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1. Introduction

The introduction is provided to give a short overview of the work, its objective, and how 

the research of the question for Fujitsu Services AB in Sweden will be done. The 

introduction also presents the target group for the study, shortcomings of the study and 

explains the structure of the investigation. 

1.1 Background and motivation

In the past companies have focused on production of products, but it is becoming 

common that companies all over the world are moving into focusing on providing 

services. Services can be provided to support the products that the company sells, or the 

company can provide services without producing anything. Service Marketing has 

become an interesting concept since in today’s competitive market it is not enough to 

provide just a service or product. The company has to do it better than its competitors. 

Because the change from being a producing focused company to becoming a service and 

marketing focused company the traditional marketing does not always work anymore. 

The companies have to continuously improve the marketing practices to a service based 

marketing perspective and have to understand its customers. To stay competitive the 

company has to look from the inside and out on what can be improved. (Grönroos, 2000)

Due to the intense competition in a global business world companies have to evaluate the 

way they are performing, and find ways to continuously improve and enhance their 

performance and business practices. The growth of the Internet and the digital market, as 

well as, the growth of the service market has changed the traditional marketing mix. 

Companies now have to move away from the traditional business practices to an ever-

transforming flow of change. To continuously improve, a company has to be prepared to 

change management and perhaps change into new business areas or directions even if this 

initially may mean a loss. The goal for the company should be to create the most possible 

value for its customers and stakeholders. (Strauss & Frost, 2001)

In order to retain customers, companies have to find ways to differentiate themselves and 

have competitive advantages compared to their competitors. The company also has to try 
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to keep a continuous relationship with its customers. It cost more to build a new 

relationship with a customer than to keep the already existing customers. Therefore a 

company gains from having a long-term relationship with its customers instead of trying 

to find new customers all the time. Due to the cost of finding new customers it is an 

excellent idea for the company to listen to its customers, and see what the company can 

improve to make sure that they do not lose their existing customers. (Kotler & Keller, 

2006)

It is important that the image the company wants to portray to the customer, and that the 

goods and services that the company offers, is communicated clearly to the customers. 

Moreover, it also has to be marketed within the company itself. Therefore, the company 

has to focus not only on external marketing, but also internal marketing. If the employees 

do not have a clear picture of what the company is providing, and what the company 

stands for they cannot possibly communicate it correctly to the stakeholders outside of 

the organization. The company has to educate the employees in its culture, core values, 

strategies and practices.  (Kotler & Keller, 2006) 

Fujitsu Limited is the third largest information technology company in the world with a 

global business market. The company has expanded its borders from Japan to countries, 

such as, Sweden and the United Kingdom with several products and services. The 

company is divided into different parts, such as, its computer-producing unit, the joint 

venture with Siemens, Fujitsu Siemens. Fujitsu Services AB is another part which is 

focusing on Consulting, Services and Hardware. Being a global company Fujitsu Limited 

is forced to continuously evaluate its business practices and strategies in order to stay 

strong compared to their competitors. It is a competitive industry where change is a big 

part of the business practices. Fujitsu does not only compete against multinational 

companies like IBM, but also against smaller local companies focusing on niches. This 

forces Fujitsu Limited and Fujitsu Services AB to stay on top of the costs and strategies 

for future projects. (www.fujitsu.com)



Thesis

Maria Engström 7

1.2 Research problem

The reason for the work is that Fujitsu Services AB in Sweden asked me to investigate 

how their customers view the company and its products and services in comparison to 

how Fujitsu Services AB wants to be viewed by the customers. During the spring 2007 

Fujitsu Services Ltd. carried out a project within four countries in Europe. Many of the 

questions that would have been part of my project for this investigation were already 

answered with those focus groups, therefore, it was decided that my project for Fujitsu 

Services AB would be a continuation of that prior study. Fujitsu Services AB did not feel 

that they had been given all the answers and conclusions, which Fujitsu thought from the 

beginning to get from that study. The first study focused on how the customers feel and 

view Fujitsu Services AB, but the questions asked did not give answers to what product 

mix Fujitsu Services AB should use. It also did not answer the question of where there 

may be a necessity for a change of the management style, among other things. What the 

study did establish was what industries the company should focus on. Fujitsu Services 

AB is still considering how they want the product and service mix to be prioritized. This 

raises several questions and the main question that this study analysis:

“Should Fujitsu Services AB focus on service and consulting,

or hardware products, or a mix of them both?”

 In order to answer the question above several sub-questions are needed:

 What is the optimal mix between consulting and services, and hardware and 

where does Fujitsu create most value?  

 Where is the potential for the future?

 Where can Fujitsu Services AB generate the most growth? 

 How superior is the current foundation and what do they need to add? 

 What are their capabilities and how can they best be explored? 

In order to answer the questions, I need to explore where Fujitsu Services AB is today 

and where they need to change their company to get better in the future. I then look at 
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information for all of Fujitsu Services Ltd. to investigate if Sweden can learn from Spain, 

Finland or United Kingdom.

1.3 Objective of the study

The objective of the study is to investigate what the current situation at Fujitsu Services 

AB is within their three business units or verticals as they are also called; public sector, 

bank/finance and retail, and how they should continue in the future. The question is what 

products and services they should offer within their three verticals? Based on my findings 

I will make a recommendation to the company on what the ideal service and product mix 

should be in Sweden. The point is to concentrate on what Fujitsu Services AB is best at, 

and to offer the services that the customers are interested in from the different industries 

that the customers are operating in. 

Fujitsu Services AB is currently working on trying to focus their goals and strategies in 

order to be extra clear both internal to the company as well as toward the customers. 

Therefore, it has recently been decided to focus the business to three verticals instead of 

trying to accomplish too many effects with too little concentration. Fujitsu Services AB 

will concentrate on the verticals the public sector, the bank and finance sector and finally 

the retail sector. Now when that decision has been made Fujitsu Services AB wants to 

investigate if they are offering the correct products and service for those business units. 

Fujitsu Service AB has a goal to double the business in these three areas within the time 

span of five years. The product offerings, which Fujitsu Services AB is providing, are 

hardware, services and consulting. Services and consulting are at times added together as 

one product. However, the question is if the correct offerings are made for the three 

verticals? Should the offerings be focused on service and consulting, or should the 

hardware part remain within the product mix?

In order to decide on which product mix should be offered Fujitsu Services AB has 

specified five areas that might influence the choice and that can help decide on the 

product mix. The five areas that are related to and affected by the choice are the 

customers, the verticals, the differentiation of the products, the offerings and the culture.
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Figure one on page 9 has been made up to give the reader an overview of the verticals 

within which Fujitsu Services AB operates, what products they focus on, and in what 

areas they would like to make changes.

Verticals

Product

Area of 
Change

Figure 1. Objectives of the study (Source: own model)

The objectives are:

 To look at the current performance of Fujitsu Services AB.

 To study where the potential lies and analyze the financial situation.

 To look at where the gaps are when it comes to the resources, time, capabilities 

and potentials for the company. 

 To figure out what the optimal product mix is for the different products and 

offerings for each industry.

 To review the areas of change for the product mix

 To look at what adds the most value for the customer and Fujitsu Services AB.

1.4 Target for the study

The target for this study is Fujitsu Services AB, since they asked me to give a view of the 

topic, but also for other companies considering changing the management style of the 

Public Bank/Finance Retail

Hardware Consulting

Customer Verticals Offerings Differentiation Culture

Service
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company within the same industry. The study also turns to the professors and students at 

Gävle University in Sweden, or other people interested in the topic.

1.5 Limitations to the study

The investigation is limited in its content. First of all, Fujitsu Limited and Fujitsu 

Services AB are operating on a global market and have customers all over the world. 

Because of the enormous geographical distance and size of the company I have decided 

to only focus on Fujitsu Services AB in Sweden. This is also due to the fact that it was 

the management in Stockholm that asked me to investigate the market in only Sweden. 

However, in order to investigate the market in Sweden I have used literature that focuses 

on the global market. Because of that, the information can, as I see it be generalized to 

other parts of Fujitsu and to other global companies as well. 

A second limitation is time. The time is limited to around half a year due to that Fujitsu 

Services AB wanted an answer to their question as soon as possible. This is to be able to 

continue setting up guidelines for the company. Moreover, they want to focus on setting 

up the objectives and training for the employees within a certain time frame. This limited 

time frame gives me a tight schedule to work after. After discussions with Fujitsu 

Services AB’s COO and me, I have decided to keep the interviews to one test interview 

with 7 interviews following, and to focus on the leadership and management within 

Fujitsu Services AB. As discussed previously Fujitsu Services AB has already carried out 

a project where they interviewed their customers, and therefore sales already has 

customer knowledge about what the customers think of them and what they want for the 

future. Therefore, the COO believes that the sales managers at Fujitsu Services AB will 

have sufficient knowledge for this project, which means it is efficient to interview top 

management rather than to have new interviews with the customers. Fujitsu Services AB 

believes it is also a way to avoid irritating the customers, since they have been 

interviewed before.
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I also would like to point out that the work looks at Service Marketing from Fujitsu 

Services AB point of view, and will not generalize the concept in accordance with other 

companies. 
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1.6 Structure of Work

Figure two on page 12 explains the structure of the study of Fujitsu Services AB.

Chapter 1
The study starts with a background of the study. After that the 
research problem is presented. Thereafter the limitations to the 
study, the objectives of the study, and the target for reading the 
work follow.

Chapter 2
In this chapter theories are discussed relating to the research 
problem at hand. The theories show the relevance of different 
literature and already discussed topics in order to help 
answering the research questions of the investigation. The 
theories give different perspectives of how to analyze the 
questions for Fujitsu Services AB.

Chapter 3
In this chapter I explain the method used for the study as well 
as the approach of the work. I also explain how I have 
collected the data for the empirical data and my reflections 
regarding this. 

Chapter 4
The empirical data chapter presents the collected data from the 
interviews with Fujitsu Services AB’s management. The 
previous study that Fujitsu Services AB has done with its 
customers is summarized. The chapter brings up the earlier 
theories to help prove and incorporate the ideas. 

Chapter 5
This chapter summaries the findings and analyze the data 
collection and empirical study, as well as, the literature and 
theoretical study. Furthermore the result is then summarized 
and the questions that rose during the discussion of the research 
problems are answered. 

Chapter 6
Finally, from the analysis and study I give recommendations to 
Fujitsu Services AB about how they should continue based on 
my findings. That recommendation can possibly be adapted to 
other companies operating in the same market. 

Figure 2. Structure of the investigation (Source: own model)

Introduction

Theory

Methodology

Empirical data

Analysis & results

Recommendation
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2. Theory

The chapter on theory analyzes the literature in order to be able to study the empirical 

data collected during the interviewing phase. However, the research of the literature has 

also been done to give a hermeneutic view of the research problem.

2.1 Product Mix

A product mix or product assortment is all product lines and goods that a seller offers for 

sale to a buyer. A product line is a group of products that are similar and closely related 

because they have similar characteristics and are used in a similar manner. They are also 

sold to the same customer group and target, and the marketing is done the same way. 

Furthermore, the products prices are in the same price range. (Kotler, et al., 2001) 

The company can increase its business by adding new product lines or widening the ones 

that they already have. The company also has the option to lengthen the existing product 

lines to become full-line and increase the number of products in that product line, or 

deepening it by adding additional versions of each product. The final option is to add 

consistency to the product lines, or decrease it to get a stronger reputation in that industry 

or vertical. (Kotler, et al., 2001)

To pick the product mix the company needs to look at how much margin they earn on the 

products and services that they are offering to the customers, but the company also has to 

consider the value that they are adding to the customers and the different customers’ 

requirements. Furthermore, what profile does the product line have on the market and 

how it is positioned in comparison to the competition. (Kotler & Keller, 2006)

The core products are the basic product with low margin that is an undifferentiated 

commodity but are promoted, then the company can have staple products that are not 

promoted and with lower sales.  The company can also add specialties which can be 

services such as delivery, training and installation. Finally, there is the option to offer 

convenient items, which are items that might carry higher margins and are often bought 
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at the same time as the core product and saves the customers another trip. (Kotler & 

Keller, 2006)

2.1.1 Service 

Service is something intangible that can be offered by someone and does not result in the 

other person taking ownership of anything. The service is inseparable, meaning that the 

consumption and production takes place at the same time. It is also perishable, that is not 

possible to be stored for a later time. Services can be accompanying or tied to a product, 

but can also be consumed alone. A service can be equipment based (for example vending 

machines), or people based (for example washing windows). Some services require that 

the client is there and takes part in the process that is delivered, and others services do 

not, such as, car repairing. The goal is still to meet the customers’ needs either on a 

personal level or on a professional level. Services can also differ in their objectives and 

ownership, that is, if it is for profit or private ownership.  (Kotler & Keller, 2006)

Consultancy is a type of service where professionals give advice to companies or people 

regarding a specific area of business, such as information technology. The consultants 

can then advice on different alternatives and help the company decrease costs, or to teach 

how they can become efficient and effective in their practices. The consultants can also 

aid in other areas of proficiency, for example, the supply chain. A project between a 

consultant and a company can last for years but also for a number of days. Some areas 

can be outsourced to the consultancy firm while others still are kept inside the company 

with only the use of some services. (www.fujitsu.com) 

2.1.2 Service perspective

With the service perspective the company not only provides the core service, but also 

other services supporting those core services. All the services and products together add 

up to a total offer to the customers. The core products are supported by several other 

services that are not invoiced, such as, customer service, consulting, and information 

among other issues. The service perspective is about customer care and relationship 

marketing, where the company tries to service the customers every need. The core 
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products are crucial to gain profits, however, the total offer with the added services is 

important in order for the company to be successful and be competitive in the industry. It 

is with the added services that the company can differentiate itself and gain competitive 

advantage. For the company to use the service perspective it chooses a strategy, which 

the management and the company then need to develop and follow in order to explore 

and build up the total offer to its fullest. It is not only companies offering services that 

can use this strategy, but also product producing companies or other types of 

organizations within the private or public sector. (Grönroos, 2004)

2.1.3 Adding value

Customers are value conscious and concerned with getting the most possible for their 

money when, it comes to quality, features, and performance. The consumers want the 

product or service to add value for the given price that they pay. This means that the 

benefits have to be higher than the costs. (Berkowitz, et al. 2000)

The company has to deliver what it promises to deliver, and preferably exceed those 

promises. The key is for the company to continuously create new and value adding 

offerings. The organization can create value by working together with all its suppliers and 

other partners in a value-delivery network. In the value-delivery network everyone can 

work together and cooperate to lower costs, and increase the quality along the supply 

chain. So, finally when the product reaches the customers the company adds value. The 

partners’ work together to source expansion and to deliver the expectations. All the 

expectations that the customer has should be met when he or she is looking at obtaining 

the goods, but also after the point of sales when using the purchase. This process is called 

the value-delivery system. (Kotler & Keller, 2006)

2.2 Managing change

Today is the time of change. No company can avoid change, because of its global 

environment. Organizational change is part of the creativity and innovation of the 

company and can mean different things. It might mean the change of leadership style and 
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can be a top-down change or a bottom-up change. A top-down change can be setting new 

goals or strategies by management, while bottom-up is important for innovation and a 

way to change the requirement for work since it comes from the employees. The change 

can be planned change or due to other factors for example that the performance is not 

excellent enough. There can also be a gap between what the desired state is and the 

reality. The performance gap does not have to come from within the company but can 

also be due to external forces and environmental reasons, such as, competitive pressure, 

laws or regulations enforced by the government, economic threats, or technological 

advancements. In order to gain control and stay competitive the organization has to 

change. The changes can also be internal. Possible internal changes can be regarding the 

tasks, people, culture, technology or structure. (Schermerhorn & Chappell, 2000) The 

change affects structures, processes, routines and outcomes. Not only that, it is about 

changing behavior, business practices, organizational culture and employees attitudes. 

This change brings about risk and uncertainty, and it is one of the major barriers to 

change. Some people are going to be unwilling to change and have a preference for 

stability and what is already known. But change cannot be avoided it is a necessity. 

(Diefenbach, 2007)

The process of change is about management and leadership. It is critical that managers 

give the strategies priority, give the necessary resources and manage the performance of 

change. The managers also have to prioritize the actions taken after that the decisions 

have been made. The management has to build trust for the new direction and 

communicate it clearly so no misunderstandings are made. They have to continuously 

carry out dialogue and share knowledge with the employees. The values and vision 

should be a guide during the change pattern. Moreover, if a manager is appointed to lead 

and guide the project, this simplifies the process. The manager then tries to reconfigure 

the roles, structure, and responsibilities among the new tasks. He/she will aid in the 

activities, clarify goals, and give a guideline to seeing through the change procedure. 

There might also be other persons taking responsibility for the technical tasks, or 

consultants from outside the company giving aid, due to their experience with change. 

The responsibilities are especially important during mergers or acquisitions when several 
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cultures have to merge. Employees might not like new managers coming in to make 

decisions since they feel that they do not know the company. The managers have to be 

careful so that they do not become the inside enemy. Therefore, it is an excellent idea to 

work for a common desire, effort and participation from everyone in the company and 

gradually change in order to succeed. One part of the company is dependent on other 

departments within the company. Everyone within the company has to make a 

contribution to the final result and be tactical for the company’s best interest. 

(Diefenbach, 2007) The psychological aspects of the change are perhaps the most 

difficult, since people have the tendency to resist change. The resistance tends to be there 

as long as people do not feel threatened into the change. If the employees feel that it is 

absolutely necessary to change or the company will not make it, they have less resistance. 

When management give directions and give guidance the employees will feel less 

insecure about the change. The change can also be incorporated into the company not 

only by actions and behavior by the manager, but also symbolically by changing the 

wording and thereby keep people enthusiastic and pro-active. (Saka, 2003) Some 

companies adopt the attitude that you are either in or out, yes or no. Employees that do 

not agree with the change have the choice to either change or go somewhere else. It can 

be a struggle between different powers and pursuing different interests. (Diefenbach, 

2007) Middle management can help in translating and guiding the employees to achieve 

what the top management is communicating. (Carr  & Hancock, 2006)

Time and space are important factors and resources when change is occurring. For some 

companies speed is a competitive advantage, and flexibility is a must in those companies. 

Those companies have to continuously be changing. This is especially true in the 

technological industry. The types of companies discussed above have to be innovative 

and change their market conditions all the time. Much is based and relied upon the 

knowledge of the employees, but also the image and reputation, as well as, the brand 

name. It is about new opportunities, evolving and reforming the organization’s ideas, 

their business and social practices. Some of the technologies do not only bring new 

products and services, but also social and cultural change. However, the change is about 

moving from the known to the unknown, giving coherence, breaking distance, changing 
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reality and language, and then trying to give meaning and understanding of the change 

and translate it to the understood. (Carr & Hancock, 2006)

2.3 Relationship Marketing

The cost of attracting relationships with customers is high, and therefore it is an 

advantage for companies to try to build long-term relationships with the customer. To 

meet customers’ needs and build a mutually satisfying relationship will lead to earnings 

and future businesses. The organization should focus on building deep relationships with 

its stakeholders; build loyalty, value and a lifetime relationship. The company and 

customer are in a mutual value creation. Not only the customers, but also the suppliers 

and other stakeholders should be a part of the relationship. The company does, however, 

take into account that the relationship still has to be profitable. To invest time and money 

in customers and not gain enough economically in return is not beneficial. There has to 

be a mutually positive relationship. (Kotler & Keller, 2006) The goal is to measure 

success by long-term customer satisfaction instead of after single transactions. 

Relationship marketing involves all the departments of the company and not only the 

marketing department. All the departments that are in contact with the customers 

influence the added value to the customer. (Kotler, et al., 2001)

Closer relationships are also important with the suppliers, because it gives resource 

dependence, lower transaction costs, the need for efficient forms of learning, and 

strategic behavior directed at increasing profits. By having a dependent relationship the 

supplier will focus on being kept as a supplier, the customer can reduce the number of 

vendors, and the supplier will be evaluated before making the long lasting relationships. 

By building a relationship they can work together to better understand what the consumer 

wants and thereby develop offerings that meet those needs. This can expand into to 

increased sales and through that they can create new customers. The dependency will 

increase between the supplier and customer if it is an industry with limited distributors 

for the same products. Then a switch to another distributor is less likely and cooperation 

will increase. (MacKenzie & Hardy, 1996)
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To aid the company in building a long-term marketing relationship it can use information 

technology applications. Customer relationship management systems are information 

technology applications that integrate information about the customers that the company 

retains, and then use that information to service the customers. With the information 

gained the company can give individualized and personalized offers and add value to the 

customers. This also leads to a long-term relationship since the customers are going to 

want to come back if they get personalized service. Examples of IT systems are those 

supporting call centers, sales, and operations among many others. (Kotler, et al., 2001)

Relationship marketing is especially important within the international business world, 

Cateora and Graham mention in their book International Marketing. They further use 

Yao O.H.M. et. al. ideas from “Relationships Marketing the Chinese Way” when writing 

that due to some cultures it is important with strong bonds between people and 

companies. This is for example the case in parts of the world where there are 

collectivistic and high-context cultures, such as in Asia or South America. In those parts 

of the world trust is a crucial aspect of a business relationship. Therefore, it is essential 

that the company work for a long lasting and trustful relationship in order to succeed. 

