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Sammanfattning 
 
Svenska Försvarsmakten genomgår nu en förändring från att tidigare ha haft ett fokus 
på att försvara hemlandet till att utvecklas emot en expeditionskår. Utvecklingen har 
drivits på av ett ökat internationellt engagemang och förändringen från ett nationellt till 
internationellt fokus har lett till att nya krav ställts på Försvarets försörjningskedja och 
inte minst anskaffnings processen att bli effektivare. Ledare som arbetar med beställning 
och anskaffning har en avgörande påverkan på ledtider, men ofta är det inte klart på vil-
ket sätt och var i processen ledare skall fokusera kraft och resurser för att förbättra hela 
försörjningskedjan och anskaffningsprocessen. 
 
För att öka förståelsen av fenomenet och sprida kunskap om ämnet, så har syftet med 
uppsatsen varit att analysera faktorer i anskaffningsprocessen för Role 2 medicinsk för-
måga, för att leva upp till de nya kraven som ställs för att utveckla militära förmågor så-
som Nordic Battle Group i en nära framtid. Detta har gjorts med stöd av teorier hämta-
de från kommersiell logistik (Supply Chain Management). Metoden har varit induktive 
samt bygger på en fall studie av anskaffningen av den medicinska förmågan som gått 
under beteckningen Role 2.  
 
Resultatet av analysen visar att det finns likheter mellan de empiriska och teoretiska ele-
menten. Många av aktörerna i processen är medvetna om vad som behöver göras för att 
förbättra anskaffningsprocessen; emellertid finns det en del upptäckter som är värda att 
lyftas fram. Resultatet indikerar att mätsystem inte används som ett sätt att leda och sty-
ra processer enligt respondenterna. Genom att använda olika typer av mätsystem i an-
skaffningsprocessen kan försvarsmakten bättre definiera tidsåtgången för anskaffningen 
och på så vis indirekt förbättra anskaffningsprocessen. 
 
Den viktigaste slutsatsen från analysen är att kompetens verkar vara den avgörande fak-
torn för att öka effektiviteten i anskaffningsprocessen för att leva upp till kraven på hur 
nya militära förmågor såsom Nordic Battle Group skall tas fram. Det förefaller nästan 
som denna faktor har glömts bort eller negligerats av Försvarsmakten. För utveckla och 
förbättra anskaffningsprocessen rekommenderas därför att Försvarsmakten intar en se-
riösare  approach när det gäller specialistutbildning och utbildningsprogram inom led-
ning och genomförande av logistik fram över.   
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Abstract 
Today the Swedish Armed Forces (SAF) is in a process of transformation, with 
the focus changing from homeland defence to more expeditionary operations. 
This change is being driven by a trend towards increasing international com-
mitments. The shift from a national to an international focus has created a new 
set of demands on SAF which place pressure for greater efficiency on the supply 
chain, not least the order fulfilment process (OFP). Today material managers 
can have a significant impact on lead-time reduction, but often it is not clear on 
which aspects of the process managers should focus their efforts and capital to 
bring about improvements in the supply chain and the order fulfilment process.  

To increase understanding of this phenomenon and spread knowledge about the 
subject, the purpose of this thesis has been to analyze factors in the order fulfil-
ment process for Role 2 medical equipment, in order to meet the new demands 
for developing military capabilities, such as NBG, in the near future. This has 
been completed with the support of theory on commercial supply chain man-
agement and an inductive approach has been taken.  

The results of the analysis show that there are similarities between the empirical 
and theoretical elements. Several actors in the process are well aware of what 
needs to be done to improve the OFP; hence, there are some implications worthy 
of emphasis. However, the results also indicate that the use of measurements is 
not considered as a key principle for the management of processes by the re-
spondents. Nevertheless, by using measurements in the OFP, SAF could better 
define the actual order cycle time and indirectly improve the OFP.  
 
The main conclusion from the analysis is that competence seems to be the es-
sential factor in increasing efficiency in the OFP to meet the demand for the de-
velopment of new military capabilities, such as the NBG. It almost appears that 
this factor has been forgotten or is being neglected by SAF. Therefore, in order 
to progress, and improve the OFP, it is strongly recommended that SAF takes a 
much more serious approach to specialized education and training programs in 
logistics management in the future. 
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1 Introduction 

1.1 Background 
Today the Swedish Armed Forces (SAF) are in a process of transformation, with the fo-
cus changing from homeland defence to more expeditionary operations. This change is 
being driven by a trend towards increasing international commitments. The external re-
ality of new demands from the government has changed character; SAF should now be 
able to conduct worldwide operations, at relatively short notice, at the same time as the 
budget is being reduced. The shift from a national to an international focus has created 
a new set of demands on SAF. As part of this new focus, SAF are heavily involved in 
establishing, what is for Sweden, a new type of force capability, namely the Nordic Bat-
tle Group (NBG). 

As a member of the EU, Sweden has undertaken the overall responsibility for the NBG, 
which will serve as a rapid reaction force for the EU. This means that from the 1st of 
January 2008, SAF (with contributions from Estonia, Finland, Ireland and Norway) will 
have a standby Rapid Reaction Force of at least 1500 personnel. Depending on the type 
of operation, additional recourses can be called on (so called force-enablers) consisting 
of air force and Special Forces units. In total the unit consists of 2800 personnel. A 
great deal of political and military prestige is invested in the Nordic Battle Group 
(NBG), which should be a strong driving force in ensuring that the NBG is prepared for 
any potential EU operations. It seems fair to say that the NBG is being given top prior-
ity, since the central political and military actors want the NBG to be a success.  

The success of the NBG has become the top priority for the Swedish Supreme Com-
mander, General Håkan Syrén. It is said that NBG is both a blessing and a challenge for 
SAF, since it will be both a symbol and an important engine in the ongoing transforma-
tion of the SAF to a more expeditionary organisation. The development of the NBG 
can be considered as the new flagship in the SAF product portfolio and is, therefore, the 
tip of the sword targeting and confronting the existing way of doing business in SAF. 
To ensure the NBG is ready for the task in January 2008, the SAF need to acquire a lot 
of new tailor-made equipment. The notice to move periods call for shorter order cycle 
times. Therefore, there is a need to adapt to the situation and increase the speed of the 
existing supply chain. This new demand in SAF for increased speed and tailor-made 
equipment can be compared to demands that have existed in the commercial world in 
recent decades. The ability to make this comparison makes it relevant to investigate how 
commercial logistics are conducted. 

There is a trend on the commercial side for the customer to demand tailor-made prod-
ucts with shorter and shorter lead times (Croxton, 2003). To meet this demand, the de-
velopment of responsive order fulfilment processes (OFP) has been recognised as desir-
able (Kritchanchai & McCarthy, 1999). The OFP is considered by many to be the most 
important business process for a firm in speeding up the supply chain (Aronsson, Ek-
dahl & Oskarsson, 2004). Material managers can have a significant impact on lead-time 
reduction, but such efforts in the design and material areas often require a breaking 
down of the traditional boundaries between functional areas in a firm (Handfield, 1993).  
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Often it is not clear on which stage of the process managers should focus their efforts 
and capital to bring about improvements in the supply chain and the order fulfilment 
process (Yin & Shaw, 1998). 

1.2 Specification of the problem  
Less than three months before the NBG is to be fully ready for EU operations, the 
NBG has problems with lack of important material such as the Role 2 medical capabil-
ity1 and is unable to fulfil the intended exercises, e.g. the logistic company in The NBG 
could not participate in Exercise Thunder Strike in October 2007. This is serious says 
Admiral Leif Nylander (2007), who is one of the key SAF players responsible for the 
planning of supply to the NBG. Nylander (2007) also adds that this will not affect the 
soldiers’ security, we will adapt the way we use the NBG. 

Whether the lack of assets will affect the safety of soldiers or not, the difficulties seem 
to highlight potential problems in how SAF create military capabilities. To find out 
more about this a pilot study was carried out to obtain information and knowledge of 
the ongoing process of creating the NBG. Representatives at SAF Headquarters, the 
Defence Logistics Organisation and staff at the NBG were interviewed.  The results 
from the interviews showed that there seems to be several problems lying behind the 
statement about the NBG not getting their equipment in time. Employees from both 
the Training and Procurement Directorate and the Operational Directorate state;  

“… SAF don’t have proper processes to acquire material at the pace the troops require 
and this is a failing which has to be dealt with immediately…”(Adrian, personal com-
munication, 2007-11-01) 

Apart from interviews, the pilot study included examining existing research into the 
NBG and the way the SAF conduct the order fulfilment process; however, this is diffi-
cult to find because this is a new task for the SAF. Nevertheless, a few studies were 
found which have some relevance to the subject, e.g. Grufberg and Kramers (2006), 
which is about the reform of the logistic system in SAF, and Nordlund, Hedberg and 
Löfstedt (2007), which describes and analyzes how the SAF functions in creating mili-
tary capabilities. The findings in the report include a statement that logistic support and 
service are not adapted to the new demands, brought about by the more expeditionary 
approach of SAF. This is also supported by the X-report (HKV: 23 384:79872, 2007), 
which claim that the actors involved in the Supply chain need to improve their coopera-
tion in order to increase overall efficiency.    

Another report points out that the performance of the supply chain does not live up to 
the new demands from military units,2 which are characterised by speed and flexibility 
(ESV, 2006). On the other hand, the same report points out that the SAF Headquarters 

                                                 

1 The Role 2 medical capability is a brand new capability which can be compared with a movable hospitable, 
for further explanation see chapter 4, p 25 or appendix 3. 

2 Military units, such as the NBG and its personnel, are considered as the customers within the SAF. They 
are the people who use the equipment and material.  
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governs in a way that hinders fast response in the chain, because the SAF budget is lim-
ited. The overall impression today is that it takes too long to deliver the supplies de-
manded and there is an ongoing discussion about how to define and increase efficiency 
(Hassel & Leek, 2007) One strategy that is mentioned is Public Private Partnership 
(PPP), which would mean commercial suppliers being more involved in the order ful-
filment process than today (HKV 25 100:69043). The ongoing discussion seems to be 
about the extent to which the commercial side should take greater responsibility in the 
future.   

The external reality of demands to develop new military capabilities at somewhat shorter 
notice for expeditionary forces calls for time pressure in the supply chain and the prob-
lem of a lack of assets and equipment seems to be a serious problem, based on the 
statement above from Admiral Nylander. This means, according to the statement from 
Aronsson et al., (2004) above, that a way to improve the supply chain would be to focus 
on the order fulfilment process.  To contribute to the discussion for the actors involved 
- staff at the Swedish Armed Forces Headquarters, and not least for the customers – it is 
essential to investigate the order fulfilment process. To achieve this, answers to the fol-
lowing questions are investigated: 

• How is the order fulfilment process structured for Role 2 within the NBG and 
the selected suppliers? 

• What problems can be identified in the order fulfilment process for Role 2 
within the NBG?  

• What improvements can be made to the order fulfilment process for Role 2 
within the NBG? 

1.3 Purpose 
The purpose of this thesis is to analyze factors in the order fulfilment process for the 
Role 2 medical equipment, how to suit the demand for developing military capabillities, 
such as NBG, in a near future. 

1.4 Delimitations 
I have chosen not to embrace all supplies for the NBG and the logistic company, but 
have elected to follow the flow of information and goods for Role 2 medical equipment. 
The focus is on the order fulfilment process; however, other tasks in the supply chain 
will also be dealt with, such as the design process, which has considerable influence on 
the order process and is an important phase in the supply chain. Use of the expression 
supply chain management means the focus can be considered as a narrow since it only 
captures the first level tiers, Lee, (2000). It would have been interesting to have a wider 
perspective to embrace more tiers upstream, but this is not possible due to time con-
straints. The timeframe of the thesis will be delimited to the period from the late fall 
2004 to January 2008.  
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1.5 Disposition of the thesis 
 

 

 

Chapter 2 – Frame of reference. The Frame of Reference presents some overarching 
knowledge about supply chain management. The OFP will be defined such as, the gen-
eral activities that constitute the process. Further more factors that are essential to con-
sider making the OFP function well will be explained as well as the OFP-model. 

 

Chapter 3 – Method. This chapter will begin by presenting how the study is conducted 
to combine both theoretical and empirical approach. Further more application of the 
OFP-model will be discussed.   

 

Chapter 4 – Presentation of SAF and Role 2. This chapter aiming at give some back-
ground to understand what SAF is and how it creates military capabilities such as the 
NBG. Further more it gives a description of the Role 2 medical capability. 

 

Chapter 5 – Empirical findings. This chapter will present the empirical findings with 
the in-depth interviews conducted in the Swedish Armed Forces, Saab Aerotech and  
the Defence Military Administration. 

 

Chapter 6 – Analysis. Here the intention is to give the reader my interpretations of the 
empirical findings associated with the three research questions, by using theories and 
models presented in the frame of reference. The focus is on the four factors to improve 
the process.  

 

Chapter 7 – Conclusions. The final chapter will provide the reader with the main find-
ings including theoretical and managerial implications. 
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2 Frame of Reference 

This chapter will start by introduce supply chain management and processes to set a 
framework to better understand the Order fulfilment process as a phenomena. The 
OFP will be defined, such as the general activities that constitute the process. Further 
more factors that are essential to consider making the OFP function well will be ex-
plained as well as possible challenges. A summary of the theoretical framework and the 
OFP-model will conclude the chapter.  

2.1 Supply chain management   
According croxton (2003) the order fulfilment process is often seen as the link of differ-
ent activities that keep the supply chain running. To accomplish these tasks manage-
ment must design a network and a fulfillment process that permits a firm to meet cus-
tomer requests (Coyle, Bardi & Langley 2003).  This requires integration of logistics, 
marketing, finance purchasing, research and development, and production within the 
firm and coordination with key suppliers and customers (David, Chen & Bramel, 2005). 
Before describing the order fulfillment, a background and useful definition of supply 
chain management will be applied by Lambert and Cooper (1998).   

