must be a combination of the four forces of competition, 
strategy, culture and leadership.Their explanation is that management can only be able to meet 
the requisites of complexity if the leadership builds a competitive culture that recognizes the real 
time needs of customers while devising a strategy to responsively meet those needs. Novich 
(1990) on the other hand states that for a company to be efficient in the fulfilment of customer 
satisfaction through the efficient and effective provision of goods and services, the company 
must be able to identify inefficiencies in the company and eliminate them. Novich named some 
of the inefficiencies as overlaps in processes, defects, damages, the presence of duplicative steps, 
long cycle times in the provision of services, the presence of waste, late deliveries (Grenoble, 
1994). Also, Senge (1990) states that inefficiencies can be identified and curbed or reduced in 
both the short and long run if companies identify inefficiencies and tackle them through systems 
thinking which was explained as viewing the supply chain from a holistic perspective so that 
every part of it could be accessed for the identification and elimination of inefficiencies. These 
inefficiencies must be contained for if they are not, they can end up generating complexity since 
they will end up hurting the customer not only in terms of poor quality service provision but also 
in terms of late deliveries.  
 
The management of Herenco Distribution has also formulated a culture and a strategy that cen-
ters on identifying and meeting the real time needs of customers in order to stay abreast in a 
competitive market. They do this by attempting to provide the types of services that customers 
are interested in such as the delivery of newspapers to customers in good stead without defects or 
damages and that these customers receive the papers well ahead of the end time of distribution or 
yet still on time for distribution as explained by Grenoble (1994) and also by Ranney (1990). They 
also do this by preventing late deliveries as explained by Novich (1990) since poor quality services 
and late deliveries are going to end up hurting customers. Herenco Distribution also has an in-
formation system that seeks to identify and solve the delivery problems that arise on a daily basis 
to ensure that such mistakes are not replicated as such replication will tend to hurt customer sa-
tisfaction thereby leading to losses in terms of unsubscription or free subscription compensation 
for hurting customers. The information system of Herenco Distribution also helps to obtain real 
time information from the market which helps in decision making so as to satisfy customers with 
exactly what they need as seen in Stenberg (1997), Rehn  (2001), and also Wisner et al. (2005).  In 
order to ensure that poor quality services are not the end product of the services of the company, 
TQM is usually utilized by companies for customer satisfaction.  

6.2.1 Customer satisfaction through Total Quality Management  

In order for customer satisfaction to be achieved, Gummesson and Evert (1991) stressed the ap-
plication of holistic quality which involves the consideration of goods quality, service quality and 
software quality. According to them, management can ensure customer satisfaction through the 
application of these three types of quality in the company. The management must ensure that the 
entire philosophy of the company is driven by excellence in the pursuit of quality standards and 
continuous improvement in the processes and activities of the company (Kanji, 1996; Berry 1991; 
Besterfield, 1995; Dahlgaard et al., 1998; Saylor, 1992). By pursuing these standards of continu-
ous improvement and excellence in the provision of services in the company, there will be an at-
tainment of customer satisfaction through the elimination of poor quality services while promot-
ing the implementation of actions that lead to discovery of new and better ways of providing ser-
vices to customers (Eng & Yusof, 2003; Nelson & Quick, 2008).  
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The management of Herenco Distribution company also strives to ensure that quality services are 
provided to customers, that there are little or no defects or damages during delivery to customers 
as a means of preserving goods quality, and they undertake procedures of continuous improve-
ment by ensuring that customers are always provided with reliable services in a responsive way. 
The management also ensures that they give a listening ear to the complaints of customers 
thereby showing empathy to these customers as explained by Cosby (1979) who states that for 
customer satisfaction to be attained, management needs to implement a strategy that is focused 
on completely eliminating the worries or complains of customers. For instance when customers 
do not receive their newspapers on time or their newspapers are destroyed by either rain, snow or 
due to the pressure of distribution by the carriers, they direct their complains to the customer 
service department of the company. The management of Herenco Distribution ensures that the 
mistakes are received through the customer relationship management system of the company and 
that these mistakes are corrected well in advance before the next day for distribution. They also 
strive to ensure that these mistakes are not replicated. This is because if they recur, customers will 
be dissatisfied which is not good for the company’s image or goodwill. Therefore through proce-
dures of continuous improvements, these mistakes can easily be identified and eliminated thus 
enhancing quality in service provision.  

Continuous improvement is usually done by promoting standards of excellence in the minds and 
behaviours of workers. This enforcement has gone a long way to solve common problems like 
newspapers being destroyed by rain or snow because they were not sealed in quality packages. Al-
so, to avoid the destruction of the newspapers by rain or snow, the professional carriers are 
usually given trolleys that are secured by strong waterproof or snow deflection coverings so that 
these papers can be preserved. The bags used for distribution are also adorned with this preven-
tive coverings.  

The application of the concept of continuous improvement in quality attainment as presented by 
Dahlgaard et al. (1998) and  Saylor (1992) is also utilised by Herenco Distribution AB in coding, 
packaging, and loading of bundles of newspapers into the trucks to ensure efficiency. Through 
this concept which entails the continuous identification of inefficiencies in packaging, coding and 
loading, Herenco has been able to ensure efficiency in these different processes. The procedures 
in ensuring this efficiency include assignment of a team of workers to ensure that the coding and 
the packaging is done properly and with care so that the newspapers are not damaged in the 
process and that spaces in the trucks are optimised in oder to save cost.  

Crosby (1979) and Grenoble (1994) both emphasize the achievement of customer satisfaction 
through the provision of outstanding services of quality as the central focus of customer service. 
Eng and Yusof (2003) state that such an outstanding service can be accomplished if the manage-
ment invest prime time to understand the needs, expectations and perceptions of customers. This 
can be achieved through the application of customer relationship management (Wisner et al., 
2005). The mangement of Herenco Distribution endeavours to receive information from cus-
tomers concerning the types of services which they prefer so that these could be customised to 
suit their different needs.  

The provision of an outstanding sevice to customers also implies that customers should receive 
products of quality for customer satisfaction (Grenoble, 1994). However, there are times when 
some customers who have unsubscribed continue to receive newspapers while those who are 
rightfully supposed to receive the newspapers do not receive any newspapers at all or they end up 
receiving the wrong type of newspapers. Most often this problem stems from carriers who are 
new to the districts of distribution and from workers who have been privately assigned by the 
carriers to help them while they are away. Since the company did not always know about this 
move by the carriers, it tended to hurt customer satisfaction but the management of Herenco 
Distribution has assigned a team of workers to patrol the districts of distribution to ensure that 
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the carriers who are actually on duty are the requisite carriers for the district in question. If the 
carrier is not the rightful distributor for the district and the management realises that the person 
distributing is an aid to the carrier, the carrier will be fired from the company since such a rapid 
move is important in asserting the company’s policy of quality in delivery. Also, to ensure quality 
delivery, when the carrier for the district is sick or is away and the management is informed, the 
night supervisor can act as a replacement during the period that the carrier is away and the night 
supervisor will be paid for such services otherwise multi-task or multi-functional workers can 
perform the distribution in the place of the carrier. By enforcing these actions, Herenco Distribu-
tion will enhance customer satisfaction. 