Communication and keeping promises is key to building a respectful relationship. 

(Cateora & Graham, 2002)

2.3.1 Internal marketing

Internal marketing is based on that a service organization needs to focus on the internal 

market, its employees, and build a relationship before they can focus on the external 

markets. The idea is that if the marketing is targeting the employees, they will develop a 

market-orientated company and a service perspective. This, furthermore, means that 

employees that have been developed through training and communication are important 

to get a successful organization. (Berkowitz, et al., 2000)  The company has to build the 

brand and image of the company also within the firm and not only externally. This is to 

inspire the employees to stay within the company, but also to build up trust and making 

the employees proud of working for the firm. The company has to market the 

relationships with the employers and other stakeholders in the same way as to external 
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customers. It is also a way to ensure that all the employees are communicating the same 

messages to the outside world. It needs to be an entire company orientation. Internal 

marketing also means that everyone believes in the concepts and goals, and furthermore, 

communicates customer value. It is not only the job of the marketing department to 

market the company, but also all the departments job. All divisions have potential impact 

on the customer satisfaction and added value, and therefore all employees need to 

consider the end consumer and work toward satisfying their needs and expectations. 

(Kotler & Keller, 2006)

The goal of internal marketing should be to attract superior management and retain 

excellent employees. Those employees then use interactive marketing and get customer 

oriented, as well as, sales and marketing oriented. The goal should also be to focus on 

strategic and tactical internal marketing. Strategic internal marketing is when the 

company is sales and marketing focused and always keep the end-consumer in mind. To 

accomplish this there is a need for motivating leadership, and that the personnel gets 

prioritized. Then there needs to be investment in training, and on that the company plans, 

carry through and follow up on how the process and projects which are going on. The 

tactical internal marketing is when the company is selling customer focus to its 

employees and gives everyone the responsibility to accomplish it. Marketing new 

campaigns, services or other products to the internal company is done before it is 

marketed to the external customers. To achieve the tactical internal marketing the firm 

needs to have interactive internal communication and support services. (Grönroos, 2000)

The internal marketing depends on the management style and needs to fit the culture of 

the company. Directive controlling is used in companies where the decisions are made on 

the top and middle management who then need to communicate the tactics and decisions, 

and then make sure that the employees carries out those strategies. A persuasive style is 

stressed on logic and explanation and is similar to the directive approach. But in this case 

they try to get the employees excited about the decisions and do not necessarily believe 

that the employees will just comply with the strategies. Consultative management

involves the employees further than the directive approach the management researches 
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the issues with the people before the decisions are made. Based on the feedback the 

internal marketing programs are given some adaptation. Finally, the management can use 

relationship marketing to develop more of a partnership with the employees, which can

lead to increased motivation, involvement, and contribution. The culture decides which 

type of internal marketing is the superior approach. (Davis, 2001)

2.3.2 Culture

According to Solomon, Bamossy and Askegaard (1999), culture is the values, traditions, 

products and services produced or valued by a society.  It is what defines a community or 

company and can include abstract ideas, but also economical and political systems. 

Culture affects the way that people interact and behave with each other. Culture is a way 

for people to understand other people’s daily practices and rituals. People might not fully 

understand and see the difference of cultures until they encounters another culture, for 

example, by traveling or working with people from other cultures. It is of high priority to 

pay attention to culture when operating in a global market, because humans attach 

different priorities to products and services based on culture. This can be the key if a 

product fails or if it is a success. For example, the Japanese are superstitious about the 

number four. (Solomon, Bamossy & Askegaard, 1999) 

Culture is constantly evolving and replacing old ideas with new. A person can only look 

at how people live now compared to 20 years ago, or to compare how people live in an 

industrialized country compared to in a developing country. The culture is shaped and 

adapted to aspects like technology or ecology. Moreover, people are influenced by 

different things, as their background, social status, different political believes and from 

growing up in different family relations. For example, a person that is divorced or has 

children purchase things differently than a married person. Another influence is the 

ideology, which means the characteristics of people and their mental status, or how 

humans relate to different experiences around us. All these aspects influence and rule our 

consumer behavior, and how people perform in business. (Solomon, Bamossy & 

Askegaard, 1999)
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Culture differs in many ways according to Hofstede and is often a source of conflict 

rather than synergy. Hofstede has expanded on his study about culture differences and 

come up with five dimensions that were initially four; power distance, uncertainty 

avoidance, masculinity/femininity, individualism/collectivism, and short-term/long-term 

orientation1. Hofstede means that if people make decisions based on how they do 

business at home then the same decisions might be considered unfavorable ones abroad 

due to cultural differences. By understanding other people one can decrease 

misunderstandings and reduce frustration. To understand different kinds of cultures is not 

only important in doing business within the company and with its suppliers, but also 

important to understanding the consumers. By power distance Hofstede means to which 

degree people form relationships with one another. In Scandinavia people tend to have 

informal and equal relationships to each other while in Japan or France there it is a formal 

and a distance between the manager and the employees within the company. Uncertainty 

avoidance has to do with to what extent people in a society try to avoid new, ambiguous 

and uncertain situations. In some countries people feel uncomfortable with unstructured 

situations, and therefore might have stricter rules and laws to avoid uncertainty and feel 

safe and secure. Hofstede means that people in cultures that try to avoid uncertainty are 

nervous and emotional, while people that adapt to uncertainty are tolerant of opinions and 

do not avoid risk to the same extent. Masculine countries are assertive and competitive, 

while the feminine countries have a modest and caring way of doing business. In Japan it 

is also common with collectivism, cohesive groups and loyalty rather than the focus on 

the individuality and personal goals like in the United States. In Sweden, the society has 

come further when it comes to gender distribution equality than in for example the 

Middle East where women do not have as many rights. Finally, long-term orientation is 

related to how people are in association with tradition, social obligation and appearances. 

If one has a short-term orientation these mentioned characteristics are extra important

than for a person with a long-term orientation that focus on perseverance and thrift. Japan 

and other countries in the East Asia have a long-term orientation, while Sweden is 

oriented toward a short-term orientation. (www.geert-hofstede.com)

                                                
1 Added to the four dimensions since 1999 when Consumer Behavior An European Perspective was written 
by Solomon M., Bamossy G. & Askegaard S.
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The company culture works in the same way that culture works in society and in a 

country. It is based on norms and values that people within the company share, and gives 

rules for what is accepted behavior. It is an indicator of what is important for the people 

at the company. According to Grönroos (2004) the culture can also be the reason for the 

company’s success, for example Nokia. However, the culture can also be the reason for 

that a company fails. If the culture is weak the stakeholders of the company might have a 

hard time to understand the people within the company and it can result in insecurity and 

it might lead to that the people, within and outside the company, do not know how to 

communicate and react to different situations. A customer that faces a weak company 

culture can end up confused and not trusting the quality of the service. It can lead to less 

loyal for the brand or company. Moreover, if the employees agree with the culture they 

are also likely going to stay and represent the company well to others. This leads to a 

win-win situation and is also the reason why it is so important to communicate the culture 

and educate the people representing the organization. (Grönroos, 2004)

It is important for the company to put value on having a culture with service perspective 

if the company wants to keep a long-term relationship with the customers. The 

organization needs to add value for the customer and try to see the issues that arise from 

the customers’ perspective and show empathy. If the organization has a service 

perspective everyone in the organization has to put focus on that strategy if it is going to 

be a success. If the company has high quality on its service they can also charge a higher 

price for its services, and the customer might come back for service in the future leading 

to a long-term relationship. To put focus on the service has to be taught throughout the 

company and be included in the values in order for it to become part of the culture. 

(Grönroos, 2004)

2.3.3 Reputation management

Many companies today are concerned with their public image and how their customers, 

suppliers or other stakeholders that they are in contact with perceive them. The 

companies, therefore, invest money on their advertisement and public relations to be able 
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to improve their brand name and give a positive image. The company has to focus on its 

brand and make sure that they give the customers added value and do it better than the 

competitors in order to build a favorable reputation. The image has to be built on a local 

level, as well as, for the whole corporation. Especially for companies selling services the 

focus on the local image is important, since a service is not tangible. It is important for 

the company to remember that the image is dependent on the customers’ experiences 

with the company, because of that the company needs to meet the expectations that they 

portray. If a company communicates a promise and does not carry out that promise its 

image will be damaged. A favorable image will help during unpredictable times, and be a 

sort of protection, while if the organization already has a bad image the customers will 

become even angry and irritated. On the other hand, if the company exceeds the 

expectations of the image and reputation it can be enhanced and improved. The 

advantage is also that the customers and other stakeholders are then more likely to give 

positive word of mouth and come back. (Grönroos, 2004)

Reputation management and public relation are often used to repair an image that is 

already damaged. It is, however, important that the company not only tries to cover up 

the issues, but also focus on solving the problems as well. To try to repair the image it is 

not enough to communicate a positive image since the communication has to be based on 

the truth and reality. If the company does not keep its promise it might hurt the company 

and make the stakeholders disappointed. When someone makes a mistake it is a key to 

not lie, but to take responsibility for the mistake and solve the problem. At the time when 

the image and reputation is less positive it is likely due to bad customer experiences of 

either the technical or functional quality. Companies that approach the media and portray 

a message build customer expectation and the company, therefore, has to focus on 

improving from the inside out to live up to those expectations or exceed them. In the 

short and long run, it is a positive reality and a trustworthy organization that succeed in 

getting a superior reputation. (Grönroos, 2004)

It is necessary to build a positive corporate reputation in order to stay competitive and 

gain a competitive advantage. It is a way to influence purchases, stakeholder loyalty, 
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increase the value of the firm, and to ensure high quality of products and services. A key 

ingredient in keeping a positive reputation is through the employees of the company, and 

the management has to support and enhance the actions for better corporate reputation 

and image. An image is built by the entire company and through all the contacts with the 

firm not only through the media; therefore, it is important that the employees act to 

enhance the reputation. The employees’ view of the company is partly based on the 

vision, culture and other aspects, which is communicated internally and externally. The 

employees are also affected by word of mouth and what they hear about the company 

from the outside. For example, from communication with customers or suppliers and the 

feedback they give about the products and services. If the employees agree with the 

culture, values and actions of the organization and can identify themselves with those, it 

is likely that they view the image favorable and stay with the company. Therefore, the 

management has to focus on communicating the values, and encourage everyone 

internally to adopt them to their way of working and behavior accordingly. In other 

words, management should treat the employees like any other audience for the 

communication. However, the work should not only be put into trying to change people’s 

behavior but make sure that the fitting employees for the positions are hired in the first 

place. The human resource practices have to be aligned to the culture and values in the 

recruitment, selection and training, and not only based on the persons’ experience and 

skills. The company has to ensure that there is not a gap between what the firm wants to 

communicate and what the employees are saying to the external world. (Gotsi & Wilson, 

2001) 

The Chief Executive Officer, CEO, of an organization is one employee that has to be 

critical to the company’s reputation management. The management should try to measure 

how the public relations affect the return on investment, ROI, however, the task is not 

easy since the value is apparent over time and is a long-term activity. This is one of the 

reasons why public relation is often cut during economically difficult times. Reputation 

management will only help enhance what is already present, but cannot replace the 

quality level. Therefore, it is the responsibility of the entire organization to keep superior 

relationships. The employees have to behave according to what they communicate and in 
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accordance to their social responsibility. However, it is the job of the CEO to manage the 

reputation of the company with the help of others. Often the CEO’s behavior and 

personality characteristics are seen by the outside world as that of the firm. Because of 

this the CEO and public relations have to be both reactive and proactive in building the 

public view of the company and educate them about the values and visions, and also 

make sure that the same view is aligned internally. The reputation can influence the 

behavior of its stakeholders and relationships with its customers. It is also important that 

the public relation department or external company understand, listen to what the 

company is trying to communicate and is an excellent support for the CEO when 

communicating the view points. After all, the aim is not only to give a winning argument, 

but also to consider the emotional and practical consequences of the strategies. So, the 

goal for public relation is to help the CEO to listen to the organization; strengthening 

internal communication; assist the CEO in developing the image and brand, and then 

finally develop the reputation management processes. (Murray & White, 2005)

Public relation tries to control the image of different companies. In recent years there has 

been a turn from using the term public relation, PR, due to the negative connotation and a 

move toward using the term reputation management. The trust has been partly lost 

because public relations has attempted to cover up issues and create illusions for 

problems that companies have faced and they have attempted to make the truth favorable. 

Covering up the truth has not only damaged the image of public relations, but also the 

companies using the service. Part of how the company is viewed in the media is based 

upon how PR and the media are looked upon, and that is difficult for a company to 

attack. Part of this negative view of Public Relations is due to less trust in the media, and 

the move to the use of communication on the Internet sites giving “democratization” of 

the media. The PR is therefore trying to build on reputation management as a result of 

this negative aspect, and to focus on what the company does, what they communicate and 

how others view them. The reputation should be a continuous task and not only as 

damage control during tough times. (Cambell, Herman, & Noble, 2006)
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2.4 Capabilities

Every company has to build up capabilities not only core competence. That means that 

the business attributes are difficult for other companies to copy.  It is through the 

capabilities that a company is able to build competitive advantages. Each capability is 

part of the process of creating value and satisfying the customers. The company needs to 

find capabilities that are superior to those of the competitors. (Kotler & Keller, 2006)

Capabilities are becoming critical, because products, technologies and production 

techniques are rapidly copied and imitated; protected markets are disappearing; 

regulation is disappearing with privatization; and customized products and services are 

becoming common. The key is to give superior value with higher levels of services, 

quality and productivity. (Pfeffer, 1995)

The capabilities are where the company can take action and earn money since it is 

difficult for other companies to copy the attributes. The supply chain is an example where 

it is possible to build capabilities since it is a strong bond in the chain that is difficult to 

break. Here the company can add value at every stage of the chain. The supplier chain 

gets stronger if information is shared and communicated. If the company focuses on 

limited suppliers rather than large quantities, those suppliers can take some of the 

responsibility for the products. The chain builds up relationship management. Together 

with the suppliers the company can work on reducing cost, lead-time, increase the 

availability and flexibility. (Burns, 1994)

2.4.1 Offerings

Offerings can be a combination of products, services, information and experiences. 

Intangible values are made physical through the offers. The firms give the customers 

benefits and value through its offers when they satisfy their needs.  (Kotler & Keller, 

2006)

Companies are often offering a value package in the combination of products and 

services together to differentiate themselves. Management has to analyze the best 
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combination to be included in the product and service combination. The value package 

enables the customer to get a total solution. Instead of offering products, the company 

also offers services to provide value. The reason to adding additional services is that the 

goods become commodities, but if services are added the goods become differentiated 

and delays or prevents the goods from becoming commodities. By offering the value 

package it is less likely that the customer switch supplier or distributor due to the time 

and cost involved of finding another full service provider. Which combination the 

company should offer depends on the stock ability, intensity of interaction with the 

customer, simultaneousness between production and consumption, and difficulty of 

analyzing the performance. The stock ability depends on how long the time is between 

the production and consumption. Services are not always consumed at the time of 

purchase. A barber can stock hair products but not haircuts, or a coffee bar can stock the 

coffee beans but not the espresso that has to be made at the time of consumption. Also the 

intensity of interaction determines the value package. Not all services are heterogeneous 

because people perform services differently, in the same way that not all goods are 

homogeneous due to customization. Customized goods and services need increased 

interaction and require knowledge, and then it is difficult for management to control it, 

and there is the need for increased flexibility. The degree of simultaneousness between 

production and consumption is also a factor.  For example, a computer has to be broken 

before it can be fixed and then the capacity and inventory has to be available, and this 

availability affects the customers view on the quality of the service. It is an issue of 

process control. Finally, the ease of performance assessment has to be considered. A call 

center can be measured to some extent. How many calls they get, for how long they 

speak etcetera. It is harder to measure the quality of the calls. It becomes difficult for 

management to measure the performance the more extensive and complex the product 

and service mix is, based on the previous mentioned criteria, but the with high 

complexity it is extra difficult for other companies to copy the mix. (Correa, Ellram, 

Scavarda & Cooper, 2007)

The focus today to stay competitive is on experiences which is a way to be able to 

differentiate oneself. This because then the customer can engage and interact with the 
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products and services, and when spending extensive time on the experience, they spend 

money increasingly amount on the on merchandising. The consumer cannot help but pay 

attention if they try the product themselves. People today have become immune to media 

messages and if the customer experiences the product the company can get away from 

this trap, and engage the customer and create memories. Examples are theme parks such 

as Disney World or the Heineken Experience. It is also possible in a business-to-business 

environment. The company can build up a portfolio with experiences. Another possibility 

with the growth of the Internet is virtual experiences and to even combine a physical and 

virtual experience. The Internet can be used as a pre-show for the real experience or a 

post experience. (Gilmore & Pine, 2002)   

2.4.2 Differentiation

Differentiating the company means that the firm offers different products and services to 

reach different segment markets. The company can position its products in a small niche 

market to avoid intense competitive markets, or the company can choose to use other 

points of difference. The firm can choose to use innovation to offer products that differ in 

the quality, technology or in superior service in the different market segments. 

(Berkowitz, et al., 2000)

The organization can differentiate itself along the lines of the products, services, 

personnel or image. The company can differentiate itself through the products by adding 

different features or special designs. The companies can also claim that standard products 

are different, such as medicine when in fact the ingredients are the same, it is only the 

brand name that is different. Moreover, the product can be differentiated on its 

performance, or by its style and design. Other characteristics or attributes that can be used 

are durability, reliability, consistency, repair-ability and innovation. The services can also 

be differentiated through the delivery, installation, repair services, consulting services or 

speed. Often a combination is offered by companies, for example, a speedy delivery or 

installation of the new product with consultancy on how to use it. Having knowledge is a 

competitive advantage to many companies, and by providing competent personnel during 

the time of the purchase can win the customer over. Also by giving excellent customer 



Thesis

Maria Engström 30

service or strong sales person can lead to a long-term relationship with the customer. The 

challenge is to differentiate services, since service offerings are easily copied and adopted 

by other companies. If the company has employees that are trained well and are accurate, 

friendly and communicate superiorly, while responding to issues fast and solve them they 

will keep the consumer content. Finally, the firm can differentiate itself by its image. By 

building a strong brand name and image people perceive the company differently than 

their competitors. A consistent message should be communicated through out all the 

channels of communication, where it should provide recognition for the company. Using 

symbols, signs or company logos so the stakeholders easily can identify the brand can 

help this. These symbols should be communicated through the media and advertisement 

and be characterized with the company culture and the brands personality. (Kotler, et al., 

2001)

Differentiated marketing involves a strategy set by the company where it sells different 

offers for each targeted market segment. By offering variation the company wants to 

achieve higher sales and gain a stronger and bigger market segment within each of the 

targeted markets. Companies using this type of marketing also want to build a 

strengthened identity and brand in the consumers’ eyes. Usually differentiated marketing 

achieves higher sales than companies that use undifferentiated marketing. (Kotler, et al., 

2001)

Figure three page 31 shows how the unit cost and sales volume is affected throughout the 

products and services life cycle. The life cycle of the products and services are affecting 

how a company should differentiate its products. In the introductory, growth and maturity 

stage a company can focus on quality, while in the decline stage competing by improving 

the quality of the product is not beneficial to the organization. Then the company has to 

decide on if they want to stay on the market or exit it. During the introductory stage the 

company can take advantage of having high quality, since this step in the life cycle tends 

to involve defects and quality issues. The company can develop a reputation for having 

high quality already from the start. During the growth stage a lot of other companies 

might enter the market, and if the company already has a reputation for superior quality 
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the firm can charge high prices. Even during the maturity stage where a lot of companies 

tend to compete with its pricing, customers still purchase high quality. (Beal & Lockamy, 

1999)

Product Life Cycle 

Development
stage

Introduction stage Growth Stage Maturity Stage Decline Stage

Time
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Figure 3. Life cycle of products (Source: Levitt, 1965)

2.5 Political, Economical, Social and Technological Analysis

Political, Economical, Social, and Technological Analysis also called PEST analysis is a 

way to analyze a company’s or an organization’s business environment.  The company 

scans the external factors influencing the business both on a micro and macro-level. By 

analyzing the entire industry, that is the suppliers, competitors and customers, and 

combining a SWOT and a PEST analysis in its marketing research the company has a 

good outlook on the business environment within which it is competing (Grant, 2005).  
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Political issues are different from country to country due to the legal system and 

restrictions enforced by the governments. The economical factors for a company are also 

depending on the country of origin and the countries where the company operates in.  

Perhaps the organization has its head office in one country, but has production in another 

and then further sells the goods in a third country. The company then has to consider the 

interest rate, exchange rate among other economical factors. Moreover, the company also 

faces social factors, which includes the cultural and demographical aspects. It can also 

look at health and safety aspects. Finally, the technological environment needs to be 

analyzed. Several areas are of interest for the businesses in the technological 

environment, such as how environmental waste can be reduced, how the logistical aspects 

can be improved with new technology, and how fast the technology is improved which 

can cause barriers to entry. Often included in the PEST analysis are also the demographic 

structure and the natural environment, and all the factors make up the industrial 

environment which have effects on the suppliers, the competitors and the customers. 