Supply chain management is the integration of key business processes from end-user 
through original suppliers that provides products, services, and information that add value 
for customers and others stakeholders”( Lambert et al. 1998, p 187). 

 

 

Figure 2.1. Supply chain management implications issues (source: adapted from Lambert et al., 1998) 
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2.2 The mission and benefits with SCM 
The mission with supply chain management is to plan and coordinate the flow of all 
those activities necessary to achieve desired levels of delivered service and quality at 
lowest possible cost (Christopher, 1998). The benefits with SCM that often are men-
tioned include: Increased flexibility towards the customer’s wishes, also quicker and 
more precise delivery time, fewer backorders/sold out situations and reduced total cost 
(Jespersen, 2005). To succeed with SCM processes is extremely important.  

2.2.1 Processes in the supply chain 

The conception of supply chain management is somewhat overarching and need to be 
closer related to the order fulfillment process and also align with the aim of this study, 
to accomplish that the relations between supply chain management and the order proc-
ess will be explained in term of processes. It’s a widely spread view that problems with 
implementing integrated logistics solutions between customer and suppliers often de-
pends of functional oriented behaviour and attitudes within the firms (Schary and 
Skjott-Larsen, 1995). To make companies more process oriented, is therefore important 
and in many cases necessary to be able to interact over the borders in an efficient way. 
In other word thinking supply chain management is the same as thinking in horizontal 
process oriented way.  

 

Figure 2.2. A generic OFP within the supply chain (Source: Lin et al. 1998) 

The order information is passed to the order management unit from various down-
stream business entities (e.g., retailers, or distributors), depending on the information 
structure Lin et al. (1998). This means that many business processes in a company has 
an opposite pole in another company i.e. the order fulfillment process in a supply firm 
has its opposite pole in the procurement process in the customer company (Mattson, 
2002). To create a both effective value adding processes and information and material 
flow in supply chains, one need to regard the processes from the both sides of the firms 
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in a consistent way (Brabazon & MacCarthy, 2005). Mattson (2002) state that tradition-
ally, the order fulfillment process and the procurement process have been treated as 
they were two different individual processes within the firm, and has many times been 
viewed the same way when people trying to find ways to increase the efficiency in the 
process design. Furthermore Mattson means that it’s more relevant to consider the 
processes from a customer/supplier perspective because its reveals that it the same 
process for both the customer and the suppliers company. In that perspective the order 
fulfilment process represents the principal means by which buyers and sellers communi-
cate information relating to individual orders of products, and is one of the most impor-
tant components of the firm’s overall management information system (Coyle et al. 
2003).  

2.3 The Order Fulfillment Process 

“Order fulfillment is the key process in managing the supply chain. Its customer’s orders 
that put the supply chain in motion, and filling them effectively and effectively are the first 
step in providing customer service…” (Croxton, 2003, p 19). 

2.3.1 Definition 

Aronsson et al. (2004) claim that the order fulfilment process can be defined as the time 
it takes for a customer to receive an order once s/he has decided to place it. 
Kritchanchai et al. (1999) on the other hand viewing the process in a greater depth, they 
mean that the process starts with the customer identifies a need for supplies or services 
which then need to be processed in-house, before supplier informs about the demand, 
the demand transforms into a customer order in the supplier’s order system. According 
to Ljungberg (1998) the order- processing systems tie together all the different tasks in 
the supply chain between the suppliers and the customer. And in that respect the proc-
ess can be considered as a “macro process” which is build up by different sub processes 
and tts virtually impossible to provide a general description of the various sub-processes 
in the order process. Further more Senthil (2003) claim that the order fulfillment flow 
involves series of communications, design work, document flow, hand-offs and field 
work across key stakeholders. The order fulfilment process is complex because it is 
composed of several activities, executed by different functional entities, and heavily in-
dependent among the task, recourses, and agents involved in the process.  

Lambert (1998) declares that the primary function of the order processing system is to 
provide a communication network that links the customer and the supplier. Further 
more he says that, the order processing system can also provide information for fore-
casting, economical planning and logistic information. The order process is of many 
considered as the most important business process for a firm (Kritchanchai et al., 1999). 
The main objective of the OFP can be generalized into two dimensions: (1) delivering 
qualified products to fulfil the customer orders at the right time ant right place, and (2) 
achieving agility to handle uncertainties from internal or external environments (Chris-
topher, 1992; Goldman, Nagel, & Preiss, 1995). 
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2.3.2 Stages 

To estimate the maturity of the OFP, Accenture (1997) define four key stages (informa-
tion sharing, decision making, performance measures and technology) and suggest how 
these stages differ as supply chain activity matures from transactional to interactive to 
interdependent. The table can be used to clarify the significant enhancements to the 
OFP that may be expected as supply chain activities become increasingly collaborative. 
The model can  in some extent help classify the maturity of the order fulfilment process 
in different firms to decide what actions to take to improve the OFP (Coyle et al., 2003). 

Table 2.1. Stages in the OFP (Source: Accenture, 1997) 

.                                  Transactional            Interactive                  Interdependent 

Information 
sharing 

Limited to basic 
order informa-
tion 

Some sharing of 
inventory avail-
ability and ship-
ment informa-
tion 

Extensive sharing of 
inventory, shipment, 
and sell-through in-
formation. 

Decision ma-
king 

Independent or-
der decisions—
“phantom de-
mand” 

Some negotiation 
of order deci-
sions among 
partners 

Synchronized order-
ing decisions driven 
by shared replenish-
ment policies, chan-
nel inventory 

Performance 
measures 

Limited perfor-
mance measures 

Some shared per-
formance meas-
ures like lead-
time delivery, and 
inventory avail-
ability. 

Extensive use of per-
formance measures 
tied to shared risk 
and revards. 

Technology Limited use of 
technology 

Some use of 
technology to 
track orders and 
material flow 

Extensive use of 
technology to allow 
real-time tracking of 
orders and material 
and an automatic re-
plenishment 

 

2.3.3 Order cycle time 

Harrison and van Hoek (2002), state that the focus of the Order fulfilment process is to 
deliver the ordered goods and services in shortest time possible to increase the customer 
service. The Order Cycle Time (OCT) is the elapsed time that occurs from an order has 
entered the supplier’s system through to delivery. Hence, other elements besides time 
are important here such as getting the right product to the right place at the right time. 
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According to Harrison et al., (2002) when working with the OCT there are at least two 
questions worth asking:  

• How much time does pass between receiving a customer order and delivering it? 

• Is the delivery service above acceptance? In other words, does the delivery meet th 
set out date and time for delivery? 

2.3.4 Main activities 

According to Aronsson et al., (2002) and Lamberts et al., (2004), the main activities in 
the order fulfilment process can be divided into six steps. Lin et al., (1998) claim on the 
other hand that firms have their own way of structuring the activities. 

 
 

Figure 2. 3. Activities in the order fulfillment process (Source: Mattson et al., 2002) 

 

Activity 1 Customer places order: Order placing including identifying and preparation of 
needs, this means that the customer (extern firm or division within the own firm) find 
out the need of the product and check the level of the products in the inventory, this to 
find out when its time to place an order to the suppliers (Aronsson et al. 2004). Also 
things like the order quantity i.e. how much to order and when it should be ordered are 
conducted during order placement. All orders that are received do not contain all the 
required information and that is often due to issues related with the sales process or 
with the customers (Waller, Woolsey & Seaker. 1995). The activities are communicated 
by different means of information system such as EDI, phone fax, etc. Some companies 
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have found that while giving customers the capability to enter orders directly into their 
system has streamlined the process (Croxton, 2003). 

Activity 2 Order received: According to Aronsson et al., (2004) the order is received by the 
suppliers and is put into the supplier’s information system for handling the order. 
Mostly this system is computerised but there also exist manual systems. Further more in 
the same time as the order is received the customer starts to follow-up. When the order 
is placed its important to follow up so delays can be detected in an early stage, therefore 
it essential to have different milestones or checks in the suppliers flow of production. 
The amounts of work that are invested for follow-up the activities are often decided on 
the level of trust, statistical information and reliability of delivery related to the supplier 
(Croxton, 2003).  

Activity 3 Order processing: Croxton (2003) point out that the first step in order processing 
is to check the customer’s credit, the credit check requires an interface with finance and 
is another common source of delay in the process. In some cases, systems can be de-
signed so that this credit check occurs before orders are placed which will make it easier 
for customers to determine how much credit they have available (Waller et al., 1995). 
Once the credit issue is resolved inventory level are checked and the order flow are 
planned. It is determined how the order will be routed threw the supply chain which is 
commonly referred to as the distribution requirements planning (DRP) process. If the 
order will be filed from inventory, the inventory levels are updated, and the distribution 
plan is executed. However if the order is composed of several products from different 
locations, the shipments have to be co-ordinated. During the order processing the sup-
pliers are executing the activities needed to complete the order, exactly what steps are 
conducted depends on how much are exceeded in the next step i.e. activity four (Crox-
ton et al., 2003). 

Activity 4 Complete order: Once the order have been processed and planned several things 
need to be done to complete the order. How this is done differ depending how complex 
the product is, sometimes the supplier has the product in store, in that case the activities 
such as pick and pack and dispatch are conducted. In other cases the supplier need to 
order parts, equipment from sub-suppliers, which mean that the product need to be 
produced, mounted and tested (Aronsson et al., 2003). Once the order is filled and con-
firmed, the order status can be confirmed to the customer if requested (Croxton, 2003).  

Activity 5 Order shipped to customer: Often during consignments and delivery of goods be-
tween companies a third party are involved to conduct this job In the contract that is es-
tablished between the parties the terms for delivery are settled, both the customer and 
the supplier can be responsible for that arrangement (Mattsson (2002). Many firms are 
providing customers with order visibility and tracking capabilities to give information in 
near real time were the products are in the flow (Lamberts et al., 1998). 

Activity 6 Order delivered to customer: The final step in the order delivery process is to ar-
range delivery of the order, in this sub process shipping documents are prepared, the 
transportation plan is executed and delivery is confirmed (Croxton, 2003). In order to 
help the customer plan, advanced shipping notes should be sent. Before the product are 
available the customer need to check the product to see that it not are damaged and 
control so it function according to the stated contract (Aronsson et al., 2003). The 
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product are then reported into the planning system and stored. Depending on the inter-
nal routines and the complexity of the product this check can consume a great deal of 
time (Lamberts et al., 1998). Moreover in the final step of the order fulfilment process, 
payments is received and posted, discrepancies and bad debts expense is recorded (Lin 
et al., 1998).  

From the description of the order fulfilment process it’s evident that information is 
shared of at least two actors, sometimes its two different directorates within the firm 
and some times its actor from other companies. However to obtain an efficient flows in 
the order fulfilment process is easy to say but in reality several challenges has to be faced 
to achieve an efficient OFP (Aronsson et al., 2003).   

2.3.5 Challenges  

According to Ye, Yang, Jiang, and Tong (2006) challenges along the OFP stem mainly 
from two sources: (1) uncertainties and (2) the need to coordinate several activities, in-
ternal units, and partners. To overcome different challenges there is important to handle 
critical capabilities. 

2.3.6 Managing critical capacities 

Lin et al., (1998) claim that the agility of the OFP relies on proper management of criti-
cal capacities, by focus on this firms can define the impact of critical capacities on the 
OFP performance, reduce order cycle time, and achieve robustness. They define critical 
capacity; as the capacity that has the largest impact on the flow of materiel if it doesn’t 
function well in an OFP and supply chain. For organizations with more centralized con-
trol, the critical capacity can be identified through a system of reporting to the central 
planner while in a organization with decentralized control, the information sharing and 
coordination among entities help manage critical capacity. A possible way to manage 
critical areas according to them is to use strategic buffering or by share the workload of 
critical capacity with other compatible recourses (Lin et al, 1998). The challenges in the 
OFP in terms defining the critical capabilities calls for a analysis of several factors that 
need to be considered.  

2.4 Factors that promote a well functional OFP  

2.4.1 Simple processes 

According to Aronsson (2004) it’s important that the process has a well defined start 
point and a well defined endpoint, and it’s a chain of activities. The process should have 
a clear stated goal and a description of all the stages, and state the expected result. 
Aronsson, 2004, also claim that the most important with the OFP is that it’s well struc-
tured and thought threw.  

Mattson (2002) argue that there exist several approaches to improve processes in gen-
eral, but he says it’s essential to follow a path since there are connections between the 
different methods. The methods Matsson (2002) suggest are presented in the table be-
low. 
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Table 1.2. Methods how to increase the efficiency in the process (Source: Mattsson, 2002) 

Priority    Method                Descriptions 

1. Simplify and rationalize Increase efficiency by reduce the complex-
ity in the flow and processes by eliminate 
unnecessary activities and wastes. 

2. Information exchange Increase efficiency by communicate faster 
and by higher level of reliability and ap-
propriate information. 

3. Automatization Increase the efficiency by transfer infor-
mation’s to data processing systems.  

4. Change of configuration Increase efficiency by retransform and 
merge of responsible, activities and sub 
processes between different directorate 
and firms. 

5. Cooperation Increase efficiency by collaboration and 
coordination and synchronize material, in-
formation, and flow of finance. 

 

Between the different approaches there exist connection and dependencies therefore it 
important to begin with simplify and rationalize. It is logical to se if something can be 
done simpler by reducing i.e. activities in the process. The next step is try to create in-
formation transparency, if that is not possible there is no use for a next step, automati-
zation of business process. Mattson (2002) also state that there is no use to try to re-
transform and merge responsible, activities and sub processes between different direc-
torate and firms, with out access to information. He also emphasize that access of in-
formation is a prerequisite to achieve cooperation’s between directorates and firms.   