A vital factor in the attainment of customer satisfaction is the consideration of total customer sat-
isfaction meaning that the company must not only be concerned about the needs of the external 
customers of the company but must also be interested about the internal customers or workers 
of the company (Grenoble, 1994). When workers are motivated, they will do what is expected of 
them and even more to ensure that the company meets its goal of customer satisfaction (Eng & 
Yusof, 2003; Grenoble, 1994; Wisner, 2005). The management of Herenco Distribution is very 
careful about recognising its internal worker because their services are particularly important in 
the fulfilment of customer satisfaction. This is also supported by Grenoble (1994), Eng and Yu-
sof (2003) where they state that a company can only accomplish its functions by way of its inter-
nal workers; as such the management must maintain a philosophy of recognising the importance 
of employee satisfaction in the company. The management of Herenco Distribution recognises 
the importance of employees and empowers them to make individual decisions in their districts 
which will enhance the accomplishment of their duties for customer satisfaction. The manage-
ment does this empowerment by encouraging a participatory style of management where em-
ployees could suggest different methods for the enforcement of quality standards such as the 
utilisation of equipments that will prevent the destruction the newspapers while distributing or 
reporting certain irregularities within the districts for immediate solution. For instance when a 
carrier is distributing and realises that there are shortages, the carrier reports to the company so 
that an expedite delivery may be undertaken in order to prevent customer dissatisfaction. This 
supports what Nelson and Quick (2008) said, that such an empowerment of employees can lead 
to the identification of entrepreneurial gaps which the company can embark on. 

Besterfield (1995) emphasized on the importance of employee training in customer satisfaction. 
They adviced mangers to give rewards such as bonuses, salary increases, promotion, theatre tick-
ets or a simple pat on the back. Crosby and Juran (1979) deliberated on the importance of coach-
ing, recognition, praise and empathy while Nelson and Quick (2008) stressed that mangers need 
to recognise not only the results of employees but also their efforts, and that the timing of such 
results and efforts should be considered in rewarding customers. Nelson and Quick (2008) ex-
plained that the timing of such results or efforts is particularly important in promoting a good 
behaviour in the company or that it will determine if such a behaviour will be repeated; they ad-
viced that for good behaviours to be repeated, the rewards should be directly related to a particu-
lar effort or performance. The management of Herenco Distribution motivates workers through 
word of mouth, praise, empathy, coaching, theatre tickets and salary increases. They attempt to 
tie such motivation to the results of tasks accomplished for instance if there was lateness in the 
delivery of newspapers by the truckers or due to delays at the warehouse, the carriers will be 
highly paid if they successfully delivered the newspapers to the customers before the end time of 
distribution without damaging the newspapers.  

The management of Herenco also ensures the utilisation of a ―Soft approach‖ to quality attain-
ment where they lay more emphasis on the coordination of workers, teamwork, relationship 
mangement and team building. This relates to what Tang and Bauer (1995) said about the soft 
approach which is focussed on relationship building and relationship management in the com-



 

 71 

pany. The management of Herenco Distribution does this by promoting team work particularly 
in the warehouse where processes such as counting, coding and loading must be accomplished 
efficiently and effectively for the attainment of customer satisfaction in the end. In order to attain 
customer satisfaction, another managerial philosophy or style that can be implemented is JIT. 

6.2.2 Customer satisfaction through Just-in-Time 

According to Harrison and van Hoek (2002), the overall aim of JIT is to the end that the com-
pany meets and exceeds customer satisfaction with the highest level of quality in service at a rea-
sonable cost, at the right place and time. This service, they say is supposed to be undertaken in a 
flexible or agile manner for customer satisfaction. Grenoble (1994) emphasized on the need to be 
agile for the fulfilment of this satisfaction through the reduction of cycle time in the provision of 
services. JIT is a philosophy that strives to ensure that an objective of ultimate delivery for cus-
tomer satisfaction is maintained by the company. It also emphasizes a smooth flow of the activi-
ties and processes in the company without halting thereby speeding up such activities and proc-
esses for customer satisfaction (Gunasekaran and Lyu, 1997). Gunasekaran et al. (2002) argues 
that the application of JIT in a company should be marked by a continuous progress towards 
perfection and that the transportation or distribution processes must be coordinated in such a 
way that the products or services demanded by customers are distributed on a timely basis.  

The management of Herenco Distribution is also committed to getting the subscribed newspa-
pers of customers to them at the right place and time demanded by them for customer satisfac-
tion. The management emphasizes the importance of planning of the distribution process in such 
a way that there will be a continuous flow of the activities in the company without halting and 
that the newspapers can get to the customers in time (before 6. 30 am) or on time (at 6. 30 am). 
This is because when distribution is not properly scheduled rightly, there is usually a lag or an ex-
tension of the lead time which will end up causing customer dissatisfaction as advanced by Etkin 
et al. (1990) and Golhar et al. (1990). This continuous flow in the processes of a company is also 
advanced by Gunasekaran et al. (2002) where they stressed on consistency in the application of 
JIT in all the processes of the company for customer satisfaction. 

For the attainment of customer satisfaction, it is important that customers receive their products 
and services at the right place and time and with the right quality of service demanded by them 
(Gunasekaran et al., 2002). This warrants businesses to be much more flexible or agile in the pro-
vision of their services (Grenoble, 1994; Gunasekaran & Lyu, 1997). The management of Her-
enco is well aware of this flexibility imperative and has furnished the district carriers with flexible 
trolleys and bikes which enable them to be agile in the delivery of newspapers. Other carriers also 
inject flexibility into the distribution process through the utilisation of their personal cars in the 
distribution  process thereby greatly enhancing timely deliveries and by extension customer satis-
faction.  

For the achievement of customer satisfaction, the districts have been mapped out in such a way 
that there can be close proximity to customer. This closeness helps the carriers to manage the 
lead time necessary to deliver the newspapers to customers. This proximity imperative is ad-
vanced by Clarke and Mia (1993) who explained that a close proximity to customers enhances 
agility and a quick delivery to customers. They explained that this proximity factor is particularly 
important for customer satisfaction in a very highly competitive market where there is need for 
variety and speedy deliveries, a view also held by Grenoble (1994). 

The application of JIT requires that waste should be eliminated from the activities of the com-
pany to ensure an agile fulfilment of services to customers (Gunasekaran & Lyu, 1997; Gun-
asekaran et al., 2002). Some of the waste or inefficiencies highlighted by Hallihan et al. (1997) in-
clude unnecessary motion, delays, idle time, rejects, overproduction, stock of inventory, transpor-
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tation to remote locations for storage and inspection purposes. The management of Herenco 
Distribution also attempts to reduce the level of waste in the company by ensuring that the num-
ber of bundles of newspapers required per district are loaded onto the trucks in order to avoid 
shortages. This is because when there are shortages, there is waste in terms of unnecessary trans-
portation because there needs to be an expedite delivery which will intend increase the operating 
cost of the company. These shortages will also tend to create waste in terms of waiting time since 
it will require that some of the carriers wait for the shortages to be brought to their districts. The 
extension of the lead time due to the aids who are privately hired by the carriers also constitutes a 
form of waste in terms of resources because money is being paid but an inexperienced worker is 
working for the carrier and most often such aids do not meet up with the end time of distribu-
tion. This is the same situation when new workers have not yet mastered their districts. Though 
they are being paid, all too often they are not able to catch up with the end time of distribution 
until they also become skilful. During this period of learning, there is a waste in terms of ineffi-
ciency in distribution. To solve this problem therefore, the management of Herenco Distribution 
advices the new workers to familiarise themselves with their districts during the day so that they 
can easily locate the different mail boxes to ensure a mastery of their positions which will aid in 
providing them with a mastery of the districts but also enhance their level of agility in distribu-
tion. To deal with the problem of the recruit of aids by the carriers, the management has distrib-
uted a team of supervisors who tour the different districts during night hours to ensure that those 
who are distributing are the rightful distributors for the districts. This is to enforce control and 
supervision without which such inefficiencies and poor customer services will ensue. This is sup-
ported by Crawford et al. (1990) who said stressed that the lack of supervision is one of the rea-
sons for the creation of inefficiencies and waste in the processes of the company.  

