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Abstract 
 

Title: The Marketing Function Structure – a case study of Skandia 

Authors: Frida Makloof & Therese Sundberg 

Mentor: Staffan Hård af Segerstad 

 

Background: The company Skandia desired for its marketing function to be reorganised 

to become customer oriented, joint, co-ordinated and homogenous in order to gain market 

shares. These aspects are both structural and strategic. The question of whether the way 

that Skandia has chosen to reorganise the new and joint marketing function, in terms of 

choices of structure, is preferable in order to obtain a high overall business performance 

emerged.  

 

Purpose: The purpose of this thesis is to, from a structural and manager perspective, 

explore and explain the structure of the marketing function in a customer oriented 

organisation.  

 

Method: The thesis is a case study of Skandia. The empirical findings constitute of sex 

interviews with managers from various positions and functions along with e-mail 

interviews with twenty-three co-workers. The result from the empirical findings is a 

comprehensive image of the marketing function. 

 

Result: The new marketing function in Skandia turned out to have structures of, for 

instance, increased centralisation, higher vertical formalisation and increased degree of 

specialisation, all in order to act customer oriented. The result shows that it seems 

preferable that the marketing function in a company as Skandia would configure the 

structure in this way. The explanation is that no matter whether structure follows strategy 

or the other way around, there are strong indications that it is the combined configuration 

of structure and strategic behaviour (in this case customer orientation) that forms a 

marketing function’s organisational archetype. This type in conjunction with the selected 

overall company business strategy implies an either high or low overall business 

performance. In the case of Skandia it is proved high. 



Sammanfattning 
 

Titel: Marknadsföringsfunktionens struktur – en fallstudie av Skandia 

Författare: Frida Makloof & Therese Sundberg 

Handledare: Staffan Hård af Segerstad 

 

Bakgrund: Företaget Skandia ville att deras marknadsföringsfunktion skulle 

omorganiseras för att bli kundorienterad, samlad, koordinerad, och homogen, allt för att 

kunna öka sina marknadsandelar. Aspekterna är både strukturella och strategiska.  Frågan 

om huruvida det sätt som Skandia har valt att omorganisera den nya och samlade 

marknadsföringsfunktionen på, avseende val av struktur, är att föredra för att kunna nå en 

hög övergripande företagsprestation uppkom.  

 

Syfte: Syftet med uppsatsen är att, från ett strukturellt och chefsperspektiv, utforska och 

förklara strukturen hos marknadsföringsfunktionen i en kundorienterad organisation. 

 

Metod: Uppsatsen är en fallstudie av företaget Skandia. Empirin utgörs av 6 intervjuer 

med chefer från olika positioner och funktioner tillsammans med e-postintervjuer med 23 

medarbetare. Resultatet i empirin utgörs i form av en bild av marknadsföringsfunktionen 

ser ut.   

 

Resultat: Den nya marknadsföringsfunktionen i Skandia visade sig ha en struktur som 

utgörs av, till exempel, ökad centralisering, högre vertikal formalisering och en ökad grad 

av specialisering, allt för att bete sig kundorienterat. Resultatet visar att det tycks 

fördelaktig att marknadsföringsfunktionen i ett företag som Skandia att konfigureras på ett 

sådant vis. Förklaringen ligger i att oavsett om struktur följer strategi eller tvärtom så är det 

den kombinerade konfigureringen av struktur och strategiskt beteende (i detta fall 

kundorientering) som formar en marknadsföringsfunktions organisationstyp. Denna typ, i 

kombination med den av företaget valda övergripande företagsstrategin implicerar en 

antingen hög eller låg övergripande företagsprestation. I Skandias fall visade den sig vara 

hög.    
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1 Introduction 
 

The chapter will introduce the subject and purpose of this master thesis. It displays the background to an 

emerging problem that will be discussed and result in a specific purpose. Additionally, it brings up issues of 

selecting the problem and study object and what knowledge contribution being set out to acquire.  

1.1 Background 

 

In today’s market economy several markets have become mature, where supply is greater 

than the demand. This implies that it becomes important to keep the customers that the 

company already has, especially in some business, for example as in the insurance business, 

it can take several years before the customers become profitable. (Grönroos, 2004) Today 

there are many companies that have organised and been forced to change its way of 

thinking in order to put the customers in the front and be more customer oriented to be 

able to compete in the increasingly competitive environment (Glynn & Barnes 1995). Arla 

Foods is one company that has done a reorganisation in order to strengthen its market 

position in the Nordic area (URL 1). Another company that can be used as a good example 

and that also has gone through an organisational makeover process is Skandia. Their new 

organisational creation was initiated in order to reinforce the firm’s competitive strength on 

the Swedish market (URL 2). 

 

“By co-ordinating resources and competences, we can create better customer 

offerings and simpler handling for customers. Our customers will experience a 

homogeneous organisation with unique experience in savings and financial 

security. The new organisation represents a concrete effort to increase Skandia’s 

market shares in Sweden” 

 

(Gert Engman, Executive Vice President of Skandia and 

General Manager Skandia Sweden, 2004-08-27, URL 3) 

 

The announcement from the company’s Vice President, in August 2004, implies both 

means and goals of the change. Stepping into the parts that build up the announcement, 

several keywords emerge. One part states that the key is to simplify for the customer and 
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create enhanced customer offerings. This is no revolution. Managers have been pushed 

towards placing their companies close to the customer for decades in the never-ending 

pursuit for content customers (Day, 1994). However, it has rather been a belief than an 

actual practice (ibid). One of the most important competitive strategies is to keep the 

customer focus and it is often more important for the company to concentrate on the 

service process rather than the service itself. (Gidhagen, 1998) The companies know that 

they need to gain detailed knowledge about their customers in order to completely 

understand them and to fulfil their needs. (Gulati & Oldroyd, 2005) 

 

Further, the quoted announcement states that co-ordination is the key and that one of the 

means for reaching the goal is customer value. Gulati & Oldroyd (2005) states that 

companies that strive for customer focus become successful by using co-ordination among 

internal functions and parts to manage the information about the customers and their 

wants. Engman (2004) also breaches the importance of customer to experience a 

homogenous organisation in his statement. To create a homogenous organisation might be 

easier said than done, hence the employee attitudes towards the new structure and the new 

ways of working, which the customer orientation implies, is difficult to enforce. According 

to Gulati & Oldroyd (2005) it takes years for a company to adapt to a new structure and 

become more customer oriented, but no matter how far a company has come on the 

journey there are rewards along the way and the payoff has been remarkable for 

organisations that has reached the goal. By returning to the opening quotation it can be 

found that, all together, the Skandia representative declares that the company, with its new 

structure and by being more customer oriented, aims to gain market shares. So far it can 

only be speculated and assumed that the reorganisation of Skandia is founded in different 

structural and organisation practices, of which some are means and goals that are retrieved 

in the introduction quotation by Engman.  

1.2 Problem discussion 

The departure of this thesis is that Skandia has done a reorganisation and built a new 

marketing organisation in order to become more customer oriented. However, before 

going any further it is important to know what is meant by customer orientation. When an 

organisation acts responsively by taking care of the needs, desires and complaints of their 

customers it is working towards a customer focus and is therefore being customer oriented. 

When a company acts as customer oriented it includes a responsive and service-oriented 
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approach in order to create customer value and long customer relationships. (Arnerup-

Cooper & Edvardsson) Further, according to Olson et al. (2005 b) customer orientation 

can be viewed as one type of strategic behaviour. As has been indicated earlier Skandia’s 

reorganisation can be viewed from a structural perspective and there are many answers to the 

questions of what such dimensions of structure are. Common answers are for instance 

formalisation, centralisation, complexity and span of control (Blackburn, 1982). According 

to Dalton et al., (1980) structuring dimensions mean dimensions of specialisation, 

formalisation and centralisation. More distinctly, these dimensions are defined as “policies 

and activities occurring within organizations that prescribe or restrict behaviour of organizational 

membership” (Dalton et al., 1980 p57). These definitions of the structural perspective are the 

ones in focus for the continued thesis.  

 

According to Wyner (2004) there are too many choices of organisational designs for 

companies to choose from, to solve problems regarding customer needs, customer 

satisfaction in order to become customer oriented. Instead of reorganising, which many 

companies, Skandia included, are doing Wyner (2004) emphasises that companies should 

work on improving their capabilities. However with these things in mind that might be 

exactly what Skandia has done by conducting this reorganisation. To be able to improve 

their capabilities it might have been necessary to carry out an extreme organisational 

makeover, change the old structures and find a new way of using the marketing function1 

in order to reach their goals. However Wyner (2004) argues that the way organisations tend 

to reorganise their marketing divisions could be due to a lack of efficiency. This statement 

opens up to look into what the adherents of the structural perspective2 think about 

effectiveness and according to them it is the organisation structure that creates 

effectiveness within an organisation (Eriksson-Zetterquist et al., 2005). With these aspects 

in mind it becomes interesting to search for answers if Skandia’s way of organising their 

marketing function is preferable in order to reach goals like for instance increased co-

ordination, simpler handling for customers, better offerings, a more homogeneous 

organisation and increased market shares as Engman implies in the quotation in the 

background. In this thesis a picture will be given of how Skandia is organised today and 

how this new structure, the goals and visions are understood by the different functions in 
                                                 
1
 The marketing function refers to the two market departments in Skandia, Market and Business 

Development and Market and Communication, which will be explained deeper later on. When we use the 
term ‘market organisation’ we refer to the Skandia organisation as a whole. 
2
 Adherents of the structural perspective are defined as researchers that think that the structure is the core 

and believe it to be the source of other phenomenon within organisations (Bakka et al., 1999). 



IINNTTRROODDUUCCTTIIOONN  

- 4 - 

the organisation. Do the managers and employees speak the same language? It is possible 

that there might be a difference between the various functions and product companies 

which makes the goals with the new structure and creating a homogenous organisation 

hard to reach.  

1.3 Purpose 

 
The purpose of this thesis is, from a structural and manager perspective, to explore and 

explain the structure of the marketing function in a customer oriented organisation.   

1.4 Research questions 

 
The specific questions the purpose aim to give answers to are presented in the following: 

 

• How is this marketing function structured and why? 

• What characteristics does this marketing function have in comparison to the whole 

organisation?  

• How does the structure of the marketing function influence customer orientation?  

• How does the structure of the marketing function influence the overall business 

performance? 

1.5 Our process of selecting problem and study object 

 

The introduction to this study gives indications of us having some sort of predetermined 

interest in Skandia in particular, and that is true. An initial contact was, since before, already 

made with a corporate representative and by browsing corporate information we found 

that the reorganisation changes made in 2004 had interesting features. Especially the 

quotation from the opening of this study got our interest raised in some reorganisation, 

structural and customer orientations issues. We became curious about whether there was 

something new about Skandia’s way of organising their marketing function. A quick scan 

resulted in no essential or specific correspondence in the literature for what they had done, 

thus further research for empirical references were performed. Browsing companies 

outside the banking and insurance industry indicated a number of companies choosing a 
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similar structure, however without any specific theoretical implications.  Nonetheless, this 

does not mean that we have discovered a whole new organisational expression, but it 

intrigued us to look deeper into the novel organisation at Skandia and finding out more 

about its features and functions. In coherence with what is said in the problem discussion 

(see section 1.2), we started thinking of organisation types for marketing and market 

functions as well as what might be good ways to structure these activities in order to obtain 

customer focus and become market oriented.   

1.6 Knowledge contribution 

 

With Skandia as research object and empirical provider we can review a theoretical frame 

of reference to allocate possible similarities with and/or divergences from the existing 

literature field of organising an organisation’s marketing function. The intention is to 

contribute new knowledge about the structure of the marketing function in a customer 

oriented organisation. Our aim is to explain what characteristics this marketing function 

has. Further the impressions from the inquiry will be used in order bring understanding to 

how a customer oriented organisation by carefully structuring its marketing function can 

reach a high overall business performance. Thus, our ambition is to explore the 

phenomenon empirically through a structural and manager perspective, review existing 

theories and combine them with the latest research in the field.  The structural perspective 

will serve as our platform and it is through these glasses we will draw our conclusions. The 

knowledge contribution is planned to provide knowledge within three main areas. First, the 

implications can be use by the studied organisation itself to replicate this structure in other 

countries where they also have activities. Second, other firms could use it when forming 

strategies towards more intense customer orientation. Third, the implications and new 

knowledge from this inquiry can be use as a feasibility study for further studies.  
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1.7 Disposition 

Chapter 1 Chapter 1 Chapter 1 Chapter 1 –––– Introduction Introduction Introduction Introduction    

The chapter will introduce the subject and purpose of this thesis. It displays the 

background to an emerging problem that will be discussed and result in a specific purpose. 

Additionally, it brings up issues of selecting the problem and study object and what 

knowledge contribution being set out to acquire.  

 

Chapter 2 Chapter 2 Chapter 2 Chapter 2 –––– Method Method Method Method    

This chapter is produced to make clear to the reader how the study is conducted and on 

what bases the decision of method are made. It procures the writers’ view on knowledge 

and research science as well as on what knowledge intended to be drawn from the future 

results. Further, the chapter considers what purposes involved when judging the quality 

and credibility of the study. 

    

ChapChapChapChapter 3 ter 3 ter 3 ter 3 ––––    The The The The Case Study ObjectCase Study ObjectCase Study ObjectCase Study Object    

This chapter introduces the company that is chosen to be the case study object of this 

thesis.  It gives a view of what type of company it is, intending to provide a foundation for 

applying the future conclusions on to other similar companies in the industry. It will also 

set conditions for conducting interviews and further ahead also when analysing.  

 

Chapter 4 Chapter 4 Chapter 4 Chapter 4 –––– Empirical Findings Empirical Findings Empirical Findings Empirical Findings 

In this part we will present our empirical findings based on interviews, meetings and other 

conversations done with people working in or near the studied case object, the joint market 

function. The empirical chapter is placed ahead of the literature review since the thesis has 

an inductive approach. 

 

Chapter 5 Chapter 5 Chapter 5 Chapter 5 –––– Literature Review Literature Review Literature Review Literature Review 

This chapter will present theories that are relevant for an understanding of what has been 

studied before in the field of interest of this thesis, thus is purposed to become support in 

the forthcoming analysis chapter.  
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Chapter 6 Chapter 6 Chapter 6 Chapter 6 –––– Anal Anal Anal Analysisysisysisysis    

In this chapter we will analyse the empirical findings, compare, and find similarities and 

differences to the theories that have been presented in the literature review chapter. As the 

approach of this thesis is inductive we will continuously depart from our empirical findings 

in our comparisons to the theoretical implications, thus the theory is applied on to the 

empirical findings.  

    

ChapterChapterChapterChapter 7  7  7  7 ––––    ConclConclConclConclusionsusionsusionsusions        

The reasoning we have used in the analysis has formed the foundation of the answers to 

our research questions. These answers and the answer to the thesis purpose will be 

presented in our conclusions. 