2.4.2 Coordination and cooperation 

 

Coordination and decision making 

According Hammar and Champy (2003), al to often multiple level of approval must be 
gone through before a decision can be made, a way to manage the OFP in a efficient 
way is to have clear mandate and areas of responsible in the organisation which in turn 
shorter the order cycle. The management principles encompass often the company’s 
philosophy, and therefore the management methods and philosophy that dominate the 
business in focus also need to understand and support cross-organisational cooperative 
structure (Jesperson, 2005).  
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Cooperation 

When it comes to the factor cooperation Jespersen (2005) express that it’s crucial that 
top managers recognize and promote cross-functional cooperative structure to enable 
collaboration between the different directorates and entices in the OFP. To enhance 
cooperation Parker (2000) mean that a prerequisite is to create frequent consultation be-
tween collaborating partners to wider the interface since it leads to an additional trust 
which has an overall positive effect on the OFP performance. Moreover Croxton (2003) 
mean that cooperation is essential for reaching a wide spread integration between the 
key suppliers and the customers to make the process benefit. Furthermore according to 
Armistead and Machlin (1997), functional silos, is great challenge, which mean that there 
are water proof boundaries inside the organization between the categories of processes 
and processes them selves which hinders flow of information.  

2.4.3 Information Infrastructure  

Lin et al, (1998) argue that building a critical information infrastructure beyond adjacent 
business entities leads to reduces of uncertainty in the decision making, which is impor-
tant for the agility of the OFP. Further more they state, by increasing the transparency 
beyond entities, decision makers can include consideration of more evidence; also as-
sembler can get information from both first-tier and second-tier supplier or further 
downstream customers. The OFP can gain of this in several ways i.e. by facilitate infor-
mation gathering, - negotiation, - improving forecast accuracy etc (Lin et al, 1998). To 
increase the efficiency when it comes to information quality Forslund (2007) mean that 
its important that the supplier are provided with adequate forecast information to be 
able to respond. Forslund (2007) also add that the condition of the order is critical due 
to which extent the order is inconveniently received and need editing or not. Mattson 
(2002) further more make clear that it’s all about transfer information into data process-
ing systems.  

2.4.4 Measurements  

Most people will agree with the following statement: “if you don’t measure it, it will not 
improve. But why is it important in the OFP? Melan (1989) mean that measurement is a 
key principle to managing processes. An important ongoing part of the order fulfilment 
process is to measure the process and communicate the results throughout the firm and 
to key members of the supply chain (Croxton, 2003). The reason for this is that the or-
der fulfilment process has such direct impact on the customer and therefore it is impor-
tant to keep track of the timeliness of the process (Forslund, 2007). The differences be-
tween value- adding time and non value-adding time is crucial to an understanding of 
how logistics processes can be improved (Christopher, 1998).  

According to Schneiderman (part 1, 1996) the single most important improvement a 
company can make is to increase customer satisfaction by fix its order fulfilment proc-
ess, but its important to know what and how to measure the OFP. Schneiderman, (part 
1, 1996) make a distinction between metrics which can be categorized as results metrics 
and process metrics. Further more Schneiderman (part 1, 1996) means that Result met-
rics: is what customers see, and measures, while process metrics: are the drivers of im-
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provement and are related to the efficiency of the process. More over he categorize re-
sult measures as what customer wants; low cost, and timely availability and therefore 
suppliers often focus on Short cycle time, inventory management, scrap reduction, train-
ing etc. However Schneiderman (part 2, 1996), Akao & Hoshin (1991) underline that it’s 
more important to focus on process metrics (see examples below) than result metrics 
for driving improvements in the OFP:  

• Measure the percentage of companies’ associates who are on improvement teams  

• The hours of training per year per employee and the quality of the training 

• Percentage of milestones missed or rescheduled 

• Error based engineering change orders, 

• Forecasting and planning process  

• Checklist not completed  

2.5 Summary and the OFP model 
To understand and give the OFP a framework, theory from supply chain management 
has been applied mainly by Lambert et al. (1998) and Christopher (2005). To be able to 
analyze the factors in the OFP a first step was to define the conception of the OFP 
which was done in accordance with Aronsson (2004) and Kritchanchai et al. (1999). 
Moreover Mattson (2002) and Croxton (2003) were used, to get a description of how 
the OFP can be structured and what the general activities the process contains of. Chal-
lenges in the OFP are defined by i.e. Ye, et al. 2006, functional silos inside/between the 
organization is retrieved from Armistead and Machlin (1997). However to overcome the 
challenges and to make the OFP function well, different factors need to be considered.  

To define factors that promotes a well functional OFP several authorities have been 
taken into account. Mattson (2004) define the prerequisites’ for improving the OFP by 
simplifies processes; introduce automatic information systems, retransformation of re-
sponsibilities and collaboration. While Lin and Shaw (1998) suggest that efforts in the 
OFP should be spend on problems involving, building a critical information infrastruc-
ture beyond adjacent business entities and managing critical capacities across the supply 
chain. To get a better understanding for coordination and cooperation Hammer (2003) 
and Armistead and Machlin (1997) were the source. When it comes to understand the 
importance of performance measurements Melan (1989) and Schneiderman (1996) were 
applied. Employed theory of OCT was derived from the ideas from Harrison et al., 
(2002).  

From the previous theoretical discussion a model have been constructed to promote 
analysis and give a structure of the empirical findings. With an introduction of how the 
OFP are defined, the process will be analyzed by the four factors simple processes, co-
operaton and c-ordination, information structure and measurements. The factors have 
been chosen due the assumption that they play an important role to increase the effi-
ciency in the OFP from a theoretical perspective. The factors are designed so general 
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questions are allowed to embrace a holistic perspective, to make it easy and understand-
able for people that not are experts in the OFP. 

 

Figure 2.5. The OFP model (Source: constructed by the author, 2008) 

To be able to analyse the OFP for the Role 2 the factors simple processes will help indi-
cate if the process is structured in a way that start point and end point is defined and if 
the process is well through threw. The factors co-ordination will indicate if the man-
agement and the way decision making is conducted are in line with the stated demands 
for a well functional OFP. Further more co-operations can help indicate levels of col-
laboration among the different entities. The aim of using the factor Information infra 
structure is to indicate if there exist any types of bottle necks when it comes to transpar-
ency and information flow. The last factor measurements are motivated to the extent 
that measurements are essential as a starting point to driving improvements in the OFP.  
With help from the OFP-model some conclusions can be made how to increase the ef-
ficiency in the OFP to fit the new demands of develops new military capabilities in a 
near future. 
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3 Method  

According to Arbnor and Bjerke (1994), there are two main perspectives in theory of 
science, positivistic and hermeneutic perspective, which are two extremes in theory of 
science. However to follow on perspective 100 % is not likely, most common is to 
combine these two. The later perspective is more in the search for overall understand-
ing, insight and interpretation than determine a single truth. Communication is impor-
tant since it the way for the researchers to understand its objects.  

The purpose of this thesis is to analyze factors in the order fulfilment process for the 
Role 2 medical equipment, how to suit the demand for developing military capabilities, 
such as NBG, in a near future. The contributing factors and the deeper understanding 
of the supply chain and order fulfilment process might not be measurable in the way 
that one can obtain only one answer of truth. And that leads us into uncertainty because 
the outcomes the empirical findings depend on the respondent’s inner thoughts, experi-
ence, education and the culture in the company. With the two perspectives (positivism 
and hermeneutic) in mind I find my approach to the research will be of a more interpre-
tative than determinable, since it is difficult to measure the result in use of logic. That 
bring me closer to the hermeneutic approach.   

3.1 Induction vs. Deduction 
There are two approaches of research namely the deductive and the inductive ap-
proaches as distinguished by Esaiasson, Gilliam, Oscarsson and Wängnerud, (2002). 
Esaiasson made the distinction in the social research context. Deduction is the process 
which begins with theory and proceeds through hypothesis, information collection and 
testing of hypothesis to deduce explanation of the behavior of particular phenomena. It 
is the technique for applying theories. On the other hand, induction is the process 
whereby the exploitation and analysis of related observations leads to the construction 
of a theory that systematically links such observations in a meaningful way. It is a tech-
nique for generating theories. 
 
This study is considered as having a inductive approach. The departure for this study 
was built on a pilot study which gave me prior assumptions about critical factors and re-
lationships related to the problem area. The information from the pilot study guided me 
in terms of choosing theory for this study which helped further more to get directions 
for how to proceed. The interviews were conducted before the final theory was settled 
for the study. In its extreme form this is called grounded theory which is theory derived 
from information, systematically gathered and analyzed (Strauss and Corbin, 1990: cited 
in Gauri, 2005). Essential though is that theory is needed in any type of research and the 
quality of qualitative research is highly dependent on the investigators ability to observe 
and theorize.  
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3.2 Case study 

A have chose to conduct a case study as a research strategy. I choose to use a definition 
presented by Yin (1993) who define the case study as a research strategy with the impor-
tant characteristics:   

Investigates a contemporary phenomenon within its real-life context; when the boundaries 
between phenomenon and context are not clearly evident; and in which single and multiple 
sources of evidence are used (Yin, 1993, p 13).  

Remenyi, Williams, Money and Swartz (1998), states that the case study approach is rele-
vant to use in evaluation when the objects of study are very complex, especially when 
one wants to explain, understand or describe big phenomenon such as organisations or 
systems which are not easy to describe whit another methods.  

Detailed work on a company or as in this case governmental authority often refers to 
the case study approach. Furthermore case studies don’t have to be limit on one case it 
can be several cases and a case study can also have different intentions like descriptive 
and/or explorative Holme and Solvang (1997). I find that a case study approach is in 
line with the main purpose of this study. That’s due to the complex circumstances 
which seam to be the situation for the SAF to acquire and deliver equipment in time for 
the NBG. Furthermore, case studies exist as two different types-single and multiple case 
studies. I have used a single case study strategy. I investigated the conduction of the 
OFP of the Role 2 in a real life context using multiple sources of evidence such as inter-
views with management at the SAF, the Defence Military Administration (DMA) and 
the supplier Saab Aerotech. Also studies of internal documents from the SAF and con-
tracts between the DMA and Saab have been conducted. In addition, I had no control 
over the phenomenon it was the OFP of the Role 2, where the structure was defined. 

To answer the purpose of the thesis the following research questions were addressed: 

• How is the order fulfilment process structured for Role 2 within the NBG 
and the selected suppliers? 

• What problems can be identified in the order fulfilment process for Role 2 
within the NBG?  

• What improvements can be made to the order fulfilment process for Role 2 
within the NBG? 

According to Saunders et al., (2003) there are two reasons guiding the decision on which 
case study to use, first, the reason for the choice of subject and secondly, how much ex-
ternal validity is felt to be necessary implying how much the researcher might wish to 
generalize from a particular case study. The single case study can be a way of testing an 
already well formulated theory, investigating and extreme or unique case or observing a 
phenomenon which has previously not been accessible for study or has not even ex-
isted. The multiple case studies involve the investigation of a number of individual situa-
tions and may prove very fruitful because of the ability to compare and contrast find-
ings.  
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One cannot generalize from a case study in the same way that one can from statistical 
analysis (Gauri et al., 2005). The intent of this study is to analyze factors in the order ful-
filment process for the Role 2 medical equipment, how to suit the demand for develop-
ing military capabilities. In doing this theory in logistics and supply chain management 
from the commercial side is applied. Using Role 2 as a case is motivated due to its a case 
that illustrates the acquisition of equipment to the new defence force with increased 
demand of shorter OCT and flexibility when it comes to tailor-made products. It also a 
case that are discussed and criticised among employees within the SAF. 

3.3 Information collection 
Information collection can be done in two different ways as identified by Backman 
(1999). These are the qualitative and quantitative technique. The qualitative technique 
rely on the skills of the researcher as an interviewer or observer in gathering informa-
tion; whereas quantitative technique place reliance upon the research instruments em-
ployed to gather data and analyze/measure it (cited in Kvale et al., 1997). It is frequently 
suggested that qualitative technique provide a “richness” of information that is not pos-
sible with a quantitative technique such as use of questionnaire, but the richness only 
occurs if and only if all the information collected is sensitively interpreted (cited in Nel-
son, 2003).  
 
Interviews have mainly been used to get information from The SAF, The DMA and 
Saab Aerotech which mean that this study can be considered as qualitative approach. 
The qualitative approach is often described as a holistic and multifaceted method 
(Backman, 1999). Also according to Ball (1996), the qualitative analysis method of a sin-
gle unit based rests upon holistic and exhaustive depth, which retains the characteristics 
of realistic events that have meanings (cited in Neuman, 2003).  
 

3.3.1 Interviews 

To collect information by interview is according Saunders, et. al. (2003), the most com-
monly used form of information collection in social science, and the case for interview-
ing rest on two conditions: 
 

• That the researcher is seeking, at the level of “meaning”, “feeling” and “value”, 
insight into how individuals or groups think about their world and how they 
construct the “reality” of the world. 

• If the researcher is uncertain of how the target population actually thinks about 
the topic under examination-if it is not known how they conceptualize the area, 
how sure they are of it, or how much they actually know about it, then the inter-
view serves the purpose of giving explanatory insights. 