For success to be attained through JIT implementation, Gunasekaran et al. (2002) advices that 
mangers and employees must be deeply committed to the provision of the highest level of service 
to ensure customer satisfaction. Etkin et al. (1990) highlighted the importance of management 
and employee training by arguing that many failures in JIT application to achieve customer satis-
faction has been due to the fact that those who were making use of it did not fully understand 
what it entailed; therefore, they advice mangement to employ a large amount of resources in em-
ployee training. Bondi (1994), advices that employees should be trained on the benefits of JIT 
implementation which includes the elimination of inefficiencies, cost reduction, satisfied custom-
ers which translates into higher profits and higher salaries to workers. The education of such 
workers will help them in identifying inefficiencies in the form of waste and they will know how 
to avoid or deal with them in order to ensure a smooth flow of the processes within a company 
without halting-this helps in injecting agility and flexibility into the system of the company (Gun-
asekaran et al., 2002; Grenoble, 1994). The education of the drivers for about two to three weeks 
and the carriers for about one to two weeks tends to greatly enhance their flexibility and agility in 
the distribution of newspapers for customer satisfaction. 

Other deterrents to the attainment of agility include the presence of snow. During the snowy sea-
son, the truck drivers ought to be extra careful to ensure that there are no accidents since the 
company may have to arrange for another distribution company during the early hours of the 
morning if accidents did occur. The snowy weather tends to slow down the carriers who can not 
utilise their trolleys and bikes as efficiently as they would in summer but also because they utilise 
gloves during winter which are not as efficient in distributing to the mail boxes as they would if 
they had no gloves on. To reduce the effect of late deliveries during winter, the management of 
Herenco Distribution advices the truck drivers to be prudent in the process to avoid accidents 
and they also advice both the truck drivers and carriers to start out earlier with the distribution 
process in winter than they would during other months. This will ensure that they start the distri-
bution process early enough and still catch up with the end time for distribution of 6: 30 am 
though they may be slower. 
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The achievement of customer satisfaction requires that the company stipulates or carves out an 
objective that is tailored towards the provision of high standards of quality in service delivery 
(Inman & Mehra, 1990; Inman & Mehra; 1991). Grenoble (1994) and Gunasekaran and Lyu 
(1997) support the views of Inman and Mehra by stating that managers should be deeply com-
mitted to the achievement of quality in delivery by setting objectives related to the reduction of 
cycle times or lead times in distribution, the reduction of inventory, elimination of warehouses, 
waste, but also the improvement of supplier relations. The management of Herenco has a policy 
to ensure timely delivery of quality newspapers to their customers. They therefore provide their 
workers with all the necessary tools such as distribution bags, trolleys and bikes to enhance flexi-
bility and agility in the distribution process. They constantly communicate with their customers 
through a customer relationship management procedure where the company dispatches an agent 
to visit with the customers to better understand their problems so that these problems can be 
solved. This is being done by Herenco Distribution in order to improve the quality of their ser-
vice provision. By so doing, they tend to fulfil customer satisfaction. Another route to ensure the 
fulfilment of customer satisfaction is the gathering of information in order to provide the quality 
of goods and services needed by customers (Stenberg, 1997; Rehn et al., 2001). 

6.2.3 Customer Satisfaction through Information Flow 

The gathering of information helps in the fulfilment of customer satisfaction because it provides 
certainty to decision makers. The presence of this certainty helps in the control of the challenges 
of quality and agility (Grenoble, 1994). The utilisation of information technology such as www, 
mobile phones and the internet have greatly enhanced the flexibility and agility of businesses to-
wards their customers (Handfield & Nichols, 1999; Power, 2005). It has also served to expand 
the consumer base since customers can now purchase from far away locations and still have their 
products delivered to them on time. Through the subscription database of Herenco Distribution 
company, they can easily retrieve orders from customers and can know the number and types of 
newspapers that a particular customer needs. 

The utilisation of the internet, www, XML, mobile phones have greatly enhanced the communi-
cation between businesses. Suppliers now receive orders through emails from customers and the 
XML system of some companies are able to locate rich data from suppliers' websites, interpret 
this data in order to generate response (Kearney). Herenco Distribution makes use of mobile 
phones, internet, radio phones, GPS systems and word of mouth in order to enhance communi-
cation for decision making purposes. The utilisation of mobile phones on the field during the dis-
tribution process helps in speeding up shortages to customers in order to prevent customer dis-
satisfaction. There is also the utilisation of word of mouth where the newspaper carriers relate 
the problems concerning shortages to drivers who can communicate through a radio phone to 
the customer service department in order for an expedite delivery to be dispatched to the requi-
site district. Another person who is usually contacted by phone in the case of shortages is the 
night supervisor who will ensure that the required number of shortage is sped up to the distribu-
tion site.  

Communication also takes place through the CRM system of the company where the manage-
ment seeks to get the perception of their business performance from customers and to have sug-
gestions from them on how the company can better improve on their services. The CRM man-
agement system also helps in the attainment of information concerning customer mistakes in de-
livery such as information about late deliveries, damages or defective newspapers so that these 
corrections can be effected and printed on the correction slips so that such mistakes should not 
be replicated otherwise there will be customer dissatisfaction. According to Davis et al. (1990), 
the CRM system of the company should observe the following procedure in order to fulfil cus-
tomer satisfaction: (1) Establishing rapport with customers, (2) Diagnosing customers’ needs (3) 
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Determine the company’s ability to meet those needs, commit to customers, receive customers’ 
response (4) Schedule service delivery, communicate customer requirements, monitor delivery 
processes (5) Mentor partners and empower employees. The management of Herenco Distribu-
tion seeks to receive information from customers through their customer relationship manage-
ment system in order to understand the needs and demands of customers in terms of the types of 
newspapers needed by customers and how the customers want their newspapers to be addressed 
and delivered to them. The management also dispatches a team of workers who visit with cus-
tomers in order to understand their worries and how these worries and complains can be dealt 
with for the fulfilment of their satisfaction. This strategy is also inline with Crosby’s (1979) re-
search that management must come up with a strategy that centers on customer satisfaction and 
that such a strategy should be focussed on having a listening ear to the worries of customers in 
order to perpetually stall the adverse effects of these worries. It also parallels with Eng and Yu-
sof’s (2003) research where they highlighted the importance for management to spend quality 
time and effort to understand the changing needs, expectations and perceptions of customers so 
that management can make decisions tailored toward meeting customers’ demands hence en-
hancing customer satisfaction. In order to fulfil customer satisfaction through this procedure, 
Herenco Distribution also schedules their deliveries in such a way that they can actually deliver 
the newspapers to the mail boxes of customers in time (before 6. 30 am) or on time (at 6. 30 am).   