(Grant, 2005)

2.6 Conclusion of the theoretical data

Due to the advancement in technology and foremost the Internet the world is becoming 

smaller. To stay competitive in the global market companies have to stay competitive and 

focus on their capabilities, and strength. The company also has to be flexible and open to 

constant change, and constantly pay attention to what is happening in the market. To be 

able to stay competitive the company has to pay attention to the cost, but also focus on 

what they are superior at and communicate this within the company as well as to the 

outside world. The key is not only to be doing things better and add value, but also make 

sure that others know about it and make sure that the company has an excellent 

reputation. Moreover, the company has to differentiate itself and not follow what 

everyone else is doing. Therefore, what services and products the company is offering to

the customers need focus. In the IT market there are many companies offering 

substantially the same thing or similar products, and to stay on top it is important to have 

a strong culture or backbone to lean back on and keep the company together. This is 

especially important when there is constant change in order to know who you are. 
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Companies that sell products or services have to build long lasting relationships with 

their suppliers and customers, and also with their internal market and employees. A 

company offering services can take on a service perspective and build its strategies 

around that perspective. 

Fujitsu Services AB is trying to analyze which service and product mix to focus on, but 

they cannot decide that without doing some background studying before hand.  

Therefore, I first built up the case with the theories by explaining what a product mix and 

service is and how a company can bring their focus to a service perspective, and how to 

add value to the customers. After this I looked at how the company can handle change if 

this is needed. However, the theories about the relationship to the customers and its 

internal departments I felt also were important due to that the company does not get 

anywhere without its employees and its customers. Finally, I believe that it is crucial to 

view the capabilities and strength of the company, and how Fujitsu Services AB can 

differentiate them and put together the offerings for the different markets where they are 

present. To help doing the analysis I also perform a PEST analysis.
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3. Methodology

This chapter discusses the methods used for the work to be accomplished. The scientific 

theoretical approach will be discussed, the study design and projection, the study 

formation, and how the data is being collected. The chapter also explains the reason 

behind the chosen way of doing the study. Moreover, the methodology chapter looks at 

the reliability and validity of the research.

3.1 Scientific theoretical approach

In the study the interviewees’ subjective thoughts are at the focus of the study. The point 

is to investigate if the management of Fujitsu Services AB think differently or similarly 

about where the company should put their priorities in the future. Therefore, the method 

of the work is of a hermeneutic point of view. A hermeneutic study was needed to study 

others point of view and to understand and interpret the meaning of different texts, and 

therefore to study different theories in literature and to interpret these theories and then 

come to an understanding about the topic. Moreover, it was necessary to find the most 

relevant theories to support the study and to help answer the research problem, as well as, 

the objectives of the study. (Eriksson & Wiedersheim-Paul, 2001) Because the empirical 

part was kept in mind when the theories were written and the research problem decided 

upon the study is of an inductive character, which is also related to the hermeneutic view. 

Basically what this implies is that the researcher keeps an open mind when doing the 

study and generalizes, and does not put up barriers or closes the door to new information. 

However, due to previous studied material and previous experiences the researcher might 

unconsciously put up some barriers, which is most likely the case for this study as well. 

Therefore, my belief is that the study is somewhere in between an inductive and 

deductive study. A deductive study would have meant that the study completely would 

have been based on theory and then continue to the empirical part, while an inductive 

study is based on the empirical data and then go into the theoretical part. Due to the fact 

that I already had been given the research question and studied background information, 

and had some questions in mind for the interviews already while writing the theories the 

study is a combination of the two different types of studies. (Jacobsen, 2002) When the 

study lies in between this it is called an abductive point of view. This point of view
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means that the researcher uses his/her knowledge to find a reference within the theories. I 

believe this is the case for this study due to that I purposefully studied certain theories 

and picked them due to what I wanted to analyze from the study. (Jacobsen, 2002)

To get a flexible and shapeable projection for the new information and knowledge, the 

inductive point of view seemed more fitting than the deductive. Due to this the work is 

toward the hermeneutic rather than the positive viewpoint. My point was to not try and 

question the different theories used, but rather to try to interpret them and find answers 

about the reality at hand. (Jacobsen, 2002)

3.2 Study design

The study design explains the decisions made regarding how the subject should be 

researched. How the study was made depended on the topic and project given to me by 

Fujitsu Services AB, and the research problem. The results depend on the methods that I 

picked for doing the study and therefore I believe it is important to give the reasoning 

behind those choices, and to clarify it to the reader. 

3.2.1. Study projection

The approach of the study is to find an answer to if Fujitsu Services AB needs to change 

its product mix. Recently Fujitsu Services AB decided which industries they will 

concentrate upon. Fujitsu Services AB calls the industries, verticals or business units. The 

product mix might need to be adapted to the decision regarding the industries. Previous 

the company has not focused on specific business units and has been seeking customers 

also in other areas. However, now when the target market is focused the company can 

also make the offerings to the customers concentrated. By doing this they will be able to 

create value for the customers and differentiate itself in comparison to the competitors. 

The firm is trying to become strong in the areas where its core competence lies, and by 

doing this also be able to save costs and eliminate products and services that do not add 

value for the company and the customers. 
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To get an understanding about the topic at hand the objective was studied in the literature 

and several meetings took place with Fujitsu Services AB before the research question 

could start being shaped and investigated. The theories regarding service; change 

management; relationship marketing; and capabilities were discussed with the company 

and formed depending on the objectives of what Fujitsu Services AB wanted to 

investigate. After the different theories that were fitting for the investigation, had been 

studied, it was easier to form questions for the interviewing process that were relevant to 

the topic and research problem. To prepare for the interviews I did a test interview with 

the CEO of Fujitsu Services to know an approximate time frame needed to complete each 

interview and also to see if I needed to add or remove questions. By doing this interview 

it was also easier to establish follow up questions, and to test the technology, such as, the 

speakerphone and the recorder. It was important for me to avoid the most possible 

disturbance at the time of the interviews. First after the background study and empirical 

part of the study was done, I was able to analyze and summarize the information for an 

overall understanding of how Fujitsu Services AB should continue. Prior knowledge from 

studying at university and working could also be incorporated to the work. (Eriksson & 

Wiedersheim-Paul, 2001)

The theoretical chapter of this study was a guideline for the empirical questions and data 

and it will indicate if Fujitsu Services AB has to change its approach to manage the 

company. That is if they need to improve in certain areas, such as the internal marketing 

or its relationship marketing, and if they are differentiating themselves with the correct 

product mix among other things. To answer this I will analyze what the capabilities of the 

company are, and how the company differentiates itself. During the communication 

Fujitsu Services AB has mentioned that they are already focusing on reputation 

management and how Fujitsu Services AB can expand on this will most likely be shown 

during this study.

3.2.2. Study formation 

Due to the study objective and research problem an intensive approach was chosen. An 

intensive study means that the design of the study tries to bring clarity to the research 
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problem. In order to best come to an understanding and recommendation for Fujitsu 

Services AB only around 20 focused questions have been studied and then the 

understanding of these questions can give an overall picture of how to continue. The 

management has knowledge of its customers from the experience of working with them 

on a daily basis, and since all of the managers are also actively selling to the management 

of the companies where Fujitsu Services AB are active as suppliers. Based on their 

knowledge the product and service offerings should be possible to be formatted, or 

changed and I should be able to get an in-depth view of the company. The managers have 

different point of views of what is best for their industry and their customers, and 

therefore an adaptation and negotiation will be needed to best fit everyone’s needs. 

(Jacobsen, 2002)  

Due to the intensive study where I have chosen to interview seven interviewees, the study 

is a small N study. By doing several interviews several point of views can be examined. 

Moreover, a small number was chosen since it is of interest to get a focused answer, but 

still to see the similarities and differences within the investigation. A small N study 

involves an intensive investigation with five to ten cases. In this case seven interviews 

have been done, excluding the test interview, with Fujitsu Services AB’s management, 

which included the COO. This was done to get the view from different people within the 

company that represent different industries and clients. (Jacobsen, 2002)

The study’s result is for the reader’s understanding of the topic and to establish a 

recommendation for Fujitsu Services AB’s management. I also would like to point out 

that the work will look at Service Marketing from Fujitsu Services AB point of view, and 

will not generalize the concept in accordance with other companies. However, the same 

concepts can most likely be applied in other situations and for other companies.

3.2.3 Empirical data collection

The topic and research question for this investigation was agreed upon together with 

Fujitsu Services AB, but I chose to collect the primary data through interviews. I could 

have studied the research question in several different ways, such as, surveys, 



Thesis

Maria Engström 38

observation, experiment, and other research methods but felt that interviews would be the 

best method. By doing interviews and analyze available data I felt I would be able to 

answer the research question, and come to the best conclusions for the objectives set for 

the study. The interviews were structured in open questions and answers, since this is a 

way to allow for expansion and further explanations of the questions and responses. This 

structure was important to use to decrease the misunderstandings between the interviewer 

and the interviewee. Interviews can also be performed in a shorter time span than a 

survey could have been. A survey would need a bigger sample to get an objective 

overview of the topic. Therefore, a qualitative study was chosen rather than a quantitative

since I believe this would better help answering the research question. (Eriksson & 

Wiedersheim-Paul, 2001)

When the background information and the theoretical part had been written, the gathering 

of the empirical data could start. I felt that a qualitative study would best reach a focused 

view and give a focused result. The questions set up for the interviews were semi-

standardized in order for some open discussions and elaboration of answers and 

questions to be allowed. These guide questions were emailed prior to the interview in 

order for the interviewee to be prepared beforehand. After the interviews, the answers 

were summarized and sent for approval in order to avoid misunderstandings. (Jacobsen, 

2002)

3.2.4 Secondary data collection

After the topic and research problems were decided upon in accordance with Fujitsu 

Services AB, as well as, the faculty at Gävle University, I did not start the interviewing 

process at once. First, literature had to be studied to understand Fujitsu Services AB and 

how the company operates today. Fujitsu Services AB provided written material for me 

that normally is given to their customers; in order for them to understand Fujitsu Services 

AB’s products and services. This material was including folders, magazines among other 

material. The information provided to me is used on a global basis and not only focuses

on Sweden. I even used Fujitsu’s Internet sites to gather complementary information, 

such as, the global site, fujitsu.com, but also the site directed toward the Swedish 
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audience, se.fujitsu.com. I did this research, because I felt that it was necessary to have as 

much background information as possible before doing the interviews. Without the 

background information I would not have been able to give recommendations to Fujitsu 

Services AB that I felt applied to them.

3.3 Interviewing process

The interviews all took place during one week in October with seven members of Fujitsu 

Services AB’s higher management.

3.3.1 Interviews with management

First of all, the questions were tested in a test interview with a member from Fujitsu 

Services AB during which a few questions were slightly adjusted. Semi structured 

questions were written down that were used as a guide during the interviews with the 

managers from Fujitsu Services AB. The test interview was also done in order to see how 

much time would be needed for each interview. The interviewing time was estimated to 

take 45 minutes to an hour and this I communicated to the interviewee before hand to 

make sure that enough time would be available. 

After the questions and the test interview had been done, I started setting up 

appointments for the interviews to take place. I arranged for seven interviews with the 

directors and sales managers within the different verticals or business units used by 

Fujitsu Services AB. When the time had been decided upon I sent an email with the time 

that was agreed upon, as well as, the questions in order for the interviewees to be able to 

prepare and think of answers to the questions. The email was also sent in order to avoid 

misunderstandings regarding the time of the interview or the telephone number, and to 

make sure that the person was the right one to interview. It was also agreed that all the 

interviews would take place over the speakerphone so that I could record the 

conversation, and also to make it possible for me to take notes while having the 

conversation. Before the interviews I did test recordings to ensure the sound quality of 

the recording, and also arranged for an available meeting room at my place of 

employment for each interview to avoid noise and disturbing sounds. I was not able to 
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influence where the interviewees were sitting during the interviews, but all of the 

interviewees seemed to have located quiet places. I also made sure to use a recorder with 

enough memory capacity to store the interviews, but also with a digital capability to be 

able to save the interviews on my computer. This to have backup storage in case 

something happened to the recorder itself.

After the interviews took  place I wrote summaries of all the interviews, and sent them to 

the respondent by email in order for them to give me feedback, be able to give me 

additional information, or clarifications of their answers. Furthermore, this allowed the 

interviewees the option to ensure that I had not misunderstood the answers and to allow 

for the valid answers. 

3.3.2 Selection of interviewees

The interviewees were picked with the help of the CEO at Fujitsu Services AB. They 

were chosen due to their knowledge about the different verticals, and to get an overview 

of all the different areas of sales. The interviewees are all directors and part of the top 

management level at Fujitsu Services AB. The top management was chosen since they 

have knowledge about the strategies and changes that the company currently is going 

through. The management also has sales personnel and other employees, such as, 

customer services reporting to them giving them an overall knowledge about the whole 

company locally but also internationally. This knowledge is especially crucial at the 

current period when Fujitsu Services AB has just acquired Mandator, another company 

working within the same area of business. Mandator provides consulting within the IT 

business, but also will add two complementary verticals to Fujitsu Services AB, those of 

industry and telecommunication. 

3.4 Methodology reliability and validity

This following part discusses the study’s reliability and validity. The reliability and 

validity analyzes to what extent the data can be trusted or not. 
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3.4.1 Reliability

The reliability of the study looks at if the information can be trusted or not, and if reliable 

sources have been used or not. In this case the interviews were made over the telephone 

due to that the company is located in Sweden and I live in the Netherlands. Therefore, 

individual interviews face to face were not possible. However, even though the 

interviews were carried out over the telephone some of the same effects can take place, 

for example, the context effect and the interviewer effect. The context effect involves if 

the interview has been taking place in the correct environment since this can affect the 

results. If the interviewee and interviewer feel comfortable or uncomfortable this could 

lead to different answers to the questions. In my case I made sure that I was sitting in a 

room by myself and with the door closed in order to avoid background noise that could 

disturb the interviewee. However, they might have been sitting in a warm room, or with 

noise in the background that I was not able to detect over the telephone. Moreover, I 

recorded the interviews and performed them over the speakerphone in order to be able to 

take notes while interviewing, but also to be able to pay full attention to the interviewee 

and his answers. The interviewer effect, on the other hand, involves if the interviewer 

influences the interviewee and if the interviewee feels comfortable when asked the 

questions. Moreover, when one meet in person it becomes personal but on the other hand 

the answers might be truthful over the telephone since it does not feel so personal.  In 

order to make the interviewees as comfortable as possible I promised to keep them 

anonymous in the paper. This was an actual request from one of the lower leveled 

managers. When I said I would keep him anonymous he said that I could write anything I 

wanted in the paper. By keeping the interviewees anonymous I believe that the answers 

were elaborate and honest.  (Jacobsen, 2002)

There was no interference during the interviews from my side or the interviewees’ side, 

but during the last interview the recorder stopped working. I started replacing the 

batteries but finally decided to just take notes since I believed it was important to give the 

interviewee my full attention and not cause irritation or pausing in his answer. This might 

mean that I missed out on a sentence or two, but it did not affect the overall answer for 
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the question. However, I believe I avoided misunderstandings by emailing all of the 

interviewees a summary of their interview for their approval. And at that point I was also 

able to get some extra comments and feedback about my performance, and to thank them 

an additional time for their time. I also told the interviewees at the beginning of the 

interviews that they were free to ask me any questions or stop me at any time during the 

interview. 

I believe the recorder helped in the accuracy of the data since then I could go back and 

listen to the interviews again and make sure I did not miss parts of the interview; which I 

might have if I only written down the answers. This also allowed for the interviewees to 

speak faster without interruptions from me, due to me writing too slowly, and having to 

stop the interview to finish writing down the sentence. Later on when I summarized the 

interviews the recordings were of excellent aid as well, and I was able to avoid having to 

make too many changes later on after the interviewees gave me feedback. The 

interviewees did appreciate the summaries and were in that way also able to give extra 

commentary to the questions, since they had thought of extra information later on. For 

example, one interviewee wanted some additional time to think about an answer 

regarding the question about what the company’s capabilities are.

3.4.2 Validity

The validity of a study looks at if the study in fact measures what the study should 

measure. Did all the questions from the objective and research problem get answered and 

to the extent that I wanted? (Eriksson & Wiederheim-Paul, 2001) The validity can be 

divided into two different parts: relevance and validity. Relevance involves if the 

empirical data is relevant for the study’s purpose or not. Have the correct questions been 

asked in order to answer the research question and the objectives? (Jacobsen, 2002) In 

this case I believe the questions were relevant, since I included the research question and 

the questions related to the objectives of the study during the interviews. I also included 

questions related to the different theories that I believed would help me answer the 

questions. The interviewees gave most of the time relevant answers, but at times follow 
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up questions had to be done. Moreover, if the interviewee did not completely understand 

the question I further explained it. 

Validity involves if what I have written in the study is useful or not. This is regarding 

both the empirical data and the theories that are primary data and secondary data. Primary 

data being new data that has been collected specifically for this study and secondary data 

being information that I have been able to receive from someone else’s research for the 

purpose of this study, such as articles or literature. (Jacobsen, 2002) In this case, I also 

believe the validity of the study is high based on the feedback from the interviewees. 

More than one interviewee has mentioned that they believe I know a lot about the topic 

and that the questions are relevant to what they are trying to find a solution to at the 

moment. The questions were based on both the research questions that were decided upon 

in accordance with Fujitsu Services AB and the university supervisor, as well as, the 

literature and the theories studied related to the objectives of the study. Also by allowing 

the interviewees to look at the summaries of the interviews afterwards I have been able to

ensure that what I have written is correct.

The availability of the secondary data is also high since it is mainly business books that I 

have used in my previous courses and other well respected published authors within the 

business area. All the books are related to the topic at hand, that of business, and none of 

them older than from the 1990s. Other secondary data comes from Fujitsu Limited, 

Fujitsu Services Ltd. and Fujitsu Services AB and has been approved by the company for 

publication to be used for external use, such as for customer contacts. 

The validity of the primary data I also believe to be high. I  interviewed the  top 

management within the company Fujitsu Services AB which have the most knowledge of 

the company and since their answers were similar and similar information was found in 

the printed material the validity looks high . These managers should know the business 

and the company well, and also their area of proficiency. All the managers are active 

sales people and therefore know the customers, but should also get further information 

from lower managers and other employees reporting to them about how the business is 
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doing. One obstacle can be that some of the managers are fairly new and have not been 

with the company long enough to be able to answer the questions to such superiority as 

someone that has been with the company for years is able to do. However, based on some 

similarities between the answers from the interviewees it still shows their knowledge 

about the topics at hand. Moreover, due to that the questions were sent beforehand they 

could prepare their answers and think them through. All the questions were also open and 

allowed for discussion, and follow up questions were asked, as well as clarification from 

both sides.

3.5 Method critic

One issue that I could criticize is when the recorder stopped working in the middle of 

interview seven. I had brought extra batteries and I had been told when I bought the 

recorder, and it also said on the package, that the batteries would last for eleven hours, 

however, this was not the case. I felt that I had prepared myself, but I could perhaps have 

entered new batteries before the interview anyway to make sure they would last, because 

the extra batteries were re-chargeable ones.

Interviews six and seven I had planned with only one hour in between. It did work out, 

however, I started to get nervous that I would not have enough time for interview seven 

when I was not able to reach the sixth interviewee at first. We started the interview about 

15 minutes late but were able to finish on time without stress, so luckily it worked out 

time wise.

The office where I was sitting was sound proof, but with see-through glass walls, which 

allowed me to watch people walking by. This also meant that people were waving and I 

was looking at them, which perhaps distracted me slightly. After the first interviews I 

turned my back towards the see-through wall to make sure that I was not distracted.

One aspect that could have affected the answers during the interview is the fact that the 

interviews took place on the phone instead of in person. Due to that the interviews took 
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place over the phone I was not able to read the interviewees body language and I was also 

not able to influence the room setting of the interviewees. 
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4. Empirical data

The empirical chapter discusses the information that is already available about Fujitsu 

Services AB, and it also reports the data collected during the interviews with the 

management of the company. Finally, the PEST analysis is given.

4.1 Literature and secondary data

I first of all provide a short overview of Fujitsu Services AB to give and understanding of 

the company, its products and services, and its situation. I especially have a closer look at 

Fujitsu Services areas of expertise, such as consulting, hardware among other services 

since this is the key to the research and to better get an understanding of the operations 

and the future recommendations. The information was provided by the company, as well 

as, some complementary information from their Internet sites and information booklets 

printed by Fujitsu. Here the prior study is also briefly discussed.