 
To collect information a total of 19 interviews were conducted during the period of 
November and December 2007. The interviews involved the SAF HQ, The Defence 
Logistic Organization (DLO). The Centre for Defence Medicine, the Defence Material 
Agency (DMA) and Saab Aerotech. Of these interviews eleven were made with employ-
ees from the SAF HQ, Three interviews with employees from The Defence Logistic 
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Organization. Moreover three interviews were conducted at the Defence Material 
Agency. Furthermore two interviews were made with the Centre for Defence Medicine 
and one with Saab Aerotech. Their positions were Program managers, project leaders 
responsible for planning and conducting the OFP of Role 2, moreover some were re-
lated to the process of designing the (TTEM) blueprint of the Role 2. Managers related 
to the overall acquisition process for the NBG were also interviewed due to their in-
volvement in the OFP.  
 
To conduct a interview Kvale (1997), identified four types of interviews as follows: In-
formal conversational interview where questions emerge from the immediate context and are 
asked in the natural course of things; interview guide approach where topics and issues to be 
covered are specified in advance in outline form; standardized open-ended interview where 
the exact wording and sequence of questions are determined in advance-all interviewees 
are asked the same questions in the same order; closed quantitative interviews where ques-
tions and response categories are determined in advance in a fixed form, and respon-
dents choose among these fixed responses. Variations to these interviews include tele-
phone, group and elite interviews. By use of interviews, one can obtain first hand in-
formation since they involve direct contacts with the respondents. They provide in-
depth understanding and detailed knowledge Kvale (1997), and facilitate cooperation 
from research subject, and access for immediate follow-up data collection for clarifica-
tion and omissions (Kvale, 1997). I will also make use of many “how” and “why” ques-
tions.  
 
The choice of respondents interviewed has much to do with the quality of information 
that will be collected. According to May (2002), selected respondents should be those 
who are able to provide rich information to the research. I have used the interview 
guide approach of interviewing since we prepared questions based on our problem 
statement. The informal conversational interview was also implemented, due to the de-
gree of follow up questions on interesting and relevant answers for answering the over-
all purpose of this thesis.  
 

Telephone interviews 

During the investigation four telephone interviews were conducted. According to Lun-
dahl and Skärvad (1999), a telephone interview is commonly used for information gath-
ering and is considered to be one of the fastest interview forms. Besides being a fast 
method for interviews, it also has other positive sides such as; a high answer rate, low 
interview costs and the interviewer can ask follow- up-questions. However, a telephone 
interview also has some down sides as mentioned by Kvale (1997). The types of ques-
tions need to be simple, unable to view pictures and scales and is not a proper interview 
form to ask sensitive questions. Besides the advantages and down sides with a telephone 
interview, there are some other important factors to think on before conducting such an 
interview. To use a speakerphone is a good option to be able to record the interview 
along with taking notes.  
 
 
 

Choice of respondents 



 

 

 20 

As mentioned earlier, the choice of respondents can decide the quality of the interviews; 
therefore the first interview was conducted with the project leader for the overall sup-
plies for the NBG. S/He also gave names to other relevant people, such as the program 
managers at the SAF HQ and the project leaders at the DMA. The choice was made due 
to the value of information which was considered to be derived from experts or people 
with direct interests in the OFP. Ghauri, et al., (2007) state that it is important to choose 
the right respondent for the right questions managers usually hold information of high 
quality within their field and organization regarding their practice and occurrences. Fur-
thermore, new names were provided by the respondents involved in the OFP during the 
interview series which helped me step by step track down the different actors necessary 
to get relevant information. A problem though was that the responsible top managers 
were not available for interviews, which may affect the study in the way that important 
information is lacking.  
 

3.3.2 Secondary information 

Viewing information which has been documented before, with the purpose not to col-
lect the information data for the specific study, is called viewing secondary data. An ex-
ample of viewing secondary data could for example be taking a look at a company’s 
business documents like invoices and organizational charts (Ghauri, et,. al. 2007). Thus, 
when making use of secondary data the researcher should be critical to the information 
viewed due to that the data, which were collected, could have been compiled non-
objectively. By making use of secondary data, the researcher can gain new information 
for the study (Ghauri, et,. al. 2007). The secondary data which have been used were in-
ternal documents in form of description of areas of responsible for the different actors 
involved in the OFP in the SAF and contracts between the DMA and Saab. However all 
documents from the SAF were not up do date according the respondents which made 
the investigation hard in the way that much of the information had to be derived from 
interviews. 
   

3.4 Analysis of information 
Information analysis is the process of bringing order, structure and meaning to the mass 
of collected information (Marshall, 1995; cited in Gahuri, 2005). A key characteristic of 
analysis is the dividing up or braking down some complex whole into its constituent 
part and compare information with theoretical aspects. No single, agreed-upon ap-
proach to qualitative information exists (Gahuri, 2005).  

However, (Miles and Huberman, 1994, cited in Gahuri, 2005) a distinction can be made 
between whether the research departs from existing theory (deductive), or whether the 
analysis mainly depart from the observations/data (inductive). To make the interpreta-
tion more reliable its good if two or more independent persons can do the interpretation 
of categorization that should be used (Nyberg, 2000). Moreover in this phase the re-
searcher generates categories and identifies themes and patterns, in doing this the re-
searcher should be extremely careful and critical because alternative explanations are in 
most cases possible (Gahuri, 2005). To find suitable categories and a structure for ana-
lyzing the information the OFP-model were developed.  
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3.4.1 The OFP-model 

To be able to analyze factors that make a OFP function well the OFP-model were de-
veloped. To analyse the process four factors were derived from the theoretical frame-
work. The motive why these four factors (simple processes, co-operation and co-
ordination, information infrastructure and measurements) were elected is that they are 
frequent mentioned as important in literature such as Journals and books related to the 
studied phenomenon. These four factors are emphasised by the different authors in the 
literature and can therefore be considered as representative selection of factors that have 
a great influence on the performance of the order fulfillmet process.  

The aim of the first factor simple processes will indicate if the process is structured in a 
way that start point and end point is defined and if the process is well through threw. 
The factors co-ordination will indicate if mandate and areas for responsible is well de-
fined and that decision making is conducted in line with the stated demands for a well 
functional OFP. Further more co-operations can help indicate levels of integration and 
the frequency of consultation and level of trust among the different entities. The aim of 
using the factor information infrastructure is to indicate type of method used for infor-
mation sharing and if there exist any types of bottle necks when it comes to transpar-
ency and information flow. The last factor measurements are motivated to the extent 
that it indicate cycle time, costs and training of associates in the OFP. Moreover meas-
urements are essential as a starting point for driving improvements in the OFP. 

3.5 Quality of the study 
Validity and reliability are two components to ensure the quality of the study. Validity 
and reliability involves paying attention to how information has been collected, analyzed 
and how the collected information has been interpreted (Ghauri, 2005).  
 

3.5.1 Validity 

According to Ghauri (2005), there are two types of validity: internal and external. Re-
garding the internal validity, the question here is whether the researcher studies what he 
or she believes are being studied. Furthermore, internal validity measures how well the 
theory matches the empirical information. The external validity, on the other hand, mea-
sures the extent to which results from the measurements are coherent with the 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, 2005).  
 
To ensure the external validity, interviews and the questions were formulated in a short 
and simple way, relatively few questions were asked during the interview, see appendix 
two. The interview notes were also sent back to the respondent to give them opportuni-
ties to do correction and to add additional information. A weakness in the internal valid-
ity is that some of the respondents were not directly connected to the Role 2 OFP. Sev-
eral of the respondents were more generalists involved in the overall OFP to the NBG 
which might have caused more general answer not only specified to accont the Role 2 
but also to embraced a wider perspective. The external validity was also hard to ensure 
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since the findings have to be tested several times on other cases it not enough with one 
case in the SAF. Moreover its hard to make sure that generalizations can be made from 
the results from this thesis since the case with the Role 2 is unique. To better certify the 
external validity several investigations need to be conducted. 
 
The internal validity can be considered as acceptable. The motive for this is that apply-
ing a business theory on a governmental organisation which has political and budget re-
striction are not strictly fare due to the different conditions that exists. However several 
of the factors in the analytical model show that there is coherence between the theoreti-
cal and empirical part which support the idea of using commercial theory in this study.  
 

3.5.2 Reliability 

Reliability measures the extent to which drawn results can be repeated if the research is 
done again (Ghauri, et. al. 2007).  According to Merriam, (1994), the reliability in a re-
search 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. Its all about 
trying to lower the risk of chance interfering with the actual measurement (Ghauri, et,. 
al. 2007). To construct the reliability all respondent received a power point presentation 
two days in advanced with the purpose and the questionnaire in appendix 2. The inter-
views were recorded electronically so that everything which was said through out the in-
terviews was correctly noted. The intention were that the notes should be distributed to 
all the respondents, hence that has not been executed in a full extent. The reason for the 
shortcoming can be explained by the fact that time run out and therefore notes were 
only sent out to the respondent who were related to the Role 2 OFP. The overall reli-
ability are also hard to secure due to the qualitative approach were questions and an-
swers always can be interpreted in different ways depending on the level of experience 
of the activities in the OFP.    
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4 Presentation of SAF and NBG 

4.1 Organisation 
To give an insight how SAF work its essential to understand the processes and the 
structure of the organization. The SAF headquarters are structured in several director-
ates first the general supreme commanders staff who gives out the long term guidelines 
for creating military capabilities. When it comes to procurement and assemble of the 
military capabilities the Training/Procurement directorate are responsible. The second 
directorate is the Operational directorate, which are responsible for the design of  blue-
prints (called UTTEM) of military capabilities such as The Nordic Battle Group and the 
Role 2 medical capability. Moreover they also plan and conduct all the ongoing military 
operations ordered by the Swedish government. To create a military capability such as 
the NBG, its important that the overall management and collaboration between differ-
ent actors involved such as the directorate at the headquarters, the military unit who as-
semble the product and the Defence Logistics Organisation, Defence Material Admini-
stration and their suppliers such as Saab Aerotech work smoothly. 

 

 

 
Figure 4.1. Organisation outline of the SAF HQ (source: The SAF, 2007) 

4.2 Capability producer and capability user  
To simplify the overall business idea and the core of SAF one can say that there exist 
two processes. One process that focus on create military capabilities and another proc-
ess which aiming at using and serve the capabilities wich means to  distribute and sup-
port the units were ever the Swedish forces conducts operations. The overall recourses 
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for producing and using the capabilities are derived from the same organisation. The 
role-play within the organisation can therefore be considered as vague, compared with 
the commercial side were the customer and supplier is more distinct.  

4.3 The process to create military capabilities 
 

 

Figure 4.3. Five steps to create military capabillities (Source: constructed by the author, 2007) 

 

1. Product design (TTEM)  

The first activity is to make the blueprint (TTEM) which describes the demand of the 
product, what it should be able to do, often this is stated in terms of different types of 
capabilities such as the NBG shall be able to move from point a to point b,  within x 
days etc. Moreover the design covers needs for equipment, personnel and estimated 
costs. To confirm that The NBG going to be a product in the SAF product portfolio, 
the blueprint is registered in the information system called IOR. The information in 
IOR is transformed and announce to the supply system called LIFT.  
 

2. Procurement  

The second step is to procure. The need for assets and equipment is checked with 
equipment in stock in the SAF inventory and to order the equipment and supplies, dif-
ferent options are possible. In general it can be done in three ways. If SAF have the as-
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set, the Defence Logistic Organization will direct and transport the equipment to the 
customer who orders it. But often the case is that for a new product like the NBG, since 
there is a need for acquire new equipment.  

 

3. System integration 

This phase aiming at training people together with the equipment to develop and create 
the capability stated in the blueprint (TOEM).  The challenge is to integrate new and old 
assets to a robust system. When the system integration is done the next activity is as-
semble 
 
4. Assembly 

This phase consist of training and testing of both material-systems and people, this is 
carried out by education and training. Several exercises are conducted to make the NBG 
reach the stated demand of capabilities in accordance with the blueprint (TTEM).  
 
5. Storage 

The final phase with in the capability process is then to place the product in readiness, a 
form of storage and inventory for military capabilities, ready to be delivered to conduct 
operations according to the guidelines from The Swedish Government.  
 

4.4 Role 2 medical capability within The NBG 
The medic capability Role 2 within The NBG are considered as “state of the art” prod-
uct its the latest and most modern capability in the SAF during the 21st century. (Trän-
gregementet, 2007). It consist a five different parts. A surgeon section, a dental care sec-
tion, a intensive care section, a trauma unit and a multifunctional unit.  

 

Figure 4.4. Illustration of Role 2 (Source: Saab Aerotech, 2007) 
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The aim of the Role 2 surgeon capabilities is to give medical support for Swedish mili-
tary units or other nation’s military units during international operations.  

The unit consist of a command and control section, a medical unit and a support unit. 
Totally the unit consist of 27 persons which 50% are employed soldiers. The main task 
for the Role 2 is to support the NBG operations with life and extremity surgeon. The 
capacity is estimated to 4 -6 surgeon per 24 hours with following intensive care (Saab 
Aerotech, 2007) For more detailed information see appendix 3.  
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5 Empirical findings  

The aim of this chapter is to present the empirical findings to answer the stated purpose 
in this thesis. The result in this chapter can be viewed as an objective concentrate of a 
comprehensive research. The empirical results are derived from the progression of the 
in-depth interviews and it’s a summary of the respondent most important thoughts, 
opinions and message. To give an image of the order-fulfillment process, the structure 
with actors and activities has been mapped. Moreover experienced problem areas and 
suggested improvements of the process have been examined from an actor view. 

5.1 Structure 
On the question if the respondents know were the OFP are described, respondents said 
that the process are documented somewhere but they are not strictly followed since they 
are not adapted to the new demand of a faster pace caused by the development of the 
NBG. One respondent said  

“You can surely get some ides of the process but it’s not up to date, it is better to talk to 
people who are involved in the process” (Lenni, personal communication, 2007-11-12).  