Communication also takes place through VMI systems of companies, CPFR, POS information 
systems (Wisner et al., 2003). The point of sale information system of Herenco which is their 
subscription database helps them to know the new subscribers, the current subscribers and those 
that have unsubscribed. This enables the printing department to print the right addresses onto 
the newspapers so that those who have subscribed should not be mistakenly left out of the dis-
tribution process. Through the VMI system of the company, relationship and trust between the 
supplier and the buyer are enhanced (Wisner et al., 2005; Coyle et al., 2003). Herenco Distribu-
tion is connected to the delivery system of Herenco Press where the newspapers are printed. 
Through this relationship, Herenco Press delivers the required quality and number of newspapers 
to Herenco Distribution for eventual distribution to the customers. This close relationship also 
helps Herenco Distribution and Herenco Press to share information such as joint planning so 
that Herenco Press can deliver the newspapers in time for the newspapers to be addressed, 
coded, checked for error correction before being loaded unto trucks for eventual distribution. 
These actions tends to inject flexibility and agility into the distribution system of Herenco Distri-
bution AB. Given that the processes involved before the final delivery of the newspapers to cus-
tomers’ mail boxes are complex, there is the need for information sharing concerning planning so 
that all the processes involved can be accomplished on time in order to meet the end time for 
distribution. This view is also shared by Stenberg (1997) and Rehn et al. (2001) where they high-
light the need for efficient and effective distribution of newspapers to come about through plan-
ning and scheduling of the distribution process while considering production as a determinant of 
whether timely deliveries will be met or not. This therefore stresses the importance for relation-
ship building and trust as it exists between Herenco Distribution and Herenco Press.  

For all the processes in the company to be aligned for the attainment of customer satisfaction, 
there is the need that all the departments in a company communicate with each other (Wisner et 
al., 2005; Lamont, 2008; Coyle et al., 2003). In the case of Herenco Distribution, there is a rela-
tional database system- Structured Query Language, that cause the IT system, the printing sys-
tem, the subscription database, the CRM system, and the distribution systems to communicate 
amongst themselves. This greatly enhances control and decision making which is vital in the ful-
filment of customer satisfaction (O’ Connor, 2009; Wisner et al., 2005). The interaction of these 
systems also helps in the reduction of the lead time in distribution and further enhance the quality 
of the distribution process since information will be rapidly communicated from one system to 
the order thereby speeding up decision making. 
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Managers are adviced not to minimise the training of employee for it might lead to an underutili-
sation of the potential of the IT systems while promoting mistakes that may end up hurting cus-
tomer satisfaction (Wisner et al., 2005; Coyle et al., 2003). Managers must therefore understand 
how these new systems function so that they can teach the workers to utilise them efficiently 
(Lamont, 2008; Wisner et al, 2005). However, the training itself may be very demanding as as-
serted by Fridriksson (2008) who stressed that learning by individuals is a very complex process. 
Learning to utilise IT systems is also a complex process; therefore there is a need for the manag-
ers to motivate employees to take part in the learning process (Grenoble 1994; Nelson & Quick, 
2008). The management of Herenco Distribution Company is well aware of this and since they 
understand the potentials that IT has on customer satisfaction, workers are motivated by word of 
mouth, coaching, salary increases and tickets to special events. 
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7 Discussions 

This section deals with the discussions on the results of the analysis. It also constitutes a contribution to the theory 
on complexity management and serves as a base for a future development of the theory relating to the different as-
pects of complexity.   

This study was based on managing the logistical challenges of quality and agility. The conclusions 
arrived at are based on the purpose which we highlighted in chapter one, the application of the-
ory to our empirical research and the model which was developed in chapter two. The authors 
made use of an inductive approach in order to gather the material utilised in our analysis. At the 
commencement of this study, the authors realised that though research had been undertaken to 
understand the dual complexity factors of agility and quality in large companies but also in SMEs 
in the service industry, there is limited research on how these dual factors are managed in the 
realm of distribution in SMEs. This limitation led us to come up with the following purpose: 

         The purpose of our study is to understand the managerial actions on the logistical challenges of quality and  

         agility in a Newspaper distribution company 

Through the fulfilment of this purpose, we intend to make a theoretical contribution to managing 
logistical complexity in SMEs with a focus on quality and agility within the service industry. The 
analysis portrayed that our model of logistical complexity management (Figure 2.5) helps in meet-
ing customer satisfaction through an effective and efficient customer service provision in support 
of the argument presented by Gunasekaran et al. (2002) who explained that in order to attain cus-
tomer satisfaction, there is the need for an effective and efficient customer service. Below is a 
theoretical contribution of how the model relates to the management of the challenges of logisti-
cal complexity of quality and agility for the attainment of customer satisfaction. As per the find-
ings, these challenges can be managed through the application of TQM, JIT and Information 
flow. Below is the theoretical contribution. 

7.1 Logistical Complexity in service delivery 

According to Grenoble (1994), complexity has to do with numerous steps, processes, activities 
required for customer satisfaction and this complexity is also as a result of numerous details un-
dertaken for the provision of quality products and services but also timely delivery. Greenier 
(2001) also supports this stance by saying that in attempting to fulfil customer satisfaction, com-
panies have to deal with complexity since consumers’ behaviours change over time leading to 
situations where customers require timely delivery of products and services while others require 
that their products be without defects or damages. Senge (1990) also states that this complexity 
aspect is particularly problematic because demand for products and services keep on increasing 
rather than reducing. This study supports this concept of complexity in terms of millions of 
newspapers of different varieties demanded by customers and the numerous processes, steps and 
activities needed to deliver them to the right place and time specified by customers. This study 
also supports Grenoble’s view that due to the cyclical nature of customer’s demand, the numer-
ous processes, steps and activities undertaken by companies to fulfil these demand need to be ef-
fectively and efficiently managed if the requisite companies seek to secure a competitive edge 
(Grenoble, 1994). This logistical challenge of complexity is split into quality and agility challenges 
in a section of our model as shown in Figure 7.1. The conclusions regarding these dual challenges 
follow closely after the diagram. 
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Figure 7.1 Logistical Complexity -Agility and Quality Challenges 

7.1.1 Challenges of Quality in service delivery 

For customer satisfaction to be attained through an effective an efficient service delivery, compa-
nies need to embark on policies and measures that are directed towards customer satisfaction 
(Ballou, 2006; Eng & Yusof, 2003; Rahman, 2003). They need to undertake measures that are 
aimed at providing customers with quality products and services that meet or exceed their satis-
faction otherwise they will be caused to fold up following the competitive nature of the business 
environment (Eng & Yusof, 2003; Wisner et al., 2007; Berry, 1991; Grenoble, 1994).  

The quality problem in this study is the same as explained by Senge (1990) and Greenier (2001), 
who underscore that the root cause of complexity is the ever increasing nature of customers’ de-
mand for quality. This demand for quality service provision is generated not only by a single cus-
tomer or a few customers but by millions of customers or even billions who keep on demanding 
different types of features in the provision of their services (Axelrod & Cohen, 2000; Christo-
pher, 1998; Senge, 1990; Grenoble, 1994). The empirical study also supported the above theoreti-
cal views on complexity in quality aspects due to numerous processes and steps needed to be un-
dertaken to yield customer satisfaction and all too often, these numerous details breed numerous 
mistakes which further breed complexity.  

To enhance customer satisfaction, there is the challenge of ensuring that the computerised sys-
tem of the company communicate with each other for decision making and problem solving 
(Wisner et al., 2005; Coyle et al., 2003; Stenberg, 1997; Rehn et al, 2001). This study also shows 
the need to utilise information systems to stimulate agility and flexibility in the execution of the 
activities of the company. 

There is the challenge to cause workers to be actively involved in the provision of quality goods 
and services to customers but also to control and coordinate these workers (Grenoble, 1994; 
Davis et al., 1990; Nelson & Quick, 2008). In this study, workers need to be effectively coordi-
nated and controlled to ensure that they execute their activities properly.  