4.1.1 Presentation of Fujitsu Limited

Fujitsu Limited is the third-largest Information Technology (IT) service provider in the 

world, and is the market leader in Japan. The name Fujitsu comes from FU-the founder’s 

name Yoshimura, JI- Siemens and TSU-technology. The name is in Japanese therefore 

the letters do not correspond to an English translation perfectly. The headquarters are 

based in Japan and the company was initially founded in 1935. The president of the 

organization also comes from Japan Mr. Hiroaki Kurokawa where he is located at the 

head office in Tokyo. Fujitsu Limited is a leading provider of consumer focused IT and

communication solutions on a global basis, and its affiliate with Siemens for its computer 

production which places Fujitsu within the top five computer makers. The company had 

158,000 employees in 2006 and revenues of close to 30 billion euros. Furthermore, most 

of Fujitsu’s customers around the world are placed on the Fortune Global 500 list, which 

states the biggest companies in the world. The company produces both products and 

services. Its services include; consulting, service integration, IT infrastructure 
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management and solutions, and the products include; computing products, software, 

telecommunication, and microelectronics and electronic devices. (www.fujitsu.com)

The company follows its mission statement throughout the global business and creates it 

strategies and goals based on the mission. The mission is: “Fujitsu continually seeks to 

create new value by providing customers with comprehensive solutions comprising highly 

reliable high-performance products and services based on powerful technologies. 

Through this, we aim to grow, realize profits and foster mutually beneficial relationships 

in our communities worldwide”. (www.fujitsu.com) 

Moreover, Fujitsu conducts its business by following not only its mission but also its 

values and code of conduct. The well-integrated values are: 

 Its customers and making their dreams come true

 The employees that all take on a leading role

 The quality to earn trust 

 The environment and the impact the company has on it 

 To reach the customers, employees and the shareholders expectation with its 

profits and growth. 

The code of conduct is set rules that have to be followed when trying to reach the goals 

and strategies.  It puts the mission and value into practice according to Fujitsu’s website. 

The conduct compromises to respect human rights; protect intellectual property, to 

comply with laws and regulations, to follow ethical behavior, to keep the confidentiality, 

and to be fair in the business deals. (www.fujitsu.com)
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Figure 4. Structure of Fujitsu (Source: own model)

4.1.2 Fujitsu Services AB- presentation of the part of the company studied

Fujitsu Limited is divided into different parts as seen in the figure four page 48. Fujitsu 

Services Ltd. is part of Fujitsu Limited, and is handling the IT services of the company. 

The company has 18 thousand employees and is operating in 20 countries around the 

world. The headquarters for Fujitsu Services Ltd. is based in London. Furthermore, 

Fujitsu Services Ltd is operating in other countries, which includes the Nordic part, under 

which the Swedish part Fujitsu Services AB is based. It operates in Kista, Sweden. 

(www.se.fujitsu.com)

Fujitsu Limited

Fujitsu Siemens Fujitsu Services Ltd

UK Continental 
Europe

Nordic Global 
Operations
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Sweden AB
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Fujitsu Services Ltd has in Europe customers, such as, Reuters, Banco Popular, and 

Fortis Bank. In Sweden, Swedbank is one of the biggest customers, but also Åhléns and 

Hennes & Mauritz are included.  Fujitsu Services AB provides services in three main 

areas, which are consulting, IT solutions and managed services. (Fujitsu Services 

Limited, 2007a)    

Due to that Fujitsu Services AB just recently has acquired Mandator and has become a 

big part of the study I see that it is important to give a short overview of Mandator. 

Mandator is an IT consultancy firm that was started in 1982. In 2006 the company had an 

income of around 480 million Swedish crowns. It has around 500 employees in five 

countries. Their biggest competence is within IT and telecommunication. 75 percent of 

the income comes from telecommunications, the public sector and the industry sector. 

(www.mandator.se)

Reputation program

The reputation program is currently used at Fujitsu Services AB to market the products; 

service, consulting and hardware. It looks at where the potential lies in the future and 

what drives the customers and what their needs are. It is about trying to focus the 

company toward what the customers want and then build up the competence to meet 

those needs. What can be seen in figure five page 50 it starts with Fujitsu Service AB’s 

core business and moves into what they are known for and then what differentiate them 

from the competitors. The reputation program is about realism and by using certain 

attributes, such as being straight forward, in tune and tenacious the company will be able 

to differentiate itself through TRIOLE, Sense & respond, the contracts, its structure and 

the company’s long term view.
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Figure 5. Picture of the reputation program (Source: Fujitsu Services AB)

Lean 

Lean is a way of thinking and about human relations, and part of Fujitsu Services AB’s 

culture and way of working. It has its roots in Japan and requires a long-term 

commitment and comes from the Japanese that do not live according to time as the 

Western cultures do. To the Japanese it is about minimizing risks and not losing, rather 

doing everything in a hurry. By not thinking too much about the time factor everyone can 

work in peace and thereby finding the best solutions to the issues. The goal of lean is 

further to delete all the waste and added work that does not lead to increased value for the 

customers. The point is to do the least possible work to reach the same results as before 

or to do it with an improvement compared to before. (Updated, no. 1, 2007)

It is important to understand that the secret is with Human Resources and not the 

machines. Lean is about people and not the tools. Lean is not a project but in the culture 

of the company. The employees have to act and take responsibility and are empowered in 

order for the problems to decrease and for issues to be prevented, and it does not matter if 

it is services or production as the case of Toyota shows. (Updated, no.2, 2007)

Toyota has been using this method since the 1950s. By deleting waste also means to 

decrease the time. What Toyota does is to look at the time from when the customer 

comes with the order until when Toyota gets paid and then try to remove all the tasks in 

between that do not add value. Toyota has built up a reputation for keeping high quality 

and at an even level. At Toyota anyone of the employees are allowed and are suppose to 
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stop the production when she or he finds a mistake. In this way all the employees are 

responsible for the quality of the products and can be part of analyzing where things go 

wrong. In fact in order for the Lean concept to work everyone has to be involved in order 

to improve for the future, this also means the customers, the suppliers, and the producers, 

and understand the whole production chain. First, when everyone understands the whole 

overview can everyone involved start improving the chain and eliminates waste, and 

make sure that the quality is high from the start. This is what Fujitsu Services AB has 

started working on in Östersund where they have their service center for Swedbank. The 

goal is to decrease as many calls from the customers as possible by looking at what they 

are calling about and then work on finding solutions for this to avoid the same calls in the 

future. (Updated, no.1, 2007)

Sense & Respond and TRIOLE

Sense & respond is the way that Fujitsu Services AB works to solve a problem and apply 

the Lean way of thinking in practice. Where sense is about what matters to the customers, 

drive is the design of the service, implementation is about permanent customers solutions, 

and finally respond is evolving, inform and innovate for the customer. It is the concept to 

standardize IT-solutions, for example, system integration.  It basically means that the 

company looks at why the errors and the reasons, problems or issues occur and how it 

can be avoided in the future. The idea is not just to fix the problem for the moment, but to 

learn from it and make sure it does not happen again. The goal is to eliminate 

unnecessary work and costs. For this way of working to function the service desk or help 

desk has to understand its customers and have knowledge of what needs and wants the 

customers have. They can not only work toward technological goals but also toward the 

customers long term goals. For the customers this means that the company is working on 

continuous improvements to reach the goals. Sense & respond makes it possible to 

proactively and purposefully seek out the potential issues and actual problems instead of 

solving them afterwards. (Updated, no.1, 2007)

Sense & respond means that the employees have to take responsibility and that 

management has to delegate understanding and knowledge to them, and empower the 
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people closest to the customers to get the best outcome. All the employees have to 

understand what their work accomplish for the customers and what affect it has. 

(Updated, no.1, 2006)

TRIOLE is Fujitsu Services AB’s way of delivering infrastructure and structure 

applications, create flexible contracts and implies that everything is tested and 

standardized before it is implemented. It means that everything is documented. TRIOLE 

is a concept with guidelines in the combination of thousands of possibilities of integrated 

programs, which have been tested together, so that the company does not have to come 

up with new solutions each time. And can make use of past experiences, and thereby get 

the solution to the customer faster and cheaper. For the customer this implies fewer risks, 

flexibility, routines and that they can trust the infrastructure. (Updated, no.1, 2007)  

Verticals

A recent decision Fujitsu Services has come to is that their focus will lie on the customers 

within three verticals, which are retail, bank/finance and public services. This had already 

to some extent been decided based on the customers’ base that Fujitsu Services AB has, 

and also from the financial data from the past. This part gives a short overview of the 

three verticals. However, it is important to mention that the company also has decided to 

add the vertical of industry and manufacturing in 2008, thereby it is mentioned in figure 

eight page 59, where one manager has already been given the responsibility to start 

shaping the vertical.
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From 550 MSEK To 1050 MSEK

Figure 6. Vertical mix 2006 vs. 2010  (Source: Fujitsu Services AB, 2007)

Retail

Figure six page 53 shows the balance between the three verticals retail, bank/finance and 

public. It also shows that some of the sales comes from other segments than the verticals.               

The retail vertical has major customers such as Hennes & Mauritz, Åhléns among others 

and therefore it was not difficult for Fujitsu Services AB to decide on this vertical or 

business unit. Fujitsu Services AB has now put efforts on providing self-service for these 

customers. One example is, to provide self-scanners to the retail customers in order to 

provide a better and faster service. Fujitsu Service is already busy working with some of 

its customers to implement cashiers with self-service. And what they have found is that 

the younger as well as the older consumers are as interested in using the self-service. The 

company has started implementing this in some grocery stores that they are serving. 

Another point that is based on speed is that Fujitsu Services can for example provide 

information in the dressing room about if other sizes or colors are available. The idea 

would be to also use body scanners or barcodes to get advise about the right size. This 

allows the customers the comfort of not having to exit the dressing room in order to 

locate a sales person. One concern from customers’ point of view might be if the retailer 

stores their personal information, such as their size or other information that might appear 

sensitive to the consumer. (Updated, no. 2, 2007)

Three balanced segments in 2010:
Retail                 230 MSEK
Bank/Finance   265 MSEK
Public                360 MSEK

    Others    195 MSEK
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Bank/finance

Fujitsu Services AB is working on increasing customer loyalty with the help of 

technology and this is one example of what Fujitsu Services AB is trying to help the 

banking and finance industry with. To reach new customers is more costly than to keep 

the ones that one already has. Fujitsu Services AB is trying to bring in the knowledge 

from retailing into banking and trying to make banking fun and pleasurable. They have 

also noticed that the consumers want to have access to multiple channels and therefore it 

is important that the bank gives the same message throughout all the channels, such as 

internet banking, ATM machines, telephone banking etcetera and to make everything 

easy and convenient for the consumers.  (Updated, no. 2, 2007)

Fujitsu Services AB has FöreningsSparbanken, today Swedbank, in Sweden as one of its 

customers. For FöreningsSparbanken, Fujitsu Service AB carried out the major task of 

updating their computers to Windows XP with 13000 working computers at about 800 

offices with almost 800 servers. This task was completed in  49 days. (Updated, no.1, 

2006) After FöreningsSparbanken changed its name to Swedbank Fujitsu Services has 

taken over its service desk. The company here uses Sense & Respond to identify issues 

and respond to them and eliminate unnecessary work for the future. The point is to find 

where the fault occurs and thereby make sure that same issue does not occur again in the 

future. (Updated, no. 2, 2007)

Public

The public sector is today the biggest sector for Fujitsu Services AB when it comes to 

sales. The public has to think in terms of branding itself and think on a global 

perspective. This can mean in terms of services but also hardware. Värmdö, for example, 

uses Fujitsu Services AB’s services. They started out by using Fujitsu’s hardware, but are 

today moving one step further to finding other service-oriented solutions. This involves 

support, upgrading and exchange of computers and software. Fujitsu Services AB owns 

the equipment and takes on the responsibility of making sure it works, and Värmdö 

municipality pays a sum for each working place per month and then the whole package is 

included. By outsourcing the IT to Fujitsu Services AB allows the municipality to 
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concentrate on serving its citizens instead of IT applications, moreover, since they only 

have one IT application company it is easier to budget the cost of the information 

technology. (Updated, no. 2, 2006) The same goes for Landstinget where they then can 

focus on providing healthcare to the Swedish citizens. By using the lean concept within 

healthcare the public sector can give personalized care and faster service which have 

already been seen in the United Kingdom and Finland. The information follows the 

caretaker wherever they go to the hospital and allows the doctor to see personal 

information and thereby simplifies and speeds up the consultations and test results for the 

patients. It removes the system with files with single and loose pages increasing the 

security.  (Updated, no. 1, 2007)

 Figure 7. Predicted combined product mix (Sources: Fujitsu Services AB)

4.1.3 Products and services

As has been seen in the examples above when it comes to the three verticals the 

consulting and service part is a way for Fujitsu Services AB to help companies make 

choices and guide them in this process. Fujitsu Services AB also aims to increase the 

efficiency and returns for those companies.  The consultancy can be broken down into 
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two areas, which are business consultancy and IT consultancy. For the business 

consultancy the industries of expertise lies within retail, financial services, 

telecommunication, utilities, manufacturing, healthcare, and the local and central 

government. The area of expertise varies between the countries depending on in what 

area they have built up a customer base and most experience.  Fujitsu Services AB uses 

its capabilities to help the customers. Services mean that Fujitsu Services AB frequently 

partner with other providers to deliver end-to-end service to clients. Their Integrators 

Business Unit is focused exclusively on working with other major IT companies. 

Including collaborating with their client’s chosen partners. If one look at figure seven  

page 55 one can see that the margin on the services is 12-22% depending on the service 

and the service count for 42 % of the total sales today for Fujitsu Services. For the 

consulting, it is 20-40% margin on the earnings and a total of 7% out of the total sales, 

depending on the specialist knowledge of the consultant. It also depends on if the 

consultant is paid per hour or not, basically the more knowledge the higher the margin.  

(Fujitsu Services Limited, 2007b)  

In Sweden the service and consulting part is often combined together, as well as, the 

hardware part. This is due to that Fujitsu Services AB then can offer a complete package. 

For example, Fujitsu Services AB might sell a computer and then the company needs to 

service that computer and also needs consulting in how to use it. The Fujitsu Services AB 

consulting and services can aid other companies in choosing between different IT 

options, and thereby reducing IT costs and make the company increasingly efficient and 

effective. Important to point out is that not only Fujitsu products are recommended but 

also other computer companies depending on what gives the customer the most value. By 

using the consulting services the company can also get help in deliveries, coordinating 

suppliers and partners, and make sure that the company’s needs are met. Moreover, by 

outsourcing the IT services to Fujitsu Services AB the company can take advantage of a 

safe data center and Fujitsu’s specialists, or the Service Desk taking care of all the IT 

questions.  The Service Desk talks to the customers and solve their issues, one customer 

is for example for Swedbank. (www.se.fujitsu.com) The goals are for the services and 

consulting to go from being 49% of sales to 58% of sales in 2010. The strategy is to grow 
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the service part of the company by following the sales of the hardware, and then to add 

additional areas where the application management and system integration can be sold 

and thereby needing more consultants to implement this strategy according to Fujitsu 

Services AB’s CEO. However, if one predicts the future with the combined business with 

Mandator the consulting should go from being 2,1% of the marginal profit to 12,3% and 

infrastructure services decrease from 7,56% to 3,78%. The numbers have been calculated 

by using the numbers in figure seven page 55. For example, consultancy 7 percent of 

Fujitsu Services multiplied by the 30 percent margin giving a marginal profit of 2,1 

percent.

Hardware is also provided by Fujitsu Services AB and often in combination with the 

other services. These products might be software, server and storage, as well as other 

components and IT products. As mentioned before some of this hardware and software 

does not come from Fujitsu but also from other companies, such as IBM.  Hardware and 

software involves Fujitsu’s range of trusted partnerships with the world’s major hardware 

suppliers also means that they can offer a choice of platforms and also Fujitsu’s alliances 

with the world’s major software vendors enable them to run a wide range of world class, 

best-of-breed software products. The margin on the hardware is around 2-8% and for the 

software it is 1-6% the margins depending on how much the customers are willing to pay, 

how much Fujitsu Services get to sell after that, and if it is sold as purely a product or 

also together with services. It means the more complex the tool or product the higher the 

margin. (www.se.fujitsu.com) The hardware and licensing part of the company will take 

a smaller role of the sales in the future. Today the hardware and licensing part counts for 

52% of the total sales, but in 2010 the goal is that the percentage is lowered to 48% of the 

total sales and that services and consulting will  dominate this due to the higher margins 

according the CEO. Looking at figure seven page 55 one can also see that the hardware, 

on the other hand, has had 3,12 % of the marginal profits and will decrease to 1,62% after 

the merge.

To summarize the secondary data, historically Fujitsu Services AB started out selling 

hardware products together with services, which is also the core product for the father 
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company Fujitsu Limited and the other part Fujitsu Siemens that also focuses on 

computers and computer parts. Services has then been a natural step to service the 

hardware and software, and more recently the company has moved into consulting 

services and will now do so even more with the acquisition of the IT consulting company 

Mandator. However, today the company generate most business within consulting, 

followed by services and finally hardware .

The potential in the future is to continue to develop the verticals and to incorporate the 

verticals where Mandator has built up competence. This is also where the company has 

the opportunity to easily grow into new verticals. 

The value that the company creates for their customers and where they have capabilities, 

and are superior to their competitors are through their competence within the Lean 

concept, and through TRIOLE and Sense & Respond. These make the company different 

in an industry that is otherwise often American driven.

4.2 Primary data

The primary data is based on interviews done with the managers of Fujitsu Services AB. 

Moreover, the interviewees’ sales knowledge is of interest to get collective information 

about their customers in Sweden.

4.2.1 Introduction of Interviewees

All the interviewees will be anonymous due to the request from one of the interviewees. I 

have picked figured names in alphabetical order Axel, Börje, Carl, Dan, Edwin, Freddy, 

and Gregory. In figure eight page 59 one can see the organizational chart of Fujitsu 

Services AB, which demonstrates the different roles that the interviewees have within the 

company.
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Customer

Figure 8. Organizational chart of interviewees (Sources: Fujitsu Services AB)

The first person interviewed was the manager for the vertical or Business Unit of the 

Financial Services sector. His main role is to make contact and sell to the top 

management with customers within the financial sector, such as banks and insurance 

companies. He has been with Fujitsu Services only since this past summer, June 2007. 

However, he has worked within similar positions for the past 13 to 14 years and always 

within sales of services and products to banks and financial services. 

The second person that I spoke to was the Business Unit manager for the Retail sector. 

His job is to make contact with the leaders within the different companies that Fujitsu 

Services wants to do business with. He is doing this for the vertical retail, meaning 

customers in the fashion sector, such as H&M or the food sector like Coop. He is the 

senior manager that has been with Fujitsu Services the longest with his five years, since 

May 2002. He has also worked within IT for a long time since 1991, and then within the 

areas of business systems, industry and manufacturing. 

The third person is fairly new within the company and just started in August 2007. 

However, he has been within the same area of business for years. He has been within IT 

and telecommunication for 17 years and then with companies like Telia, Ericsson, 
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Worldcom, and Orange and within the area of sales the whole time. His position at 

Fujitsu Services AB is as Sales director.

The fourth interview was with the Chief Operating Officer, COO and manager for the 

Lean service concept. His role is on an international level and to work out strategies and 

setting up goals with for example, the headquarter of Fujitsu Services in Europe, the 

United Kingdom office in London. He has been worked for Fujitsu Services AB for the 

past two years, and previous to this he was with one of the main competitors IBM for 17 

years. 

The fifth interview took place with the director of delivery or SDM & Business Support, 

but he is also manager for the Core Services. The director of delivery is responsible for 

all the consultants, the data centers, and the helpdesks among other people who work on 

delivering the offerings. He has been within the company since 1st of January, 2006. He 

was also with IBM for 38 years before and of those years 12 years within Strategic 

outsourcing of the Swedish and Nordic delivery. He worked on for example the Swedish 

post and Astra Zeneca, MoDo, SPP and also worked for Ericsson. 

The sixth interview took place with the manager for the Business Unit or vertical of the 

Public sector. His role is to sell to the management of public organizations, such as for 

example the healthcare system in Sweden. He has been with the company for the past two 

years and before that he worked for Philips among other companies. He also has the 

knowledge of being CEO for several companies within the medicine technical and IT 

companies. And one of the companies that he has previously worked for is Volvo. 

Finally the seventh interview and final interview took place with the manager for the 

supply chain that is the hardware and software manager within sales. He has been with 

the company for eight years and has earlier worked as account manager within the 

company and previously also outside the company. One area has been to sell data storage 

through a German company. 
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4.2.2 Interviews

Customers-“The company is going through a change to focus more on middle to big 

sized companies”

See appendix one for the semi-structured questions used as a guideline for the interviews. 

According to the interviewees at Fujitsu Services AB they have a wide variety of 

customers. However, most of the interviewees mentioned that they have middle to big 

customers,  in the private sector and companies on the stock market. Edwin, on the other 

hand is mostly working with public companies.

Axel, has customers that are both public and private with Nordea and SPAB being public 

while Swedbank and H&M are private or on the stock market.  Gregory has mostly big 

customers both within the public and private area.

In Axel’s, case the customers are bigger and fewer than in other sectors. He also 

mentioned that it is easier to sell at bigger companies since they have the economic 

resources. More than one interviewee also mentioned that this is changing, and that 

Fujitsu Services are moving toward new bigger customers in new verticals, and some of 

these bigger customers are also based on a global and international basis. Some of the 

existing customers also have the possibility to grow into becoming bigger ones like 

Volvo as mentioned by Edwin. 