Several people who are involved in the process, at the headquarters could describe the 
process to a certain extent; however nobody seam to be sure of the structure from a ho-
listic view. Examples on answers I defined were statements like the following  

“I now the areas that I am connected to but I cant exactly tell how the process looks like 
when it leaves the headquarter i.e. to the DMA, then you have to talk to the people in-
volved”  (Adrian, personal communication, 2007-11-01).   

5.1.1 Key actors 

The key actors in the order fulfillment process are defined as The SAF headquarters, the 
Defence Material Administration, the Centre for Defence Medicine and Saab Aerotech. 
Hence at the SAF headquarters there exist several directorate and employees whose play 
a pivotal role in the order fulfillment-process. The key players are the Supreme commander’s 
staffs who receive the directives from the Department of Defence (DoD) and are the 
overall responsible to conduct guidelines and necessary inputs to start the design 
(UTTEM) of military capability. The Operations directorate (OD): conduct the design (in 
terms of define the needed capabilities) together with represent ants the centre for de-
fence medicine. The training & Procurement Directorate (T&P D): are responsible for ac-
quire the equipment and assets from the Defence Material Department to live up to the 
demanded capabilities stated from the Operations directorate.  

The program manager for medical equipment (MSA): is the key player that has the responsible 
for preparing the quotation from the SAF to Defence Material Department and to push 
the approval for acquisition threw the HQ. This means to consult other actors (about 8-
10 different program manager) at the headquarters and at military units and centres. The 
primer aim of this process is to ensure that the medic capability is compatible with other 



 

 

 28 

equipment in the NBG and also follow Swedish laws. Also approval from the military 
intelligence is needed and that there exist a budget for acquire the equipment. Surgeon 
General (SG): is important actor who is involved in the process since s/he has been the 
highest representative for medical function and there fore sets the scope at least until re-
cently. The Centre for defence medicine (CDM) is a key actor due to the fact that they have 
much of the competence when it comes to the medical function and knowledge of the 
needed equipment and assets. The Defence Material Administration (DMA): is respon-
sible for transforming the stated demands from capability measures to technical and fi-
nancial measures. They also responsible for purchase equipment for the SAF.  SAAB: is 
the overall supplier of the medical capabilities named Role 2 Light Manoeuvre. Except 
the mentioned key actors above there exist of course several other people who are in-
volved in the process but they will not be mentioned since they don’t play a pivotal role. 

5.1.2 Defined activities 

1. The activities for placing the order 

Viewing the process in a greater depth, the process for placing the order started with the 
preparations of the order which are considered as the (TTEM) blueprint of the Role 2. 
This was made according a decision from the supreme commander’s staff. The blue-
prints were then delivered to the DMA the 22nd of February, 2006 which made it possi-
ble for the DMA to prepare the RFIs and RFQs and start the bidding process with the 
suppliers.  

During this time the communication was made orally between the actors in the SAF and 
the DMA who also got help from hired consultants, specialized in medical equipment. 
They made a market survey to find possible suppliers for medical capability. One RFI 
was sent out which consisted of 73 modules, equivalent for three field hospitals and 
three Role. 

The 14th of June 2006 the project leader at the Defence Material Administration sent out 
a request for quotation3 (RFQ) to the suppliers on the commercial market. And the final 
date for bid were set to the 30th of September. This time the RFQ were modified and 
changed to conclude 74 modules equivalent three field hospitals and three Role 2 and 
above that 360 tents for accommodation.  

Saab was the only supplier that came in with a offer to the Defence Material Admini-
stration within the stipulated time which covered a complete commitment including Ex-
tended Integrated Logistics Service4 (ILS), the total prize was defined to 1154 million 
Swedish crowns. 

The offer was received by the Defence Material Administration and distributed further 
to the program manager at the Training & Procurement Directorate who informed the 

                                                 

3 Request For Quotation; is a specified inquiry for conducting acquisitions. 

4 Integrated Logistics Service (ILS) is a service commitment which means that SAAB will store and maintain 
the product and deliver the product for SAF, se a full explanation in appendix 3.  
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top-management in October 2006 about the condition such as prize and that Saab was 
the supplier who sent in an offer on the RFQ.  
 
The price was too high for the SAF and therefore The Defence Material Agency an-
nounces that they renounce the offer from Saab.  
 
Related to the renounce of the offer, a meeting was set up the 15th of November 2006 
with represent ants from the DMA, were Saab were asked to deliver a budget quotation 
for the medical equipment (One Role 2, and one dental care unit including Extended 
ILS for four years)  
 
Saab delivered the budget quotation the 22nd of November to the DMA and the price 
was now defined to 121 million Swedish crowns, which also included four years of 
Exteded-ILS commitment.  
 
The 28th of November 2006 One week after Saab came in with its offer a meeting was 
set up at the Headquarters. Represent ants for the Centre for Defence Medicine were 
called to the Chief for the Training & Procurement Directorate to conduct a briefing 
aiming at give recommendations for the acquisition. During the meeting the Top-
management was recommended to purchase the Role 2 from Saab. The meeting re-
sulted in that the Top-management at the Training & Procurement Directorate decides 
to prepare an order to the DMA. This results in the DMA form a new RFQ and sends it 
to Saab. 
 
SAAB receives the New RFQ from The Defence Military Administration including one 
Role 2, and one unit for dental care and E-ILS for 4 years, the 4th of January 2007.  

This lead to a new meeting is set up by the parties during the 15th to the 19th of January 
2007. The subject is to discuss and specify the demands for the Role 2 medic equip-
ment.  

The 13th of February 2007 the Defence Administration receives the new offer from 
Saab.  

The 19th of February, a new meeting are set up to negotiate the conditions between the 
Defence Military Administration and Saab. An agreement is settled on one Role 2 in-
cluding dental care unit and one year Extended Integrated Logistics Support. The DMA 
informed the SAF about the new conditions and the SAF decide to place a written order 
to the DMA the 22nd of February. The DMA conduct the final changes in the contract 
and hand it over the 23rd of February to Saab. 

2. The activities for receive the order  

Order received: The program manager from the DMA handed over the order directly to 
the project leader at Saab. Two days later the 25th of February the order is registered at 
the Saab document system and in the financial system for incoming orders. All the in-
formation is written and handled in paper documents.  
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3. The activities for processing the order  

Process order: Saab has already conducted a lot of the activities for processing the order 
due to the preparation of the order placement. Between the 28th of February and the 9th 
of May Saab contacts sub-suppliers. Since medical equipment is a brand new business 
area for Saab, they needed to get in contact with different sub suppliers (about 40 in 
number). Saab dispatches all the orders for purchasing of the different items (250 in to-
tal) and that took about 50 days.  

 

4. The activities for completing the order  

Complete the order: Saab receives the different items from the sub suppliers and start to as-
semble and work with system integration. They receive the main part of the items and 
finish the main part of the Integrated Logistic Solution (ILS). This also includes all the 
needs to start up the test period together with the NBG in the beginning of August. A 
lot of activities were not yet completed, such a part of the system integration, verifica-
tion of the system, documentation and packing. However all the items needed for test-
ing the Role 2 was on place. 

 

5. The activities for testing  

Testing the product:  Delivery of the product to the SAF or the lending of the Role 2 for an 
extensive test of the system took place the 13th of August until the 14th of October 2007. 
The Role 2 was also transported to Skövde for one week for further tests and checks. 
During this time The Role 2 were used by the SAF for education and verification to in-
crease the knowledge of the product. On the other hand several activities had to be 
worked on i.e. solutions for packing, documentation, maintenance preparations, educa-
tion of personnel and environmental issues related to the product, etc, etc. to be able to 
deliver the complete package of the Role 2. 

 

6. The activities for final delivery  

Final delivery: The final deliver of the product have not been done, in the meaning that 
Saab still has the Role 2 physically, according to the Extended Integrated Logistic Ser-
vice (EILS)5 since Saab are contracted to store it until the SAF want to have it delivered 
to a certain place. However delivery notice from Saab is sent to the Defence Material 
Administration and the date for delivery is set to the 30th of November. The final deliv-
ery of the Role 2 was planned to the 14th of December 2007. Hence the Defence Mate-
rial Administration rejects the delivery notice with reference to disagreement regarding 
fulfilment of some specifications in the contract. Saab is requested to correct the con-
figuration and new delivery is postponed and planned to Q1 2008.  

                                                 

5 For more detailed information of EILS se appendix 3. 
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5.1.3 Order cycle time 

The measures of the order cycle time are not exactly defined due to a lot of the activities 
are conducted in parallel. However the activities for placing an order are defined to ap-
proximately 365 days depending on how much of the preparations that are included.   
The activities for receiving the order take two days which includes registering all the 
documents at Saab information system. The activities for processing the order are 
measured to 70 days which includes acquiring the items for Role 2. The activities for 
completing the order to the extent that testing was possible measured 90 days. The ac-
tivities for shipping were not actual du to the EILS however the lending for testing 
measuring roughly 70 days. The activities for final delivery was planned to the 14th of 
December that could not be executed due to the rejection from the DMA. This means 
that the time for delivery is unknown, but measure 112 days until the 4th of February. 
The total time spent in the order fulfillment process can’t be specified. Hence the time 
measured from the 28th of February 2006 until the printing of this thesis the 4th of Feb-
ruary 2008, the total elapsed time for the order fulfilment process are defined to some-
thing like 659 days so far.  

 

 

Figure 5.1. Defined order cycle time (Source: constructed by the author, 2008) 

5.2 Defined problem areas 
The aim of the question is to identify problems experienced by the actors involved in 
the order fulfillment process for the Role 2, and in some extent try to find out the un-
derlying reasons.  Where there any problems in the order fulfillment process? The an-
swers from the interviews points in the same direction! One respondent exclaimed with 
a smiling face:  
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“…There is no lack of problems when it comes to the order fulfillment process and sup-
plying of the NBG, The problem begin in the process of designing the military capabil-
ity...” (Adrian, personal communication, 2007-11-01). 

All of the interviewed respondent strongly agree that there exists a lot of problems in 
the order fulfillment process for the Role 2, the majority adds that its not only for the 
Role 2, its counts for more or less all units in the SAF, but with the NBG the problems 
are more intensified then before and a mayor problem is that the blueprint (TTEM) 
have been changed continuously over time. One of the respondents state: 

“… to much time have been spent just to desig the blueprint of the Role 2, its clear that 
the SAF don’t know what they wanted at first and that have caused a lot of pain later in 
the process…” (Max , personal communication, 2007-12-06). 

One of the interviewed mentioned that many of the problems related to the delay of 
equipment were connected to the design phase, the blueprints (TTEM) were never set-
tled, instead changes continue to long time, so no one could specify a order properly. 
On the other hand some state that there were not big changes rather a iteration to in-
crease the quality in the blueprint. (Jonny, personal communication, 2007-11-28). More 
over there is not clear, who in the SAF HQ that is responsible for the design process of 
military capability. One respondent stated:  
 

“…no one lead the overall process for the design phase, there exist a lack of coordination 
between the directorate of the Training & Procurement and Operations and the Supreme 
Commanders Staff. It seam like nobody want to take the responsible for balancing be-
tween what is possible and what we can afford in term of the actual budget…” (Fredric, 
personal communication, 2007-11-20). 

 
Some of the respondents mentioned that a great problem is that people who order 
equipment want the latest “state of art” assets; the problem is that SAF don’t have that 
type of budget. (Eric, personal communication, 2007-11-06). 
 

Lack of knowledge  

Lack of knowledge is a problem area; knowledge needed to acquire new medical equip-
ment is missing. Moreover experience from driving matters in the SAF HQ is not the 
best either.  (Orvar, personal communication, 2007-11-28). One of the respondents ex-
plains; 

“…The people (program managers and project leaders) that are responsible for a material 
system are not properly educated for the job. The job demand that the program managers 
at the HQ have a deep understanding of how the order-process works and several don’t 
know that very well. Moreover they need to have the ability to operate and drive the mat-
ter in line with the procedures at the headquarters which is an art in itself…” (Adrian, 
personal communication, 2007-11-01). 
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Another important factor that affects the order fulfilment process is that supreme 
commander staffs don’t give proper guidelines (operative conditions) for designing mili-
tary capabilities, which makes it difficult to specify the demands of the product (Adrian, 
personal communication, 2007-11-01). 
 

Information flow 

The information flow is a huge problem, some of the respondents say: 
 

“…it has to do with the state of disorder in the information support system in the SAF 
(named IOR and LIFT) which show defective information about what we have in inven-
tory and not have and that consume time in the order fulfillment process…” (Tommy, 
personal communication, 2007-11-16).  

 
Another pain area is that internal communication is distributed orally or on papers 
document. Moreover the information flow to the sub contractor could have been con-
ducted in a faster pace (Max, personal communication, 2007-12-06). 
 

Strong “bottom up” management  

Two respondent emphasize that the military capabilities are build from a bottom up per-
spective and that also create a problem in the way that it’s difficult to coordinate and se-
cure quality in the system integration with other products in the NBG. One respondent 
state; 
 

 “… today we have a lawless situation and no proper guidelines for the people who order 
equipment, there is need for clear rules and directives from a top down perspective …”  
(Matteus, personal communication, 2007-11-22). 

 

Formulation of demands   

Moreover one respondent mean that a problem today is that few of the actors involved 
are used to express demands in term of capability and then translate the demands into 
technical terms, to be able to purchase a product on the market (Max, personal commu-
nication, 2007-12-06).  
 