According to Zeithmahl, et al. (1983), consumer perception is very important in the fulfilment of 
customer satisfaction in terms of quality. The study also exposed a challenge in terms of differ-
ences in perceptions between the customers and the management of the company where cus-
tomers can be expecting newspapers of a particular quality and type but are eventually served 
with a different type of newspaper, a torn newspaper or newspapers that are damaged by rain or 
snow. For the fulfilment of customer satisfaction, another challenge that needs to be managed 
and controlled is agility. 

7.1.2 Challenges of Agility in service delivery 

The importance of agility in enhancing customer satisfaction is usually approached from the 
point of view of the company’s ability to reduce set up times, cycle times or lead time in delivery 

Quality Challenges Agility Challenges 

Logistical Complexity 
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(Gunasekaran et al., 2002). The concept here is the need for the management of time pressures in 
order to deliver the products to the company on a timely basis (Grenoble, 1994). Wisner et al. 
(2005) and Coyle et al. (2003) argue that such a time for the delivery of products and services to 
customers should not be either before or after the requisite time of distribution; this is because if 
it is distributed before time, it might constitute inventory to the business or it might require the 
provision of a warehouse and the requisite resources to maintain and control such a warehouse 
thereby increasing the cost of production for the customer in question. Delivering after time on 
the other hand is as though the company did not deliver the products at all leading to unsatisfied 
customers. This study supports the above views but adds that in newspaper delivery, customers 
are happier if their newspapers are delivered well ahead of time rather than on time but dissatis-
faction sets in when the end time for distribution, which is 6. 30 am is actually exceeded. The 
study shows that customers will be satisfied by such early deliveries because they will have 
enough time to read the newspapers before embarking on their daily activities and if the company 
maintains this posture in delivery, the customers would consider the company as being respon-
sive as is explained by Greenier (2001); Grenoble (1994); Vicki (2009); Wisner et al. (2005); Coy 
et al. (2003); Harrison and van Hoek (2002).  

According to O’ Connor (2009), customer satisfaction is more demanding than ever before and 
companies can only meet this requirement by being aggressively responsive or agile than they 
were before. Customer satisfaction has to do with undertaking all the activities and processes re-
quired for the fulfilment of the real time needs of customers; one of those needs being timely de-
liveries of products and services in a flexible or agile manner (Gunasekaran et al., 2000).  

To ensure customer satisfaction, it is vital to eliminate waste in terms of unnecessary motion, idle 
time (Gunasekaran et al., 2000). This study supports this view by citing to waste in terms of un-
necessary motion within the districts by aids recruited privately by the carrriers.  

It was also realised that there is the challenge of dealing with the problem of unforeseen circum-
stances such as accidents during winters which tends to increase the lead time for distribution. 
Therefore there is the need for being responsive in terms of planning and scheduling of the dis-
tribution process as advanced by Wisner et al. (2005); Grenoble (1994).  

If the above challenges of agility are not dealt with, they will inject a cycle of inefficiencies and 
complexities into the company in terms of waste, poor quality products and services, late deliver-
ies, rising costs and unsatisfied customers (Grenoble,1994). This view is also advanced by 
Maznevski et al. (2007) and Senge (1990) where they advanced the need for the quality and agility 
challenges to be managed.   

7.2 Customer Satisfaction through Complexity management 

According to Gattorna et al. (1990), for complexity to be controlled for customer satisfaction, 
there must be a combination of the four forces of competition, strategy, culture and leadership. 
Their explanation is that management can only be able to meet the requisites of complexity if the 
leadership builds a competitive culture that recognizes the real time needs of customers while de-
vising a strategy to responsively meet those needs. Novich (1990) on the other hand states that 
for a company to be efficient in the fulfilment of customer satisfaction through the efficient and 
effective provision of goods and services, the company must be able to identify inefficiencies in 
the company and eliminate them. Novich named some of the inefficiencies as overlaps in 
processes, defects, damages, the presence of duplicative steps, long cycle times in the provision 
of services, the presence of waste, late deliveries (Grenoble, 1994). Also, Senge (1990) states that 
inefficiencies can be identified and curbed or reduced in both the short and long run if compa-
nies identify inefficiencies and tackle them through systems thinking which was explained as 
viewing the supply chain from a holistic perspective so that every part of it could be accessed for 
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the identification and elimination of inefficiencies. These inefficiencies must be contained or ma-
naged for if they are not, they can end up generating complexity since they may hurt the custom-
er not only in terms of poor quality service provision but also in terms of late deliveries.  
 

7.2.1 Customer satisfaction through Total Quality Management 

In order for customer satisfaction to be achieved, Gummesson and Evert (1991) stressed the ap-
plication of holistic quality which involves the consideration of goods quality, service quality and 
software quality. According to them, management can ensure customer satisfaction through the 
application of these three types of quality in the company. The management must ensure that the 
entire philosophy of the company is driven by excellence in the pursuit of quality standards and 
continuous improvement in the processes and activities of the company (Kanji, 1996; Berry 1991; 
Besterfield, 1995; Dahlgaard et al., 1998; Saylor, 1992). By pursuing these standards of continu-
ous improvement and excellence in the provision of services in the company, there will be an at-
tainment of customer satisfaction through the elimination of poor quality services while promot-
ing the implementation of actions that lead to discovery of  new and better ways of providing 
services to customers (Eng & Yusof, 2003; Nelson & Quick, 2008).  

The application of the concept of continuous improvement in quality attainment as presented by 
Dahlgaard et al. (1998) and Saylor (1992) is applied during coding, packaging and loading of bun-
dles of newspapers into the trucks to ensure efficiency. Continuous improvement is attained by 
assigning teams of workers to supervise the coding, packing and loading processes to ensure that 
they are operated correctly and that these processes are continuously improved upon thereby re-
ducing the level of mistakes that are usually connected to these processes.  

Crosby (1979) and Grenoble (1994) both emphasize the achievement of customer satisfaction 
through the provision of outstanding services of quality as the central focus of customer service. 
Eng and Yusof (2003) state that such an outstanding service can be accomplished if the manage-
ment invest prime time to understand the needs, expectations and perceptions of customers. This 
can be achieved through the application of customer relationship management (Wisner et al., 
2005).  

A vital factor in the attainment of customer satisfaction is the consideration of total customer sat-
isfaction meaning that the company must not only be concerned about the needs of the external 
customers of the company but must also be interested about the internal customers or workers 
of the company. When workers are motivated, they will do what is expected of them and even 
more to ensure that the company meets its goal of customer satisfaction (Eng & Yusof, 2003; 
Grenoble, 1994; Wisner, 2005). 

This is also supported by Grenoble (1994), Eng and Yusof (2003) where they state that a com-
pany can only accomplish its functions by way of its internal workers and as such the manage-
ment must maintain a philosophy of recognising the importance of employee satisfaction in the 
company and that the management should also empower employees for decision making. This 
view is also held by Nelson and Quick (2008) who said that such an empowerment of employees 
can lead to the identification of entrepreneurial gaps which the company can embark on in order 
to secure a competitive edge. 

Besterfield (1995) emphasized on the importance of employee training in customer satisfaction. 
He went on to advice managers to give rewards such as bonuses, salary increases, promotion, 
theatre tickets or a simple pat on the back. Crosby and Juran (1979) deliberated on the impor-
tance of coaching, recognition, praise and empathy while Nelson and Quick (2008) stressed that 
managers need to recognise not only the results of employees but also their efforts and that the 
timing of such results and efforts should be considered in rewarding customers. Nelson and 
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Quick (2008) explained that the timing of such results or efforts is particularly important in pro-
moting a good behaviour in the company or that it will determine if such a behaviour will be re-
peated and they advice that for good behaviours to be repeated, the rewards should be directly 
related to the particular effort or result. 