It was also mentioned that not only can Fujitsu Services grow in the amount of customers 

they have, but also the amount in sales by selling not only hardware, but also services and 

consulting services to those customers. There are  customers that are moving into 

becoming full-service customers, meaning that Fujitsu Services AB provides a full 

package of services, consulting and hardware to that customer. One example mentioned 

by Freddy, was Westinghouse, which is a full-service customer, and by providing this 

Fujitsu Services is able to lift the business and do everything for the customer.
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Industry-“Today the company sells most within the public sector”

There was a disagreement between the interviewees about in what industry the company 

sells the most and the question was answered differently by the Business Unit/Vertical 

managers. Axel, said, firstly, clearing, financing and funds management, secondly, 

universal banks and  thirdly accounting companies. Börje, answered retailing meaning 

the food business and fashion industry, with companies such as H&M, Åhléns, Axfood, 

and Coop. Freddy, mentioned public sector, but also that he works on 

manufacturing/industry which is most likely one of the new verticals that will be added to 

the already existing three. Public is for example “Landstinget” or county council of the 

medical services in Sweden. Which he also mentions is a very complex and complicated 

organization, which change depending on the government that rules in Sweden at the 

time. A new government can mean a new focus and another budget. What is also 

different about the public sector is that the offerings are handled differently, since in 

Sweden the public offers are open to the public. This means that after a year all 

documentation becomes public, while in the private sector this can be kept confidentially. 

The non-vertical managers gave similar answers and pointed out that in the future it looks 

like additional industries or verticals will be added to the already existing mix, for 

example the industry and manufacturing sector. But Dan and Gregory, mentioned Public 

as the biggest sector while Edwin, mentioned H&M and Swedbank as the biggest 

customers meaning the retail and financial sectors, biggest not meaning the size of the 

customer but the amount of money that the customer brings in. 

Location of customers-“Stockholm, but expanding more into other areas”

For the question where the customers are located every one mentioned the three biggest 

cities in Sweden; Stockholm, Göteborg and Malmö. Moreover, there are several 

customers with local offices where Fujitsu Services AB provides different services and 

deliveries, however, the decisions are still made centrally at the customers’ headquarters 

in Stockholm. This is changing and Fujitsu Services AB will have added local and 

regional offices shortly due to the acquisition of Mandator, which will allow them to get 

closer to the customers in other parts of Sweden. Axel, also mentioned that SEB, for 
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example, has its office in Stockholm, Sweden, but the bank also has bought banks in 

other countries, such as, the Baltic states, Russia and Poland which brings them to an 

international market. Also Trygghansa is today owned by the Danes, which means a lot is 

now handled from Copenhagen. Börje, has the customer Kappahl in Mölndal and they are 

working on getting IKEA in Helsingborg.  Freddy, on the other hand, mentions Volvo in 

the Göteborg area. Carl, says that he would like to see Tetrapak as a customer in the 

Malmö and Trelleborg area and believes that they can grow in the Öresund region. Both 

Edwin and Dan are saying that a small office in Västerås will be opened because of 

Westinghouse and Mandator.

Gregory mentioned all over Sweden due to that the focus on the public sector and the 

county council and municipality.

Value creation-“By using lean methods around IT value is created”

This question was answered in different ways. Some of the interviewees believe that 

Fujitsu Services AB is not that good at creating value yet,  but most seem to believe that 

the company is getting better at it. 

Erwin thinks that value is created for H&M by handling their shops IT (POS) and 

outstanding application, and the Service desk for Swedbank. He also thinks that this will 

improve with the acquisition of Mandator since then they will have additional consultants 

that are specialized in other areas. 

Carl, thinks that value is created by all services since they are unique in their character 

and especially the lean concept adds value in a different way than the American 

competitors. Also, the outsourcing creates value for the customers, because Fujitsu 

Services then take over parts from the IT departments, which they have extensive 

knowledge about in comparison to the customers. Thereby the customer can reduce the

time and cost spent on the tasks.  Dan said the same things that by taking over different 

tasks and doing it better than the customer  themselves, they add value. Furthermore, by 

using lean and improvement processes in the different sectors Fujitsu Services AB is able 
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to help the customers, especially since Fujitsu Services AB is unique in using this type of 

processes within the IT field. Axel said that the way to create value is to find the best 

solution for that customer in particular and meet its needs as a partner.

Related to this is the answer that Freddy gave, who believes that value is created by the 

infrastructure, service and helpdesks, and by doing big affairs this leads to economics of 

scale and bigger competence. Börje, agrees with that the infrastructure creates value as 

well as the IT solutions and innovative solutions, since they have built up competence by 

doing it for several customers. Moreover, they are also able to do this on an international 

basis due to the offices worldwide. For Hennes & Mauritz, for example, they can use 

local offices to provide them with services in other countries.

Future potential-“Potential is to make IT as cost effective as possible and help 

customers be competitive”

Axel believes that the future potential is in retail banking. Here the company can build on 

its international success and then use this experience and adapt it to the local market and 

customers in Sweden.

Börje is convinced that the future is to work on what has already been started by the 

company and deliver IT solutions and infrastructure, but also outsourcing and deliver 

business systems. And to take over parts of the customer’s business so they do not have 

to do it themselves. Dan also believes in providing IT solutions for the customers and 

does this as cost effectively as possible. And to aid the customers to become competitive 

and by adding value. By providing the infrastructure on an international basis this will 

lead to fast profits and an increase in the number of employees. Gregory agrees that the 

future lies in the delivery of solutions and build on the capabilities that the company 

already has. 

Carl thinks the potential lies in the bigger customers and by analyzing what type of 

customers that Fujitsu Services AB wants, the goal is to make the most possible revenue. 
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Edwin, on the other hand, sees the potential in the consulting and service business in the 

future.

Freddy, thinks that the potential lies in the value chain and by taking a step up to improve 

the business models and strategies to get closer to the customers. It is not only about 

giving the customers the lowest price but to give something extra and increase the 

efficiency and effectiveness for the customers.

Growth and development-“Growth can be generate through global infrastructure with 

added services and consulting on top”

The most growth can be done by building on the strong connection that the company 

already has with Swedbank, and use that as a reference on the market to get other 

customers. But they can also look at where the other Fujitsu Services offices around 

Europe have been able to grow the most and use that in Sweden, Axel adds.

Börje thinks that the growth and development will come by selling packaged solutions on 

an international level, and by adding service to the packages. As well as grow within the 

area of consulting. Dan, Edwin, Freddy and Gregory, all believe in the area of service 

and consulting and to keep up the global infrastructure.

The possible vertical industry and manufacturing, is where the  growth will take place 

thinks Carl. But at the same time aggressive goals have to be set within all verticals and 

not only within new markets. 
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Company foundation-“There are today gaps on an international level”

They all agreed on that the correct base or foundation is there for the company, however, 

there are some gaps that can be filled. Axel thinks there are gaps on the consulting side 

today when looking from an employee point of view. Mandator will most likely be an aid 

in improving this with consultants with the technical and financial services business 

competence which is needed. Börje mentioned the same thing and to improve within 

project leadership.

The global models and delivery processes used within Fujitsu Services have to become 

better on a global basis. They have to be ready to do adaptations to the models to adjust 

to specific countries where the customer has business and also to adjust it to the local

markets, says Carl. Building on this same concept Dan also thinks, there is a gap in the 

international market and the infrastructure, and where extra support is needed in order to 

deliver the best possible service to the customer. Fujitsu Services AB is a few years 

behind the competitors in this area he expresses. 

Edwin expresses that the company is too small both on the product and service side. The 

company is still fairly unknown, but when the company is able to establish contact with 

possible customers they do seem to be interested, especially of the Japanese heritage and 

the company’s long term perspective on working with its customers. The company has no 

quarterly results like the American companies, and therefore do not push for positive 

numbers the whole time. The company is not ruled by the stock market in the same way.

Freddy thinks that the gaps are within the middle management, which needs to be 

stronger in some areas of the business. But with the acquisition of Mandator the company 

will gain some of what it is currently lacking. The firm also needs to work on its 

strategies to take that next step up. Gregory says the goals are there and have been 

identified and show where the company needs to go, and now it has to be put into 

practice. One goal he mentioned was that the key competence needs to become more 

competitive.
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Capabilities-“Infrastructure delivery is among the capabilities”

The interviewees from Fujitsu Services AB have different thoughts about what the 

capabilities are and how they can be explored and improved. The package knowledge as 

used for Swedbank, can lead to further programs and software solutions. But it is 

important that they are supported and that there is international cooperation to get the 

necessary support and competence in Europe. The company can perhaps use, for 

example, the Finnish knowledge and build on it in Sweden, says Axel.

Börje wants the company to continue to grow and develop what they already are doing 

and grow within the value chain, and get more complex software solutions.

Carl mentions Mandator as one of the strength that can bring them to get broader 

compared to HP and IBM. However, they will still have the possibility to stay small, be 

faster and flexible locally compared to the two competitors and still with the bigger 

global company behind them.

Dan claims that the capability is within the relationships with the customers. It is actually 

something positive that the company does not have everything developed and put into 

practice yet and by being smaller, it allows the company to develop things together with 

the customers and be extra flexible. On the other hand, he thinks that the staff is superior 

and that the competence of the employees is good, especially in certain areas such as 

logistics and delivering PCs and products across the world. Moreover, Fujitsu Services is 

unique in the industry with its Japanese heritage compared to most of the competitors 

with American backgrounds. Because the competitors like HP, IBM among other ones 

have American backgrounds they are similar to each other. The Japanese heritage and 

way of working also means that there is a long-term perspective in relations to the 

customers. Freddy agrees that the strength is within the infrastructure delivery, and this 

can lead to added customers and volume, and that gives economy of scale for the 

customers. Another part of the capabilities are the service desks and helpdesks, but these 

can get bigger in some geographical areas such as the Öresund region.
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The company has good capabilities within service, but the company is too small and need 

additional middle and big sized contracts. HP, for example, bought their way into 

Ericsson and thereby gained mass and a way to get into the business. Fujitsu works 

differently and is going in the right direction, believes Edwin.

Customer improvement-“The company needs more focus”

Axel, thinks that the customers today do not have the same picture of the company as they 

used to in the past. Some of these customers have been buying products before and now 

moved over to using the services provided. The customers have to be reminded of what 

products and services are provided, and be told and be reminded about the company. The 

company has to tell the old customers and new customers that they do not only provide 

hardware but also consulting and services.  Carl, discusses similar point of views, and is 

saying that the company has become commercial and found the correct business model. 

But they need to be clearer in their concept and explain better what their portfolio is, and 

be on the same page through out the company. Today he thinks that many customers get 

confused about what the company does and represents. Dan also believes in this, that the 

company has to become focused on what it does and is good at, and not try to offer too 

much, because then the company might get issues with its validity. Börje, on the other 

hand, thinks the change needed is to focus on the bigger customers and the key accounts. 

Then it is important to increase the knowledge within each vertical and get extend the 

professionalism. The employees need to become focused within each vertical instead of 

working with customers within several verticals. For example, if one employee works 

with customers within retail and banking Börje thinks this employee should focus on 

either or, and not both.

Edwin, thinks that the customer relations already are good but that it can be improved on 

a global basis. He means that Sweden can be pushing for superiority and be influencing, 

but they also need the rest of the global business to back this up. Sweden needs this 

support to become one of the big players in the industry.
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Freddy does not agree with Edwin he thinks that the level with the customers is low.  The 

company needs to start talking to management and the board instead of the technicians 

and the IT department. The company also needs to learn additionally about its customers 

in order to match their needs better. They also need to come up with solutions and 

strategies for the customers on how they can improve with Fujitsu Services AB’s services 

and products. They need to make contact and move into the offerings and deals earlier in 

the process to win new contracts, and because this allows them to be part of forming the 

deals to a greater extent. And further establish long-term relationships. Gregory

mentioned the same thing.

Business unit or verticals-“The verticals need time to be developed before changes are 

made”

Axel and Carl think that they should develop the business units; or verticals as they also 

are called; in which they already have the superiority, that is retail, bank and finance and 

public. Axel believes that the company will move into the new vertical, industry and 

manufacturing, soon, since they can grow within this area through Mandator. And he also 

mentions that they can possibly also bring in the telecommunication area. The key is to 

build critical mass and vertical competence within each sector to be additionally 

competitive in the long run. Börje agrees with that the company in Sweden needs to 

improve the verticals that they have, but also thinks that they should not expand into new 

verticals, but focus on what they already have. Gregory, feels the need for extra 

specialists within each area, and then has consultants within each area as well. Then they 

can finally tie it all together through the delivery. Today everyone work a little bit here 

and a little bit there, and is not focused. This leads to that no one is specialist in one area. 

Freddy thinks that the verticals can be improved by building up additional competence 

and integrate all the different functions and departments better. Each vertical also needs 

new employees, he gives WM data as an example, and they have about 300 people within

the medical field while Fujitsu Services AB has 600 all together across all the different 

verticals.
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Dan, is saying that the verticals are so new and were set up during 2007, and therefore 

the verticals should be given a chance to accomplish something for a year or so before 

changes start to be discussed. Edwin, says the same thing more or less and  also thinks 

that it will be an improvement with Mandator bringing in the two new verticals. He 

means that Mandator is strong where Fujitsu Services AB is weak, so in that way the two 

companies will complement each other very well.

Product offerings-“Company is great at giving power points but less so at delivery”

Axel and Edwin say, that the offerings can be better by being supported by marketing. 

Marketing can describe the products better, document them clearly and standardize them, 

which will make them easier to sell for sales. Services are abstract and therefore have to 

be described in detail and in a simple way to turn them into  “products”.  Today the 

company spends too much time on trying to be unique and explain products to the 

customers.

Börje thinks that the company has to work on adding services and adding extra value 

along the value chain, since today the company is missing international business

processes and applications services in the chain. Carl also thinks the company needs to 

create value and differentiate itself, and develop a portfolio after its competence.

Dan believes in additional focus of the offerings. Today it is a bit too spread out. It is too 

difficult for the customers to understand what the company is good at. The company 

gives an excellent power point, but then has to implement it better.

Edwin explains that Fujitsu Services AB needs to go back to the market and see what it 

needs instead of just producing things and putting it on the market. The firm needs to 

look at what the market needs and demands, and then adapt the products and services to 

this instead of the other way around.

Finally, Gregory feels it is a need for improved packaging of the offerings. He thinks that 

the company can initiate follow up services to the initial service that they deliver. 
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Consulting and service desk should be part of the services and he agrees that the 

marketing tools could be used to a greater extent when selling.

Differentiation-“The differentiation lies in the Japanese heritage and Lean”

By focusing on its Japanese heritage rather than being American like most of the 

competitors, the company can differentiate itself. Focus on its lean concept, which is hot 

at the moment and unique to the market. Furthermore, they need to communicate that the 

company has customer orientation, long term customer relations and is flexible in 

providing services, technology and commercial solutions. The company can also show 

that it is moving forward and is a winner by the acquisition of Mandator. The biggest 

competitors are IBM, HP, EDS a Norwegian company EDB, and WM data, as well as the 

internal IT department that want to keep its employees according to Axel, Carl, Dan, 

Edwin, and Gregory. Börje agrees with this answer and adds that some big players within 

retail are Wincore nixdorf and NCR. Edwin also says that Fujitsu Services AB is not as 

focused on the stock market and money as the Americans are. Furthermore, the company 

has received an excellent response to that it empower its people and let decisions be made 

on a local level and not just at the headquarters. This allows for faster action and 

decisions, and for greater risk taking and flexibility and thereby getting closer to the 

customers. Freddy believes that the western markets are a bit sick of the Americans 

approach and that they are not always sensitive to different cultures and does the “Coca-

Cola” thing everywhere. Meaning they use the same way of doing business everywhere 

and do not adapt to the local markets.

Culture change-“Lean should be the culture”

The company culture can be changed and needs to according to Axel since the company 

does not have a full customer orientation yet and it has to work harder on this aspect. 

Right now it is also a fairly Swedish culture thinks Axel. 

Börje, says “There is a need for more sales, service and solution orientation”. Gregory

agrees that the focus should be towards the customers.
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Carl thinks that the culture will be a challenge during the upcoming period due to the 

acquisition of Mandator where the two cultures have to merge into one. This means they 

have to find a common culture but still keep working on the reputation program of the 

company. He adds that this is especially a task for the management to work on.

Dan thinks the company has to change toward the Lean concept. Lean should be the 

culture of the company and everything should always be built around trying to improve. 

He also believes that the company should give extra empowerment to the employees 

closest to the customers since they know best how to solve the issues for those customers. 

Tied to the lean concept is what Edwin thinks, that the company needs to value the 

Japanese culture and build on this. They can also use the reputation program that the 

company already has started, and educate them when it comes to quality and the long-

term perspective. He gives the example of Toyota that already has been doing this for 

many years. Freddy agrees with this and that Fujitsu Services AB should focus on this 

instead of adapting too many British aspects, since Fujitsu Services head office in Europe 

is established there. The British way is sometimes too bureaucratic and spends too much 

time on the internal aspects instead of focusing on the external ones and the customers 

and the market. 

Service orientation-“The company has a service perspective”

“Yes, we are service oriented and customer oriented”, says Axel. Carl believes that the 

company  has a service perspective due to that management has an active role and sets a 

good example, and by visiting customers and selling as well. So, the company is service 

minded. Dan and Gregory agree, and think that the company has gone from being a 

product-oriented company to being a company that delivers services.

Börje, does not think that the company is completely there yet. Edwin, points out that at 

the moment he believes it to be true on a management level but not through out the 

company. Freddy says that it is partly due to the history of the company where the old 

employees are used to selling products, while the newer ones burn for the service 
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industry and have a greater understanding for the services and of how to sell them. This 

goes back to that it is easier to describe a tangible product than a service.

Strategic change-“The company has a local perspective but needs to have more 

international strategies”

To change strategies and change the management style can bring up obstacles. There are 

a lot of people within the company and especially management that work on bringing the 

company through change and in the right direction, but Axel does think that sometimes 

the explanations and communication about where the company wants to go could be 

clearer. The goals need to be stated clearly, and the employees need to understand how 

each and every person is affected and can become part of the change through their 

positions within the company. Freddy, backs this up, and adds that the company can be  

too slow and that people find security in the old and comfortable. There could be 

additional encouragement for innovation and change. He, however, adds that at the 

moment the company is going through tremendous change, which it seems like most 

employees find exciting and enjoys. The move is toward service.

Börje, states that the company is  too slow in bringing about change and are too 

comfortable, and need to improve and be faster and sharper many times. The organization 

needs to decide what it is superior at and focus. Today it has a very broad focus and the 

middlemen are not strong enough. The company is a bit too much “mellanmjölk”. Edwin, 

disagrees, he states that the company today has a leadership that is 100% committed to 

change and this includes top and middle management. He thinks that perhaps the 

company should use change agents in periods of major changes, but on the other hand the 

economy does not allow this. Gregory, says that historically it was difficult to bring about 

change at the company and the company has gone through major changes over the years. 

Today people are willing to change and are more flexible.

Carl, gives an example of what needs to be improved strategically. The company follows 

the British too much and does not adapt the strategies enough to the local and Swedish 
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markets. He thinks that all business needs to be local. For example, it is a lot of the 

accounting done in British pounds and not in Swedish crowns. 

Dan, brings up the example of IBM, which has a clear vision, mission, strategies among 

other things and sells the same aspects all over the world. At Fujitsu Services there is a  

local perspective and the company has developed differently in different countries. This 

brings them closer to the customers and leaves room for flexibility. On the other hand, 

this can be a disadvantage on a global basis he believes. If a customer is global the 

company might have issues to carry out the same services across borders due to different 

specializations. To improve this, there need to be additional links between the local 

markets and the global ones. For example, even the European headquarters in London is 

thinking local rather than global, since historically the British office in London was just a 

local office and not a headquarter. This leads to that their strategies not always are 

international in the character. Dan does however think this is improving with time. 

Customer relations-“Have focus on customers relations and a long-term perspective”

Axel and Dan say that the company has relationship marketing and are building long term 

relationships with its customers, they do have a long-term perspective. They keep most of 

their customers that they already have and this is positive. Carl also responds, yes, but 

that this can always be improved. The Asian model is long term and the company has a 

four-year plan after which it works. Edwin, thinks that this will improve even further with 

the verticals in place. Because this allows Fujitsu Services AB to get closer to the 

customers and means that the company can come out with its offerings much earlier, and 

also better understand what needs that need to be met. Freddy thinks that this has 

changed over time and currently is in accordance with Edwin. In the past the company

answered to diverse offerings instead of thinking long-term business. However, he also 

points out that it all depends on how busy the employees are, because if it is a very busy 

period they do not have the time to visit the customers and take care of the personal 

relationship as much, but the company is aware of the issue and is working on improving

it. 
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Börje, disagrees on this question as well, and says “no, we need to improve. We run the 

direction of fast business and do not always think long term. There is too little 

relationship building and we should focus on the customers rather than just respond to 

different offerings that develop.”  Gregory agrees to some extent and believes they are 

thinking long term in marketing, but that the company does have to think short term in its 

marketing. The company should use their campaigns to get competitive and communicate 

and sell better in those campaigns, and not only focus on building the brand name. He 

adds that on a market where the company is known this works, but not in Sweden where 

the brand name is still fairly unknown and the brand does not carry the selling yet.