Budget forecasts 

Another time consuming area have been the incorrect estimates of costs when it comes 
to the Role 2. One year was lost in order fulfillment-process due to the miss judgements 
of the costs. (Noa, personal communication, 2007-12-01).  One respondent stated that 
 

 “…The mistake we did was that we thought that the SAF had enough of money to ac-
quire the medical equipment according to the demand they stated, but the budget were not 
enough and there for we had to break the acquisition (Clarc, personal communication, 
2007-11-21). 
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The same respondent states that it’s very difficult to estimate costs when it comes to a 
concept like the Role 2, since nobody had much experience of the product. Further-
more when the SAF asks for a price on a product, the DMA often give only the price 
for the product in itself, instead of deliver the total price including all the documenta-
tion, the cost for the DMA services for conducting the acquisition an so on (Noa, per-
sonal communication, 2007-11-21).  
 

 Formulation of Request Fore Quotation (RFQ/RFI) 

To formulate the Requests for Information was a problem since the SAF didn’t know 
what they wanted so it was not possible to specify exactly what we wanted (Noa, per-
sonal communication, 2007-11-21). Furhermore the offers that were received from the 
RFI were therefore not possible to compare with each other, this might also have af-
fected the fact that few offers were delivered from the suppliers to the DMA (Noa, per-
sonal communication, 2007-11-21). On the other hand one opinion is that the DMA 
normally act as system integrator but in this case they didn’t do that and that might have 
affected the result in a way that few suppliers were interested to bid and give offers to 
the DMA on the behalf of the Role 2 (Jonny, personal communication, 2007-11-28). 
 

Nobody says no 
A problem is also the phenomena that people in the SAF have very high demand and 
expectations of the products they want to purchase, only the latest “state of the art” is 
good enough and nobody thinks about the price (Albert, personal communication, 
2007-11-21). Managers responsible for coordinating and balance the need of equipment 
with the existing budget seam to do that to late, nobody seam to say no to the high de-
mands in the SAF HQ, even if they now that the budget is very limited (Stephan, per-
sonal communication, 2007-11-16). One respondent says that: 
 

“…If you try to be firm and say no to someone’s demand, related to that we cant afford 
ordering that specific state of art product, the career officer is fostered and educated to go 
around the problem, the one who want to order specific equipment will instead try to find 
someone else that supports the idea and get the order signed, people are nagging their throw 
the organisation to get what they wants, it’s a tug of war and nobody what to be the bad 
guy saying no…” (Adrian, personal communication, 2007-11-01). 

 

5.2.1 Underlying reasons for the problems 

 

Security regulations 

During the interview series some underlying reason to the problem in the OFP were de-
fined. The problem within the information flow is the strict security that different mat-
ters are surrounded with (Rupert, personal communication, 2007-11-16). One reason 
according a respondent:  
 
 



 

 

 35 

“…Today the existing culture in the SAF is that many are afraid that information 
should end up in the wrong hands and therefore a lot of information is kept in security 
boxes or in stand alone info systems which affects info sharing negatively”…(Tommy, per-
sonal communication, 2007-11-16). 

 

Knowledge management   

Another underlying reason is that previous experience are not used and implemented in 
the ongoing work in a properly way, such as notes, or handover between two employees 
(Charlie, personal communication, 2007-11-12). 
 

Many Actors 

A frequent mentioned factor that came from the respondents were the common under-
standing of that it’s to many actors involved in the process for approval which have dif-
ferent ideas of what important (Fredric, personal communication, 2007-11-20). The 
many actors with different ideas call for many dialogs and that consumes a lot of time 
(Martin, personal communication, 2007-11-12). Today the program managers need ap-
proval from 8 to 10 peoples in the organization before the top-management can give 
green light for placing an order to the Defense Material administration (David, personal 
communication, 2007-12-05). 
 

Lost of competence  

One respondents refers to the strategic time out as SAF did some years ago, as a reason 
for losing a lot of good administrators connected to the design and order fulfilment 
process (Benny, personal communication, 2007-11-23). Moreover a reason for lack of 
competence relates to the fact that there is frequent changes of the organisation and that 
combined with a high turn over of personnel have a negative effect of competence in 
the order fulfillment process (Benny, personal communication, 2007-11-23). Another 
reason is also the culture in the SAF, which reflects that details its nothing for a high 
ranking officer to bother about, managers should instead engage in a wider perspective 
(Samuel, personal communication, 2007-11-19). One respondent says;  
 

“…Today we have a situation that I have been her for hardly 6 months and I am is con-
sidered as the specialist at the SAF when it come to my product area, I cant even the rules 
related to the product…” (David, personal communication, 2007-12-05). 

Processes understanding  

Another problem area is that the degree of maturity is low when it comes to process 
understanding. This goes for both top managers and program managers in the SAF HQ. 
The problem with this is that it’s make it difficult to discover a gap in the process until 
it’s to late (Benny, personal communication, 2007-11-23). One respondent says;   
 

“…several times I have meet people on top positions that don’t understand the benefit 
with process mapping…” (Rupert, personal communication, 2007-11-16).  
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Time optimism 

Also the capability to estimate time in the order fulfilment process is a pain area. When 
it comes to estimate time there exist to much optimism (Charlie, personal communica-
tion, 2007-11-12). One respondents says;  
 

“…officers are fostered to become time optimist with our military schools, there is seldom 
realistic time schedules in tactical and operational estimates, time estimates are in general 
based on a wild guesses…” (Martin, personal communication, 2007-11-12). 

The problem with estimating the actual time for different activities in the order fulfill-
ment process is connected to the lack of experience since the people involved doing this 
for the first time (Tommy, personal communication, 2007-11-16). 
 

Changing guidelines 

A serious problem has been the many changes in the guidelines from the SAF HQ, 
from the start the idea was to purchase a medical capability together with another coun-
try, that was changed six month later and new guidelines stated that there was a need for 
a full medical system with capability to store assets and have transport system with am-
bulances and helicopter (David, personal communication, 2007-12-05). The guidelines 
seam to change when a new program manager arrives at the HQ and all the changes 
made it difficult to know exactly how to form the RFI and the RFQ (Noa, personal 
communication, 2007-12-01). One respondent state; 

“… when a new program manager arrives he has new ideas and guidelines to us which is 
a problem since we often already have made agreement according to the previous program 
manager guidelines …” (Clarc, personal communication, 2007-11-21). 

5.3 Suggested improvements 
On the question about what factors that can improve the order fulfilment process, re-
spondents gave several different opinions.   
 
To gathering the information about the order fulfilment process and how its relates to 
the the other processes, in one single document is essential, (Adrian, personal commu-
nication, 2007-11-01).  One respondet stated that;    
 

“…a first step is to define the order fulfilment process and make it visible for all the ac-
tors involved…” (Lennie, personal communication, 2007-11-12). 

 
Clear mandate 

Stronger top-management is suggested to improve co-ordination, mandates between ac-
tors in the process (Eric, personal communication, 2007-11-16).   One respondent says; 
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“…there is a need to strengthen the centralized framework with regulations, so people in 
the organization don’t invent their own methods…” (Fredric, personal communication, 
2007-11-20).   

On the other hand some respondents say that it is difficult to achieve strong top man-
agement because there is a lack of knowledge of the issues concerning the OFP in the 
HQ today (Benny, personal communication, 2007-11-23). Moreover there exists differ-
ent opinions how to achieve a better holistic view, some of the respondents state that 
the Supreme Commander, General Syrén, needs a powerful logistic command, with 
overall responsibility for the order fulfilment process, including the means to balance 
recourses with current and future objectives, in line with the way the British Armed 
Forces perform (Eric, personal communication, 2007-11-16). Other mean that there is 
no need to change the current organization, there already is a logistic command, in 
terms of the Training & Procurement Directorate, but it would be better if they were re-
sponsible for all planning of the order fulfilment process, including design of the blue-
prints for military capability, which today is a responsibility under the commander of the 
Operational Directorate (Adrian, personal communication, 2007-11-01).  One respon-
dent state; 
 

 “…there  need to be a much clear distinction between the Training & Procurement Di-
rectorate and the Operational Directorate; the Operational Directorate should concentrate 
100% on the core of the military profession, which is to conduct exercises and operations - 
and not dedicate time to designing military capabilities as they do today…” (David, per-
sonal communication, 2007-12-05). 

Security Classification  

A reconsideration of security classifications is another suggestion to improv the order 
fulfilment process. There is a need to change the way information is classified, new se-
curity classifications have to be adopted to permit storage of information in open in-
formation systems, which can be available to all actors involved (Adrian, personal com-
munication, 2007-11-01).  To let the suppliers get access into the information system in 
a early phase would speed up the order fulfilment process, (Max, personal communica-
tion, 2007-12-06). 
 
 
A classic statement during the interview series was:  

“…Do it right the first time…” (Sten, personal communication, 2007-11-21). 

 
On the other hand, one respondent said that doing things right first time is not the way 
military officers are educated, it is rather the opposite; 
 

“…officers learn that it’s better to do something -, rather than doing nothing at all even - 
if it’s wrong…” (Charlie, personal communication, 2007-1112). 
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The underlying logic is that one can always correct mistakes during the operation; how-
ever, in the order fulfilment process, this is not a successful approach, since it clogs up 
the system and will ultimately cost a lot more in the end of the day (Eric, personal com-
munication, 2007-11-16).  
 

Less Actors  

Many respondents mentioned that they believe in stronger coordination of the managers 
who define the (TTEM) blueprints and the managers responsible for the actual pro-
grams (Martin, personal communication, 2007-11-12).  Among the respondents there 
are different ideas about how to achieve this. According to one respondent, all program 
managers for equipment and supplies (approximately 45) should work closely with one 
coordinator, who has the holistic view, rather than the situation today, where there is a 
division according to services/branches and functions (Benny, personal communication, 
2007-11-01). 
 
To avoid double-handling, referral between the Defence Material Administration 
(DMA) and the SAF Headquarters would be appropriate. If the project leader at the 
DMA and the program manager at the SAF could work as part of the same team, this 
would also improve the process (Sten, personal communication, 2007-11-21).  One way 
of increasing cooperation between the actors in the chain could also be to have more 
frequent meetings especially during the design phase (TTEM) of the product (Clarc, 
personal communication, 2007-11-21).   One respondent emphasized that:  
 

“…Someone has to be responsible for the whole process, because people in the SAF 
Headquarters are not the best at communicating horizontally, officers tend rather to com-
municate vertically and, therefore, the order process should preferably be under one hat…” 
(Matteus, personal communication, 2007-11-21). 

Unity of command 

One respondent added that a problem is that there still exists a lot of conflicts of inter-
est between different arms services (army, air force, navy, medical and logistics func-
tions) and nobody is strong enough to coordinate the interests of the services and func-
tions. To avoid this, there is a need for stronger unity of command in the whole force 
(Fredric, personal communication, 2007-11-20). 
 

Integrated Project Teams 

One factor that is a success is the concept of Integrated Project Teams (IPTs). The ex-
perience of actors involved was that this concept speeds up the process, because both 
customer and supplier get a better insight into each others situation (Martin, personal 
communication, 2007-11-12).  Both sides suggested even more frequent follow-up 
meetings in the future (Noa, personal communication, 2007-12-01). On the other hand, 
one respondent claimed that integration could be better if people in SAF, with special-
ised competence in medical capabilities, could have a greater influence on the formula-
tion of requirements in the contract (Jonny, personal communication, 2007-11-28). 
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Supplier Relations 

Another factor that was highlighted were development of the relations with the suppli-
ers in a greater extent to improve the order fulfilment process; 

 “…as a purchaser we state the requirement in the contract and don’t bother too much 
about how the suppliers solve the delivery issues, as long as requirements are in accordance 
with the stated contract…” (Noa, personal communication, 2007-12-01). 

 

Education and Training 

To improve quality in the order fulfilment process and the whole supply chain, it calls 
for education and training for military officers in the area of business management, one 
respondent says that:  

“…today we use one form of general education for all types of position in the SAF or-
ganization, but we need to expand this education to be more specific to fit the needs to be 
able to increase the efficiency in the order fulfilment process and the whole supply 
chain…” (Eric, personal communication, 2007-11-16). 

Specification of the skills required in this field is important, because there will be no in-
ventory that can cover up for bad planning any longer (Adrian, personal communica-
tion, 2007-11-01). One way of doing this is to start more specialised educational pro-
grams in logistics management, today there are no educational programs that cover is-
sues related to the order fulfilment process (Albert, personal communication, 2007-11-
21). Several respondents state that officers dont consider working with supply chain is-
sues within SAF particularly attractive, but effective planning  of the supply chain is cru-
cial to be able to deliver military capabilities in a faster pace, therefore new incentives 
must be developed to attract the right kind of people (Samuel, personal communication, 
2007-11-19). 
 

5.3.1 Barriers for Improvement 

When it comes to barriers for improving the order fulfilment process, the following 
opinions were highlighted by the respondents. 

A barrier for improvements is the inability to take notes and document what is agreed in 
apon in the process. The use of previous experience, such as lessons learned can there-
fore not be visible for the new employees and therefor have to start from scratch (Noa, 
personal communication, 2007-12-01).  Furthermore, unity of command at top man-
agement level is a huge challenge and the ability to spread this through the organisation 
(Fredric, personal communication, 2007-11-20).  To little cooperation and sharing of in-
formation and to much of competing and not seeing the neighbour’s problems, are 
mentioned as barriers for improvements (Tommy, personal communication, 2007-11-
16). Another barrier might be the problem to attract people that are skilled in business 
management, who have documented “know how” in managing complex processes. Also   
lack of proper education and training for officers to serve in the field of logistics man-
agement is a barrier for improvement of the OFP (Eric, personal communication, 2007-
11-16).   
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5.3.2 Factors to shorten the order cycle time (OCT) 

To be able to shrink the order cycle time in the oder fulfilment proces, development of 
Integrated Project Teams (IPT) is mentioned. Also to allow potential suppliers to par-
ticipate in a early stage in the development of the (TTEM) blueprint are considered to 
be a factor (Noa, personal communication, 2007-12-01). More over increased simplicity 
when it comes to information sharing is crucial; one system that permits all actors in-
volved to take part in real time is a argument to increase the efficiency (Stephan, per-
sonal communication, 2007-11-16).  Other factors are, to establishment clear mandates 
and responsibilities for the actors involved (Adrian, personal communication, 2007-11-
01). If the law for public purchasing (LOU); could be changed the order cycle time 
would shrink from 60 days to maybe 30 days (Clarc, personal communication, 2007-11-
21). Finally several respondent have mentioned that simplification of the administration 
(BOA) related to delivery of the product such as the high demand from the DMA in 
terms of system security could be adapted in coherence with commercial standards 
(Rupert, personal communication, 2007-11-16). 