 

Chapter 8Chapter 8Chapter 8Chapter 8    ––––    Authors’ reflectionAuthors’ reflectionAuthors’ reflectionAuthors’ reflectionssss    

In this last chapter a short discussion about the research and results is given and the thesis 

is brought to an end by giving suggestions for further studies.  
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2 Method 
 

This chapter is produced to make clear to the reader how the study is conducted and on what bases the 

decision of method are made. It procures the writers’ view on knowledge and research science as well as on 

what knowledge intended to be drawn from the future results. Further, the chapter considers what purposes 

involved when judging the quality and credibility of the study. 

2.1 Brief view on methodology 

 

The primary purpose of assigning a chapter to method lies, in our point of view, in 

shedding full light on the process of the performance of the study and the choices made in 

the construction process. According to us, that involves the departure in a problem area 

and the journey into a reasoning of how to best answer the purpose, evolving into a 

method. We believe that the selected method is used to the fullest when pre-analysed 

holistically, using existing theories and aspects to our advantage by being aware of them. It 

will also increase the transparency of the study, helping the reader to understand the 

choices made and providing a basis for individual judgment of the quality and credibility. In 

order to get that there is a need for full insight into the study performance process 

(Gummesson, 2004).  

 

Our view on methodology is not unique. Andersen et al. (1994) describe it as a toolbox, 

and Ejvegård (2003) views it as an approach to a problem. There is also a need to know 

about science and method in order to perform a high quality result (Andersen at al., 1994). 

The research method refers to the systematic way of data collection that is used to answer 

or solve the research question and to create new knowledge. It is important to understand 

that the methods are different from the techniques of data collection. Method is the type of 

data collection that is going to be used within the research, case study, historical review, 

surveys or field experiments, while techniques refers more to a step-by-step way and how 

the data is going to be collected and gathered. In business studies usual techniques that are 

used are interviews, observations or surveys. (Ghauri, et al. 1995) 

 

 

 



MMEETTHHOODD  

- 9 - 

2.1.1 Hermeneutics: research tradition 

 
In the beginnings, we asked ourselves the question how we can be able to say anything 

about the phenomenon and problems that we want to study. We thought about how we 

should take hold of the problems and within what frames they should be analysed. We 

found our answers within the hermeneutic philosophy. 

 

During the journey to the goal we will use and be coloured by our pre-comprehension and 

understanding of how we understand the world. This vision might also be a dynamic 

process; hence we accumulate knowledge and understandings throughout the process. 

According to Gummesson (2004) it is the researcher’s philosophy, earlier knowledge and 

subjective values that form the paradigm within which all interpretation will be made. 

These interpretative boundaries will change over time, thus knowledge is created through 

interaction between the knower, the process of knowing and what is already known. To 

increase quality the researcher must be aware of this trinity and how it affects the research 

results. (ibid) 

 

From this reasoning, we view knowledge as created in what Kvale (2001) calls as a 

hermeneutical circle. In this circle, or spiral, knowledge and new understandings of a text is 

created through interpretations of the different parts which are determined by the whole 

understanding of the text. (Kvale, 2001) During our journey we will experience new 

knowledge and gain novel understandings through interpretation of empirical findings that 

will be analysed with our interpretations of existing theory as tools. New interpretations 

will be made based on the earlier understandings and the context as a whole, and so the 

knowledge spiral process will continue. Further, Jacobsen (2002) states that all knowledge 

is unique and that everything is ruled by the researchers own way of thinking as well as 

values and beliefs. However, according to Quinn (2001) it is important that the 

interpretations are done within its context and think about whether an interpretation can 

be viewed as an absolute truth or not. 

 

With the purposes of our study in mind together with the definition of the hermeneutical 

method, to understand or interpret, we realise that what ever the results will by this entire 

research is an act of interpretation. We must also keep in mind that perception itself is an 

act of interpretation. (Denzin & Lincon, 2000) However, we have learned that the essential 
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within the hermeneutics is that everything is dependent on the original purpose and the 

context within it has been interpreted (Quinn, 2001).  

 

So far, we have procured a brief image of our view on methodology and research tradition. 

For the forthcomings of this chapter we aim to provide high accessibility to the reader, 

thus we have constructed a chart, see figure 2.1 below, displaying its structure. These parts 

are essential to understand the prerequisites of this study. The issues will be handled 

separately in the section given in each box, mainly in terms of our specific choices for this 

study and what implications given for them in the specialist literature.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2.1: Disposition of the method chapter 

Own construction 
 

As figure 2.1 shows, the view on methodology along with the hermeneutical research 

tradition and is founding everything that will be done regarding this study from now on, 

thus is displayed at the top of the figure. From there, the purpose is formed (in section 2.2), 

resulting in a plan for how to get answers to it (in sections 2.3-2.6). The reason for 

separating research strategy from research method is derived from acknowledgements from 

Yin (2003) implying that the “case study” (research strategy) is not to be confused with 

2.1 View on methodolgy & hermeneutics 

2.7 Conducting the study 

2.8 Deriving new knowledge 

Research goal 

2.4 Qualitative method (research method) 

2.2 Holistic purpose (research question) 

2.5-6 Interviews & case object (material) 

2.3 Case study (research strategy) 

2.9 Method bias 
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“qualitative research” (research method), thus we have chosen to distinctly separate them. 

To continue, the purpose leads to a chosen way to conduct the study (in section 2.7), 

resulting in how to derive and handle new knowledge (in section 2.8).  The process and the 

results will also be affected by different types of method bias (in section 2.9) that must be 

taken into consideration. In the end the research goal should concur with the initial 

purpose.  

2.2 Our holistic purpose: the research question 

 

The reason for this study’s mere existence is the desire to look into a certain problem, 

specified in our purpose. We consider initial analysis of the research problem a natural 

starting point for allocating the most appropriate method. This attitude is in line with Yin 

(1994, 2003) who states that the research question decides the research strategy and is an 

important first step when conducting research studies. 

 

Reviewing our purpose, we declare an aim to explore and explain the phenomenon referred 

to as the marketing function. This can be expanded into intending to describe the structure 

of the organisation, finding characteristics of this way of organising - in short, how a 

market organisation can be structured in order to reach expected business performance. If 

answers can be found, there will be a comprehensive new knowledge about the structure of 

the marketing function in a customer oriented organisation and what its characteristics are. 

Our aim is to bring understanding in how the structure of the marketing function 

influences customer orientation. We also want to explore how a customer oriented 

organisation by carefully structuring its marketing function can reach a high overall 

business performance and how the structure influences it. We realise that not only do we 

attempt to explore and describe but indeed also to explain the subject. According to 

Christensen et al. (1998), an purpose that implies questions of “what” are exploratory and are 

preceded by rather little initial knowledge about what is being researched, viewing the 

direction of the study as somewhat subtle and the destination of the journey as unclear. 

The purpose is often to perform a feasibility study of something and it does usually not 

result in a precise answer, which might be the case for this study. 
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2.3 Our case study: the research strategy 

 

For us to be able to find answers to the research questions discussed in the previous we 

need to decide a strategy of how to get them. For that reason we initially discuss how we 

could approach the problem depending on what should be acquired. The starting point is 

our intent of studying an organisational phenomenon and we believe that this is preferably 

done in its natural environment and setting. The fact that we have chosen to study a certain 

situation at a certain company is derived from the problem discussion, as we first allocated 

a research problem in accordance to looking into a pre-selected company. We decide to 

focus on one company in order to get the overview and depth that we look for regarding 

this particular way of organising. We wish not only to observe the shallow and outer view 

of the market organisation but indeed to see the depth and consequences throughout the 

entire company. We think that the type of research questions we are posing require an 

analytical and qualitative approach, we wish due to our manager perspective to interview 

people in top positions as well as managers in different functions and departments to get 

rich information. To not only rely on the manager’s answers some of the co-workers from 

the different functions will also be interviewed, more information about the interviews will 

be given in 2.5 and 2.6. To tackle the studied phenomenon from another angle internal 

document will be used as information source as well. To be able to study different levels of 

the company in the above described way we are getting closer to adopt a case study3 

research strategy. 

2.3.1 Our purpose calls for a case study 

 
Letting our research question guide us to method strategy, in accordance to Yin (1994), 

there are indications that add to our initial presentiment that we should conduct a case 

study. When proposing research questions of “how” and “why”, then a case study would be 

a favourable research strategy (Yin, 2003). As we have concluded, these are parts of our 

study. A case study with an explanatory purpose can also contain exploratory and 

descriptive inquiries (Yin, 2003). This is in line with our research questions, which contain 

all of these three, but with a foremost explanatory focus. If a study has a multi-vision 

approach where unlimited numbers of variables are of interest, then a case strategy allows 

                                                 
3
 Several authors, as Gummesson (2003) and Merriam (1994, 1998), use the English term “case study” and 

the Swedish term “fallstudie” in correspondence to each other, thus we adopt this point of view when 
reviewing literature. 
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for this penetration to reach complexity and depth (Gummesson, 2004). This further 

strengthens our track onto a case study strategy, referring to the recent discussion. By 

selecting this strategy we are, according to Merriam (1994) allowed to concentrate on a 

particular object, allocating important issues and features of this single unit. Similarly, Yin 

(2003) acknowledges the possibility to study this unit in its natural setting and context, 

something we also wish to do. 

 

Due to our purpose we have a clear delimited entity for our research, which according to 

Merriam (1994) is a necessary pre-requisite for qualifying as a case study. Our research is 

restricted to a specific organisation, and more precise, a part of that organisation. As Yin 

(1994) points out, this strategy is also suitable when being interested in existing modern 

events and the researcher can not be in charge of the proceedings within a study object. 

For instance, in our case, we will be looking at the current marketing function at the 

selected company at this point, thus will not be able to affect the analysis unit (the 

organisation) if the company was to implement changes along the conducting of the 

studies. We desire a need to study the object in reality, something that a case study 

according to Gummesson (2004) allows for. 

 

Further, our topic is fussy; we have not found a perfect mach about the studied 

phenomenon in the literature earlier. The same thing goes for a case study – the goal is not 

always clear and the journey is rather open (Christensen et al., 1998). However, we wish to 

engage in this specific type of organisation and gain and understanding of how it is 

structured, functions and why. This is the mere purpose of a case study, according to 

Jacobsen (2002).  

2.3.2 The fundamentals of this case study 

 
From now on qualifying this study to be a case study, we acknowledge the need to clarify 

our view on what it actually means. From the numerous schools of case studies available 

we have put together some common definitions that have come to shape our view of it. 

The intent is to ensure a contemporary and righteous definition. 

 

”A case study is an intensive, holistic description and analysis of a single entity, 

phenomenon or social unit” (Merriam 1998, p 34) 
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“The case study is a research strategy which focus on understanding the dynamics 

present within single settings” (Eisenhardt, 1989 p 534) 

 

“Case study method is used when your thesis focuses on a set of issues in a single 

organization, and you want to identify the factors involved in an in-depth study of the 

organization or a single depth within it” (Jankowicz, 1991 p 163) 

 

In our case, we are setting out to study the structure of the marketing function in a 

customer oriented organisation from a structural perspective, an area where it seems a need 

for future studies. Yin (1994) means that such an unexplored issue calls for a case study, 

and is also supported by Gummesson (2004). In this study, the research object is a single 

organisation. Yin (2003) labels this a single case study. We aspire that we, by using a single 

case, will be able to use information for the marketing function in the case company to give 

implications for other similar organisations. As Yin (2003) expresses it, a single case is 

valuable when there is a desire to look for the chosen object to be representative for a 

studied phenomenon that can be found elsewhere. We think that digging deeper into a 

single case will provide us with more depth and understanding, of how the structure of the 

marketing function influences customer orientation and overall business performance, than 

with a multiple case. 

2.4 Using qualitative method: research method 

 

With the research strategy clear we still have not gone into the actual design and 

construction of the study. Ahead of that is a need for establishing research method, given 

that a case study according to Gummesson (2004) can be based on information derived 

from both qualitative and quantitative methods. Due to this study having an interpretative 

character, our choice of method is qualitative in its character. In our purpose we have 

declared that we want to explore and further explain the structure of the marketing 

function in a customer oriented organisation, what the characteristics are and why 

organisations would choose to organise like that. To be able to reach that goal, to find the 

underlying factors, we need qualitative information in words based on involved people’s 

thoughts, believe and values. This is, when using Christiansen et al (1998) definition, inline 

with the purpose of a qualitative research method. According to them, a qualitative method 

is a necessary tool if the aim is to explore and understand the underlying meaning of a 
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phenomenon and when the overall understanding is more important than the precision of 

the observations and variables. The qualitative method gives opportunities to build 

conceptual descriptions of reality, which makes it possible for the researchers to build 

theories or hypotheses and illuminate connections (Christiansen, et al. 1998). This is 

something we aim to achieve with this study, thus adding on to our reasons for choosing 

this method. 

 

According to Merriam (1998) it is the researcher in a qualitative inquiry that is the primary 

instrument for the data collection and analysis. That person is directly involved in the data 

collection process which makes the researcher responsive to the context and can therefore 

adapt techniques to the situation that helps to increase the quality of the inquiry. Several 

senses can be used to help bring an understanding to the whole context. Further, 

qualitative researches usually involve some kind of fieldwork (Merriam, 1998), which in this 

study will be in terms of the case study of Skandia. To collect the qualitative information 

the researcher has to study the organisation in its natural setting in order for the researcher 

to come up with reasonable interpretations of the studied phenomenon (Merriam, 1998). 

Adding this qualitative method to our research strategy we obtain a qualitative case study 

(Merriam, 1994), thus intending to discover and be able to interpret data. Gummesson 

(2004) supports this by adding that most case studies use qualitative methods.  

2.5 Interviews: primary material 

 
After the research problem has been identified the decision of what information and how 

that information should be obtained must be considered. Qualitative researches cover 

several forms of inquiries approaches that can bring understandable explanations to the 

studied phenomenon. (Merriam, 1998) Due to the purpose of this thesis and the choice of 

conducting a qualitative case study, interviews became our choice of qualitative research 

method. This preference is supported by Yin (1994) who says that “interviews are an essential 

source of case study evidence because most case studies are about human affairs” (Yin, 1994 p85). 

Within the area of interviews the thesis’ purpose, according to Christiansen et al. (1998), 

further decides what kind of structure the interviews should have. This reasoning leaves us 

somewhere between semi-structured to unstructured interviews (Christiansen et al., 1998). The 

meaning of these labels of interview types vary between research literature authors, thus we 

consider it hard to draw a definite line between the two types methods. However, we will 
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use one part consisting of more general questions with a more structured character. These 

questions are purposed to attain knowledge about the issue as a whole. This type of 

interviews will be used both when interviewing the managers and the co-workers. The 

other, more unstructured part that are characterised by flexible, open-ended questions will 

be more similar to a conversation and aims at getting information that can be specific due 

to the person’s occupation or competences (Merriam, 1998). This type of interview will 

only be used when interviewing the managers within the different functions. In this part 

the interviewed person’s role is more like an informant rather than respondent. With this 

different definition, according to Yin (1994), it is possible to ask for the person’s own 

opinions and values. To increase the interview quality we will spend time on preparing 

them, making sure of the purpose of each specific interview in order for most suitable 

questions will be asked, thus bringing depth to our study. We have also strived for an open 

communication so that the informant will feel comfortable of sharing information and tacit 

knowledge. However, both interview techniques are well suited for an inquiry with an 

exploratory purpose (Merriam, 1998; Christiansen et al., 1998), which the purpose of this 

thesis has got. 