Company improvements-“Need more empowerment and move down the decisions to 

the service desk”

Axel thinks that Fujitsu Services AB can improve in some areas for example they need to 

get additional support from marketing in order to sell increased amounts and give added 

value to the customers. By presenting the company better and telling about Fujitsu 

Services AB, it will get more interesting for the customers to meet with the company. 

The marketing team also needs to look at market news, business intelligence, the 

competitors and can thereby also aid in the selling and creating relationships with the 

customers. Gregory believes the issue is in that the goals are not always communicated 

well and not everyone knows what to work toward. He believes the issue is within the 

management and not marketing department. Today all the communication does not 

always reach all the way to the floor. He also adds that the focus has been to please the 

office in United Kingdom at times instead of the customers.

Börje thinks the company needs to get bureaucratic and be dynamic and flexible at times. 

The company also needs to have less internal focus and bring that energy to the 

customers. Sometimes the company has a difficult time to bring strategies into practice. 

Dan agrees and adds that he believes in empowerment to improve this, and move down 

the decisions to the service desks to make the processes faster. Freddy is also in 

alignment with customer focus and that the company can synchronize its business and 
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affairs better, and make sure that the communication does not go wrong between the 

different departments.

Carl finds that improvement is needed in the business models and finding the correct 

ones, because at the moment it is confusing to the employees. They have not known what 

customers to target and how before. There need to be extra focus in this area and that 

includes the marketing as well as Axel mentioned.

Internal communication-“Most important tool is the intranet”

The internal marketing can be improved in its communication of the goals and concepts 

of the company, and how each individual can add to the goals and help the company in 

reaching them. He believes it is best to communicate it down through the management 

levels and break it down into each role. It is not enough to spread the message through 

the intranet and emailing, thinks Axel. Börje also thinks that the communication can be 

improved. He says “If you would ask internally you would most likely get several 

different answers about what the company is about and what they are good at today.”  

This means that the company is a bit lost and everyone needs to be told about where the 

company is going.

Carl thinks the business model can be taken to another level and especially now during 

the acquisition the firm needs to focus on communication. The British office also does 

not always provide the information needed. Edwin does not think that the company is 

there 100% yet.

Dan believes that the most important internal marketing tool is the intranet. However, the 

closest manager should provide sensitive information. Otherwise other tools can also be 

used such as group meetings. Freddy also mentions that the internal marketing is at a 

high level. He mentions that the company today uses several tools to communicate like 

the intranet and the reputation program, and these tools are all good initiatives, but most 

importantly middle management has to communicate both ways and this does not always 
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work. Gregory adds that all the tools are there, they just have to be used to the fullest 

potential. The bigger issue is the external marketing. 

Lean culture-“Never ends. Toyota has worked on it for 40 years”

The culture at the company has changed over the years and the company is starting to get 

the lean concept all the way through out the company, and then especially at Swedbank in 

Östersund, where Fujitsu Services AB has the Service Center that serves all the bank 

offices around Sweden. The idea is to learn from every call and make something out of it, 

and then come up with solutions of how to reduce the calls and save money for the 

customers. The company started this process during the summer this year, mentions Axel. 

Furthermore, Börje also mentions that the company has started to adapt to the concept. 

Today the employees have knowledge about what the concept is all about, but the 

company has not made it all the way yet as Axel says. This is also what Carl states, the 

company has made the power point, but not put it completely into practice yet. The 

ambition is there. It is mixed feelings about the changes that the company is going 

through, but for the most part people are happy about it. Edwin responds the same way 

and thinks that it still is too much on a management level at the moment. Freddy has the 

same idea and further mentions that the company needs to empower the employees to 

make the lean concept work, improve the processes, and give further responsibility. “The 

lean concept is a constant effort to improve and change. It never ends. Toyota has 

worked on it for 40 years. We should always think of improvements.” says Dan and 

continues, “when the company get together with Mandator it will be difficult in the 

beginning but since Fujitsu Services AB is not completely there yet neither, the two 

companies can use Lean as the common denominator. They can use it to work on 

something positive together and make it into their own, and build a common culture, 

while respecting the two current cultures.“ 

Gregory gives an indication on how to reach the lean concept. First of all, the process has 

to be explained to everyone, then the employees have to learn and understand how it 

works and believe in it, and finally it has to be put into practice. People start to 

understand it but at the moment the company is still between step one and two.
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Image handling-“People are confused about the brand name and with Fujitsu Siemens”

Axel splits the reputation of the company into two parts, first of all, he means that the 

company has gone through so many changes over the year which has actually brought on 

a positive attitude within the company, but on the other hand the company is not  well 

known externally yet. This means that the company does not have to improve a bad 

reputation, which is also positive since changing a bad reputation can be challenging. The 

company has not gone through any major crisis. Börje does not completely agree. There 

has not been any major crisis maybe, but on the other hand 15 years ago the company had 

2000 employees so the company was much bigger. Then the company was only selling 

hardware and now it is starting to grow again with the growth of the service business.

Carl considers the company to have a good reputation with great interest and response 

around the brand at the moment. Now it is important to deliver the promises that the 

company gives and use the interest in the most efficient and effective way. Dan believes 

the reputation of Fujitsu Services AB is better than that of the competitors, but the issue 

is with the unknown brand name. People get confused about the name Fujitsu Services 

AB and believe that it is the same as Fujitsu Siemens. This is one challenge that the 

employees often have to explain to customers and other stakeholders, but on the other 

hand he does not think that additional money should be put into the campaigns. The 

reputation and brand name will become further known with time through word of month 

and through customer referral.  Edwin says something similar. He mentions one incident 

where one customer left that the company which they had a lot of history with but  it was 

too late to save that relationship. Freddy also mentions this, but he thinks it is partly due 

to that the employees have not been as active in the past and not out to meet with 

customers. Now, however, the management is also out communicating with the 

customers and building up networks and there is added customer focus.  Finally Gregory, 

agrees, and adds that the company is considerably small and needs to sell itself that way 

to be credible. But at the same time needs to try to grow bigger and with Mandator they 

can target the bigger customers.
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Core competence-“Deliver outsourcing and infrastructure with a Lean concept”

The core competence is outsourcing and taking over parts from the customers and 

helping them with the functions and services that are centered on IT, Axel believes.

Börje and Carl think it is the IT infrastructure. They also encourage moving up the value 

chain and to become solution focused and focus on different business models. Dan agrees 

with Axel, Börje and Carl since he says that the core competence is infrastructure, lean 

and outsourcing, that is to deliver infrastructure and outsourcing with a lean concept. 

Freddy adds the Service Desk to the infrastructure, and the building of Sense & Respond 

at the Service Desk and helpdesk in Östersund. He agrees with that outsourcing and 

delivery is part of the core competence as well. In the future he thinks that the verticals 

will become part of the core competence.

Edwin believes it is product sales, and the logistic and delivery part of the business that is 

the core competence. Service desk, operations and logistics of products and production 

related areas is Gregory’s response. 

General commentary-“It is a small company within a big one”

Some of the interviewees had some spontaneous comments and adds. Börje added the 

comment that Fujitsu Services AB is moving the right direction with its changes and 

improvements during the past year. He thinks that the company is providing better 

business today, and is taken seriously on the market. It is a challenge to develop new 

business models and changes. Another challenge is that the British market is much bigger 

and that means more and bigger opportunities, bigger market share, and an increase 

people. To use their strategies in a small market like Sweden with less market share 

might not always be possible. Because of the size in Sweden the organization needs to 

focus on middle-sized companies and gradually build a presence in the market.

Carl says, “Sky is the limit. Sell like hell.” It is an exciting trip that needs to stay constant. 

The big challenge coming up is the acquisition of Mandator, in which everyone needs to 

play an active part and communicate well.
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Edwin adds that the company is still small, which can also be an advantage, because then 

the company can be focused on locality, but still with a big company behind it. It is on 

the right direction to growth. The United Kingdom and Finland have made it easier to 

handle the growth and easier to access the markets. Freddy also says that “it is a small 

company within a big one”. In Sweden the company is fast and dynamic, but it also has 

to work on the international and global business which today is slower and at times

inflexible. 

Service and product mix-“Need a continued mix of hardware, service and consulting to 

carry out the packages”

Everyone gave the same answer: to keep a mixed product and service mix. The focus 

should be on service and consulting, but the hardware should still be sold. Carl and 

Edwin suggested it to have a mix of 80-20%. The company sells a combination of 

solutions and there hardware can be part of the package. Börje said that if one provides 

hardware and then services, then consulting could be used to implement it. The customers 

can either choose to buy a package of everything or different parts that they pay for 

separately. 

Freddy explained clearly why he believes that a mix should be provided; 

“Personally I believe that we should have a product even though the marginal is lower on 

the product than on services and consulting. But if a customer uses the products, Fujitsu 

Services AB can also provide spare parts for the hardware, and other added services.” 

Freddy, continues by explaining the reason behind his answer. The reason being that 

services give additional marginal and for a company starting from scratch it might be a 

better option to just focus on services. However, Fujitsu has a background in hardware 

and therefore he believes in the mix. The hardware can lead to customer relations and 

then consulting and services can be added on top, which is practical.

Edwin also adds to this by explaining that today Fujitsu Services AB sells more hardware 

within the public sector and therefore they need to keep it in the mix. Dan breaks down 
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services, into pointing out, that he believes that the focus should be on infrastructure 

outsourcing. Meaning that Fujitsu Services AB takes over parts of the service from the IT 

departments at the customers, and provides the service in the form of a helpdesk or 

service desk.

Gregory also wants a mix, but is the sole person to mention that perhaps there should be a 

split in the handling of the service and consulting part, and the hardware part due to the 

different margins. He means that the hardware should perhaps be kept outside of Fujitsu 

Services AB and just fall under Fujitsu Limited. Instead of keeping them together and 

treat them as separate units.

4.2.3 PEST analysis

The political environment affects Fujitsu Services AB in different ways depending on the 

vertical. As mentioned before the politics play an important role for the public sector 

since the health system and hospital policies might change depending on which 

government that is in place. Either it is a government which priorities the social welfare 

and health care, or the government might give other areas priority. The current 

government is investing increased amount of money into the healthcare than the previous 

one according to Fujitsu Services AB’s CEO. Since Sweden is a politically stable country 

and has no risk of military invasion or other risks what might be of interest for Fujitsu 

Services AB is if the government will increase taxes, change the working week, wage 

legislations, price regulations, or safety regulations. Sweden is already a favorable 

country for intellectual property compared to for example China. If the government 

decides to decrease the working week this will cost Fujitsu Services AB extra money 

since they have to pay out additional overtime or accept less work done during a normal 

working week. However, with the current government it is likely that they will improve 

the conditions for the big corporations with tax cuts to favor the trade, this might change 

in case of a change of the government in the future. When companies have increased

amount of money this in turn could lead to that they invest money in hardware and other 

products that Fujitsu Services AB could provide. (www.sweden.se)
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The economical factors are also partly effected by the government since they are the once 

that decides on the taxation level. Moreover, Fujitsu Services AB is affected by the 

exchange rate and the stability of the Swedish government. If the company provides 

services to a company like H&M that has international offices and stores that the 

company provides products and services, to then it has to be decided if they should pay 

locally or as a complete deal in the Swedish currency. Moreover, since the headquarter is 

in London and the reporting is done in British pounds this affects the numbers. If the 

Swedish crowns have to be translated into British pounds, then the numbers might seem 

lower than if the same reporting had been done in Swedish not being affected by the 

exchange rate. Another economical factor influencing the company is the skill of the 

labor and the cost of it. In Fujitsu Services AB’s case they are currently hiring extra 

employees which bring up the costs but also allow Fujitsu Services AB to accept bigger

business deals with customers. Fujitsu Services AB only hires people to satisfy the need 

as was mentioned during the interviews. Moreover, by acquiring Mandator the company 

automatically gets more skilled consultants and other professionals. Finally the company 

is affected by the economical situation in Sweden, when there is a recession the business 

might decrease and when there is prosperity the business will gain from it due to that 

customers might be willing to invest additional money in technology and other Fujitsu 

Services products or services. This also means that people will have extra discretionary 

income and will spend more on products that Fujitsu Services AB’s customers provide, 

for example clothing at Hennes & Mauritz or saving money at Swedbank. If there is 

economical prosperity it could also mean that the customer can spend more money at 

Fujitsu Services with added product and services leading to bigger packages. When the 

population makes increased amount of money the public also makes additional money

through collecting taxes, which in turn also might mean increased government spending. 

When the economy is good it also means that Fujitsu Services have extra resources to 

invest in research and development to develop new products and services and expand the 

product mix. Economical prosperity means that Fujitsu Services AB can cooperate with 

Fujitsu Services in other countries and for the company to afford bigger deals for the 

customers. 
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The social factors in Sweden are favorable due to the equality between women and men, 

the big population with a higher education, the entrepreneurial spirit, and the attitude 

toward the health and environmental issues. (www.sweden.se) The entrepreneurial spirit 

is excellent for Fujitsu Services AB since enables the company to gain customers of 

international status, such as, Volvo, Ericsson, AstraZeneca, Electrolux, IKEA, and H&M 

as mentioned during the interviews. This also means that the company can hire 

employees with experience from international corporations as was also mentioned. 

Moreover, due to that Sweden has free education the population has the opportunity to 

get a higher education for less money than in for example the United Kingdom where a 

business degree from City University of London cost 3070 British pounds per year 

(www.cass.city.ac.uk), while at Gävle university one pays a small student fee and for the 

books. Neither price includes living expenses. Moreover, the equality between the 

genders in Sweden is considered to be one of the most equal in the world, which enables 

women to get higher positions as well such as in the Swedish government and other 

companies and this leads to an equal pay and other benefits. Also since the Swedish 

government and the population tends to favor the environment and the health this benefits 

the company since the employees can get better health care and live in a cleaner 

environment and therefore can work harder. (www.sweden.se) The social aspects can 

also be an opportunity for Fujitsu Services AB to invest in the employees and to develop 

a product portfolio that builds on a favorable environment for the consumers, such as for 

example the self-scanner or internet banking due to that the population is technologically 

advanced and highly educated.

Technological aspects are perhaps one of the most important factors for Fujitsu Services 

AB since they are competing in a fast and ever changing market and industry. The 

company is selling technologically advanced products and hardware, and then sells 

services and consulting to their customers. Therefore, the company has to be on top of 

having the best quality, the highest skills, and the most recent developments in order to 

stay competitive. The company can choose to be a follower and adapt other companies’ 

products and services, or they can be deciding on being the leader. (Grant, 2005) Fujitsu 

Services AB has chosen to not only sell its own products but also those of competitors, 
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and thereby even if they do not get to sell the hardware they are able to provide the 

service or consultancy. This can win them business in the long run even if they do not 

have the newest technology on the market. By collaborating with other companies they 

can focus on their core competence and gain additional business since they are concerned 

with providing the best products and services for the customers rather than putting 

themselves first. This could also lead to that the customers come back leading into the 

long-term relationship that the company wants to build. Also by being the follower 

sometimes they can save themselves the cost of testing and developing a new product. At 

other times being first on the market might mean that they are able to establish a name 

and association with the product before a competitor has time to copy the product. (Grant, 

2005) However, to add value to the customers, it is crucial that the company provides the 

highest quality possible and that they are able to give the customers help and assistance to 

using their products and services.

By summarizing the interviews showed that today the company through its customers are 

moving more into the consultancy services and other services even though the company 

historically was a hardware company. The customers are companies such as Hennes & 

Mauritz, Swedbank or the Swedish public sector, which are located mainly around the 

major cities in Sweden but also internationally. Most customers can also be found within 

the three verticals; retail, bank/finance and public. But in the future the interviewees 

believe in expansion into other verticals.

The Fujitsu Services AB creates values for their customers in different ways by adding 

extra services or consultancy to the hardware. They also create value through the Lean 

concept, by the infrastructure and outsourcing among other services saving the customer 

time and costs.

The potential in the future lies within different area depending on which manager is asked 

and how they interpret the question. The answers were everything from within the 

infrastructure, retail banking, value chain, IT solutions, consulting and services, but also 

outsourcing and deliver business systems. 
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The most growth in the future can be generated from building stronger relationships with 

the customers and then the customers might refer Fujitsu Services AB to other 

companies. The growth can also come from expanding the verticals and explore new 

markets by selling new packaged solutions to the customers. 

The foundation that the company is building on today is not yet superior even though the 

general agreement from the interviews seems to be that the company is building on the 

correct ground. There are several areas in which the company can improve and fill in 

gaps, such as lack of employees on the consultancy side and on a global basis. Reasons 

for the gaps is on one hand due to the size of the company but also due to weak middle 

management.

The capabilities at Fujitsu Services AB are also not agreed upon by the management. 

Various answers were given, such as the packaged knowledge used at Swedbank and 

within the relationships with the customers. Even with the acquisition of Mandator the 

company is still small making it flexible and fast in its customer solutions. The company 

is also unique in its way of working with its Japanese heritage and strategies giving the 

company a long term perspective and infrastructure.

Besides the research questions other issues related to the questions were discussed 

showing that the company can improve in many areas for example when it comes to the 

customers.  The main issue when it comes to the customers which needs to be improved 

is that today not all the customers have a clear picture about what the company does and 

what it provides. The portfolio needs to more clearly communicated and the company 

needs more focus. This also needs to be communicated directly to the management of the 

customers and not to the IT departments or part of the customers’ organizations. 

The interviews also show that the verticals need to be improved and also become more 

focused to stay competitive, and the company can maybe even expand into other areas. 

Once this has been done the product offerings to get more support from its marketing 

department to make also the communication clearer and focused toward the customers. 
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The differentiation of the offerings the company already think is good with the Japanese 

heritage and Lean concept, and this long-term orientation ,customer relations perspective 

and none focus on money is key. The same concepts are part of the company culture and 

has to become fully incorporated. But it is also pointed out that the culture will need to 

include Mandator and it will change to fit both companies. 

The company appears to do have a service and customer oriented view and now the 

company needs to brings about change and make the company faster at change and not 

only follow the British. They need to be dynamic and flexible at the same time. To 

accomplish a lot of its goals the internal marketing needs to communicate the goals 

clearly and educate everyone on the Lean concept and adapt to it. 

Finally the PEST analysis gives additional primary data where the political, economical, 

social and technical aspects have been looked at for Fujitsu Services AB. The political 

issues influence the company greatly due to that the public sector is one of the verticals. 

Therefore, when the government is changed the company might get an increase or 

decrease in budget. The economical side to the business is also important due to that 

when the customers are doing well economically they invest in computers and other 

services which Fujitsu provides. The social factors are favorable in Sweden with a high 

education that is free, good health care, due to equality between women and men among 

other aspects. The technological side is perhaps most important to the company due to the 

nature of its products and services and by putting together packages for the customers 

they are able to provide value.   
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5. Analysis and results

In this chapter the empirical information will be analyzed based on the collected 

theoretical frame of reference. The aim, objective of the study and research questions are 

taken into consideration while the analyzes and results are presented. 

5.1 Customers

The interviewees seem to have different opinions about the customers with a range from 

small to bigger customers, and customers in different areas such as private as well as the 

public arena. The different opinions are most likely due to that they focus on different 

verticals and areas of the business. Through out the management team there seem to be 

an agreement on that the company should try to get bigger and fewer customers also on 

an international basis, and focus on those rather than bigger quantities of customers. 

Freddy gave the point that the company can still expand by selling additional products 

and services to the customers they already have, rather than expanding by acquiring new 

ones. For example, Fujitsu Services can by selling a package with products and services, 

or by supplementing the hardware with consulting or other services, the customers into

full-service customers like Swedbank in Östersund. Moreover, if one looks at the market 

in Sweden it does have a favorable environment with several international corporations. 

This gives good opportunities for the company and by attracting these corporations the 

company can build up further strength.

The managers agree on that there are issues that can be improved when it comes to the 

customers. First of all, the communication towards the customers can be done in a 

superior manner. At the moment there are a lot of customers that are confused about what 

Fujitsu Services AB are selling, what they stand for, what they provide among many 

other aspects. However, one of the reasons seem to be the change from being a product 

selling organization to including services and consulting and this was never 

communicated well enough in the past. Moreover, it is only recently that the company 

has been trying to get focused with the customers and within their verticals. Another 

point seems to be that the company needs to start focusing on selling to the higher 
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management in order to get the big contracts rather than selling to only the IT 

departments so that is another change that was suggested during the interviews. This is an 

excellent point to be able to make bigger orders due to that for Fujitsu Services AB to be 

able to sell total packages there might be crossovers to several departments and then the 

IT departments will not always be able to make the decisions.

5.1.1 Industry

Strangely enough the interviewees had different answers for what industries sell the most. 