Tang and Bauer (1995) also adviced that in employee management, the ―Soft approach‖, which 
focuses on relationship building and relationship management in the company, should be utilised. 
This is the same approach which this study utilised in the management of employees. The man-
agement of the challenges of quality for the attainment of customer satisfaction is depicted in fig-
ure 7.2 below.  

  

 

 

 

 

 

 

Figure 7.2 Customer satisfaction through Total Quality Management  

7.2.2 Customer satisfaction through Just-in-Time 

According to Harrison and van Hoek (2002), overall aim of JIT is to the end that the company 
meets and exceeds customer satisfaction with the highest level of quality in service at a reasonable 
cost, at the right place and time. This service, they say is supposed to be undertaken in a flexible 
or agile manner for customer satisfaction. Grenoble (1994) emphasized on the need to be agile 
for the fulfilment of this satisfaction through the reduction of cycle time in the provision of ser-
vices. Just in time is a philosophy that strives to ensure that an objective of ultimate delivery for 
customer satisfaction is maintained by the company. It also emphasizes a smooth flow of the ac-
tivities and processes in the company without halting thereby speeding up such activities and 
processes for customer satisfaction (Gunasekaran & Lyu, 1997). Gunasekaran et al. (2002) argues 
that the application of JIT in a company should be marked by a continuous progress towards 
perfection and that the transportation or distribution processes must be coordinated in such a 
way that the products or services demanded by customers are distributed on a timely basis. 

For the attainment of customer satisfaction, it is important that customers receive their products 
and services at the right place and time and with the right quality of service demanded by the cus-
tomers (Gunasekaran et al., 2002). This warrants businesses to be much more flexible or agile in 
the provision of their services (Grenoble, 1994; Gunasekaran & Lyu, 1997). 

In order to achieve flexibility and agility in service delivery, there is the need for close proximity 
as advanced by Clarke and Mia (1993) who explained that a close proximity to customers en-
hances agility and a quick delivery. They explained that this proximity factor is particularly impor-
tant for customer satisfaction in a very highly competitive market where there is the need for va-
riety and speedy deliveries; a view also held by Grenoble (1994). 
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The application of JIT requires that waste should be eliminated from the activities of the com-
pany to ensure an agile fulfilment of services to customers (Gunasekaran & Lyu, 1997; Gun-
asekaran et al., 2002). Some of the waste or inefficiencies highlighted by Hallihan et al. (1997) in-
clude unnecessary motion, delays, idle time, rejects, overproduction, stock of inventory, transpor-
tation to remote locations for storage and inspection purposes. This is supported by Crawford et 
al. (1990) who stressed that the lack of supervision is one of the reasons for the creation of inef-
ficiencies and waste in the processes of companies.  

For success to be attained through JIT implementation, Gunasekaran et al. (2002) advices that 
mangers and employees must be deeply committed to the provision of the highest level of service 
to ensure customer satisfaction. Etkin et al. (1990) highlighted the importance of management 
and employee training by arguing that many failures in JIT application to achieve customer satis-
faction has been due to the fact that those who were making use of it did not fully understand 
what it entailed; therefore, they adviced mangement to employ a large amount of resources in 
employee training. Bondi (1994) advices that employees should be trained on the benefits of JIT 
implementation which includes the elimination of inefficiencies, cost reduction, satisfied custom-
ers through timely deliveries which translates into higher profits and higher salaries to workers. 
The education of these workers will help them in identifying inefficiencies in the form of waste 
and they will know how to avoid or deal with them in order to ensure a smooth flow of the proc-
esses within a company without halting-this helps in injecting agility and flexibility into the system 
of the company (Gunasekaran et al., 2002; Grenoble, 1994). 

The achievement of customer satisfaction requires that the company stipulates or carves out an 
objective that is tailored towards the provision of high standards of quality in service delivery 
(Inman & Mehra, 1990; Inman & Mehra, 1991). Grenoble (1994) and Gunasekaran and Lyu 
(1997) support Inman and Mehra’s view by stating that managers should be deeply committed to 
the achievement of quality in delivery by setting objectives related to the reduction of cycle times 
or lead times in distribution, the reduction of inventory, elimination of warehouses, waste, but 
also the improvement of supplier relations. This study supports the above theories of JIT. The 
management of the challenges of agility for the attainment of customer satisfaction is depicted in 
Figure 7.3 below.  

 

 

 

 

 

 

 

 

Figure 7.3 Customer satisfaction through Just-In-Time 

7.2.3 Customer Satisfaction through Information Flow 

The gathering of information helps in the fulfilment of customer satisfaction because it provides 
certainty to decision makers who are responsible for making decisions to satisfy customers. The 
presence of this certainty through the acquisition of information helps in the control of the chal-
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lenges of quality and agility (Grenoble, 1994). The utilisation of information technology such as 
www, mobile phones and the internet has greatly enhanced the flexibility and agility of businesses 
towards their customers (Handfield & Nichols, 1999; Power, 2005). It has also served to expand 
the consumer base since customers can now purchase from far away locations and still have their 
products delivered to them on time.  

The utilisation of the internet, www, XML, mobile phones have greatly enhanced the communi-
cation between businesses. Suppliers now receive orders through emails from customers and the 
XML system of some companies are able to locate rich data from suppliers websites, interpret 
this data in order to generate response (Kearney, 2000). In this study, the company made use of 
mobile phone, internet, radio phones, GPS systems and word of mouth in order to enhance 
communication for decision making purposes.  

According to Davis et al. (1990), the CRM system of a company should observe the following 
procedure in order to fulfil customer satisfaction; (1) Establishing rapport with customers, (2) 
Diagnosing customers’ needs (3) Determine the company’s ability to meet those needs, commit 
to customers, receive customers’ response (4) Schedule service delivery, communicate customer 
requirements, monitor delivery processes (5) Mentor partners and empower employees. In this 
study, the CRM system was used to understand the needs and wants of customers in order to 
supply them but also to deal with their complaints. 

Communication also takes place through VMI systems of companies, CPFR, POS information 
systems (Wisner et al., 2003). In this study, the point of sale information was obtained from the 
subscription database of customers and there was usage of a relational database (SQL) which fa-
cilitates communication amongst different systems in the company. Through the VMI system of 
the company, relationship and trust between the supplier and the buyer are enhanced (Wisner et 
al., 2005; Coyle et al., 2003). 

Managers are adviced not to minimise the training of workers for it might lead to an underutilisa-
tion of the potential of the IT systems while promoting mistakes that may end up hurting cus-
tomer satisfaction (Wisner et al., 2005; Coyle et al., 2003). Managers must therefore understand 
how these new systems function so that they can teach the workers to utilise them efficiently 
(Lamont, 2008; Wisner et al, 2005). However, the training itself may be very demanding as as-
serted by Fridriksson (2008) who highlighted that learning by individuals is a very complex proc-
ess. Learning to utilise IT systems is also a complex process, therefore there is a need for the 
managers to motivate employees to take part in the learning process (Grenoble 1994; Nelson & 
Quick, 2008). Again, this study supports the application of the above theories. The management 
of the challenges of quality and agility through information flow for the attainment of customer 
satisfaction is depicted by the figure below.  