2.5.1 Performance procedure 

 

When conducting the interviews both of us, the researchers, are participating. One of us 

will be asking the questions, thus leading the conversation, and the other will be 

concentrated on documentation and adding relevant follow up questions if necessary. The 

reason of being two persons brings two different angles and views on issues. This type of 

interview technique is in line with what Christiansen et al. (1998) define as panel interview. 

However, even if this choice of technique is made to prevent bias it is important to be 

aware of that everything we do is coloured by our subjective way of being and will have an 

impact on our interpretations. According to Graziano & Raulin (1997), the subjective 

problem influence the researchers interests in doing the inquiry, also the researchers 

knowledge about the organisation and studied phenomenon affect the ability to ask 

relevant resulting questions. The interviews with the managers will be taped and transcript 

afterwards. In this way we aim to increase the quality of the method and decrease the 

appearance of bias when interpreting the information. Before the interviewed started all 

informants were introduced to the subject and informed about our purpose with doing the 

interviews and how we were going to use their answers. They were asked about if we were 

allowed to tape the interviews and if we could use their names within the report. All the 
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mangers agreed and said that they had no problem with any of this. According to this we 

do not consider that taping had any negative effect on the informants’ answers. In order to 

save time and costs the interviews with the co-workers were conducted by e-mail. The 

intention to conduct interviews with the co-workers is not to be mistaken as drawing away 

the focus from the manager perspective we have in this thesis.  The co-workers have been 

asked to either increase or reject what the managers are saying about the things that will be 

inquired. However it is the manager perspective that is the focus and not to give an exact 

view of how the co-workers feel about the new structure. The view from the co-workers 

will however get an insight of how truthful the answers from the managers can be 

interpreted. The answers from the co-workers will be handling anonymous hence it is not 

the specific person’s opinions that are of interest. 

2.6 The primary information source: Skandia 

 
Proposition and selection of the informants and interview persons has been made by our 

contact person, Magnus Henrikson, at Skandia. Henrikson holds the position as Head of 

Corporate Process and Systems and will not be a specific interview object. He will be an 

informal informant, helping us to get in touch with appropriate interview object within the 

company in order for us to find answers to our inquiry. With his position, he is not in 

direct contact with the studied issues but can contribute with important overhead 

information such as business history and informal structures. We are aware that the 

selection of interview persons at Skandia might be affected by Henrikson’s subjective and 

personal opinion. However we view him as an important asset rather than a limitation, and 

feel that our contact is good and we have the authority to ask for interviews with other 

persons if we think that will be necessary. Contact with Henrikson is going to be primary 

via e-mail and telephone, but also in personal meetings and spontaneous conversations. 

The interview persons that are selected are presented in the table below.  
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Interview person Position 
Interview 

date 

Time 

Magnus Henrikson 
Head of Corporate Process and 
Systems 

2006-02-08 
3 h 

Sven-Erik Milton  
Head of Skandia Marketing &   
Business Development 

2006-03-24 
1h 30 min 

Helena Ruhmén Marketing Director 2006-03-24 1h 

Gert Engman 
Vice President, head of Nordic 
Division 

2006-03-28 
1h 

Hans Svensson Head of Public Affairs 2006-03-28 1h 

Bengt-Åke Fagerman 
President Skandia Liv, earler 
president of Skandia 
Marknadsspar 

2006-03-28 
1h 

Susanne Jansson 
Team Leader for the Customer 
unit at SkandiaBanken 

2006-04-11 40 min 

Co –workers; twelve from 
the marketing function & 
eleven from the product 
companies  

Market and Communication, 
Market and Business 
Development, SkandiaBanken 
& Insurance Customer Service 

2006-04-03-
2006-05-08* 

Approximately  
20 minutes 

 
* The interview questions were sent via e-mail 2006-04-03 and the answers has dropped in randomly during 

the stated period. 
Table 2.1: Interview persons 

Own construction 
 

Each interview person is selected with regards to their position and what kind of 

knowledge they should be able to provide. The following describes the features of each one 

of them. 

 

Sven-Erik Milton, Head of Skandia Marketing and Business development should 

contribute with both overall business group information and more specific information 

about strategy and marketing and the marketing function. 

 

Helena Ruhmén, Marketing director, will be able to give us more specific information 

about the marketing function. Due to her position we will get information from an inside 

perspective and ask questions about how the organisation really work. 

 

Gert Engman is Vice President of Skandia and head of the Nordic Division. With his 

position and corporate experiences he can provide overall information along with a picture 

of the business group as a whole as well as information of strategic decisions that has been 

made. 
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Hans Svensson is Head of Public Affairs in the Nordic Division and has earlier also been 

Communication Manager in Skandia. He will be able to prove us with additional 

information about the business group and how the joint market work has preceded. He will 

also be able to give us information about how the communication is working with in the 

company and the business group.   

 

Bengt-Åke Fagerman is President of Skandia Liv, earlier president of Skandia 

Marknadsspar, and can give us information connected to the studied object. He will be able 

to help us with a picture of the situation before and after the new organisation was 

structured and explain the relations between Skandia Liv and Skandia Sweden. 

 

Susanne Jansson is Team Leader for the Customer service unit in SkandiaBanken. She will 

be able to give us information about the relations between SkandiaBanken and the parent 

company Skandia like for instance implications with co-operations and communication. 

 

The mangers were asked to distribute the interview questionnaire to ten co-workers at their 

departments; Market and Business Development, Market and Communication, 

SkandiaBanken and Insurance Customer Service. The answers from the co-workers Market 

and Business Development and Market and Communication are put together and will be 

reproduced as co-workers from the Marketing function.  The answers from the co-workers 

at SkandiaBanken and Insurance Customer Service will be put together and reproduced as 

co-workers from the product companies. The main purpose to ask the co-worker is to get 

another perspective on the studied phenomenon and not only rely on the answers from the 

managers, which will provide a deeper understanding. 

 

As previously mentioned in the interview section (see 2.5) the interviews with the managers 

will have an in depth character and be less structured. The reason is found within us 

wanting them to speak freely about the topic and we do not intend to affect the answers. 

The interviews with the co-workers will be on a more operative level and due to that they 

are done through e-mail and will be shorter and more structured. However it will be able to 

give a picture on their view on the present situation which we can compare with the 

manger’s view. 



MMEETTHHOODD  

- 20 - 

2.7 Conducting this case study 

 

With the recent information in mind we now have an excellent starting point to prepare 

our study. Initially, we will explore the structure perspective and organisation theory to 

build a theoretical foundation. From there we will derive questions for the data collection 

phases. Merriam (1998) recognises this as an initial step when designing a case study. 

 

Our work process is displayed in figure 2.2 below. With the approach of moving from 

empirical material to theory, which is referred to as induction (Graziano & Raulin, 1997), we 

plan to go in an early stage to begin a first round of interviews, with follow-ups, as we will 

develop a deeper understanding of the case. We will work our way through the process 

back and forth. Similarly, Gummesson (2004) acknowledges that a case study is an iterative 

and dynamic process. There is no specific order for the different steps of the study as the 

process is changeable over time. This plan can be called tentative. (Gummesson, 2004) 

Likewise, Eisenhardt (1989) also calls the process iterative, as the work mean constantly 

comparing theory and data throughout the process, meaning that “analysing data is the heart of 

building theory from case studies” (Eisenhardt, 1989 p539). We also find good advice in 

Graziano & Raulin (1997 p37) saying to “follow the data wherever they may lead”. 

 

 

Figure 2.2: Planned work process 

Own construction 
 

A big part will constitute preparing for the primary material interview gathering. The 

conducting of the case study will be closed off when we think we are reaching a point 

where no new information is found and when it provides arbitrary to answer the research 

questions. Both Merriam (1994) and Eisenhardt (1989) refer to this as saturation. From 

there, we will analyse the material, returning to our purpose to sort information from the 

voluminous data received. It is recommended to, at an early stage, choose a focus in the 

 

Empirical findings 
 

Theory 
 

Analysis 
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analysis section, distancing from excessiveness of collected data and maintaining goal 

concentration (Merriam, 1994). In the analysis the empirical finding will be compared with 

the theories that have been found concerning the organisation structure perspective, 

marketing organisation theories and strategic behaviour strategies. The analysis will be 

structured after different key words and characteristics that have appeared from the 

interviews as particularly important and seem to have influence and connection to answers 

on the research questions we aim to answer. 

2.8 Deriving new knowledge and theory 

 

The issues of whether theorising from case studies is possible or not, and particularly in 

single case studies, is something that is widely discussed (Yin, 2003). We have no intention 

of producing something that is generally applicable in terms of quantity and frequency, 

called statistical generalisation (Gummesson, 2004). However, we are setting out to find 

characteristics and general mechanisms in a voluminous pile of empirical material, detecting 

features and reasons, simply what was asked for in the research questions. This type of 

generalisation is referred to as analytical generalisation (ibid). We see the actual conducting 

of analysing the data in concept as preferably sorting data into categories, dimensions and 

strengths versus weaknesses. This is recommended by for instance Eisenhardt (1989) and 

Starrin et al. (1991). 

 

Consequently, the implication of this inquiry will give a summary of one study of a firms 

marketing function. We will in accordance to Jacobsen (2002) try to sort out general issues 

rather than specific ones, and as Quinn in Merriam (1998 p209) says to “provide a perspective 

rather than truth”. Yet, case studies are especially suitable when developing new theories 

(Jacobsen, 2002; Gummesson, 2004) and when there is little knowledge about something 

(Eisenhardt, 1989). Our suggestion is that this study can participate in a future multiple and 

cross- case study if this type of phenomenon will be studied again. Eisenhardt (1989) 

mentions this approach and suggests finding unique patterns in one case before 

generalising with help from other cases, and that substantial theories require multiple cases.  

 

However, as using an inductive approach is common in organisational research 

(Eisenhardt, 1989) we will nonetheless move from series of empirical observations to 

suggesting conclusions and generalisations (Andersen et al., 1994), building explanations 
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from primary data (Graziano & Raulin, 1997). Starrin et al. (1991) describe it as a triangle 

constituting data, reality and theory. We look at it similarly. Thus we will combine them 

simultaneously and constantly to develop righteousness.  

 

2.9 Method bias 

 
One important factor that has to be taken in account is that theory building and the 

qualitative analysis will be infected of the researcher’s subjective way of thinking, 

understanding and interpretation of the qualitative data that has been collected 

(Christiansen et al., 1998). Also all the intern documents we will get from Skandia might 

not be totally objective in two ways. First, the material is selected by the people working at 

Skandia. Second the material is written and compound by another person and therefore 

based on this persons’ subjective way of thinking. All interpretations and collected data will 

be coloured with the researchers’ and informants’ tacit knowledge and way of thinking as 

well as the research situation itself, which will affect the demand of reliability (Gummesson, 

2004). However by being are aware of all this and take it in consideration during the 

working process we do not think it will affect the quality of the research negatively. 

2.9.1 Reliability 

 

When conducting a qualitative study the data is highly related and addicted to the context it 

is impossible to isolate the studied object from the situation (Eneroth, 1994).  In a 

qualitative inquiry there is a problem that the researcher acts as both a measuring 

instrument and analyst. Further, the data is collected in a specific situation through 

interaction with other people. The problem arising here is that the world is dynamic and 

even if the same questions are being asked and the situation is staged in seemingly the same 

way it is impossible for both the same researcher and another to reiterate the inquiry and 

data collection and come to an identical result. (Christiansen et al., 1998) 

 

According to Gummesson (2004) and the previous discussion the concept of reliability, 

which concerns to what extent a research can be recreated and the research result be 

retained in an identical way, is not that relevant for establish trustworthiness of a qualitative 

inquiry.  On the other hand, low reliability in a qualitative method is actually something 
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worth striving fore. Hence if another researcher can find other interesting qualities within 

the same phenomenon it will be seen as something good, remembering that the purpose of 

a qualitative inquiry is to find the underlying factors that influence the studied 

phenomenon. (Christiansen, et al., 1998) According to the discussion above we do not 

have to think about reliability as a big problem. However we will have it in mind and stage 

all the interviews in the same way as far as it is possible and all respondents will be 

informed in the same way.  

2.9.2 Validity 

 
In our study, the information base and results will not only rely on conversations with top 

managers in different fields but also on interviews with co-workers in the organisation. By 

founding a rich information base, being aware of the infection from subjective 

interpretations in the analysis and results, being critical to information and not jump into 

rash conclusions our ambition is to reach high intern validity, which is related to the research 

result and its concurrence with reality. Extern validity is about how well the research result in 

a specific case can be transformed and generalised to other situations and validity as a 

whole concerns the issues of credibility. In a qualitative research the intern validity is 

managed of how systematic and opened the researcher has been during the data collection 

process. This puts high demands on the researchers to show high engagement for the tasks 

and not only rely on one source. (Christiansen, et al 1998) According to Yin (1994), one 

dangerous pitfall is if the researcher becomes too dependent on one informant. Thus, one 

significant problem with qualitative inquires is that the result rely on the persons own 

interpretations which is grounded in the persons own social construction of reality 

(Eneroth, 1994; Yin 1994). One way to overcome the problem and show that the 

researcher is aware of the importance of this problem is to use several research methods, 

such as triangulation (Christiansen, et al. 1998), or finding other people and information 

sources that can confirm or contradict what the first informant has said, thus developing a 

converging line of inquiry (Yin, 1994). This is something we aim to do by also interviewing the 

co-workers and not only rely on the answers on what the managers have said. 

 

The goal with our study is to create such a complete picture of the studied phenomenon 

that it will be applicable to the insurance or service industry as a whole. By using a 

qualitative research method it is not possible to conclude any absolute truth, as opposed to 

using quantitative methods. The essential is painting a picture of the studied phenomenon. 
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In the end it is how trustworthy this whole picture is that decides how well the specific case 

result can be generalised and applicable to other, not yet researched organisations. 

(Christiansen, et al 1998) When conducting a case study the validity is central and shows 

how well the researchers have capture the problem they wanted to study. One common 

problem in case studies is how the researches can able reducing the voluminous empirical 

data and information without loosing the quality. This reduction process is important when 

the researcher breaks down the information to form conceptions and theories. 