 

 

Figure 5.32. Summary of the findings (Source: constructed by the author, 2008) 

The empirical results have been derived from the progression of the in-depth interviews 
and are summarised in the illustration above which mirror experienced problem areas, 
underlying reasons and suggested improvements as well as barriers. Further more sev-
eral defined factors to shorten the lead time have been mapped. The findings are now 
going too be analyzed in the next chapter.  
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6 Analysis 

6.1 Introduction 
A first step in mapping elements in the OFP was defining the structure of the OFP. 
Problem areas have been defined from the actor’s point of view, which also serves to 
highlight areas needing change that could increase efficiency in the OFP. When I analyse 
these factors my analysis will be based on the theories stated in the OFP model. The 
findings from interviews will be tied to the four factors: simple processes, cooperation 
and coordination, information infrastructure and measurements of how problems are 
experienced in the process, along with suggestions for improvements to the OFP.  

 

 

Figure 6.1. The OFP model (Source: constructed by the author, 2008) 

6.2 Simple Processes 
Aronsson (2004) claims that a first step in making the OFP function well is to have clear 
start and finish points and ensure that the process is well structured and thought 
through. The findings from interviews indicate that the OFP suffers because it is not well 
defined, nor fully understood by all the actors. This is due to the fact that activities, such 
as design, are not determined and settled before the order is placed. This can also be re-
lated to problems in the formulation of the RFQ. Statements such as “…Do it right from 
the start…” (Sten, 2007-11-21) imply that the process suffers from not being conducted 
step by step, in the right order. According to Mattson (2002), the OFP is generally di-
vided into six main activities: order placement, order receipt, processing, completing, 
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shipping and final delivery. The defined structure of the OFP for Role 2 differs some-
what. One difference is of course that with Extended Integrated Logistics Support, 
which is part of the service in the contract, there is no shipping, because Saab Aerotech 
stores the product and delivers as directed by SAF. However, the respondents’ percep-
tions indicate that they do not have the highest levels of knowledge about the activities in 
the OFP “…I have been here for barely 6 months and I am considered to be the SAF specialist when 
it comes to my product area, I don’t even know the rules related to the product…” (David, personal 
communication, 2007-12-05). Furthermore, they do not have a holistic view of the OFP; 
their focus is more narrow and related only to the activities for which they are individu-
ally responsible.  

“I know the areas that I am involved with, but I can’t say exactly what the process looks 
like outside the Headquarters, e.g. to the DMA, then you have to talk to the people in-
volved there” (Adrian, personal communication, 2007-11-01).   

One problem in analysing the activities in the OFP was defining when the process 
started. According to the respondents, it was difficult to describe and understand how 
the OFP is coordinated with and linked to other business processes. “You can certainly get 
some idea about the process, but it’s not up to date, it’s better to talk to people who are involved in the 
process” (Lenni, personal communication, 2007-11-12). People did not follow existing guide-
lines strictly, because they were considered to be insufficient. However, where the proc-
ess starts can also differ from a theoretical point of view. According to Kritchanchai et al 
(1999), the OFP can be viewed in greater depth, which means that the OFP starts with 
the customer identifying a need for supplies or services, which is firstly processed in-
house, before the supplier is informed about the demand. By using this definition the ul-
timate start point of the OFP could be when the Surgeon General started the process 
with his action in late fall 2004. On the other hand, Aronsson et al. (2004) claim that the 
OFP involves activities that start with the placement of a customer order and end when 
the ordered goods are in the customer’s hands. By using this definition the start point of 
the OFP is the day SAF handed over the written contract to the DMA, who then passed 
it to Saab Aerotech on 23 February 2007. The difference in order cycle time (OCT) be-
tween these two definitions is more than two years. According to Aronsson (2004), the 
start and end points have to be clear and ensure that the process is well structured and 
thought through. A clear definition and improved understanding of the process must be 
areas for action, because of the need for coordination of the OFP with other processes, 
such as assembly.  

Several respondents suggested that the number of actors in the process should be re-
duced to simplify the process and eliminate unnecessary double-handling, e.g. within the 
HQ and between the HQ and DMA. “…there are too many actors involved in the approval proc-
ess, who have different ideas about what is important…” (Fredric, personal communication, 
2007-11-20).  However, not one of the respondents indicated any activities that could be 
removed from the process to simplify it and make it more efficient, because it might af-
fect the level of control which is important for integration of Role 2 with other types of 
equipment in the NBG. One reason for this might be related to the low level of process 
maturity brought up by some respondents. “…several times I have meet people in senior posi-
tions who don’t understand the benefits of process mapping…” (Rupert, personal communication, 



 

 

 43 

2007-11-16). This makes it difficult to identify waste in the process because people do 
not understand processes. 

To increase efficiency in the OFP Aronsson (2004) says that you first have to define the 
process and then - as a next step - decide what can be changed to simplify the process. 
However, this requires employees who are educated and skilled in handling business 
processes, but this has been brought up as a problem and a barrier to improving the 
OFP. It seems that the process would benefit by giving the actors involved training that 
can provide the knowledge required and increase their understanding of the activities in-
volved and how they interact with other business processes in the SAF HQ. The factor 
“Simple Processes” indicates that a way to increase the efficiency of the OFP is to better 
define the process and make it visible to the actors involved. This is supported both 
from an actor’s point of view and from a theoretical perspective. In defining the starting 
point of the process, the definitions of both Kritchanchai et al (1999) and Aronsson 
(2004) can be of use to SAF in further developing the OFP in future.   

6.3 Information Infrastructure 
To make the OFP function well, Matsson (2002) underlines the importance of speed 
and a high level of reliability in the way a firm communicates. This is also consistent 
with Yin et al (1998) who emphasise the importance of building an information infra-
structure, which includes external businesses.  According to the interviews another 
problem in the process seems to stem from a lack of transparency because information 
in the OFP is classified as “restricted” and is not always available to external business 
entities such as the DMA and Saab. “…the prevailing culture in the SAF is that many are 
afraid that information might end up in the wrong hands and, therefore, a lot of information is kept in 
security boxes or in stand alone info systems, which has a negative affect on info sharing (Tommy, 
personal communication, 2007-11-16). This interview also revealed that there are inter-
nal problems with getting reliable information from the material supply system, 
“…disorder in the information support systems in the SAF (IOR and LIFT) shows inaccurate infor-
mation about what we do and do not have in stock, which consumes unnecessary time in the order ful-
filment process…” (Tommy, personal communication, 2007-11-16), even though this has 
not directly affected the acquisition of the Role 2 material. Of more importance, how-
ever, are the security classifications in SAF, which restrict the storage of information in 
the system. The way information is handled today is not in line with what Mattson 
(2002) meant by speedy and highly reliable communication.  
 
To overcome the barrier to distributing information both internally within the SAF and 
with other business entities, such as suppliers and sub-suppliers, respondents suggested 
reconsidering the security classifications. ‘New security classifications have to be considered’ 
(Adrian, 2007-11-01). This would allow more information to be stored in the informa-
tion system rather than on paper documents locked up in safes. However, this does seem 
to be an issue that SAF are addressing, with the implementation of the new information 
system, SAP/3, which aims to encompass the entire enterprise. Nevertheless, this is a 
long term project and the effects will not be applicable in the near future; so, the ques-
tion still remains of how to improve the information flow in the short term in order to 
improve the OFP. According to Accenture (1997), the maturity of the information shar-
ing and technology can be said to be on a transactional level, because order information 
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is stored in different standalone systems and most communication, when it comes to or-
ders, is transmitted orally or on paper. The high level of security seems as if it will be a 
barrier to information flow for some time, at least in terms of making information sys-
tems transparent for all the actors involved.  This is not good according to Mattson 
(2002), who claims that information transparency is a prerequisite to further develop-
ment of the OFP in terms of the coordination of responsibilities in processes. The factor 
“Information Infrastructure” shows that the lack of sufficient transparency causes delays 
in the process and that, because of security regulations, information is isolated. The secu-
rity regulations seem to be the greatest barrier to building the information infrastructure 
beyond immediate business entities, at least in the near future.  

6.4 Coordination and Cooperation 

6.4.1 Coordination and Decision Making 

According to Croxton et al (2003), the role of supply chain management is to plan and 
coordinate the flow of all those activities necessary to achieve desired levels of delivered 
service and quality. Mattson (2002) says that this will not be a problem if firms achieve 
high levels of quality in the synchronization and coordination of their business processes. 
To achieve this, Coyle et al (2003) emphasise that mandates and areas of responsibility 
within the organisation need to be clearly expressed to increase the efficiency of the 
OFP. They also emphasise that a clear mandate shortens the order cycle in organisations 
with multiple levels of approval. However, according to Mattson (2002), it is not always 
possible to synchronize business processes; other methods may be better used to develop 
the OFP, such as to change the configuration and merge responsibilities between the dif-
ferent directorates and firms. According to the findings, several interviews indicate that 
there are coordination problems and also a lack of coordination between the two direc-
torates “…no one led the overall process at the design phase, there is a lack of coordination between the 
Directorate of Training & Procurement, the Operations Directorate and the Supreme Commander’s 
Staff. It seems like nobody wants to take responsibility for balancing what is possible with what we can 
actually afford in budget terms…” (Fredric, personal communication, 2007-11-20). This leads 
to delays in the process. Moreover, direction from the Supreme Commander’s staff is 
late and not sufficiently detailed to allow product design that ensures quality and system 
integration with other NBG equipment. One problem seems to be that directions from 
senior management are too late and formulated in such a way that is too overarching; this 
leads to uncertainty among the actors involved. 

The reason behind this seems to be a lack of competence both at the Operations Direc-
torate, where nobody is explicitly responsible for conducting the design, and in the Su-
preme Commander’s staff, which is unable to form a sufficiently clear operational 
framework for the design of Role 2. This results in a lot of staff work linked to design 
being passed over to the Centre for Defence Medicine, which has the majority of exper-
tise in medical equipment. Since most of the medical competence exists at the “bottom” 
of the organisation, development of the product and design occurs from a bottom up 
perspective, even though different program managers are also involved. The high level of 
decentralization combined with a low level or lack of competence (due to the program 
manager being shifted three times during the period) in SAF HQ seems to be a drawback 
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in the coordination of the OFP. Another reason referred to, when it came to decision 
making and coordination, is the lack of a clear mandate among the actors. “…mandates be-
tween actors in the process need to be more distinct…” (Eric, personal communication, 2007-11-
16). 

Suggestions from the actors involved differ somewhat. Some suggest merging the re-
sponsibility under one process owner, so that he/she can ensure coordination amongst 
all the program managers. Others do not believe in such a merger, saying that it would 
make no difference, because there is a lack of competence in SAF HQ.  Another respon-
dent claims what is needed is more detailed specification of the operational framework, 
‘there is a need to strengthen a centralised framework with regulations, so people in the organisation don’t 
invent their own methods’. However, the need for new regulations seems to have been rec-
ognised in the HQ; so improvements are expected in terms of more clear directions. 
When it comes to Coordination, the factor indicates that mandates and areas of respon-
sibility need to be clearly stated and that this needs to be combined with stronger top-
down authority, in terms of guidelines and directions.  

6.4.2 Cooperation 

When it comes to the cooperation factor, Jespersen (2005) states that it is crucial for sen-
ior managers to recognize and promote cross-functional cooperative structures; this will 
enable collaboration between the different directorates and entities in the OFP. Accord-
ing to Parker (2000), a prerequisite for enhancing cooperation is frequent consultation 
between collaborating partners to broaden the interface, because this leads to additional 
trust, which has an overall positive effect on the performance of the OFP. Moreover, 
Croxton et al (2003) say that, for the process to benefit, cooperation aimed at achieving 
widespread integration between key suppliers and customers is essential. 

Information from the interviewees indicates that there are some obstacles to coopera-
tion. Several feel that there are too many actors involved; time is spent on collaboration 
to define the design requirement (TTEM) and finding money to finance Role 2.  There is 
also an indication of conflicts ‘…there are still a lot of conflicts of interest between different arms 
and services…’ This disrupts collaboration, because program managers from different 
branches are more or less encouraged to compete with each other in order to get their 
products financed. This phenomenon can also be related to the concept of functional si-
los mentioned by Armistead and Machlin (1997), where boundaries within the organiza-
tion, between categories of processes and processes themselves, hinder the flow of in-
formation among the actors. Another problem seems to be the upstream relation with 
the suppliers, not only Saab but also with the sub-contractors. ‘…We don’t bother too much 
about how suppliers solve problems, as long the contract is adhered to…’ This statement implies that 
the DMA and SAF focus too much on the formation of the contract, without actively 
seeking a broader interface with the various sub-suppliers to enhance integration and 
trust in accordance with the statement by Parker (2000). On the other hand, the idea that 
cross-functional cooperation is a barrier is not fully supported by all actors, because there 
is also much close cooperation in the process. According to the findings, some of the 
program managers at SAF, project leaders at the DMA and personnel from the Centre 
for Defence Medicine have used the Integrated Project Team (IPT) concept, which has 
had a positive effect on forming the design (TTEM) and led to a shortening of time in 
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the OFP. To improve the OFP the actors involved in the process suggest that the IPT 
concept needs to be developed further, because it speeds up the process and gives better 
insight into other actors’ situations. The factor, indicate that cross-functional cooperation 
must be emphasised, to overcome the functional silos between different services, such as 
the Army, Air force, Navy and others. However, if cross-functional cooperation is not 
possible, then a reconfiguration and merger of responsibilities between directorates could 
be an option to improve the efficiency of the OFP. 