 

 

 

 

 

 

 

Figure 7.4 Managing Logistical Complexities of Agility and Quality through Information Flow 
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8 Conclusions  

This section deals with the conclusion of the study. It focuses on the theoretical and managerial implications together 
with future areas for research. 

8.1 Theoretical Implications 

Grenoble (1994) argues that the activities and processes required for the fulfilment of customer 
satisfaction through customer service injects complexity into the company’s supply chain. For a 
company to secure a competitive edge, there is therefore the need for the management of logisti-
cal complexity for customer retention and for the protection of future profits. This management 
is achieved through TQM which involves the promotion of excellence in quality attainment in all 
the activities, processes and products of a company (Ballou, 2006); JIT which incorporates a phi-
losophy of timely purchasing, production and delivery in order to ensure that the company’s 
processes and activities operate continuously without halting thereby fostering agility and flexibil-
ity in customer satisfaction (Gunasekaran et al., 2002) and through information flow which en-
sures that real time information is available for the fulfilment of customer satisfaction (Lamont, 
2008). 

8.2 Managerial Implications 

In order to meet the complexity challenges of quality and agility, there is the need for manage-
ment to apply the procedures of TQM, JIT and information flow in the company. The applica-
tion of TQM will enable management to ensure that continuous improvement is maintained in 
the company in order to eliminate damages or defects in the delivery of services to customers. 
Managers can also implement continuous improvement by ensuring that each time mistakes are 
made, there is a team of worker in place to ensure that these mistakes are not replicated. This 
continuous improvement can be applied to ensure that the lead time for the provision of services 
to customers is constantly shortened thereby increasing the ability of the company to meet cus-
tomer satisfaction. Management should ensure that their quality procedures constitute a total 
commitment by their workers since the success of the company rests entirely on these workers. 
They need to empower workers to take certain decisions which will help in the provision of qual-
ity services to customers thereby enhancing customer satisfaction. Given the importance of cus-
tomer satisfaction, management should also strive to motivate workers to provide quality services 
by presenting them with salary increases, bonuses, tickets to special events and coaching. The 
management should also strive to recognise the results and efforts of workers together with their 
timing so that they can easily motivate workers to repeat good performances that will give the 
company a competitive edge. The enforcement of quality standards in the company should in-
clude the training of employees on the importance of quality standards and how these standards 
should be implemented for the fulfilment of customer satisfaction. 

For customer satisfaction to be attained through the provision of agile services, it is imperative 
that the management ensures that the philosophy of JIT is applicable which strives to attain 
timely delivery of goods and services at the right place and time as specified by customers. Man-
agement must ensure that procedures are put in place so as to achieve flexibility and responsive-
ness in the provision of customer demands. They should also ensure that the lead time in delivery 
is always improved upon by striving to deliver goods and services well ahead of the end time for 
distribution. Due to the very competitive nature of the business world, managers should ensure 
that there is close proximity to customers so that these customers can readily receive the products 
at the place and time specified by them. This proximity can be achieved through the utilisation of 
efficient trucking systems and other tools that promote agility in the field such as trolleys, bikes, 
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and service cars. To further promote agility, the management must ensure that all activities that 
promote inefficiencies in the districts of distribution such as waste, delays and idle time which 
tend to slow down the distribution process, are identified and quickly eliminated. One of the 
ways which management can utilise to eliminate these inefficencies is through the enforcement of 
employee supervision. Again, in order to be agile or responsive in meeting customer satisfaction, 
management should endeavour to train employees on the benefits of JIT and on how it operates 
to enhance customer satisfaction. Finally, for the attainment of agility through JIT, there is the 
need for the formulation of objectives that relate to aspects such as reduction of order cycle time, 
elimination of wastes and idle time.  

Another tool that management can utilise for the fulfilment of customer satisfaction is informa-
tion flow. The utilisation of this information helps in solving the complexity challenges that relate 
to quality and agility since it provides real time information that helps in decision making. Man-
agement should utilise sources such as www, mobile phones, radio phones, word of mouth and 
the internet to enhance communication both within the company (employees) and without the 
company (customers and suppliers). The utilisation of these sources will help in improving the 
visibility of managers which will tend to boost their ability to make good decisions thereby en-
hancing customer satisfaction through the provision of quality goods and services at the right 
place and time as specified by customers.  

Management should also realise that the utilisation of information systems such as CRM does not 
only help in enhancing rapport between the company and the customers but also helps in solving 
problems that relate to their customers as well as providing the types of services that customers 
need. The execution of these services through the customer relationship management system of 
company will help in meeting the wants and needs of customers thereby helping the company to 
secure a competitive edge.  

Management should consider the utilisation of information technology such as VMI, POS and 
SQL relational database as very important in ensuring communication and collaboration between 
the company and its customers or suppliers. The VMI system enables the company to receive 
timely deliveries of inventory while the POS information provides real time information that re-
lates to the needs and wants of customers. SQL contributes in facilitating communication among 
the different systems within the company in order to speed up the delivery of goods and services 
to customers. 

Management should have in mind that in order for them to effectively and efficiently utilise in-
formation flow to meet the demands of quality and agility for customer satisfaction, the employ-
ees must be actively engaged in the utilisation of the different information systems in the com-
pany. Given that many of these IT systems are complex, there is the need for employee training 
to ensure an effective utilisation of the systems so as to derive a maximum impact in terms of 
customer satisfaction and profitability to the company. 

8.3 Future Research 

The need to satisfy customers is an ongoing process in today’s business given that customers’ de-
sires and behaviours are ever changing. According to Kuglin (2001), the winners of tomorrow 
will not be those that are transaction-driven but those that are customer relationship-driven. 
Transforming a company’s supply chain into an optimally efficient customer-satisfying process is 
one of the most crucial challenges of our day. Thus companies need to come up with many 
managerial procedures that will aid in the containment of complexities that result from the cycli-
cal nature of customer demands. It will be interesting therefore to undertake an abductive study 
in the same company which seeks to understand if there are any other processes or activities in 
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the company to which management can apply the model utilised in this research, in order to en-
hance customer satisfaction.  

For the attainment of customer satisfaction, it is important that a firm should be continuously 
improving upon their processes and activities. A study could be undertaken that is entirely focus-
sed on mapping the activities and processes of Herenco Distribution in a bid to improve upon 
them. The mapping can target deterrent activities such as the seven types of waste with a goal of 
locating and eliminating them. 

Also, in order to attain customer satisfaction, it is important that customers receive their needs 
and wants at the time and place specified by them but this is not usually possible without collabo-
ration and trust between companies and their suppliers since the suppliers are responsible for 
supplying quality raw materials on a Just-in-time basis. Therefore, it will be appropriate for a 
study to be undertaken to understand how Herenco Distribution builds its relationship with the 
other partners in their supply chain in order to enhance a smooth flow of their activities. 

Again, a follow up study could be done to verify if the model utilised in this study is still applica-
ble to understand how the complexity challenges are managed for customer satisfaction through 
customer service or if other factors have actually added to the model which could further help in 
the understanding of how quality and agility challenges are controlled for customer satisfaction.  

Given that the performance of companies to enhance customer satisfaction depends a great deal 
on how employees are being trained to interact with customers or to perform the necessary tasks 
needed to meet the needs and wants of customer, it would be interesting for a study to be under-
taken in Herenco Distribution AB to understand how both the employees and managers create a 
learning milieu that leads to increased organisational performance. 