(Gummesson, 2004) 

2.9.3  Objectivity and values 

 
According to Larsson (1994) it is the underlying meaning of a qualitative research that has 

the most significant value, thus he opens up the discussion of objectivity. As we know 

from the hermeneutical philosophy it is the interpretation of different parts that form the 

meaning of the context. Using these glasses when writing this thesis we are aware of that 

“the world is constructed by the human and must be studied through the human and how the human 

construct reality” (Jacobsen, 2002, p38). This is why the question of objectivity becomes 

interesting in the discussion of the quality of the research results. 

 

Our individual reality is not necessarily the same as someone else’s. It is impossible to get 

rid of our own values and preconceived notions. We are always influenced by our history 

and experiences, and they will affect our way of thinking, acting and in the end also the 

interpretations and opinions brought upon us. It is important with an awareness of the 

discrepancy in perception of reality between different researchers as well as between 

researcher and research objects. (Quinn, 2001) This view, our own social construction of 

reality, is depending of the person’s history and former experience (Weick, 1995).  In this 

study we must consider how our earlier knowledge will affect the research. The fact that 

one of us earlier worked in SkandiaBanken might give us ability to ask valuable questions 

given knowledge of the organisation, thus is considered an advantage and to increase the 

research quality. However, this might also result in this person becoming more biased, 

making it even more important to work with open communication, sharing thoughts, tacit 

knowledge and maintaining a critical approach.  By doing so and communicating our 

awareness of all of this we aim to create results that are true, purpose and as free from bias 

as possible. We find support for these reflections in Gummesson (2004), saying that it is 

important that the researchers are aware of their intentions’ influence. Having good 
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intuition might be helpful when looking for patterns and drawing conclusions from a large 

amount of information. However it is important that the researcher acknowledges that the 

own intentions could be filled with bias and preconceived notions, which might affect both 

reliability and generalisation possibilities. The researcher must consider who is behind the 

information and the interpretations. (Gummesson, 2004) 

2.9.4 Backsides to this case study 

 

Even though we selected the research strategy (case study) and method (qualitative) on the 

basis of being best suited to answer our research questions, we recognise some negative 

consequences of this choice reviewing research literature. To name a few; the lack of 

representative results (Merriam, 1998) and is hard to replicate (Graziano & Rauli, 1997). 

Yin (2003) fights back on claims that case studies would be too time consuming, meaning 

that this is an older view on case studies that rather should belong to ethnological studies 

where observing and co-existing in the research environment is necessary. Yet, it is 

perceived to both lacking simplicity (Eisenhardt, 1989) and being oversimplifying, pointing 

out the large amount of data received and difficulties in gathering everything in a report 

(Merriam, 1998). Many researchers (Yin, 2003; Graziano & Rauli, 1997; Merriam, 1998) 

mean that the most serious backside is that the researcher plays a key role in case studies, 

resulting in errors if not familiar with required methodical actions within, as letting personal 

bias affect the research (Yin, 2003). On the other hand, there are many positive aspects to 

case studies that have appeared in this method chapter. To mention two of them, case 

studies able highlighting of certain phenomenon (Merriam, 1998) and can result in new 

theory (Eisenhardt, 1989).  

 

Now when both positive and negative aspects of the chosen research method have been 

discussed we still think that the positive outcomes carry great weight in comparison to the 

negative. Therefore we think that we will gain more and that our choice of method is the 

best suited to be able to draw truthfully conclusions about the studied phenomenon.  
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3 The case study object 
 
This chapter introduces the company that is chosen to be the case study object of this thesis.  It gives a view 

of what type of company it is, intending to provide a foundation for applying the future conclusions on to 

other similar companies in the industry. It will also set conditions for conducting interviews and further 

ahead also when analysing.  

 

Skandia was founded in 1855, hence turned 150 years in 2005. It has got a long history on 

the stock market, being listed from opening day of the Stockholm Stock Exchange in 1863 

(URL 4). The first products were, for a long time, basic fire and life assurances. The 

company went international already during its first years. In 1964, five Swedish insurance 

companies came together and became one Skandia, at that point launching the umbrella 

logotype. Today, Skandia is operating in 20 countries and four continents, being in the top 

of providing long-term savings world wide. (URL 5) 

3.1.1 The global Skandia 

 

The overall mission of Skandia is to provide “quality solutions for long-term savings” (URL 4), 

p1). The more specific offer consists of “products and services that meet our customers’ needs for 

savings solutions and financial security in various phases of life” (URL 4). The wide range of 

products is both locally adjusted and globally broad. Out of these, the unit linked assurance 

is Skandia’s primary offer and largest product area. Except for offering fund products, 

services of creating portfolios for customers based on particular demand are also provided. 

A stated aim is also constant concept development to be ahead of the overall markets in a 

constantly changing environment. In addition, Skandia provides market support and 

service for the independent distributors, as creating relationships is an important mission 

for the company. (URL 4) 

 

Today, Skandia is active worldwide and has a total of 5800 employees (in 2004). The 

company’s markets are divided into three blocks; “UK, Asia Pacific & Offshore division”, 

“Sweden division” and “Europe and Latin America division”. Skandia is increasing its market 

shares in a market that is still growing and is, at least outside of Sweden, looked upon as a 

pioneer. In 2004, the sales reached a total of 98 billion SEK. (URL 4) 
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3.1.2 Skandia in Sweden 

 

Approaching the Swedish part of Skandia, there are approximately 2000 people in the work 

force. (URL 4) The primary products in Sweden are Protection, Investments, Healthcare, Pensions 

and Banking. The main brand used for marketing the products is Skandia for everything but 

the banking products that goes under the brand Skandiabanken. Included into the Skandia 

brand is Skandia Liv. Locally, the company is a market leader in the areas unit linked 

assurance, traditional life assurance and banking. On the private market, Skandia’s principal 

competitors in Sweden are SEB and Länsförsäkringar as well as other national key banks. 

With regards to the corporate market AMF Pension is an important rival. (URL 4) 

 

The Swedish Skandia consist of five companies; Skandia Link (unit linked assurance), 

Skandia Liv (traditional life assurance), Skandia Lifeline (health care and group assurance), 

SkandiaBanken (banking) and Skandia foreign product companies (URL 4) 

 

Skandia Link has been selling its unit link assurance products in Sweden since 1990 and 

measures a market share of 18 percent in 2004. Skandia Lifeline is aimed at other 

businesses and their employees, offering supplements to the public welfare system. The 

products are different insurances for health care and whole groups. Skandia is the largest 

actor in the Nordic area and the Swedish market went up by 10 percent during 2004. Next, 

SkandiaBanken is a niche bank and is aimed at customers preferring online and phone 

banking and self-service. Some of the product there are credits, securities trading and 

traditional banking. The total customer base in Sweden 440 000 in 2004 and has a rapidly 

growing customer base. 

 

Finally, Skandia Liv, that has been in business since the start up in 1855 has a market share 

of 21,5 percent (in 2004) and “traditional life or pension assurance combines long-term savings with an 

insurance element, enabling policyholders to share risks with others and create long term financial security” 

(URL 4) The relation between Skandia and Skandia Liv is extraordinary. Skandia Liv is a 

subsidiary of Skandia Insurance Company Ltd, and is run on mutual basis, the 

policyholders enjoy all return, thus is not joined in the group as the other parts.  
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4 Empirical findings 
 
In this part we will present our empirical findings based on, primarily, interviews but also on the e-mail 

interviews conducted with the co-workers from the various departments and informal conversations with our 

contact person at Skandia.  

4.1 Disposition 

Figure 4.1 is designed to explain and clear out the core of the studied object, display it 

clearly and show how the informants are related to the other functions and interviewed 

persons. The material in this chapter origin from these interview occasions, except for the 

Head of Processes and Systems, Magnus Henrikson that has been our informal contact at 

Skandia during the writing process, thus might have contributed with some additional 

information in some cases to clarify what is being said.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4.1: An overview presentation of the interview objects4 

Own construction 

 

                                                 
4
 The picture should not be mistaken for a hierarchical organisational scheme. It is constructed to show that 

the Marketing Function is the core of our study. The interviews with the other functions are conducted to 
understand the over all function of the marketing organisation. 
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The chapter will start with a short presentation of the persons that we interviewed. 

Subsequently, there will be a description of how the organisation was structured before and 

after the reorganisation in August 2004, based on what the interviewed persons have said. 

In the remaining of the chapter the interviews will be grouped after which organisational 

function the person belongs to; Marketing Function, Group Management or Product 

Company.  

4.2 Interview person presentation 

This interview person presentation is composed to present the interviewed managers and 

some of their background. 

4.2.1 The Marketing Function 

 

SvenErik Milton is manager for the new department Market and Business Development. 

He has worked at Skandia for 20 years and has among other things a background as CEO 

for Skandia Lifeline. To him, his role as a marketing manager means the same as being a 

sales manager. He is responsible for the market and all sales of products in Skandia on the 

Swedish market.  

 

Helena Ruhmén is marketing manager and head of the Market and Communication 

department. She is responsible for the communication towards customers, agents and co-

workers. She also works with the overhead trademark questions together with the Nordic 

Management.  In the year 2000 she became marketing manager at SkandiaBanken and 

during 2004 she worked on a project called ‘Skandia Comeback’.  Then, when Skandia 

initiated the reorganisation, she got the opportunity to become marketing manager for all 

units at Skandia. 

4.2.2 Group Management 

 

Gert Engman is one of three operative division directors in Skandia and is Vice President 

in the Nordic Division. He started his career in Skandia in August 2004 and began to work 

with a project called ‘Skandia Sweden’ with the mission to go from a product oriented 

organisation to being a more customer oriented one. 
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Hans Svensson is head of a department called Public Affairs which is included in the 

Nordic Division. He is responsible for public contacts, influencing public opinion, 

lobbying and internal communication. He is also represented in the Nordic Management 

and responsible for market questions, branding, sponsoring and corporate social 

responsibility. Hans Svensson started at Skandia in the year 2000 and up until last autumn 

he was communication director. After that, he got an offer to start at the Nordic Division.  

4.2.3 Product Company 

 

Bengt-Åke Fagerman is CEO at Skandia Liv, one of the product companies in Skandia. He 

is responsible for leading the work and has his own board of directors. Skandia Liv is an 

own legal person and is completely owned by Skandia Insurance Company Limited (pbl)5
  

but is run on mutual basis, meaning that they cannot make any profit dividends to the 

mother company Skandia, hence everything goes back to the insurance takers. Bengt-Åke 

Fagerman has worked in a lot of different places in Skandia for 27 years and got his 

position in Skandia Liv for three and a half years ago. 

 

Susanne Jansson is Team Leader for the Customer Service Unit in SkandiaBanken. She is 

responsible for one group of customer service personnel, their performance and results.  

4.3 The organisation before the reorganisation 

 

Before the reorganisation in 2004 Skandia had a subsidiary structure and was divided in 

four separated organisations; SkandiaBanken, Skandia Liv, Skandia Link and Skandia 

Lifeline, where each and everyone worked directly toward the customers on its own. All 

different subsidiaries had a clear mission and focused on its own product and customer 

segment. The old organisation structure is showed in figure 4.2.  

                                                 
5
 Further on we will simply use ‘Skandia’ when referring to the parent company ‘Skandia Insurance Company 

Limited (pbl)’. 
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Figure 4.2: Skandia stovepipe architecture  

Own interpretation (Gert Engman, 2004) 
 

The different subsidiaries with their own products and customer integration are pictured in 

the four different pipes. All of them were working towards the customers through their 

own distributors and own or independent selling units, including everything from products, 

offerings and how the marketing activities were formed.  

 

“All of them totally bombarded the customers with different products with no 

synchronisation at all; at least there was lack of synchronisation. There was no 

thought about branding, marketing or our total customer value at all.”6 

(Gert Engman) 

 

Engman calls this strategy “the double pipe strategy” and explains that there was no steering of 

marketing activities before.  

 

“Fire both pipes out in the air and hope that it would hit at least someone 

instead of trying to find customers who were interested and steer the products 

after the customer segments.”  

 (Gert Engman) 

 

This was the result of Skandia not having a co-ordinated marketing director with total and 

overall responsibility for Skandia’s marketing activities. Instead, all subsidiaries had their 

                                                 
6
 The original quotations from the interviews are displayed in Swedish in Appendix III marked with the page 

where they appear in the text. 
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own marketing director, human resources, IT and administration. The only co-ordination 

that existed was a synchronisation through a marketing committee where the marketing 

directors from the different subsidiaries met and had some discussions about the 

marketing, but all companies still had their own budget and made their own campaigns. 

4.4 The Skandia organisation after August 2004 

 

In August 2004 Skandia changed everything and went from stovepipe architecture to an 

integrated business model. They disbanded the subsidiary structure and organised them 

within the parent company Skandia, although some companies could not be disbarred by 

legal reasons. Here Skandia Liv, which is run on mutual basis, and SkandiaBanken can be 

found. Nonetheless, all companies are now structured under the same umbrella, meaning 

that they are ruled and included in the same matrix structure, see figure 4.3.  

 

Figure 4.3: Divisional structure Skandia Nordic. 

Own interpretation (Gert Engman, 2006-03-28) 
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The old structure with a CEO, finance director, marketing director and personnel director 

in each company is gone and a new more customer oriented organisation is created. It is 

ruled by the Nordic Management, together with the managers for the marketing functions 

for Skandia Sweden; Market and Business Development and Market and Communication.  

 

In this new organisation Skandia has chosen to co-ordinate some of the activities and have 

a joint IT, joint administration and finance, joint communication and joint human 

resources department instead of four as before. What is new is also that they only have one 

customer service responsible for the customer interactions, one phone number for the 

customer to call instead of four and only one web site instead of four as they had earlier. 

Other joint functions are financial advisors, IT-development and maintenance. 

 

“Now the customer will meet someone from ‘Skandia Bank och Försäkring’ 

instead of one from Skandia Liv, Skandia Link, Skandia this and Skandia 

this and that.” 

 (Gert Engman) 

 

In the matrix Skandia is organised with one market side, Market and Business 

Development and SkandiaBanken, which are responsible for offerings towards the market; 

individuals, corporate and agents. The Marketing and Communication department is 

included as a group function and in figure 4.3 it is to be found within the box “Internal & 

External Communication”. They also work with concept development, customer 

identification, pricing, segmentation, distribution and support. The market side is now 

divided in two because SkandiaBanken is not yet fully integrated in the joint organisation. 

However, in the future SkandiaBanken’s products will also go through Market and 

Business Development as all the other products from the old subsidiaries do. At Market 

and Business Development they work either directly towards the market through their own 

selling staff or through agents. The Market and Business Development function forces the 

product development and is as well responsible for all concept development. They are 

working with different business cases to be sure that the products have the right quality 

and will work over time. Market and Business Development has a close relation to IT-

development; hence everything that is made there has some base in some form of system 

change.  
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Market and Business Development also has a close relationship with Marketing and 

Communication. Co-workers at Market and Business Development work with 

development of products and activities and then demand the Marketing and 

Communication department to create the right marketing; advertisement, TV advertising, 

events, customer papers and communication etcetera. Ruhmén and her Marketing and 

Communication department perform on commission from Milton and his Market and 

Business Development department, which is based on sales volume. 