6.5 Measurements  
According to Melan (1989), a key principle of managing processes is the use of meas-
urements in getting things done.  The identification of how and what to measure, on the 
other hand, is an art. To increase the efficiency of the OFP Schneiderman (1996) and 
Akao et al (1991) state that it is most important to focus on process measurements, e.g. 
measure the percentage of company associates who are in improvement teams and train-
ing hours per employee per year. By doing this, efficiency in the process will increase and 
this will lead to better prices for the customer and shorter order cycle times (OCTs). 

A problem has been the inability to estimate time in the OFP ‘…time estimates are generally 
based on wild guesses…’ This can to some extent be explained by the fact that this was the 
first time, in a very long time, that SAF and the DMA had purchased an advanced medi-
cal capability. All actors were doing this for the first time, which made it difficult to de-
termine the timeframe for the various activities in the OFP. 

However, the investigation indicates that measurement is not explicitly used in the man-
agement of the OFP, but the new requirement for the NBG calls for a shorter OCT, 
which in turn calls for better time awareness in the OFP.  The active use of measurement 
could, therefore, be an opportunity to improve efficiency.  According to Accenture, 
when it comes to defining performance measurements, SAF can be considered in an 
early phase of the transactional level, because of the lack of established measurements in 
the OFP. The immaturity of measurement is also confirmed by difficulties I experienced 
in my investigation to determine the OCT. 

6.5.1 Time Aspects 

According to Harrison et al., (2002), it is important to know the time lapse between the 
receipt and delivery of a customer order, when it comes to the OCT, and to know if de-
livery met the set date and time for delivery. From the findings it is difficult to clarify this 
aspect accurately because there is a dispute between the DMA and Saab when it comes 
to the fulfilment of all demands stated in the contract. From Saab’s point of view, 99% 
of the requirements in the contract were fulfilled on 14 December 2007 and, according 
to them, there only remained some administrative issues to fulfil all demands. However, 
according to the DMA the final delivery is still not yet settled. 
  
The results show that the elapsed time in the OFP can be defined as one year or up to 
three years, depending on what is considered to be the starting point of the OFP. How-
ever, an impression from the series of interviews is that the OCT is not the most impor-
tant issue; instead the quality of the product is the focus. Time has been an issue, but 
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more from the supplier’s perspective, because of the time needed for the sub-suppliers to 
deliver to Saab.  

6.6 Developing the OFP Model 
Analysis of the SAF OFP purely in terms of the four factors above does not seem to tell 
the whole story. In the case of SAF, there is a need to acknowledge a sometimes ne-
glected pre-condition of an effective OFP. In practice this means that we have to discuss 
the importance of knowledge and competence and their role in theory and in the case 
study. 

6.6.1 Competence - a Fifth Factor 

The analysis of the OFP for Role 2 indicates that the OFP model needs to be adapted to 
cover a fifth factor, that of competence. The reason is that, in this case, knowledge and 
competence appear to play a pivotal role for a well functioning OFP. The reason for 
competence not being emphasised in the literature may be that competence is taken for 
granted in the commercial world; because activities in the OFP are dealt with more fre-
quently, knowledge of the OFP is naturally kept up to date. This can be compared with 
procurement of this type of equipment by SAF, which does not happen on a regular ba-
sis (every fifth year or more), “this is the first time that SAF have purchased this type of equipment 
for many years”. With this in mind, the addition of a fifth factor, highlighting the impor-
tance of knowledge and competence, will surely not meet resistance from the authorities 
referred to in the theoretical framework.    

What information indicates that the model can be developed? 

The information that indicates the need to develop the OFP model is related to several 
issues concerning the competence of the actors. Firstly, people in the organisation have 
expressed doubts about their competence to do the job properly “…I have been here for 
barely 6 months and I am considered to be the SAF specialist when it comes to my product area, I cant 
even the rules related to the product…” David, (personal communication, 2007-12-05). This is 
serious and says something about the fact that the need for competence should not be 
underestimated.  

Moreover, “…the ability to express requirements in terms of capability and translate that into techni-
cal terms, to be able to purchase a product on the open market…” Max, (personal communica-
tion, 2007-12-06) has also been a challenge to the efficient conduct of the OFP. Fur-
thermore, “…product knowledge has been mentioned as a weak spot in the process of acquiring Role 
2 amongst all the actors, customers and suppliers…” (Orvar, personal communication, 2007-11-
28). To have sufficient competence in terms of the product is, of course, important in 
being able to assess the financial impacts of the requirements stated and that they are in 
line with the available budget to avoid delays due to miss judgements of costs. 
 



 

 

 48 

 
 

Figure 6.6. Modified OFP model with a fifth factor (Source: constructed by the author) 

 

Another problem in the OFP is that “…previous experience is not properly used and implemented 
in ongoing work, such as notes, or handover between two employees…” (Charlie, personal commu-
nication, 2007-11-12). This also emphasizes the need for a fifth factor; program manag-
ers cannot fall back on the institutional memory of the organisation (Noa, personal 
communication, 2007-12-01). The low degree of process maturity was also indicated as a 
problem in making the OFP function well, “…several times I have meet people in senior posi-
tions who don’t understand the benefits of process mapping…” (Rupert, personal communication, 
2007-11-16). This also highlights the need for a better understanding of processes in or-
der to be able to discover gaps earlier rather than later, as is the case here. 
 
In view of the problems mentioned above, it seems that many of the problems in the 
OFP stem from the fact that the competence of the actors involved does not correspond 
with that required to improve the process for meeting new demands for creating military 
capabilities, such as the NBG. This could be seen as justification for the addition of a 
fifth factor to the OFP model. 

6.7 Summary  
The order fulfilment process (OFP) is fairly complex and the analysis of the OFP for 
Role 2 has included several different aspects. A summary of the chapter will be provided; 
it is not possible to highlight all aspects, but the intention is to recall the more interesting 
thoughts from the analysis: 
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• Consideration of the “Simple Processes” factor indicates that a way to increase 
the efficiency of the OFP is to better define the process and make it visible to the 
actors involved. This is supported both from an actor’s point of view and from a 
theoretical perspective. In defining the starting point of the process, the defini-
tions of both Kritchanchai et al (1999) and Aronsson (2004) can be of use to 
SAF in further developing the OFP in future.     

• Analysis of the “Information Infrastructure” factor shows that the lack of suffi-
cient transparency causes delays in the process and that, because of security regu-
lations, information is isolated. The security regulations seem to be the greatest 
barrier to building the information infrastructure beyond immediate business en-
tities, at least in the near future.  

• When it comes to the “Coordination and Cooperation” factor, the analysis indi-
cates that mandates and areas of responsibility need to be clearly stated and that 
this needs to be combined with stronger top-down authority, in terms of guide-
lines and directions. Moreover, the need to recognize and promote cross-
functional cooperation must be emphasised, to overcome the functional silos be-
tween different services, such as the Army, Air force, Navy and others. However, 
if cross-functional cooperation is not possible, then a reconfiguration and merger 
of responsibilities between directorates could be an option to improve the effi-
ciency of the OFP.  

• Analysis of the “measurements” factor indicates that measurements are not used 
as a means to manage the process at all. 

• According to the investigation, it seems that many of the problems in the OFP 
stem from the fact that the competence of the actors involved does not corre-
spond with that required to improve the process for meeting new demands for 
creating military capabilities, such as the NBG. This could be seen as justification 
for the addition of a fifth factor to the OFP model. 

In terms of the purpose of this study, the results of the analysis indicate that there are 
some problem areas in the OFP. The model also indicates that some of the problem ar-
eas, and improvements suggested from an actor’s perspective, are consistent with the 
theoretical sources used in the OFP model. Interestingly, however, the analysis also 
shows that the empirical findings highlight competence as a fifth important factor for an 
increase in the efficiency of the OFP for Role 2 to meet the NBG requirement. Some 
managerial and theoretical conclusions related to this will be included in the next section. 
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7 Conclusions 

The procurement of equipment for the Swedish Armed Forces, at the same time as the 
ongoing process of transformation, is challenging traditional methods of equipment pro-
curement, because of delays in delivery.  A well functioning order fulfilment process is 
considered to be of the utmost importance in being able to deliver flexibly and on time. 
This thesis tries to apply commercial business theory to a government organisation in 
order to analyse factors in the OFP and to better meet the demand for developing mili-
tary capabilities, such as the NBG. Previous paragraphs described some of the problem 
areas in the OFP and also showed that the empirical findings highlight competence as an 
important fifth factor in increasing efficiency. The results of the analysis, however, bring 
us to the final part, which are the managerial and theoretical implications, which will be 
described below. 

7.1 Theoretical Implications 
The development of an efficient OFP is critical for all kinds of entities, but for a gov-
ernment organisation, such as SAF, with a limited budget, it is not always possible to 
meet the customer’s needs because the problems in the SAF order fulfilment process 
are quite distinctive.   

To conduct this research and be able to analyse the findings, a model was constructed 
on the basis of accepted theory. Elements of the theory were condensed to better un-
derstand the phenomena studied. From this perspective, the model can be viewed as a 
theoretical development of the study of an OFP. By adding the fifth factor, competence, 
the model can serve as a tool to analyse the process in a general sense. The fact that 
problems in the OFP are, to a large extent, related to the competence factor should not 
be overlooked in future research.   

7.2 Managerial Implications 
The term “order fulfilment” has been the focus throughout this thesis, where the aim has 
been to analyze factors in the order fulfilment process for Role 2, as part of meeting the 
new demand for developing military capabilities. The factors mentioned below may be 
limited to the acquisition of Role 2 material, but may also to some extent apply to the 
OFP for the NBG in general.  

When considering the analysis it is apparent that there are similarities between the em-
pirical and theoretical parts. Several actors in the process are well aware of what needs to 
be done to improve the OFP; hence, there are some implications worthy of emphasis. 

The first conclusion of this study is that the results confirm what many of the respon-
dents already know. However, the results also indicate that the use of measurements is 
not considered as a key principle for the management of processes by the respondents. 
Nevertheless, by using measurements in the OFP, SAF could better define the actual or-
der cycle time and indirectly improve the OFP.  
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One of the most important conclusions is that competence seems to be the essential fac-
tor in increasing efficiency in the OFP to meet the demand for the development of new 
military capabilities, such as the NBG. It almost appears that this factor has been forgot-
ten or is being neglected by SAF. Therefore, in order to progress, and improve the OFP, 
it is strongly recommended that SAF takes a much more serious approach to specialised 
education and training programs in logistics management in the future. 
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Appendix 1 Respondents 
 

Directorate Name Date 

Training and Procurement directorate  Adrian 2007-11-01 

Training and Procurement directorate  Lenni 2007-11-12 

Training and Procurement Logistics Martin 2007-11-12 

Training and Procurement Logistics Eric 2007-11-16 

Training and Procurement Logistics David 2007-12-05 

Training and Procurement directorate Benny 2007-11-23 

The Operations directorate Logistics Charlie 2007-11-12 

The Operations directorate  Fredric 2007-11-20 

The Supreme Commander Staff Tommy 2007-11-16 

The Supreme Commander Staff Rupert 2007-11-16 

The Supreme Commander Staff Stephan 2007-11-16 

The DMA, The directorate for Strategic Ma-
terial Integration 

Clarc 2007-11-21 

The DMA, The directorate for Strategic Ma-
terial Integration 

Sten 2007-11-21 

The DMA, The directorate for Strategic Ma-
terial Integration 

Noa 2007-11-01 

The Centre for Defence Medecine Orvar 2007-11-28 

The Centre for Defence Medecine Samuel 2007-12-16 

The Defence Logistics Organization  Albert 2007-11-19 

The Defence Logistics Organization  Albert 2007-11-21 

The Defence Logistics Organization  Matteus 2007-11-22 

Saab Aerotech Max 2007-12-06 

 

 

 

 

 



 

 

 57 

Appendix 2 Basis for Interviews 
The following questions have been used as foundation for the in-dept interviews with 
the chosen respondents. Besides the question below, a couple of other supplementing 
questions were asked during the interviews. The questions are divided in three Main 
questions and some sub questions. 

 

Question 1. How is the current OFP structured and the selected suppliers?  

- Do you know if the order fulfillment process is described somewhere in a document?  

- What is your responsible?  

- Can you describe the process? 

- What activities are the order fulfillment process composed of? 

- What actors are involved in the OFP and what responsible do they have? 

- Describe how long time the process take? 

 

Question 2. What problem can be defined in the OFP today?  

- Do you experience any problems in the order fulfillment process? 

- What type of problems do you experience? 

- What do you believe are the underlying reasons for these problems and bottlenecks? 

 

Question 3. What kind of improvement can be made in the OFP? 

- Is it possible to improve the order fulfillment process? 

- What can be improved according to you? 

- What does it takes to realize the improvements? 

- What barriers do you see to improve the order fulfillment process? 

- What is the most important to shrink the lead time in the order fulfillment process ac-
cording to you? 

-Other issues? 
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Appendix 3 Description of Role 2  
In this appendix the Role 2 medical capability are decribed in accordance with Saab Aero-
tech. 
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