Finally, qualitative studies are rarely replicable since they are usually behavioural in nature and the 
conditions under which they were executed can not always be exactly replicable. However, this 
does not nullify the possibility that the results obtained can still be reliable. Thus, a deductive 
study could be undertaken to test whether the theoretical conclusions generated in this study are 
actually replicable or not. 
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Appendix    

Appendix 1:  Interview Guidelines  

 
These are the interview guidelines used by the authors of this thesis during the interview. We are 
students from Jönköping International Business School of Jonkoping University and we are writ-
ing our Master thesis. It is our goal to investigate the challenges you face as a company in deliver-
ing newspapers to your customers and satisfying them at the same time. We shall focus on the re-
sponsiveness or agility and quality challenges. 
 
Questions enabling an understanding of the Company  
 

1. Who are you- your position and function in the company? 

2. Tell us about the company 

a. Organization 

b. Structure 

c. Customers (B2B and/or B2C) 

d. Area of coverage 

e. Delivery process (physical flow from A (suppliers) to B (Customers)) 

3. What type of newspapers does your company distribute? 

4. How does your customer structure look like?  

a. Do you have B2B and B2C customers within your customers and which of them 
form a larger portion of your customer structure. 

5. Does your company always strive for standards of excellence in service provision?  

a. if yes, when your company does not attain such standards of quality in service 
provision, do you lose profits due to dissatisfied customers and do you at times 
incur cost increases as a result of this? 

b. What is the usual source of such challenges? 

6. Is the primary motive for your company to meet and exceed customer satisfaction while 
reducing costs? 

a. Is it part of your company’s goal to strive for continuous improvement? 

b. What are the expectations of your suppliers-the newspapers production compa-
nies? 

7. The role of logistics can be seen as the development of systems and the supporting co-
ordination processes to ensure that customer service goals are met. As a firm performing 
with such a role, what are your services goals? 

8. Does the company seek to ensure timely delivery with outstanding service? 
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Questions concerning service Quality (transportation/delivery) 

1. Is the CRM (Customer Relationship Management)  procedure of your company made up 
of the following procedures?   

 Establishing rapport with customers 

 Diagnosing customers’ needs 

 Determining the company’s ability to meet those needs, committing to customers, 
receiving customers’ response 

 Schedule service delivery, communicate customers requirements , monitor deliv-
ery processes 

 Mentor partners and also empower employees 

2. How does your company define quality? Is it applicable to the distribution process of 
your company. If applicable, how ? How important is Quality to your company 

3. What are the quality challenges which your company faces in terms of distribution of 
Newspapers? 

4. How does your company manage these challenges? 
5. How does your company define Total Quality Management (TQM)? How does your 

company carry out quality performance through TQM? 
6. Does your company lay emphasis on the following quality standards:  

a.  Goods Quality 
b.  Service quality  
c. Computer Software quality  or 
d. Holistic quality 

7. Does management set quality goals and ensure that they are attained? 
a. If so, What is the goal of your company setting any of the above standards? 

8. Are there usually differences between what customers expect from a service and what 
managers perceive these expectations to be? 

9. Are there usually differences between management’s perception of expectations and the 
firm’s service quality specifications? 

10. Are there usually differences between specifications set for the service and the actual de-
liveries of the service? 

11. Also, is there a difference in external communication of a service such as a promise to a 
customer and what is actually delivered? 

12. Do customers sometime have expectations which are different from their perceptions? 
13. Do managers try to understand the perceptions and problems directly plaguing custom-

ers? If yes, how does management do this? 

Questions concerning Agility (Responsiveness) in the delivery process 
 

1. What are the agility challenges faced by your company in distribution of newspapers? 
2. How does your company manage these challenges? 
3. What are the challenges faced by your company in terms of distribution of Newspapers? 
4. Have you ever faced a situation where your distribution process was affected or delayed 

because of production (suppliers) problems 
5. How does your company manage these challenges? 
6. Does management set standards of speed attainment and follows through to ensure that 

they are attained?  
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a. For instance does your company seek to achieve timely deliveries without defects, 
prevention of stock out? 

7. How does your company define its delivery process 
a. Just-in-Time (JIT)  
b. quick response  
c. both , depending on the customer 

8. How does your company apply JIT in its distribution process?  
a. Are low levels of inventory a benefit of JIT application? Yes or no. 

9. Is JIT applicable in reduction in the reduction of order cycle time? 
10. Is the prime motive for your company applying JIT in speeding up processes in the com-

pany driven by a desire to:  
a. reduce inventory or 
b.  in a bid to improve customer service thereby raising profits through satisfied cus-

tomers retention? 
11. Does your company apply the following procedures in ensuring timely deliveries: 

 Organize work in multifunctional teams 

 Track cycle times throughout the delivery process 

 Build learning loops into the organization 

 Examine cycle times and raise standards 

 Develop information systems to track value-adding activities. 
12. If your company does not observe the above steps, how do they ensure that they have a 

timely delivery? 
13. Does your company have a philosophy of ensuring low cost, high quality, distribution re-

liability, flexibility and delivery dependability? 
14. Are there usually defects in production? Is customer satisfaction affected by the produc-

tion defects. 
15. How does the company ensure close geographical proximity to the customers for effec-

tive and efficient customer service? 
16. If the company sets the above goals, how does it achieve them? 
17. Are managers and employees educated on the benefits of JIT implementation which in-

clude quality product delivery, low costs, satisfied customers, increased profitability? 
 
Questions on transportation 

―It is usually said that in delivering products on time and without damage, transportation also 
contributes to customer service‖ (Lambert et al., 1998).  
 

1. Are there situations where the newspapers are being delivered by the truck drivers already 
damaged? 

a. How does your company attempt to tackle the above problem? 
 

2. Are there situations where the damage is caused at the level of the local carrier to the final 
customer? 

a. if so, how does your company manage the above challenge? 

Questions concerning Information flow  
 

1. Is enough information gathered in order to ensure that the real time needs of customers 
are met or even exceeded? 

a. How does the company gather these information? 
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2. Does management attempt to have a holistic perspective in dealing with customer satis-
faction. That is does management gather information that solves all the problems relating 
to customers? 

3. Are problems solved immediately they occur or an attempt is made to ensure that prime 
time is invested to identify the real problems before tackling them? 

4. Is your company using a customer relationship management software? 
a. If yes, can your company identify cost reduction and time savings as advantages 

of using IT systems? 
5. As customers’ demand for variety increase, do the activities needed to meet this demand 

increase? 
6. Is RFID used to control inventory replenishment?  if not what system does your com-

pany use in tracking and tracing of newspaper bundles. 
7. What other information technologies does your company make use of to enhance infor-

mation flow in decision making? 

Questions concerning  Customer Satisfaction/Customer Service 
 

2. Is Costumer satisfaction important to your company? 
3. How does your company define customer satisfaction and customer service? 
4. Does your company always have desires of the customers at the forefront of their minds? 
5. Is quality, speed and complexity managed and executed in such a way that customers 

wants and needs could be met and even exceed in the most efficient and effective way? 
6. How is such a management executed to enhance efficiency and effectiveness in delivery 

processes? 
7. Does information technology help in ensuring quality and  agility in service delivery?  
8. How does it function to achieve the these objectives? 
9. Do customers get in touch with you due to inadequate quality? 

a. if, yes, how do they normally do so - by fix phone or mobile phone? 
10. How would you define the term inadequate quality in news paper distribution? 
11. What type of complaints do you normally get from your customers? 
12.  Do you keep statistics on divergence in such quality inadequacies? 
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Appendix 2: Locational and operational map of Herenco Distribution AB 

 

 
 
 
 
 
 