 

On the other side of the matrix in figure 4.3 all Product Companies, the old subsidiaries are 

represented. They still have their own products but the personnel are not employed in the 

different subsidiaries as before, instead everyone is employed in the parent company 

Skandia. The Product Companies are responsible for different product areas; credit, 

savings, risk, administrative services and advice and are primarily responsible for product 

profitability, product development and risk.  

 

The remainder of this chapter will consist of the marketing function, the group 

management and the product companies giving their view on some organisational aspects.  

The text is a summary of the interviews with the previously presented managers as well as 

comments from the co-workers in respective department. Hence, the answers are our 

interpretations of the information derived from the interviews. The information is 

categorised under different themes originating from both the themes used when the 

interviews were performed and in terms of what the purpose of this thesis aims to explore 

– that is, the structure dimensions of the new organisation as well as the customer 

orientation issue. The three large topics are the goals (reasons and prerequisites), the means 

(centralisation versus decentralisation, communication, co-ordination and customer 

orientation) and the outcomes (effects and how they are measured) of the new 

organisation. 

4.5 The Marketing Function 

As the introduction of this chapter displayed, the marketing function includes the two 

departments Market and Communication and Market and Business Development. This 

section presents a summary and interpretation of what the managers of these departments 

have said in their interviews regarding various aspects.  
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4.5.1 Goals 

The goal was to build away some of the problems Skandia was dealing with. To begin with, 

these problematic issues made Skandia revise their organisation and set new goals to 

change in accordance to. The former Skandia organisation experienced troubles with the 

way the company was separated in the various “pipes” in terms of the different product 

companies. There were problems both regarding the co-operation between the pipes and 

that there was a mindset to sell products in large quantities rather than to behave in 

accordance to what the customers and market wanted.   

 

Thus, one goal was to leave the internal rivalry between the product companies behind and 

being one, unified Skandia, both on the inside and outside. They had noticed that the co-

operation between the pipes was not optimal, that they were too independent and favoured 

competition over co-operation. At the same time, the product companies worked towards 

their own goals and with their own marketing functions. With this new organisation, they 

would be able to stop sending out messages regarding a bunch of products at the same 

time and begin to start with the customer needs.  

 

“We needed to send one single message - people were confused before. That is 

not that smart. Many thought that we should act as ONE Skandia and said 

‘you do not have the same interests for this to work out’.” 

 (SvenErik Milton) 

 

Consequently, another important goal was to gain competitive strength by re-focusing, start 

to orient towards what the customer requested in order to strengthen the whole Skandia 

brand. Instead of departing from products in single product companies, the new 

organisation always departs from the customers and their needs, thus is being referred to as 

a market organisation instead of a product organisation. The tools for this are co-

ordination between functions and a simpler interface for the customer when they approach 

Skandia. An ambition is that when a customer seeks to contact Skandia, no matter the 

question and product, they should find it easy to get the answer to their question. 
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“We were loosing competitive strength /…/ the process began in 2003, when 

we viewed the market and evaluated how well equipped we were to meet the 

competition. We realised that we were not regarding the customer enough and 

had more focus on the actual products.” 

(Helena Ruhmén) 

 

Conclusively, this new and joint customer approach is clearer communication, simpler, 

cleaner and faster. The reasons and goals were to obtain co-ordinated and joint functions, 

agenda, strategy, decisions, and an all-together joint approach towards the customer. 

However it was suitable to make a change, meaning it was good timing. In the end, the 

marketing function thinks that it is the people in the organisation that decide if the 

organisation is ready and able – the co-workers were simply asked.  

4.5.2 Means 

The interviewed persons talked about the means for how this new organisation is being 

reached. The foundation is to be found in some structural tools. The marketing function 

managers talk mostly about the aspect of centralisation versus decentralisation but 

implicitly talks also about such structural means as specialisation and formalisation as well. 

In terms of specialisation, they recognise that by creating these centralised marketing 

departments they would become more specialised in marketing. This would also help to 

clarify the task boundaries for the marketing department in terms of increased 

formalisation as far as the marketing department’s tasks concern.  

 

A necessary means for such a change is having the employees on board. Thus, the 

organisation must be ready to change.  

 

“You need to have the people with you. We have quite a tough journey 

behind us. /…/ You need a rather stabile organisation to do such a change, 

not have bad leadership and so on.” 

(SvenErik Milton) 
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A co-worker survey about co-worker attitudes towards leadership, goals etc. was used as 

this indicates how the organisation is feeling.  

• Centralisation versus decentralisation Centralisation versus decentralisation Centralisation versus decentralisation Centralisation versus decentralisation  

 

It is not the thought of centralisation as a structure that appeals to Skandia. Actually, the 

marketing function managers do not believe solely in centralisation but they think that this 

structure has been the right thing to do for the company.   

 

“It is important to understand that depending on what state an organisation is 

in, it is appropriate with various market organisations.” 

(Helena Ruhmén) 

 

It is pointed out that the expression centralisation is not as static as one might think. The 

managers from the marketing function mean that it is possible to use a decentralised 

structure even if the company is organised as a matrix. However, centralisation can also 

mean co-ordination and this is exactly what Skandia has done. Centralisation and control 

can also be seen as something that is necessary to enable creation of co-ordination that will 

work. With the reorganisation, co-workers have come from many different companies into 

a new organisation with a much clearer structure. Some might experience the organisation 

as more centralised today, but for Skandia to be able to reach their goals it is necessary to 

have this centralised management. However it is still possible to decentralise and force 

responsibility upon different product functions.  

 

“There are some of us that think we rule harder these days. We are clearer 

about what has to be done and not, that the persons in the subsidiary structure 

had a wider spread in what they could do.” 

 (SvenErik Milton) 

 

The centralisation of the marketing function means that now the two departments Market 

and Communication, and Market and Business Development, have got the final call in 

regards to decisions of and control over marketing activities. This department now has 

control over what picture Skandia as a whole wants to communicate to the market. No 

longer are the various product function allowed producing their own marketing and adverts 
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at their local arena. An effect of this is a possibility to create a homogenous picture of 

Skandia and ease the work of strengthening the Skandia brand. The cost of this 

centralisation is a probable effect on the freedom further down in the product functions.  

 

“It is a tuff balance between me and the product companies. I don’t want to 

kill the ideas down in the organisation. It is important that they keep the 

creativity, but I think it is hard when you feel that you can’t rule all the way.” 

 

(Helena Ruhmén) 

However a dream scenario is that there are a lot of hungry people in the product 

companies that use their creativity and communicate what they want to accomplish. This 

new marketing organisation enables the function managers to allocate the resources on the 

product function that needs it the most at that point, even though it also means that 

sometimes they have to say no to some ideas because money has to be put elsewhere. 

 

• CommunicationCommunicationCommunicationCommunication    

 

One unit that works as a communication and co-operation link between the two marketing 

functions in Skandia is the Market Council. The Market and Communication department 

communicates with Market and Business development as well as with the Group 

Management when creating the marketing plan for Skandia. The communication between 

the marketing function departments and other functional units works well according to the 

management, the customer service included. Ruhmén thinks that she has good contact with 

the managers at the different customer units and if they are not available she calls directly 

to one of the service co-workers and talks to them about how things are going. 

 

As the external communication forces the internal organisation development, the linkage 

between these is also important. The co-workers need to know what is communicated to 

the customers. The marketing managers perceive the external communication in general as 

working well in Skandia now. To improve the communication of external marketing 

activities to the own employees, they try to show campaigns and commercials to the co-

workers, in for instance the customer units, before going public. In addition, they also 

arrange exhibitions for the co-workers where the managers can explain the message of the 

campaign and what the customer promise is. From the management, they also try to 
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communicate the new terms of customer oriented thinking of Skandia being “the most 

engaged partner” via e-mail and the intranet, and believe it has been rather successful.  

 

In this age of information technology Skandia wishes to pull the company even more into 

electronics, as one vision is that the business should never touch a human hand. However, 

it will always be a need for personal communication in terms of meetings, as those with 

advisors. In the future a customer should be able handle all their errands online and 

administer them electronically. It is about the movement from manual to electronic handle 

and administration. Conclusively, the most common channels of communication in 

Skandia, according to the marketing function managers, are word of mouth, telephone, e-

mail and the intranet.  

 

• CoCoCoCo----ordinationordinationordinationordination    

 

Today, Skandia has a clear co-ordination between marketing and sales, and the rest of 

Skandia. By having and using a clearer structure now, the control of the marketing message 

has increased as all marketing information goes through the central department. It is now 

more easily steered than before and it is simpler to control what the management wishes to 

communicate.  

 

Skandia is co-ordinating in terms of that the overall corporate strategy decisions go for all 

product parts. A plan to strengthen the brand is set up for everyone within the company. 

This co-ordinated strategy can consist of running a joint image campaign where the aim is 

not to get the customer to buy one single product, but to obtain long-term relationships. 

The outcome of this is that it becomes easier to create and work for profitability for 

Skandia as a whole, thus less consideration has to be taken to the various product 

companies. They help each other with the strategies today as the strategy is joint, for 

example with customer errands and customer information. Concretely, today it does not 

happen that a customer get series of messages from the various product companies as 

before thus is more aimed at producing a joint image of Skandia as one company. 

 

Even though Skandia used to have one person before that was supposed to co-ordinate the 

messages they were sending out, the product companies still worked for their own interest. 

The advantage today is that there is a joint strategy that works as a co-ordinating tool and 
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everyone benefits from the success of Skandia as a whole since this joint strategy is 

concerned with the kind of offering that entire corporation will provide to the customers. 

Also the joint budget for marketing as well as the departments themselves works as co-

ordinating tools. However, SkandiaBanken still has a small marketing function of its own 

which sometimes causes some co-ordination issues. However, overall the new structure 

Skandia has created is generally much easier for the management to co-ordinate, in terms 

of communicating to the customers as well as creating a homogenous picture of the 

company.  

 

“Today, if we say that ‘now we should do marketing to strengthen our brand’ 

then we do that for all products and the whole company.” 

 (SvenErik Milton) 

 

• Customer orientationCustomer orientationCustomer orientationCustomer orientation    

 

Skandia had a pronounced primary goal to increase market shares, and to get there, one 

part was to customer orient the company. First, to clarify, to Skandia, a distributor is both a 

customer and a partner. Even companies are customers as well as individuals are customers 

– however, in the end the consumer is an individual. To the marketing function managers, 

the overall meaning of customer value is when you buy something and get value back. 

Additional sources of customer value are when a complicated product can be easily 

understood, when the product is not the cheapest but is yet price worthy or when you 

simply get value for money.  

 

“You could be unique in product but we can not do that since they are easy to 

copy or imitate in no-time today, that we know. You could be very close to the 

customer meaning that you can satisfy the customer needs and demands. That 

is where we want to be, closer to the customer, on the customer’s side of the 

ball-court. “ 

  

(SvenErik Milton) 
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Customer value in Skandia is that the customer experiences value from their services, for 

instance a simple solution for the customer to pay their bills or to get a good interest rate 

on the mortgages. Also service and treatment is an important issue for customer value.  It 

should be simple and comprehendible. It should be easily understandable for the customer 

and it should be fair prices. If the customers perceive Skandia as simpler, clearer, 

communicably clear, it will be easier to understand what the company talks about no matter 

when or where, on the web, in marketing, in ads, on TV, in papers. 

4.5.3 Outcomes 

So far, the marketing function managers have seen both positive and negative outcomes 

from this reorganisation. First, having managed this entire change process at all is 

considered a victory, having proved to be strong enough to make this change and at the 

same time gain market shares from competitors. Thus, Skandia has managed to raise both 

declining sales and market shares since the new organisation was implemented. They have 

also detected a more joint spirit and less internal competition. Evident is also that the co-

ordination has improved as they now seem to succeed in keeping all messages that the 

company sends together. Also, there are many desired cost rationalisations that have been 

accomplished. Overall, there is also a movement of the perception of the Skandia brand in 

a positive direction. On the other hand there are some negative issues left to be resolved. 

There are still some internal resistance to the changes and people that have not gotten used 

to the new ways yet. However, this is something that the managers accept to some extent. 

 

“Even in a company that you think is similar all the way through, same 

culture, same values, there are big differences. When you are supposed to 

incorporate a change in the company they become evident. It takes years before 

you create a mutual culture.” 

(SvenErik Milton) 

 

The relational issues between Skandia Liv, SkandiaBanken and the parent company are 

matters that remain to be taken care of in order to have them integrate optimally. Those 

two parts have a tendency to stick in their old structure and sometimes, conflicts arise 

when the co-workers disagree with central decisions. This might be an effect of that it is 

much more difficult to rule a matrix organisation. Therefore it is important to be clear, firm 

and decisive in these cases. 
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“Yes, in the beginning there was some resistance to deal with. We had to root 

it, over and over again, talk about what we wanted to do and why. The 

challenge is to reach everyone.” 

(Helena Ruhmén) 

 

Skandia has strived to become one joint company and naturally it is not favourable that co-

workers still feel as if they work for their own part. There are also some that seems to 

dislike that responsibilities further down in the organisation have been lost and the 

marketing manager admit that it is harder to keep the co-worker creativity and to bring 

ideas up to the marketing management than before when your own marketing department 

was closer in the own product company.   

 

“It is harder for the ideas further down in the organisation to make their way 

up - that is a challenge. Also, people further down in the organisation might 

have lost responsibility as a result of the reorganisation and they have to accept 

the new situation, make the best of it and not just soak.” 

(Helena Ruhmén) 

 

Also, with Skandia’s centralised marketing function might come too far away from the 

customer it is really trying to target. Ruhmén sees a risk if the marketing people would 

merely focus on producing TV-commercials, instead of focusing on what the actual 

customer needs are at the moment. However, it is always the sales people that meet the 

customer so the key is to have contact with them to see what is going on, for instance via 

the customer complaints. In addition to this, not all customers appreciate the changes with 

a unified website for the whole of Skandia, meaning somewhat new procedures. Before, all 

products companies hade their own, separate website. Skandia has found an organisation 

structure that works well enough to consider it to be okay. However, there are always 

things they would like to improve, primarily the processes.  

 

”We wish to process orient our organisation much more. The work processes 

and structures will meet the customers’ demands. This move-around is complete 

now but needs to be fine-tuned. That is the next step. /…/ we are far from 

done. You are never done.”  

(SvenErik Milton) 
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Conclusively, it will mean a clear structure of how things will travel to make it to the 

customer. As a total, the new organisation makes it easier to create a customer driven 

atmosphere and have an impact on the whole gathered image. These kinds of thoughts are 

not unique for Skandia and they can be observed in other organisations as well.  