Even though the managers work within different areas of the company and within 

different verticals, the top managers should all be aware of the economical figures. This 

since they should be shared at meetings and in reports. Perhaps the different answers also 

depend on how they interpreted the question. For example, they could have interpreted 

the question as to where they sell the most within the vertical, rather than where they sell 

the most for the whole company. Looking at figure six page 53, one can easily see from 

the numbers that the public sector brings in the most money. Due to that the answers 

from the non-vertical managers were similar. This also indicates that the vertical 

managers answered the question from a vertical perspective. Their answer might also 

have changed depending on if the business is private or public due to that a private 

company might report the earnings differently and openly. Freddy mentioned that the 

public sector has higher complexity and change depending on the government that rules 

in Sweden at the time. A new government can give a new focus and another budget. 

What is also different about the public sector is that the offerings are handled differently, 

since in Sweden the public offers are open to the public. This means that after a year all 

documentation becomes public, while in the private sector this can be kept confidentially. 

The issue does not only seem to be where the company sells the most, but also what 

changes need to be provided to improve in the verticals. Some of the managers think that 

the company should focus on the three verticals that were agreed upon during the past 

year, those of retail, bank and financing and public, while others want to expand. It was 

mentioned to expand into telecommunication, and industry and manufacturing. Due to 

the acquisition of Mandator it looks like the company will move in the verticals 
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telecommunication and industry/manufacturing since they already have business in these 

markets. All of them want to build up competency in the verticals but are split in the 

decision about if to expand further. I believe that after the merge between the two 

companies has been finished this will become clearer. It might be difficult to take a stand 

point before they see the changes.

5.1.2 Location of customers

The location of the customers is logical to be in the bigger cities in Sweden since that is 

where most industry and business is located, as also the answers were to be Stockholm, 

Göteborg and Malmö. To gain the most business Fujitsu Services AB needs to be located 

where the biggest deals can be made. The managers seem to agree on that the company 

will expand into new locations with the acquisition of Mandator, which will allow them 

to get closer to the customers in other parts of Sweden. The public sector is already 

nationally due to the customers in the county council and municipality. However, a lot of 

the public sector is run from the capital. Moreover, if the company has international 

business this means that Fujitsu Services AB can expand into other countries as well.

5.2 Service perspective

Fujitsu Services AB has a past in delivering products, but like companies the company 

has moved in the direction of delivering services as well as consulting. With reference to 

Kotler and Keller in 2.1.1, services differ from products in the sense that they are not 

tangible and the consumption takes place at the time of purchase, and due to that an 

interaction takes place between different people the services are unique in character and 

depend on the skill of the employee. Grönroos has written about the service perspective 

and how consulting and other added services is needed for customer care, reference 2.1.2. 

The consultancy that Fujitsu Services AB provides is also a service and is a way for the 

company to be able to teach and advise the customers in how to use the hardware and 

software. They can also give guidance to the customers without delivering a product. 

This can be a one time session or can be guidance for years, or take over parts from the 

customers, such as in providing the helpdesk or service desk. For the company to survive 
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it has to provide additional services to add value to the customer and to make everything 

as simple as possible for the customers since time is money.

 Fujitsu Services AB does not only provide core services, but also services supporting 

those products and services, such as customer service, which the customers are not 

charged for but it is still crucial in order to earn the end profits, to stay competitive, and 

to differentiate themselves from other companies again with reference to 2.1.2. The 

perspective of delivering service to what customer has to be tied into the company by the 

management which Fujitsu Services AB is working on. They are for example 

empowering the employees that know the customers need best. The management also 

tries to take it one step further and also be active role models. They also visiting the 

customers to sell the products and services, and explain what Fujitsu Services AB can do 

for the customers directly to their management. The company does need to continue 

building on the knowledge of delivering service and communicate to the customers that 

the company is no longer only providing and selling goods to. In reference to Hofstede’s 

theory on page 22, in Sweden it is common for the management to guide the employees 

and living by example. In, for example, Japan, the employees want structure and they 

look for a leader and a powerful manager. When the employees are empowered this also 

encourages them to come up with new solutions for the customers which can lead to new 

services or packaged deals.

5.3 Management of change

Fujitsu Services AB is going through changes at the moment. First of all, they have 

recently decided upon the verticals and are now deciding on the product mix. They also 

have several fairly new managers, and on top of this they have acquired a new company. 

They, furthermore, go through other changes in everyday business by moving toward 

providing services compared to the past, since the company is active in an ever evolving 

area of business, that of IT. The company has to be continuously innovative. In addition, 

the organization is active in an international environment meaning that the firm has to 

adapt in accordance to the local markets and to the customers. All this change requires 

flexibility and strategies allowing for change and employees that are willing to work in 
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this manner. Hopefully the company is not trying to do too much at the same time and 

thereby will lose their focus. I believe that the company needs a strong commitment from 

the managers and employees to manage all the changes they have on the agenda or the 

changes might fail due to lack of interest or guidelines.

In this case the change is coming both from the top and bottom of the company with 

reference to 2.2 and Schermerhorn and Chappell. The management sets the goals and 

strategies, while the employees are developing the Lean concept and learning by working 

in that manner. They are gaining knowledge from the customers about what works best 

leading to customized solutions for the customers making use of the complete product 

mix. This can also then be applied to other areas. The change will also need to be done 

both internally and externally due to the acquisition of Mandator. Their employees and 

management have to grow together and merge with Fujitsu’s, and the two companies can 

learn a lot from each other. The company has to in this merge, not only change the 

behavior, but also the business practices, systems, culture and attitudes which will be a 

challenge with reference to 2.2. and Diefenbach. To have a common denominator and 

goal to work towards will help the companies to merge and therefore, it to be an excellent 

idea to center it on the Lean concept being unique in the market. Fujitsu Services AB is 

working on putting it into practice, and this way they can work on putting it into practice 

together, which also one of the managers suggested. 

Diefenbach also suggests that the change has to be brought on most of all by the 

management that needs to bring guidance and leadership to the company. The 

management team of Fujitsu Services AB and Mandator has to agree to make the change 

as successful as possible. By setting clear goals and strategies and giving the necessary 

resources they can be successful. Then managers can also set good examples and be role 

models. When the management show enthusiasm and when they agree this brings extra 

security to the employees. If the management does not support each other, employees

might start making enemies out of the new managers. The communication is critical and 

has to be clear to avoid misunderstandings and also share the knowledge with everyone 

especially regarding the solutions set up for the customers which can then be adapted to 
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other customers as well, like Sense & Respond or TRIOLE. They have to decide on a 

vision, culture and set values to lead in the process. The employees need to be part of the 

change and enjoy it and be excited about it, but also feel ownership of the change to feel 

secure. Everyone needs to be committed to the change, and stay focused, but not become 

too comfortable in the old way of working. Clear responsibilities are essential to not 

create confusion. At Fujitsu Services AB according to the managers the motivation is 

there, but several persons have pointed out that the communication needs to be improved. 

One key factor is also that the two companies evaluate each others products and services 

and decide upon what each company is superior at. In some cases the companies might 

have similar solutions and in other cases not. The companies have to establish one 

product mix together and eliminate products, services and consulting practices that do not 

apply to the new merged company. The companies need to standardize the packages, but 

with the possibility to customize them to the customers needs. 

In 2.2, Carr and Hancock’s idea that the middle management needs to be part of 

communicating up and down is presented in order for the change to be successful. 

Therefore, they need to stay focused and be fast and flexible. It is also possible that the 

two companies have to bring in outside help in the form of consultancy or agents, who 

have the experience of working with mergers and acquisitions in the past and have the 

knowledge and competence. The company has work to do based on the answers during 

the interviews as well as the theoretical aspects found in the articles.

The company can also change by becoming stronger on their own feet and not having to 

rely on the British head office and try to make the company grow locally. Sweden will 

need to become a bigger player in Europe and to compare itself with the size in Finland 

and the United Kingdom and to then become influential within the company also 

internationally. Tied to this is that Fujitsu Services needs to learn extra from each other in 

the different countries and stay local, but at the same time develop corporate strategies. 

This in order for the company to be alike throughout the company and not have too many 

differences. By bringing on this change the company will be able to compete globally, as 

one of the managers pointed out during the interviews. Otherwise problems occur if a 
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customer is global and the same service and competence is not met in all the countries of 

operation. Sweden can learn from the Finnish office since the two countries are more 

similar historically when it comes to culture, industry among other factors rather than 

learning from the British. The Finnish are also known for being strong in IT with 

companies like for example Nokia, which is comparable to Swedish Ericsson. This most 

likely means that the offices can use this knowledge when acquiring customers and 

serving them. Due to that the managers mentioned that a new vertical could be the 

telecommunication industry a lot of knowledge could be gathered from Finland which 

has Nokia as customer, but also from Mandator which has Ericsson, Sony Ericsson, 

Telenor and Telia as customers. Telia is also one of Fujitsu Services AB’s already 

established customers.

5.4 Relationship marketing 

With reference to part 2.3, due to that the cost of attracting new customers is higher than 

keeping the existing; Fujitsu Services AB’s long term perspective, when it comes to the 

customers is an excellent idea. By getting to know the customer and working together 

with them they can give a better customized service. In addition by working on common 

goals together will add additional value in the long run to both parties and cost them less 

money. When one know each other less time has to be spent on finding solutions since 

they grow together and create loyalty to each other, and meet each others needs. Since 

Fujitsu Services AB does not have the quarterly results, like many American companies 

then there is less stress on the fast money and in the long run  both the customer and 

Fujitsu gains from this. Therefore, the Japanese influence is a win-win situation. In the 

Japanese culture it is also important to have stronger, respectful bonds which the Swedish 

customers in this case can gain from.

As was also mentioned during the interviews and was mentioned in the material 

presented by Fujitsu Services AB the company does have a four year plan it is working 

towards, and this also shows that the company allows for everything to fall into place 

over time. The focus is to build up the competence and grow as they are doing so rather 

than to stress a fast result, which in the long run might not hold during intensive growth. 



Thesis

Maria Engström 94

As one manager pointed out if the company gets to busy to fast they will not have time to 

give the customers personal attention, because they will not have time to hire employees 

and train them properly fast enough in the product mix, culture and other practices within 

Fujitsu Services. Running to fast makes the long term relationships suffer, which could 

be important to keep in mind.

Furthermore, with reference to MacKenzie and Hardy in 2.3, Fujitsu Services AB has by 

not focusing on their own gain but on creating value for the customer built up 

relationships with suppliers even if this means that they do not use their own products. 

This also shows their long-term commitment toward the suppliers.

5.4.1 Internal Marketing

Fujitsu Services AB is going through many changes and expansion at the moment that to 

focus on internal marketing seems a necessity. See part 2.3.1 according to Berkowitz 

E.N. et. al. to build relationships with its employees and communicate and train the new 

and old employees about the changes is important. After everyone inside the company 

understands and knows the goals, strategies, vision and values these can be 

communicated externally, and build the image and the brand throughout. It is also 

mentioned before to teach everyone about the product and services and consultancy 

provided. As mentioned during the interviews by more than one manager the marketing 

department has to play an active role to accomplish this, their marketing campaigns have 

to work both for inside and outside purposes. The employees from Mandator also have to 

understand how the firm is working and they need to feel part of the organization and be 

proud of working for their new owners. If the communication is not clear, the employees 

in turn most likely will communicate the wrong things to their customers and other 

stakeholders. This will lead to a none consistent picture and image of the company, which 

will confuse the customers and could possibly hurt the image and mean that the company 

will not satisfy the customers needs.

Moreover, if the marketing and communication is not superior the company will have a 

difficult time to attract superior employees. The candidates will not understand what the 
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company is trying to sell and represent without a valid image, and it will make it difficult 

coming in as a new employee and trying to adapt to the values and vision. Fujitsu 

Services AB need to be both strategic and tactical in their internal marketing to make the 

acquisition of Mandator a success and also to gain their trust and sense of responsibility, 

so they in turn are able to sell the right message to the customers.  In this case with 

reference to Davis in 2.3.1, the theory that a persuasive approach in a combination with a 

consultative approach to internal marketing would work best since the employees already 

are empowered, and therefore a directive approach would not work.

5.4.2 Culture 

The culture at a company works in the same way as the culture of a country or society 

works. In reference to part 2.3.2, culture defines how the people define themselves when 

it comes to ideas, values, traditions, how the products and services are produced among 

other characteristics. At Fujitsu Services AB there seem to be a mix of Swedish culture 

and at the same time with focus on the Japanese heritage. The company wants to 

differentiate themselves from the American competitors and is trying to do so partly 

through the culture. As long as the employees do not get confused about the culture and 

understand the daily rituals and practices I see no reason for that there can not be a mix. It 

is important to keep the cultural aspects close to mind due to that the company does have 

international customers and then have to adapt to those markets. Moreover, it is important 

that the company builds a common culture with Mandator and make sure that the two 

cultures grow together, and fit together to avoid failure.

Solomon, Bamossy & Askegaard mentions that a culture is after all evolving and 

changing over time, and old ideas are replaced by new ones. This is true to a company 

but also to a country since the population changes over time and culture is to a big extent 

built on the people that live in it. In the PEST analysis some social factors were brought 

up that are important to consider when building the culture to ensure that the company 

will be able to fulfill society’s needs through its business, such as health care and 

environmental issues. If for example Fujitsu Services AB start working more 

internationally foreign culture might gradually start being incorporated into the already 
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existing culture. With Mandator the company will not be able to avoid a partly changed 

culture. However, it is important to build a common culture which becomes strong and 

well-known or the company can look weak to the outside world and make stakeholders 

confused about who the company is with reference to Grönroos in part 2.3.2  This is 

already true to some extent based on the answers during the interviews where there has 

been expressed that the goals and strategies not always are clear, and that the Lean 

concept is not in place yet. Someone mentioned that at the moment the power point 

version is clear, but it is not clear in practice. Gregory gave a good indicator of how they 

can put the Lean culture into place; by first explaining it to everyone at Fujitsu Services 

AB and Mandator. Then make sure that everyone understands and learn the concept and 

believes in it, and then that the Fujitsu employees need to put extra efforts on guiding the 

employees from Mandator. Finally, the company can put it into practice in other areas 

than at for example Swedbank.

Internationally the company also has to adapt to the customers, and then use Hofstede’s 

five dimensions in 2.3.2 as a partial guide as discussed before, or use previous 

experiences and knowledge to guide the behavior and way of working. The point is that 

Fujitsu Services AB has to be sensitive to cultural needs and manners both within the 

company as well as externally locally, nationally and internationally and consider what is 

socially acceptable to be ethical and moral. In Japan as discussed before the focus on 

long-term orientation with the customers rather than a shorter perspective. The Japanese 

also have more power distance than in Sweden where the people have an informal and 

equal relationship and this has to be balanced being a Japanese company based in 

Sweden. During the interview it came up that sometimes the situation with the 

headquarter in London can be difficult to understand each others perspective Hofstede 

can be used as a guide.

5.4.3 Reputation marketing

Fujitsu Services AB like other companies should be concerned with their reputation and 

image. In fact, the company has recently started their reputation program, which was 

communicated both through material from Fujitsu Services AB and was also expressed 
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during the interviews. In part 2.3.3 with reference to Grönroos, the image is how the 

inside and outside world perceive the company, and by having a positive image and 

brand name the company can earn higher profits. 

The company, therefore, have to make sure that the right employees are representing the 

company and that they are doing it in the correct way. To help the employees to sell the 

image outwards they first have to be trained and get the correct information 

communicated to them, this is where internal marketing can be handy. Moreover, if 

someone phones customers service, for example, and the representative promises to 

phone back with an answer during the day that promise has to be kept. By not keeping 

promises the company image and reputation is damaged. It is better to not give a promise 

than to break it. It has been shown in the theoretical part, with reference to Grönroos, that 

a damaged image is extra difficult to repair than to keep a consistent and positive image. 

If the expectations are met this can also lead to word of mouth and create new 

opportunities for the company. Moreover, to have to use Public relations to repair a 

damaged image can become costly. Therefore, it is important for the company to consider 

the political and social landscape where it is performing and change these after to fit the 

culture.

With reference to Murray & White in part 2.3.3, a big part of the image can be built by 

Fujitsu Services AB’s employees by keeping their promises and by the management 

living by example. Often the CEO becomes the image of the company since he/she is the 

one that appears in the media and therefore he or she is a key figure to the company’s 

reputation. The CEO of Fujitsu Services AB was the one that appeared on television in 

October in Sweden during the news when it was reported that the company will acquire 

Mandator. He is also the person that will take a lot of the blame when something does not 

go as planned, even though he might not be the reason for the mistake. The CEO should 

play an active role in building the reputation and the image. He should support the 

employees with setting strategies and a goal, giving guidance and tools so the employees 

can achieve what is required. Also important is that PR department and the CEO do not 
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lie if something goes wrong. It is better to admit the mistake and try to solve the issues 

rather than covering it up since this might lead to further damage.

Fujitsu Services AB has a superior reputation where the company is known. As expressed 

by the managers, the company is still fairly unknown which means that the company does 

not have to work on improving the reputation, however, they need to build on becoming 

further known externally. The changes that have taken place have been considered 

positive but those changes are not always known outside the company. The brand name 

has to become known. This can be used as an advantage since no damage control has to 

be done, but the company also have to start marketing themselves additionally and 

building up bigger networks through the already existing customers, and by aggressive 

selling to the customers that they want to acquire with a consistent message in the 

marketing campaign and through all channels of communication. With reference to the 

PEST analysis, the company should take advantage of the good economical conditions in 

Sweden with high employment rate and technological advances at the moment which 

could lead to the possible customers want to buy their products and invest their future.

5.5 Differentiation

Fujitsu Services AB is competing in an intense market with many competitors both on an 

international level with for example, IBM and HP, as well as, local companies focusing 

additionally on niche markets such as WM Data and EDB, but also the internal IT 

departments of the customers. The internal departments can give an intense competition 

because those people do not want to lose their jobs. The competition also varies 

depending on the vertical, for example, for the retail sector there are two competitors 

called NCR and Wincore Nixdorf, who are not competitors within the other verticals. 

Fujitsu Services has to focus on the competitors that they face in each vertical, but at the 

same time keep the communication open and keep the employees in the different 

verticals informed of what happens in all areas, because the competitors might take a 

different direction and also move into the verticals through new innovations or through 

acquisitions. Fujitsu Services AB‘s acquisition of Mandator shows how Fujitsu Services 

AB now are moving into other verticals with other competitors. The IT business is 
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dynamic and fast moving, and therefore they have to keep a close eye on the competitors 

and their next moves. Furthermore, the developed solutions in the vertical could perhaps 

be used in another one giving standardized solutions through out the whole company. For 

example, the self-scanner can be used both in retail and public in a retail store or in a 

public store such as Apoteket or Systembolaget.

Fujitsu Services AB differentiates themselves in several ways. First all through their 

products and services, and then in combination of them in complete packages, or separate 

with follow up consulting or services, or complementary products. With reference to 

Kotler in part 2.4.2, the company can also provide repair services, installation, delivery, 

consulting, and competence among other things that make them different and unique 

compared to the competitors. They might provide a similar product or services, but the 

packages and combinations is what differentiate Fujitsu Services AB from them. The 

quality, durability, reliability, innovation and other characteristics also make Fujitsu 

Services AB’s hardware and software different from other competitors. The Japanese 

way of working with the Lean concept has also been built into the products, which means 

that the company learns from their faults and improves from it, to not make the same 

mistake again.

The company also tries to differentiate itself through the personnel, also suggested by 

Kotler. First of all, the company empowers the employees since they are closest to the 

customers, and therefore fast and flexible decisions can be made. The empowerment also 

means that the company is able to be sensitive to local needs including the cultural 

aspects, which a company that does the same thing in all the markets might not be able to 

do. By working closely with the customers the employees can build up competence and 

proficiency in that area and develop new products and solutions. For example, has Fujitsu 

Services AB been able to build up competence and knowledge by providing the service 

desk to Swedbank. The company has also been able to greatly reduce the amounts of calls 

that come in by using the Japanese heritage and the Lean concept. This means that for 

each call that comes in, a long term solutions and problem is solved. They are trying to 

find the cause of the problem and remove that issue so it does not happen again. Often 
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company’s are solving problems but only temporarily by not finding out the reason for 

why it occurred in the first place. From previously working in a call center I know that 

often statistics is done on how many calls come in, how long each call lasts, how many 

missed calls there are among other key indicators. However, this statistic does not show 

the quality of the call and if the issues were solved, which seems to be Fujitsu Services 

AB’s priority.

Also with reference to Kotler, the employees are also related to the company’s image and 

it is also a way that the organization can differentiate itself. Fujitsu Services AB is trying 

to differentiate its image by focusing on the Japanese heritage rather than the American 

origin that most of the competitors internationally have. Moreover, Fujitsu Services AB is 

not spending millions of crowns on advertising the image, but believes that the customers 

will find out through using their products and services. Fujitsu Services AB is to some 

extent using differentiating marketing to sell to the different verticals. Even though much 

of the printed material is the same, different sales people and offers are used to target the 

different market segments.