 

To measure the outcome of the changes Skandia uses information from customers and 

personnel, companies, agents and distributors. This is completed by sales statistics, which 

are considered as quite clear indicators of how the changes are received. To measure 

attitudes from customers Skandia has customer surveys in their own customer base where 

all kinds of questions, several times a year, are being asked. They regard for instance the 

brand perception and their opinions about commercials, and in general what they think 

about Skandia. The attitudes compared to December 2003 had improved significantly. As 

internal measurements goes, Skandia also uses the web and intranet a lot to pose question 

about current circumstances at the company. In addition they also use “Insight”, at least 

yearly where the co-workers are asked about their understanding of the company strategy. 

 

4.5.4 Marketing Function co-workers 

This section is a summary of the e-mail interviews with co-workers at the two marketing 

function departments at Skandia.  

 

The average marketing co-worker thinks that the reorganisation’s new structure is slimmer, 

emphasising that they do not perform the same tasks at different places any more. 

However, it has been expressed that the organisation structure is harder to understand and 

that it sometimes is hard to find the right people. Probably that is an immediate effect of 

that the contact network has been changed in the new organisation and that the old 

product structure is still there in people’s hearts.  

 

The co-workers mean that they have got the most contact with other strategically oriented 

units of Skandia, such as between the two marketing departments, strategy control and 

finance. The communication between the two marketing functioning departments was 

described as informal and simple as well as frequent and varying. The most frequent tools 

for communication from the management is said to be via the intranet and meetings with 
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the manager, but also sometimes via e-mail. As far as the means for communication flow 

goes, the co-workers see no specific difference compared to before the reorganisation. 

However, denoted is that the information is experienced to move faster than earlier. Even 

though the co-ordination is said to have improved there is still work left to be done. In 

particular, the anchoring between the Market and Business Development department and 

the product companies, meaning that the role of this department does not seem to be fully 

understood in the organisation. 

 

“It has taken time to find the roles in the new organisation. Today, there are 

clear but also lengthy reporting, especially to Skandia Liv.”  

(Marketing Function co-worker) 

 

Conclusively and generally, things have turned to the better.  Skandia has a joint and clear 

agenda that goes for everywhere. This enables the organisation to be more efficient and to 

focus on the right things even though it also means that anchoring suggestions, before 

decisions are made, takes somewhat longer than before. Finally, there is also the human 

aspect.  

 

“Some co-workers still live in the old organisation. That can partly be 

explained by lack or bad information from the management.” 

 

(Marketing Function co-worker) 

4.6 Group Management  

This section is based on the interviews with two persons from the group management. 

4.6.1 Goals 

 

Two main goals with this new organisation were brought up during the interviews. The 

first is a desire to lower the costs and a need for efficiency in relation to sales. However, 

from the group management point of view, the heavier reason for conducting this change 

is to create a customer orientation, thus increasing customer value and customer 

understanding.  There is a clear aim to obtain shared services, meaning that fewer people 
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can accomplish the same, resulting in large-scale effects. In addition there is also a desire to 

increase the number of products per customer. Instead of just one customer having one 

product, a goal was to accomplish an increase to four products per customer. However, 

this would be based on what the customer needs since the change implied a shift from 

product orientation to customer orientation. One goal is to make it easier for the customers 

when they approach Skandia. These aspects imply engagement from the company and to 

become the most engaged partner, since it is too hard to differentiate in products when 

they all look the same, the company goes for adding extra value in terms of quality services.  

 

There is the opinion within the group management that the more products that are 

exposed the better. That goal is much easier to accomplish if Skandia has a mutual 

customer base instead of four and the organisation can also work more efficiently with 

marketing in that way since many activities work for promoting the overall Skandia brand. 

There is a need to gain customer trust and Skandia has had a brand issue before the 

reorganisation; products were fine, services were fine, excellent advisors but everyone 

disliked Skandia.  

4.6.2 Means 

As well as the marketing function managers, the group management was asked about the 

structure dimensions of this new organisation.  

 

• Centralisation versusCentralisation versusCentralisation versusCentralisation versus decentralisation decentralisation decentralisation decentralisation    

 

The centralisation of the marketing and other functions has enabled sharing of services. 

Before, Skandia had several functions duplicated, thus they had IT, human recourses and 

finance directors etc, in all activities. Today, with those centralised, there are each of one of 

these functions instead of four, leading to cost reductions and increased control. Also a 

tool of centralisation is the creating a joint corporate strategy today. All the managers get 

training in this mutual strategy and are obliged to procure it on to their co-workers. 
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“There is a risk that the organisation now has become too large that it gets 

sluggishly in the decision making. That is the danger of big corporations that 

makes large market organisations. One of the most important issues for the 

management is to ensure that we do not end up in a bureaucracy that we did 

not have before. “ 

(Hans Svensson) 

 

The group management talks the most about the centralisation of the customer service 

functions. Those departments have definitely felt that they have been affected by the 

centralisation of the marketing function. Skandia has centralised more than just the 

marketing department, closing one service centre down and centralised it in Sundsvall, 

Gothenburg and Linköping. Centralisation, but also formalisation, is also notable in terms 

of the making of a form with frequently asked questions to the customer services to use so 

that the answers are more uniform One can also note that Skandia has created more of 

both generalists and specialist.  The front office has good generalists that know some about 

a lot and a back office that has deeper knowledge about specific things. 

 

• CommunicationCommunicationCommunicationCommunication    

 

As far as strategy is concerned, the communication goes from the management that has 

created the joint strategies, further on to all the managers in Skandia. Meetings are arranged 

in order to get the right training in it. They bring it back to their co-workers in the different 

parts of the organisation so that every co-worker takes part of the communicated 

information. Feedback is reported back to the management to ensure that everyone has 

understood the new way of thinking and working.  

 

“We want to have an active ownership and make sure that this process goes on. 

We are going to anchor this by 2 200 employees. It is some work.”   

(Hans Svensson) 

 

The Group Management thinks the communication works smoothly within the 

organisation. The manager of the sales staff works directly with the group managers within 

the Swedish division and they have continuous meetings with that management group.  
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Engman uses a lot of personal meeting and contacts as communication tool and travels 

both to Gothenburg and Sundsvall to meet all customer service staff. A result of this 

centralised marketing organisation is often the communication and decisions travel slower 

and a longer way than before. Now, from a customer service co-worker, communication to 

the marketing department first has to go through the own product company, and then on 

to the large marketing function departments to be heard. Naturally, it is the other way 

around for information from the management to the customer service co-workers. Further, 

a common communication tool for the group management is regular meetings. However, 

they also work a lot with writing week letters and making video films to all co-workers to 

tell them about what is happening in the organisation and why it is necessary to do what 

they do.  

 

“‘I have both sent e-mails and put up notes on the notice-board but no one 

understands anyway. /…/We have communicated and talked a lot about this 

but maybe not enough. You can never do enough, but anyhow, we have put 

some effort in trying to talk about it.”  

 

(Gert Engman) 

 

The group management is eager to make sure that the co-workers understand why Skandia 

has gone through with the reorganisation. Everything must be put into perspective 

otherwise it is impossible to understand. However, a historical weakness of Skandia is that 

the people in market department create great things and pump it right out into the market 

whereas other co-workers in the organisation have got no clue about what is going on. This 

weakness still remains and at such occasions customer calls can increase by 500 percent in 

one day. 

 

• CoCoCoCo----ordinationordinationordinationordination    

 

One major novelty with this new organisation was the beginning of co-ordination of 

marketing message. Before, there was a lack of co-ordination that led to unnecessary costs 

for Skandia as well as a bad experience for the customer. No longer do the customers get 

several calls from the various product companies at Skandia during the same week and it 

gives a more all-together and joint impression as these activities are now synchronised. 
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The matrix organisation structure is somewhat complicated in its need for co-ordination 

compared to an organisation with a subsidiary structure, as there is a need to co-ordinate 

both functions and product companies. When having a subsidiary structure there is one 

CEO and a board of directors who creates goals and budgets and rule by using business 

ratios. In a matrix on the other hand there are both line responsibilities and functional 

responsibilities for some functions. For the co-workers, that results in them getting both a 

line manager and a functional manager, which can be both unfamiliar and confusing.  

 

“I don’t care what their names are; I want to know what they are doing. The 

bank might have got a brutal awake after ten years of isolation.” 

 (Gert Engman) 

 

Concerning co-ordination Svensson does not know much about what it looks like in the 

Swedish division, since he has got a group responsibility. However, Skandia has worked 

hard on the co-ordination on the group level and they now have a yearly meeting with all 

marketing managers and discuss joint marketing questions. They have also worked with a 

joint brand project and created a joint brand and picture database, with strict rules and 

directions about how things are going to look, so that all offices can create a homogenous 

catalogue no matter where in the world they are located.  

 

“The smaller you are the more important it is that you are co-ordinated, i.e. 

when you are really small you get the co-ordination for free. On the other hand, 

if you are big enough, you can reach an even higher efficiency than if you niche 

the market functions.” 

 (Hans Svensson) 

• Customer orientationCustomer orientationCustomer orientationCustomer orientation    

 

The meaning of customer value from a group management point of view is that Skandia 

should create a solution that fits to a person’s different stages in life. The people who 

choose to be a customer of Skandia should feel that they get something more out of the 

relation than if they were to go to another insurance company. There is a desire for the 

organisation to create some added value by finding the starting point in the customers’ 

needs depending on their individual phase in life. This gives an opportunity to be able to 

offer a whole package for insurance and bank solutions, and not just for the separate parts. 
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Additionally Skandia wants their customers to feel proud of being their customers. Skandia 

is, apart from what they concretely do, also a part of society as well as an employer and 

they work with several different projects related to charity.  

 

An evident step towards this customer orientation is that as one goal is to facilitate for the 

customer when they approach Skandia the expected outcome assumed to increase the 

experienced quality regarding the customer contact. Another concrete step towards 

customer orientation is a joint website for the customer to visit for all their errands instead 

of four different ones.  

4.6.3 Outcomes 

 

In summary Skandia gain efficiency in all different functions and get economies of scale in 

terms of lower costs and synergy effects. The result is that fewer people can do the work of 

what many more did before, resulting in higher efficiency than if everyone was doing the 

same things in each product company. Also, there is a better controllability in the 

organisation because it is easier to anchor mutual goals and to prioritise projects when 

there is one instead of four managers of Marketing and Communication. The definition of 

roles and work tasks has also become clearer because they do not have to be all over the 

map with your responsibility, thus are more specialised. Furthermore, it becomes easier to 

rule the organisation since it is easier to establish joint goals, which creates transparency in 

the organisation making it easier to find inefficiencies and get a better development of the 

resources. Skandia has so far managed to decrease the time that the cash takes to reach 

Skandia from the actual selling point or product sign up, from 32 to 8 days. 

 

“…so I get higher efficiency and I think that I get a better ruling position in 

the priorities of what projects we should run in this organisation than I would 

have gotten  if we have had four CEO’s  with their own interests as we did 

before.”   

(Gert Engman) 

 

The appearance towards the customer has become more uniform and must be seen as an 

effect of the new organisation. A positive outcome of this is an increased customer focus 

and increased insight and understanding for the customer’s needs. In the work towards 
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being ‘the most engaged partner’ two things are underlined; ‘customer value’ and ‘increased 

focus on business’, as positive characteristics with this change. 

 

“You could pose the question of whether we become alert and fast with such a 

large organisation. The way to prevent that is through active leadership.” 

 (Hans Svensson) 

 

It is estimate that it is now easier for the customer to purchase more products per person, 

for instance if they take a mortgage in the bank they naturally meet the other products in 

the same place. For this there is a good discussion going on when Market and Business 

development decides what products to sell, to what price to charge etc.. This is a new sort 

of discussion that Skandia has never had before. Engman says that he told the manager of 

Market and Business Development, SvenErik Milton, when he took the job that there is a 

no win situation for in this job since his position and department that was new would be 

experienced by everyone else as a bottleneck. Some of the product companies are still 

locked in their old patterns, for instance SkandiaBanken has some problems with the 

integration and has not really accepted the new situation.  

 

A primary way of measuring the results from the new organisation is through costs. The 

investments for conducting the changes require a certain result, which is measured 

quarterly.  

 

“We are working with it now and we will start a rather large change in 

measuring profitability in more dimensions. Today we are mainly into product 

profitability dimension and now we have got to start with the customer 

profitability dimension. We have a three-year plan so we have the large work 

ahead of us. We will go from having a 1,8 product per customer to 2,5 

products per customer.” 

 (Gert Engman) 

 

Skandia also use the employee survey form “Insight” to measure the employees’ opinions 

on their work situation, environment, leadership etc.  To detect specific features he means 

that they can easily add special questions in the survey, such as reactions to changes. Then, 

with these results taken into consideration, preventive measures are taken accordingly.  
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4.7 Product Company 

The information in this section origins from interviews with two managers from the 

product companies; Skandia Liv and SkandiaBanken.  

4.7.1 Goals 

 

A primary goal with the reorganisation was to simplify for the customer, thus creating value 

for them.  Now, one phone call is enough for the customer in order to get in touch with 

any part of Skandia regarding any of the products, as well as one website to communicate 

from. In addition, there was the realisation of the opportunities to save money. Instead of 

everyone having their own marketing functions Skandia simply put them together.  There 

was a management realisation that Skandia needed a new organisation to be more customer 

service oriented. There was also the opinion that generally, a lot of companies go in the 

same direction as Skandia.  

 

“We are in no way first to try to nail this. In reality I think it is quite natural 

to have it. It requires mutual goals, which everyone works in the same direction, 

supports and understands the goals.” 

 (Bengt-Åke Fagerman) 

4.7.2 Means 

 

The product company managers also offer their view on what the structural means looks 

like to build this new organisation.  

 

• Centralisation versus decentralisation Centralisation versus decentralisation Centralisation versus decentralisation Centralisation versus decentralisation     

 

The centralisation of the marketing function has lead to a fact that many managers’ roles 

have changed to become more product company representative and have a larger focus on 

developing competitive products. Now when Skandia Liv has outsourced the marketing 

function and customer contacts to the marketing function departments they have got more 
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time left to focus on becoming a good supplier. In this way, the centralisation can be seen 

as helping the product companies to focus on their core business – the insurance products.  

There might be a risk for a too narrow focus on the product rather than on what the 

customer and market needs, thus it is important that the product companies does not loose 

the understanding of the market. Another risk is that the organisation becomes 

bureaucratic and heavy when functions are put together like this. 

 

Even if the marketing function now is centralised, it is important to remember that Skandia 

Liv has its own board of directors, thus takes its own decisions. However Skandia Liv 

always tries to make their strategy to go hand in hand with Skandia’s as a whole. It is 

known that it has been some turbulence between Skandia and Skandia Liv even if it has 

come to decision that Skandia Liv has the right to design its own strategies Skandia says 

that Skandia Liv is owned by them to a hundred percent and therefore they should have 

the right to make the decisions.  

 

• Communication Communication Communication Communication     

 

In regards to communication, noticeable is that the top management has understood the 

new organisation but has not communicated the goals and strategies well enough further 

down in the organisation. Now, the ambition is to put more time and effort in creating 

participation and commitment.  

 

“It is not only the managers that should know what we are doing, it is equally 

important that all the others knows that this is what we are going to 

do/…/and here we have a lot more to work on, I think.” 

(Bengt-Åke Fagerman) 

 

At SkandiaBanken, the overall opinion is that the communication has become much better, 

even if the discussion about the information regarding the market activities is rather fresh, 

they feel that they get enough information about upcoming campaigns. They have a 

constant and recurring dialogue with the market people from the Bank’s Market 

Department. SkandiaBanken recognises a large need for communication from the 

marketing functions about what market activities that are planned in order for them to 

prepare by educating and scheduling customer service staff. 
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“However, if you would ask the co-workers they would probably say that the 

information from the marketing department does not work well. I think that it 

takes time for them to turn the tables, sometimes changes take time to realise.” 

 (Susanne Jansson)  

 

As a means of communication, Fagerman sometimes visits the customer service functions 

and talk to the sellers, and sometimes even takes some calls himself. It is this primary 

communication and contact with the customer that is valuable to be able to recognise what 

the customer wants and needs. He also participates in meetings with customers and the 

main purpose of these meetings is to get information of what is happening on the market.  

 

Two channels of communication that were brought up as important are e-mail and the 

intranet. It is mainly via these channels that the marketing functions procure their 

information to the product companies and other parts of Skandia about marketing 

activities and new marketing communication. SkandiaBanken considers this to work better 

than before.  

 

“Now we know more about what happens in Skandia, earlier we were more 

isolated, not much ‘Skandia-think’ then, we feel more engaged today.” 

 

(Susanne Jansson) 

 

Skandia has not used any particular program to bring the information and communication 

further down in the organisation even though there are opinions that this might have been 

useful. The communication of opinions and suggestions upwards in the organisation to the 

centralised marketing function is considered by SkandiaBanken to be rather well taken care 

of. Since this joint organisation was initiated the personal and direct communication 

between the product companies and the marketing function seems to have increased. An 

overall opinion is that a prerequisite for such an organisation to function well is to work 

with internal communication. In Skandia’s case it means using the intranet on the web. 

Also, the managers need to feel on board in order to perform convincing communication 

further down in the organisation. Skandia does this by gathering the managers twice a year 

to have them fully updated, and then it is the managers’ job to communicate to their co-
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workers. However there is a risk with the fact that they are about 150 different managers, 

and the matter is consequently handled in different ways; some do it shiningly and some 

badly. 

 

• CoCoCoCo----ordinationordinationordinationordination    

 

Today, the co-ordination is much better than before. There is the opinion that there was 

barely any co-ordination at all in the old organisation. One of few signs of it was the 

Skandia Market Support function that indicated an early existence of some sort of market 

think and was the precursor to the marketing function. 

 

 “That was actually the only co-ordination that existed before the reorganisation.” 

 

(Bengt-Åke Fagerman) 

 

The co-ordination between functions today has increased since the connections between 

the different product companies and the marketing function have become better. The co-

ordination mechanism is for instant consisting of increased knowledge of who does what in 

the organisation thus the functions are more distinctly linked now. This goes for the 

customers as well that are better handled, as the service co-workers know where to send 

them. Before they were more selfish and only offered their own products. This new 

sensation of co-ordination is new since there was close to none between Skandia and 

Skandia Liv before the reorganisation. A better co-ordination today is created in terms of 

helping each other out and co-operating better compared to before when there was internal 

competition. However, the managers from the product companies agree on that Skandia 

used to have problems with the internal co-ordination and that people in the product 

companies still tend to see more to their own best than to the overall picture. 

 

“These things are not in place yet, but it comes, it is a very deeply rooted way of 

working and not something you just change over night, these things take time.”  

 

(Bengt-Åke Fagerman) 

A key factor, which is stressed, is that Skandia has a good dialogue regarding goals and 

what strategies they are going to use. As far as SkandiaBanken is concerned, the 
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experiences have differed regarding the opinions on the co-ordination and co-operation 

between the bank and the other product companies; it could be denoted that there was no 

larger amount of immediate co-operation. However the experience of the co-ordination 

between SkandiaBanken and the parent company is today much better compared to before 

the reorganisation.  

 

• CustomerCustomerCustomerCustomer Orientation Orientation Orientation Orientation    

 

One product company manager opinion is that there is a general trend to go towards a 

customer orientation that Skandia also follows. Even though this might appear to be a 

high-sounding empty phrase, companies in the twenty-first century companies actually 

strive to really try to mark their words. The competition war is getting tougher and tougher 

and the customers are getting better and better about knowing what they want. This means 

that Skandia has to get more alert because there is an eternal competition spiral that never 

ends. 

 

“This is no hocus pocus, but it is driven by the fact that it is needed in the 

Swedish market for Skandia to be even better in the future. This is nothing we 

have done just for fun, we have started from the market needs, and I think that 

is always right.” 

(Bengt-Åke Fagerman) 

 

Skandia does not have a pure customer service strategy but it is part of all of their other 

strategies, in their communication strategy for instance, and they are working with it. 

Perhaps it is not as clear that it could be though. One comment was that Skandia has been 

able to create customer value when it is natural for both current and potential customers to 

go to them. 

 

“The customer line is most important to me; I think that is the soul and that is 

where you need to start because we live on our customers.” 

 (Bengt-Åke Fagerman) 

Generally, Skandia needs to meet the customers from their point of view regarding what 

they want, not what Skandia can deliver. Customer value is acquired when the customer is 
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able to choose the service level. If desired, they should be able to receive a more 

differentiated or adjusted service offer and they should not pay for more than they get. 

 

“It is a balance between delivering what the customer wants and maintaining 

profitability. It is easy to deliver what you want but the company would go 

bankrupt because it would be too expensive.” 

(Bengt-Åke Fagerman) 

4.7.3 Outcomes 

 

These reorganisation changes have resulted in various outcomes that the product company 

managers comment. Generally, it has, not surprisingly, been denoted that changing and 

breaking up an entire organisation is hard. It takes time to really see the outcomes of the 

changes and the strategic plan looks simple on paper. However it is getting better and it is 

starting to work really well. As for the structure, there are some positive outcomes to enjoy. 

 

“I think it the structure has become better today compared to before. But it is 

also important that you do not kill the creativity in the companies, just because 

everything is going to be co-ordinated and centralised.” 

(Bengt-Åke Fagerman) 

 

 

Another outcome that remains a somewhat problematic issue is the internal co-ordination. 

Many co-workers in the product companies are still looking after their own interest, rather 

than the overall company profitability. The general perception is that both SkandiaBanken 

and Skandia Liv do that, and that they also think that the others do the same. The dialogue, 

homogeneity and interplay are not quite there yet but it will come in time and it must be 

remembered that no one can change something like this over night.  

 

 

 

 



EEMMPPIIRRIICCAALL  FFIINNDDIINNGGSS  

- 57 - 

“We are on two chairs now; we do not always pull the same way, the Bank and 

Skandia. Now there are two wills to regard. It is not always easy when you get 

connected to a larger concept and loose influence.” 

(Susanne Jansson) 

 

There are positive effects on the co-ordination of the joint parts as the image of Skandia is 

more joint now. Skandia has succeeded in making it easier for the customer today, having 

simply one phone number and putting the customer centres together, even if it has not had 

full effect yet. Risks are also recognised with this new organisation, as it might kill the 

creativity and driving spirit in the product companies. It is a risk that you might get a 

bottleneck when everything is decided centrally. It is noticed that Skandia has not got as 

much effect as they had hoped regarding cost synergies yet. However Skandia is in a 

necessary investment hump and they it needs to build novel things to gain these new 

advantages, for instance to build new systems.  

 

“Cultural questions are hard because they are so different, but some things 

should be the same all over the world, such as things that we used to call shared 

service functions, like HR questions and joint support questions.”  

 

(Bengt-Åke Fagerman) 

 

The external reactions so far have been small as the product company managers do not feel 

that they have managed to deliver that much customer value yet. There is a strong need to 

fix the project internally first and bring it to shore. They need to ‘build the factory first’ as one 

manager expresses it.  

4.7.4 Customer Service co-workers 

 

This section is a summary of the e-mail interviews with co-workers at the two different 

customer service units at Skandia.  

 

The communication that the co-workers have got with other parts of Skandia is mostly 

departments or part of departments with operational missions, such as back offices 

supports and other product company service staff. As primary means for communication 
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from the management, the personnel mentioned the intranet, e-mails and meetings with the 

closest managers as being the most frequent. The communication is not experienced as 

shattered as before, when different kinds of information regarding a matter could circle. 

On the other hand, the communication is still late in many aspects. 

 

The co-ordination between the customer service and the marketing has become better and 

is expressed in terms of, for instance, the marketing function using clearer and faster 

communication down to the service employees about upcoming campaigns before they hit 

the market. Before it was really bad, they often got marketing information too late and after 

it had already gone public. However, there are still a lot of negative opinions about the 

malfunctioning co-ordination, such as it is not always easy to find the co-ordinating person 

in terms of knowing who is responsible for what. The opinions about how the co-workers 

believe that their suggestions are taken care of vary a lot. While some thinks that it works 

much better now than before many others seem to experience deficiencies. 

 

“As a co-worker in such a large organisation as Skandia you do not have much 

influence and you could think that sometimes there is not much use in presenting 

your suggestions or ideas, unfortunately.”  

 (Customer Service co-worker) 

 

Many of the people in these departments think that the marketing functions and 

managements should get better at paying attention to what they have got to say. After all, 

they are the ones with first hand customer contact.  

 

“It feels like ‘the joint Skandia’ still has not tied all the threads together so that 

everyone in the group company strives towards the same goals but I think that it will 

happen during this year. During the time that has been up until today not much has 

happened, especially under the issue co-ordination.” 

(Customer Service co-worker) 

The overall opinion is that the organisation feels more uniform today and that the different 

parts have mutual goals. 
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4.8  Summary of empirical findings  

Overall, the chapter has primarily procured a profound image of what managers at Skandia 

think of the new marketing function. A summary overview of their opinions is displayed in 

an easy-access figure on the next page, see figure 4.4 based on the various functions’ goals, 

means and outcomes. As this thesis sets out to study the marketing function from a 

manager and structural perspective that is what the figure is designed to show.  

 

In the chapter there was also a briefer image of the marketing function procured by some 

co-workers at the company. For instance, the marketing co-workers generally seemed 

pleased and positive about the new structure of the marketing; meaning for example 

increased specialisation responsibility of their tasks. As for the customer service, they 

experienced, for instance, better co-ordination but also less influence.  
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Figure 4.4: Summary of empirical findings from a manager perspective. 

Own construction 
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5 Literature review 
 

This chapter presents theories that are relevant for an understanding of what has been studied before in the 

field of interest of this thesis, thus is purposed to become support in the forthcoming analysis chapter.  

 

As one aim of this thesis is to study a given organisation’s structure dimensions and its 

influence on customer orientation there is a need for a theoretical frame of literature 

references within this specific area. The chapter begins with some literature aspects of the 

marketing function in organisations in order to create a definition base. The remainder of 

the chapter follows the layout of a framework conducted by Olson et al. (2005a) presented 

further ahead. It contains, for instance, theories of structural dimensions and strategic 

behaviour. The chapter closes with a concluding figure that summarises the selected 

theories. 

5.1 The marketing function 
 

The marketing function is the organisation unit to be examined in this thesis, thus some 

theoretical implications of what it actually is appears useful as a foundation.  

 

There are several perspectives that a company can adopt to organise its marketing and one 

view of the marketing department is that it has the primary responsibility for planning and 

implementing the company’s marketing activities. To avoid misunderstandings it is 

important to clear out the definitions and differences of the concepts of marketing process, 

often also named marketing function and the marketing department. The marketing 

process is defined as “comprising all resources and activities that contribute to establishing, maintaining 

and strengthening customer relations, wherever they are in the organisation” (Grönroos, 2004 p334), 

compared to the marketing department that is more of “an organisational solution aiming to 

concentrate some parts of the marketing to a organisational unit” (Grönroos, 2004 p334). Another 

approach to describing the marketing function is to view it as from a functional group 

perspective, which means looking at marketing as a distinct organisation entity, thus disregards the 

concrete marketing activities (Workman et al., 1998).  
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Workman et al. (1998) view have parted the dimensions of marketing organisation into 

several ones, labelling one the structural dimension. It contains the structural location of 

marketing, the structure within the marketing and sales department as well as the aspects of 

formalisation and centralisation. According to Workman et al. (1998) one way of 

structuring an organisation is to have marketing and sales in a functionally organised 

business unit with a corporate marketing group. In such, the marketing group is central and 

the business units have control over their own functions such as production and sales. The 

business unit has kept their own marketing in addition to the central marketing function 

with principle reason to obtain co-ordination of its activities and strategic orientation. It is 

common with hybrids and mixes of other types of structure. (Workman et al., 1998) 

 

Homburg et al. (1999) has looked into the influence which the marketing unit has within 

the firm, meaning the degree of power that marketing has compared to other parts within a 

business unit, regarding what might be considered vital for the business unit in order to do 

well. They pose the question of in which situations the marketing unit is influential. In 

summary, there are a few distinct implications for this. Generally, the marketing function is 

rated as vastly powerful when it comes to affecting strategic decision, thus implies to not 

have lost any power over time. Additionally, notable differences were detected between the 

marketing and sales function regarding how they tackle problematic issues. In their study, 

both marketing and sales proved most influential. This gives useful implications as in 

regards to knowing what units are influential could help managers direct their efforts to 

that specific area to find support for their desired changes and anchor it there first. 

(Homburg et al., 1999) 

5.2 Marketing function dimensions: structure and 

behaviour   
 

One of the research questions initially posed was to examine how the structure is 

connected to customer orientation; that is trough strategic behaviour. In order to do so, 

theoretical implications for this relation would be useful to create a frame of reference to 

compare with the empirical findings from the case study. 
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There are many options available for an organisation in terms of selection of organisational 

design and strategy (Wyner, 2004). Strategy can be defined as planned activities that need to 

be done to reach the planned goals. Structure, on the other hand, includes the organisations 

co-workers and functions that administrate and implement the strategy.  According to this, 

structure follows strategy. Hence building a successful strategy, a strong and well planned 

structure is needed and the organisation structure therefore becomes the decisive issue in 

the overall business performance. (Chandler in Eriksson-Zetterquist et al., 2005) However, 

in order for a strategy to lead the desired positive outcomes, there is a need for the accurate 

features of organisations accompanied by the way co-workers behave. Olson et al. (2005b) 

suggest that a key to success is coherence between its market strategy and organisation 

structure. A similar approach is recurrent in Olson et al. (2005a), where the marketing 

organisation structure and its relationship to business strategy and behaviour variables in 

particular are researched. However, the mutual purpose of the two studies is to connect the 

organisation structure variables, strategic behaviour and business strategy to overall 

business performance. Figure 5.1 illustrates a framework from Olson et al. (2005a) 

dedicated to displaying these inherent connections. It shows the interdependence between 

a company’s marketing organisation, its business strategy and overall business performance. 