Finally the life cycle of the products and services is affecting how the company is selling 

suggested by Beal & Lockamy in part 2.4.2. In a mature stage Fujitsu Services AB might 

focus on selling spare parts or repairs, or replacement of the goods, while in an 

introduction or growth stage their focus might be on selling the hardware and software 

with consulting on how to use the goods and installations. This is an innovative idea of 

how to differentiate oneself, especially since some products within IT move through the 

different life cycle stages pretty fast and by selling spare parts, services and other 

supplements the company can earn money on the product for a longer time.

By summarizing the interviews showed that today the company through its customers are 

moving more into the consultancy services and other services even though the company 

historically was a hardware company. The customers are companies such as Hennes & 

Mauritz, Swedbank or the Swedish public sector, which are located mainly around the 

major cities in Sweden but also internationally. Most customers can also be found within 
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the three verticals; retail, bank/finance and public. But in the future the interviewees 

believe in expansion into other verticals.

The Fujitsu Services AB creates values for their customers in different ways by adding 

extra services or consultancy to the hardware. They also create value through the Lean 

concept, by the infrastructure and outsourcing among other services saving the customer 

time and costs.

The potential in the future lies within different area depending on which manager is asked 

and how they interpret the question. The answers were everything from within the 

infrastructure, retail banking, value chain, IT solutions, consulting and services, but also 

outsourcing and deliver business systems. 

The most growth in the future can be generated from building stronger relationships with 

the customers and then the customers might refer Fujitsu Services AB to other 

companies. The growth can also come from expanding the verticals and explore new 

markets by selling new packaged solutions to the customers. 
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The foundation that the company is building on today is not yet superior even though the 

general agreement from the interviews seem to be that the company is building on the 

correct ground. There are several areas in which the company can improve and fill in 

gaps, such as lack of employees on the consulting side and on a global basis. A reason for 

the gaps is on one hand due to the size of the company but also due to weak middle 

management.

The capabilities at Fujitsu Services AB are also not agreed upon by the management. 

Various answers were given, such as the packaged knowledge used at Swedbank and 

within the relationships with the customers. Even with the acquisition of Mandator the 

company is still small making it flexible and fast in its customer solutions. The companys 

is also unique in its way of working with its Japanese heritage and strategies giving the 

company a long term perspective and infrastructure.

Besides the research questions other issues related to the questions were discussed 

showing that the company can improve in many areas. for example when it comes to the 

customers.  The main issue when it comes to the customers who needs to be improved is 

that today not all the customers have a clear picture about what the company does and 

what it provides. The portfolio needs to more clearly communicated and the company 

needs more focus. This also needs to be communicated directly to the management of the 

customers and not to the IT departments or part of the customers’ organizations. 

The interviews also show that the verticals need to be improved and also become more 

focused to stay competitive, and the company can maybe even expand into other areas. 

Once this has been done the product offerings should get more support from its marketing 

department to make the communication clearer and focused toward the customers. The 

differentiation of the offerings the company thinks is good with the Japanese heritage and 

Lean concept, and this long-term orientation, customer relations perspective and non-

focus on money is key. The same concepts are part of the company culture and have to 

become fully incorporated. But it is also pointed out that the culture will need to include 

Mandator and it will change to fit both companies. 

The company appears to do have a service and customer oriented view and now the 
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company needs to bring about change and make the company faster at change and not 

only follow the British. They need to be dynamic and flexible at the same time. To 

accomplish a lot of its goals the internal marketing needs to communicate the goals 

clearly and educate everyone on the Lean concept and adapt to it. 

Finally the PEST analysis gives additional primary data where the political, economical, 

social and technical aspects have been looked at for Fujitsu Services AB. The political 

issues influence the company greatly due to that the public sector is one of the verticals. 

Therefore, when the government is changed the company might get an increase or 

decrease in budget. The economical side to the business is also important due to that 

when the customers are doing well economically they invest in computers and other 

services which Fujitsu provides. The social factors are favorable in Sweden with a high 

education that is free, good health care, due to equality between women and men among 

other aspects. The technological side is perhaps most important to the company due to the 

nature of its products and services and by putting together packages for the customers 

they are able to provide value.   
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6. Conclusion and recommendation

Based on the theory, empirical data and the analysis in this draw conclusions and  give 

recommendations to Fujitsu Services AB.

6.1 Conclusion to the questions studied

The aim of the study is to investigate if Fujitsu Services AB should focus on service and 

consulting, or hardware products, or a mix of them both? To answer this question several 

sub-questions were added:

What is the optimal mix between consulting and services, and hardware and where does 

Fujitsu create most value?

Fujitsu Services AB has several options in how they can increase their business when it 

comes to the product mix. The offerings can be a combination of products, services, 

information and experiences. By offering a mix the company has an opportunity to 

differentiate themselves and give the customers a total solution rather than having to buy 

hardware in one place, and then services and consulting in another place. This also means 

that it is difficult for competitors to copy Fujitsu Services AB’s product mix since many 

solutions can be adapted uniquely to the customers’ needs through using different 

packages giving them competitive advantage. To add services to the products also make 

it less likely that the customer will switch suppliers and that the products do not become 

commodities. Fujitsu Services AB is also able to deliver customized options to the 

customers by adding consulting and services to the hardware and software. By providing 

knowledge and skill, and guiding the customers to use the products to the fullest capacity. 

Otherwise the customer might to investigate about different possibilities. Moreover, by 

buying the total package the customers save cost rather than buying each piece separately 

making it extra expensive. When looking at figure seven on page 58 and analyzing the 

numbers one can see that the margin for the hardware will decrease from 3,12 to 1,62% 

while the marginal profit should increase from 12,8 to 19,3% over all after the merge 

with Mandator if all the products are kept.  Due to that Mandator has such a big focus on 

consulting that counts for 74% of their business this part of the product mix will 
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automatically become increasingly important for Fujitsu Services AB, but hardware will 

still count for around 8 % of the total margin of 19.3% business.

One option is to add new product lines or widening the ones that they already have. The 

company also has the option to lengthen the existing product lines to become full-line and 

increase the number of products in that product line or deepening it by adding new 

versions of each product. The final option is to add consistency to the product lines, or 

decrease the products or drop a product line. However, after interviewing the managers 

they all seem to agree upon that the company should continue to sell a mix of services, 

consulting and hardware since they are able to add the most value this way. The best 

option at the moment I consider to add consistency to the product lines. Due to that the 

verticals are fairly new it seems like a good idea to focus on which products and services 

should be offered within each vertical.

Fujitsu Services AB is able to add value in several ways by delivering quality, features 

and a superior performance in a different way than its competitors. In many ways they 

exceed the expectations for those customers that are used to American companies which 

to a big extent focus on delivering short-term economic return to the shareholders rather 

than focusing on providing customer solutions and satisfaction. Fujitsu Services AB is 

unique on the market by using the Lean concept and incorporating this concept through 

the Sense & Respond and TRIOLE methodologies. By working together with their 

suppliers and customers Fujitsu Services AB is able to add value. Even though in some 

cases Fujitsu Services AB is still working on implementing the Lean concept into its 

practices. The company is also able to create value for the customers by taking over IT 

practices and providing consulting and services to the companies. In this way they are 

able to apply the knowledge that the company has in a superior way. Due to that the 

customers then can focus on their core competences and do not have to spend time, effort 

and money on the IT systems, they are able to save time, and money. Furthermore, by 

taking on big projects, such as, the service and helpdesk for Swedbank and other 

customers Fujitsu Services AB it leads to economy of scale.
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Where is the potential for the future?

The managers are torn between different areas of where the potential lies in the future for 

the company. One manager thinks the future lies in retail banking. Another believes it is 

about targeting bigger customers. One mentions consulting and services and another the 

value chain with setting up business strategies and business models. However, the 

majority thinks the future potential lies with the IT solutions and infrastructure of the 

company, and by outsourcing this to customers and deliver business systems. This is a 

way that the company can add value to the customers and lower the costs for them, and 

improve efficiency and effectiveness. This can be extended to an international market and 

by improving these areas and building up the capacity the company can both expand and 

earn additional profits. To decide on the potential for the future the company should 

consider how they believe the political, economical, social and technological factors will 

look in their markets in the future. By considering these factors when deciding upon the 

strategies and planning of the company they might be able to avoid risks.

Where can Fujitsu Services AB generate the most growth? 

Due to that the company does not spend a large amount of money on marketing toward 

the markets the company can grow the most by building an excellent reputation with its 

already current customers, and then through strong selling and word of mouth be able to 

reach new customers. The company can use the customers that they have to build 

connections and show examples of what they already have been able to achieve with for 

example Swedbank. By using Swedbank as an example, Fujitsu Services might be able to 

target other banks around Sweden, as well as, internationally. However, when the 

company is using marketing and public relations it is important that they are targeting the 

right audience and give the right message and image regarding the company and its 

products and services.

The company can also grow by selling additional products by its already existing 

customers. If the company sells hardware to a company they can extend this with adding 

services and consulting to that product and thereby sell a package, or in separate pieces 

here and there. Then they will get more profit out of each customer and do not have to 
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spend so much on acquiring new customers since this is more expensive than to target the 

already existing ones.

Finally, the company can grow by exploring new markets and new verticals. This could 

be done by using Mandator to explore new possibilities since they already have 

experience in the areas of telecommunications and manufacturing and industry, but also 

by using Mandator’s core competence and strong products and services. Furthermore, 

due to that the already existing verticals are new these can also be explored to a bigger 

extent once the company has built up added competency and proficiency by keeping its 

focus. Since in the past a sales person have been working on several verticals at the same 

time they might not have built up the proficiency in one area as much as they can now by 

the added focus.

How superior is the current foundation and what do they need to add? 

The current foundation seems to be pretty good and the company is moving in the right 

direction, however, some areas can be improved in order to become stronger and more 

competitive. The gaps need to be filled. Some of them seem to be filled by the acquisition 

of Mandator. As one of the managers mentioned the companies compliment each other 

by adding competence where the other one is lacking it. However, it will take time to 

build a common ground before these areas can be completely filled and before the 

company has been able to merge completely. Mandator has for example better knowledge 

and experience in consultancy compared to Fujitsu Services AB, and they also have a 

bigger amount of employees working in this area of the business. Therefore, Mandator 

can take the lead in teaching and guiding Fujitsu in this area while Fujitsu Services AB 

has background in hardware and services and in their three verticals, retail, banking and 

finance, and public. Mandator can also lead the way into telecommunication and 

manufacturing. Fujitsu Services AB is also strong in IT solutions and infrastructure, and 

as mentioned before in giving total solutions.

Therefore, the foundation has been laid by Fujitsu Services AB in delivering 

infrastructure and business models, and delivery processes. But now the company can 
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also take this and expand the current foundation to a global model. They can use their 

competence and adapt the models in an international way in order for them to meet 

customer’s needs with international operations. The key is to adapt to the local markets 

and be sensitive to cultural differences and local knowledge. Once the company has been 

able to build on the infrastructure they will be able to deliver a better service to the 

customers. 

The foundation is also there when it comes to delivering the products and services, but 

this does not mean that the organization is selling to its best ability. The company is still 

small and can expand. This is difficult without being known in the market. The company 

is too unknown and has to increase the knowledge of the brand. The company has been in 

the media lately due to the acquisition of Mandator and it is starting to build a reputation 

by having bigger customers like Swedbank and Hennes & Mauritz but the company can 

still improve in this area.

Part of the reason why Fujitsu Services AB has not been able to build further on its 

current foundation, as two of the managers during the interviews said, is due to lack of 

focus as well as strong middle management. It seems that the company is weak in middle 

management in some areas. The top management has been working on setting the goals 

and strategies and now the middle management has to explain this to the employees 

further down in the organization and also report back to the top and give feedback. They 

have to aid in putting the strategies and goals into practice while keeping the focus, on 

delivery and eventually the company should be able to become further competitive on the 

market. 

What are their capabilities and how can they best be explored? 

Capability is what the company is superior at, and that does not only include the core 

competence, but also are attributes that are difficult for other companies copy and is 

therefore a way that they can build competitive advantage. The core competence for the 

company lies within the outsourcing, infrastructure, lean, and delivery of logistical 

solutions. Fujitsu Services AB has built capabilities since they are competing in a fast 
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moving market with new technology rapidly being marketed. They have built their 

capabilities through core competence and the value chain by delivering packages of 

knowledge in the form of programs and software solutions, such as, in the case of 

Swedbank. Since the packages are a combination of services, hardware and consulting it 

is difficult for other companies to copy the packages. Moreover, due to the human 

knowledge and built up experience and the non-tangible nature of services it is especially 

challenging for the competitors. However, the company could also exploit this further by 

using further of the knowledge from other Fujitsu Service office, for example, Finland 

which is much bigger with more employees than in Sweden. The company could also 

increase the complexity of the software solutions.

The knowledge already existing in the company on an international basis.  Based on the 

upgrade with Mandator, the knowledge can now be imported to Sweden. It can also be 

used as great references in international deals.

Another aspect that Fujitsu Services AB has been able to explore to a greater extent than 

the competitors is that since they are smaller they are also flexible and are able to meet 

local needs to a bigger extent. Moreover, with Mandator this local knowledge and 

flexible ability can be further exploited. This can give the company cultural and local 

sensitivity. This also means that one of the capabilities lie with the relationships with the 

customers. The customers are able to influence and be part of building up the capabilities 

together with Fujitsu Services AB due to the smaller scale. Due to that Fujitsu Services 

and Mandator have to set a common foundation and anyway have to make changes and 

adaptations they can also consider the customers in this process.

An element of this process is the staff which is an ingredient of the capability in 

delivering the goods and services to the customers. The employees are components of the 

supply chain and the logistics of delivering logistics and PCs to the customers. The 

employees also have knowledge in the Lean concept and Sense & Respond and TRIOLE 

process which is unique to Fujitsu Services AB within the business with mainly 

American players. The company has built up knowledge and processes throughout the 
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years of how to give long term solutions and keep long term relationships with the 

customers without only focusing on the quarterly or yearly monetary returns. With the 

Japanese heritage the key is not to do things fast, but to do it well the first time. By 

keeping this perspective in mind the company is able to count the service desks and 

delivery of infrastructure to their capabilities, and thereby give value and economy of 

scale to the customers. There is however always room for improvement, but the company 

can exploit their knowledge and experience and thereby build even stronger capabilities.

6.2 Recommendation

After conducting the interviews with the management at Fujitsu Services AB, by 

studying the theories, looking at background information about the company and doing a 

PEST analysis I have come to the conclusion that the company should continue selling a 

mix of hardware and software, services and consulting. By keeping all the products and 

services the company will be able to increase its marginal profit from 12,8% to 19,3% 

which is an increase of 6,5%. The ideal suggestion would be on a 80-20 percent mix of 

service and consulting, and hardware and software. In order to stay competitive in the 

market with competitors, such as IBM, WM Data, among other players Fujitsu Services 

AB should continue pursuing the medium to big customers in order to earn as much 

profit as possible and gain bigger orders. By acquiring bigger companies as customers the 

company is also able to get international orders and is able to avoid risk if the economy 

goes down a corporation with an international market might be able to leverage the risk. 

They can also leverage the risk of political or social changes in a market which also can 

be risk factors for Fujitsu Services AB.

By focusing on different verticals the company is able to leverage some risk and have 

several possibilities to grow and use their capabilities in different ways by delivering 

infrastructure and solution packages to the customers in unique ways with a combination 

of the hardware, service and consulting. By selling hardware to a customer, or a service 

or consulting, is also a way for the company to be able to sell other products in the mix. 

But also by delivering packages the company is able to save the customers both time and 

money since they can provide solutions in a faster, flexible and efficient way. This since 
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they have built up competence in the area and thereby can deliver value to the customers. 

Moreover, since hardware is a key product, for example, for the vertical public it is 

important to keep it in the mix even if the marginal is lower. The company was initially a 

hardware company and therefore has build the most competence and history in this area 

and can gain from this in also in building a reputation with the customers for consulting 

and services. Furthermore, by keeping the product and services mixed it is difficult for 

competitors to copy Fujitsu Services AB. Another point is that Fujitsu Services AB has 

the best technological knowledge of its own hardware and software and therefore has the 

best competence to provide the customers with consultation and services to use those 

products.

The company does need to continue to focus itself both with its goal setting and strategy 

building, and focus on the communication within the company to deliver a consistent 

picture to the customers. It needs to be clear and understandable to both the employees 

and the customers. At the moment there are too many inconsistencies and unclear 

messages making the internal and external market confused and this puts up barriers for 

the company to be able to live up to its highest potential. Focus is the key and not trying 

to do too much at the same time. This I believe also to be an absolute necessity in order 

for the company to build a successful ground with Mandator. By building on the Lean 

concept the company can find a foundation to grow together and increase the capabilities 

and competence for the future.

6.3 Reflections

The process of writing the paper has not been easy. In the beginning I was very motivated 

and eager to learn about the company, but as the time passed it got more difficult to work 

full time for one company and write about a different company. I underestimated the 

process of conducting the study.  For a shorter paper it is often possible to research and 

write at the same time, but in this case time management is absolutely necessary. First of 

all, due to that I work in a different area of business more background studying was 

needed than I first thought necessary and to meet deadlines planning was critical. On the 

other hand, I have learned about a new industry and company, and learned to manage my 
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time better. I have also seen that I am capable of meeting deadlines that at first seemed 

like an impossible task. By interviewing the managers, being in contact with my 

supervisor and other students I have opened up to other point of views. Therefore, the 

learning process has been very valuable.

When the background study had been done the questions could be decided upon. These 

questions changed slightly during the course of the study as new information was found 

in the theories or during the interviews. 

When writing the theories and methods I found it helpful to read other papers written by 

other students to form ideas but also to have a guideline of what I needed to do. Talking 

to my sister who has just finished her master was also helpful since she recently had done 

her final papers as well. I realized that it would have been useful to previously written a 

thesis, which I did not have to do during my BA in Business Administration.

The empirical part and the interviews I found more easy since when I performed the 

interviews I already knew more about the topic and felt comfortable with the topic and 

the company. 

A limitation was due to the geography. I am a resident in the Netherlands, which is the 

reason for that the interviews were done over the telephone with follow up emails. The 

emails were sent to make sure that there were no misunderstandings during the interviews 

about what had been communicated. I would have liked to make the interviews face to 

face with everyone and preferably with the customers, but this was difficult due to the 

cost of traveling to Sweden, and due to the lack of time since I am working fulltime in 

another country.  

The findings during the study might have been different if  the study had been done by 

someone working at Fujitsu Services AB since this person probably will have greater 

knowledge about details and the products and services. I normally work in a completely 
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different field and someone with extensive knowledge would maybe make other 

recommendations. 

I believe that a future study could focus on what the acquisition of Mandator has meant 

for Fujitsu Services AB, and what changes this has required. It would also be interesting 

to see if they have added new verticals and if the company decides to keep the product 

mix also after a few years. This study has been focused on Fujitsu Services AB’s point of 

view, but it would also be interesting to hear about the changes from Mandator’s 

perspective and to see how the two cultures melt together. Furthermore, it would also be 

interesting to see if the company has incorporated the Lean concept and Sense & 

Respond to a greater extent in a few years. 

I hope that my study will be found valuable to Fujitsu Services AB and that they believe 

that I have answered the questions that they had before I started the study. I also wish for 

other students or professors at Gävle University will get ideas for their future projects by 

reading this paper.
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AB. Phone interview. 29th of October, 2007.

 Pontusson, Erland. Business Unit Head of Public Sector. Fujitsu Services AB. 
Phone interview. 2nd of November, 2007.

 Tjernberg, Johan. Business Unit Head of Retail. Fujitsu Services AB. Phone 
interview. 30th of October, 2007.
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Appendix 1

Test interview and interview guide
Fujitsu Services AB
Questions to Fujitsu Services AB
Date

Background questions
 Background, history
 Age
 Education
 Title
 Function and tasks handled
 Period of time working for company

Customers
1. What type of customers do you have? Big/small, private/public
2. What type of industries sells the most?
3. Where are the customers located? 

Research problem
1. Should Fujitsu Services AB focus on service and consulting, or hardware products 

or a mix? 
2. Where do you create the most value for the customers? 
3. Where is the potential for the future? 
4. Where can you generate the most growth according to you?
5. How good is the current foundation for the company and where do you believe 

you need to grow? Are there gaps? 
6. What are your capabilities and how can they be explored? 

Area of change
1. Need change when comes to customers? 
2. How verticals can be changed? 
3. How can the offerings be changed? 
4. How can Fujitsu Services AB differentiate themselves from the competitors?
5. How can the culture be changed, does it need to? 

Theory
1. Do you consider that Fujitsu Services AB has a service perspective? 
2. How you add value for the customer?
3. How does Fujitsu Services change strategies and can they handle change 

management better? 
4. Do you believe Fujitsu Services AB focus on relationship marketing, and building 

long term relationships? 
5. Where and how can you improve? 
6. How is the internal marketing? What type of activities do you have? 
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7. How is the culture of the company? Agrees with sense & respond, and lean 
concept?

8. How does Fujitsu Services AB handle its reputation? Improve?
9. What is the core competence? 
10. Other things to add or comments?

Conclusion
 Send a summary of interview that can look through in order to make sure we 

have understood questions in the same way.
 Can return with more questions if necessary?