 

 

Figure 5.1: Model of performance implications of fit among business strategy,  

marketing organisation structure and strategic behaviour 

Own interpretation, derived from Olson et al. (2005a)7 

                                                 
7
 The figure in this thesis has been derived in order to obtain a better fit and relevance due to our purpose 

and research object. One frame with control variables containing of strategic business unit size, market 
turbulence and technological turbulence has been left out in this study.  Three of the behaviour variables; 
competitor orientation, innovation orientation and internal/cost orientation as also been delimitated.  
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Not only does figure 5.1 show they mentioned factors relevance and relation to business 

performance but it will also serve as an overview of the order in which these various 

factors will be explored for the remaining of this chapter. According to the framework, the 

marketing organisation dimension is divided into two parts; the structure and behaviour 

variables. They will be treated in the separate sections (5.2.1 and 5.2.3) as indicated in the 

figure. As can be seen in the figure it also contains of a business strategy part, but since the 

purpose of this thesis lies within the structure dimension the business strategy part will only 

be dealt with shortly (in 5.3).  

5.2.1 Marketing organisation: structure variables 

Before entering the exploration of the specific organisation structure variables, the basics 

of the organisation structure perspective are needed. Also, denoted is that many theories of 

general organisation structure are immediately applicable on the marketing organisation 

(Olson et al., 2005a). 

 

”All organizations have structure” (Dalton et al., 1980 p49). One way of understanding 

organisation structure is to consider its function and purpose. As Newman (1973) 

describes, its meaning is to “hold the thing together, to give it form rather than randomness, to give it 

consistency and stability, to relate its parts to one another, to delineate its operations” (p61). He also 

recognises some general aspects that lead to the need for structure. As far as the 

organisation’s tasks concern, it is desirable to allocate what activities that are needed and 

who will perform them and as well as knowing what decisions that has to be made and the 

resources necessary for activities. Structure will also clarify the co-workers relation to each 

other and what expectations they should have. (Newman, 1973) The firm’s organisational 

structure is an important strategic factor and is there to show functional and divisional 

result responsibility (Arnerup-Cooper & Edvardsson, 1998). This reasoning also implies, as 

has been stated earlier, that structure follows strategy (Chandler in Eriksson-Zetterquist et 

al., 2005). However there are critics indicating that it yet can be the other way around, that 

structure needs to be set out first and strategy becomes a product of the structural factors. 

(Eriksson-Zetterquist et al., 2005) However, structure is there to straighten out people’s 

roles, responsibilities and authority, consequently contributing to an overall organisational 

understanding, for co-workers as well as parties with external interests. A clear 
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organisational structure, where co-workers easily understand their area of responsibility and 

how their actions affect the overall business performance is important. It facilitates 

contribution of value to the customer value process as a whole. Further, it creates a broader 

responsibility, higher overall understanding of the organisation, higher motivation and 

engagement. (Arnerup-Cooper & Edvardsson, 1998)  

 

According to Mintzberg (1981) you can strive for and clench on to internal consistency of 

organisation structure variables but at the cost of bad fit to the external environment and 

that finally forces a change in terms of complete structural redesign. The way the 

organisation appears might not depend so much on what the market forces looks like as on 

culture and institutionalisation aspects. Thus, such possible barriers must be taken into 

account when imposing change on an organisation. (Homburg et al., 1999) If an 

organisation is designed to complete a certain task, then the reason for success or failure lay 

in the fit to its basic purpose. Natural structures exist in all organisations and there is a 

strong need for synchronization among parts within it. A fatally wrong assumption is that 

every organisation looks the same, and as a consequence, the structure of an organisation 

are inserted and extracted as picked randomly up from a shop. Thus there are implications 

that the recipe for organisational success in design is to be consistent and logical in defining 

their structural dimensions. Such dimensions are, for instance, various degrees of 

centralisation, formalisation and specialisation. (Mintzberg, 1981)  Mintzberg is not alone in 

having studied the structure dimensions of organisations. There are many answers to the 

question of what the dimensions of structure really are. Common responses concur with 

Mintzberg and are for instance formalisation, centralisation, complexity and span of 

control. (Blackburn, 1982; Olsen et al., 2005a, Olson et al., 2005b)  

 

However in this thesis we will stick to Mintzberg’s dimensions of the organisation 

structure: formalisation, centralisation and specialisation. To go further these dimensions 

have great impact on the outcome of strategy implementation in terms of communication, 

co-ordination and decision-making (Olson et al., 2005b). Communication and co-

ordination will be brought into focus further ahead in this chapter. For now, the general 

structure dimensions are explored further.  
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• Centralisation versus decentralisationCentralisation versus decentralisationCentralisation versus decentralisationCentralisation versus decentralisation    

 

”When all power rests at a single point in an organisation; we call its structure centralised…” 

(Mintzberg, 1989 p105). In organisations with centralisation it is common with apparent 

paths for communication and awareness of who is responsible for what (Hage and Aiken, 

1970 in Olson et al., 2005a). There is a tendency for the innovativeness to decrease in 

centralised organisations; however the execution of decisions is conducted comparably 

quickly.  

 

The opposite of centralisation is decentralisation, which means a higher degree of 

delegation of power. One kind is limited vertical decentralisation (selective) where the market 

unit managers have been allotted part power from the top management concerning the 

own function. (Mintzberg, 1981; Mintzberg, 1989) In decentralised firms, the 

determination process is scattered, thus takes more time. It is claimed that new ideas is 

better stimulated and executed from a long-term perspective in such an organisation. Also, 

decentralisation will be preferable in a multifaceted surrounding for a low degree of 

formalisation as it gives much liberty for quick decisions and implementation. In order to 

enjoy inventiveness and organisational entrepreneurship, a less steered management style is 

favourable. (Olson et al., 2005b¸Olson et al., 2005a) 

 

Further, Zeffane (1994) offers some useful insights to the connection between the level of 

formalisation and centralisation, as he acknowledges their significance in the aspects of 

control and co-ordination, meaning structural control. Whereas the authority that arises 

from centralisation of power forces compliance to rules (formalisation), decentralisation 

could mean that the dispersion of decisions creates conflicts that subsequently forces 

formalisation (Miller, 1987; De Groot, 1988 in Zeffane, 1994). Thus, the correlation 

between the variables could be considered twofold. Zeffane (1994) presents an indifference 

curve displaying potential trade-offs between centralisation and formalisation of activities 

in order to obtain structural control, see figure 5.2. It means that an organisation in 

position A would be indifferent to position B as the level of centralisation and 

formalisation adjust according to the curve and results in indifference between the two 

positions. 

 



LLIITTEERRAATTUURREE  RREEVVIIEEWW  

- 67 - 

 

 

 

 

 

 

 

Figure 5.2: Indifference curve of the relationship between centralisation and formalisation. 

Own interpretation, inspiration from Zeffane (1994)  

 

This means that control would be possible to maintain, keep indifferent, by either 

reallocating power upwards in the hierarchy, centralising, or by imposing more rules and 

procedures, formalising.  (Zeffane, 1994) Within this centralisation issue, the need 

decreases for management to decide what activities that the various functional units should 

be in charge of. More concrete, the marketing function needs clarity regarding its authority 

of their own aspects or that other groups are influential on their area as well. (Krohmer et 

al., 2002) 

 

• FormalisationFormalisationFormalisationFormalisation    

 

A definition of formalisation is “the degree to which decisions and working relationships are governed 

by formal rules and procedures” (Olson et al, 2005b, p49). Such mechanisms can decrease costs 

of administration and mean increased effectiveness since formalisation helps the co-

workers to know the way to perform their tasks and enforce work routines. Another gain is 

easier and quicker adoption in changeable markets.  The less formality in an organisation 

the more organic the company is, thus it stimulates communication both horizontally and 

vertically as well as improves the sharing of information. (Olson et al, 2005b, Olson et al, 

2005a). An example of formalisation could be a description of a work position and what 

tasks that should be performed (Dalton et al., 1980). 
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• SpecialisationSpecialisationSpecialisationSpecialisation    

 

The term specialisation is defined by Olson et al. (2005b) as “the degree to which tasks and 

activities are divided in the organisation” (p50). As the number of specialists in a company 

increases, the degree of specialisation within the organisation increases as well. Such a 

specialist has particular knowledge in a certain field and directs the efforts on that area. A 

high concentration of specialists implies better ability to detect changes in the surroundings 

as those often have important decision authority for their issues. As specialist might be 

perceived as expensive labour, an organisation that mostly consists of generalists could 

experience cost saving for that reason, however of the cost of loosing quick responsiveness 

to changes as they lack specialised knowledge. (Olson et al, 2005b; Olson et al, 2005a) 

 

One purpose to initiating a marketing department might be to show the importance of 

marketing and strengthen its portion in the service company and let the marketing 

specialists do their job. However there is also, according to Grönroos (2004), another side 

of the coin. Creating a marketing department might turn into, what he call, an 

organisational trap that result in an excuse for the co-workers to forget their customer 

responsibility and be too concentrated in their primary working tasks. Grönroos (2004) 

emphasize that the part time marketing people are particularly important in the bank sector 

where both the CEO, loan director and cashier personnel all have an equal marketing and 

customer responsibility. The organisational trap occurs when the personnel starts to think 

in terms of “why should I do marketing when we have a marketing department with 

specialist, I am an accountant and should be concentrating on my primary tasks”. The 

consequence of this will, in contrast to the purpose with increased customer focus, instead 

become a less customer oriented organisation. (Grönroos, 2004) 

 

5.2.2 Communication and co-ordination 

In the previous, three traditional structure variables have been examined. Before moving 

on to the behaviour dimensions (recall figure 5.1) there is a need to consider the effects of 

them. Once the structure variables are decided and set it is useful to look into what 

mechanisms that might be influenced by these choices and how that affects the aspiration 

for overall improved business performance. There are a number of mechanisms named by 

Olson et al. (2005a) as being influenced by the way the structure dimensions are chosen.  
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Two of them are communication and co-ordination. (Olson et al., 2005a) In figure 5.3, below, 

(derived from figure 5.1) these two mechanisms that are being affected by the structure 

variables have been added to clearly visualise the connection and impact.  

 

Figure 5.3: Mechanisms that structure variables influence. 

Own interpretation, inspiration from figure 5.1 
 
In the following, the mechanisms communication and co-ordination will be explored more 

thoroughly.  

 

• CommunicationCommunicationCommunicationCommunication    

 

There is a voluminous amount of means for communication. Some concrete examples are 

meetings, oral channels, written channels, electronic channels and personnel magazines. 

(Tukiainen, 2001) The choice of communication arrangements in an organisation varies 

from one to another, one being the centralisation of communication. (Körver & Van Ruler, 

2002) “To centralize or decentralize communications? That is the question” (Argentiss and others in 

Körver & Van Ruler, 2002). One argument put forward is that there is a definite need for a 

central department for communication at the top of the organisation, thus resulting in a 

coherent managerial image. It has been argued that it is this centrality and integration of 

communication that generally is the crucial key to success of the issue. (Körver & Van 

Ruler, 2002) Generally, Arnerup-Cooper & Edvardsson (1998) emphasise it is important to 

have a dialogue between all involved parts within the company, both vertical and 

horizontal. If there is a deficiency in this part the service quality will be directly affected 

hence the company will not be communicating a homogenous message. (Arnerup-Cooper 

& Edvardsson, 1998)  
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A continued contribution to the literature regarding interaction and communication 

between marketing personnel with those from other functional units comes from Ruekert 

& Walker (1987). As they put it, the role of a marketing employee is often co-ordinative as 

they procure to the firm what the demands from outside look like, giving the departments 

information to act accordingly. The reasons for the marketing personnel’s interaction with 

others are to both fulfil the overall corporate goals as well as departmental ones and those 

of individual character. Correspondingly, those in other functional units interact with the 

marketing personnel on the grounds of similar objectives. Yet, it has been recognised that 

the goals do not constitute of the same factors, comparing one function or department to 

another (Anderson, 1982). Conclusively, there are mutual interests for interaction found in 

the corporate goals but also reasons in conflict due to personal goals. There is dependence 

between different departments and functions due to various and complementary abilities 

and resources. Visible is a constant need of exchange of, for instance, information and 

knowledge in order for the functions to perform their tasks for both common company 

goals and the own expert function. (Ruekert & Walker, 1987) Further, Ruekert & Walker 

(1987) has composed a framework of inter-functional interaction results and dependencies 

between marketing and other functional areas (see figure 5.4).  

 

 

Figure 5.4: A framework for assessing marketing’s interaction with another functional area.  

Own interpretation, inspiration from Ruekert & Walker (1987) 
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They are divided into three parts, the first one being transactions of work, resources and practical 

assistance, all in need of a running stream of information in order to be functioning. The 

second part, communication, indicates what the information could look like, for instance in 

terms of amount, difficulty or degree of formality. It links to the third part, the co-ordination8, 

showing what type of mechanisms that synchronise between marketing and other 

functions. These are called structural and process dimensions and serve as a link to the 

outcomes that are broken down into functional and psycho-social. The functional 

outcomes mean achievement of specific goals for different units as well as overall company 

goals. The psycho-social outcomes could be success from relationships in terms of 

efficiency as well as failure in terms of conflicts. As a result, the functional area that holds 

the dependent resources increase their influence over individuals and departments that 

need them.  A conclusion from the framework and the research is that there is a positive 

correlation between the perception of dependencies on other functional areas and the level 

of inter-functional interaction. If one area perceives themselves as highly dependent upon 

others’ resources and information, then the level of interaction increases. The framework 

suggests that it could be possible to increase organisational efficiency by making the 

information flow travel faster between functions that have strong interdependency. The 

means for this would be to improve the organisational configuration and co-ordination 

issues for the departments in question.  (Ruekert & Walker, 1987) 

 

“As interaction between marketing employees and people in other functional 

areas increase and thus become more formalized, communication also increases 

and become more formalized. This finding might indicate that both marketing 

personnel and others are forced by increased use of rules and standard operating 

procedures to communicate more often – especially through written documents – 

both implement required rules and to document the fact that the rules were 

followed”  

Ruekert & Walker (1987 p14) 

 

The level of communication is increased the more similar two department functions are. 

Similarly, the risk of coming across misconceptions in the communication decreases as that 

interaction increase. Another observation is that even though two departments might have 

similar tasks and consequently have to increase their communication and co-ordination, yet 
                                                 
8 The co-ordination mechanism will be examined further ahead in the chapter. 
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there can be complications in terms of their divergences in principles, experiences and 

knowledge. Denoted is also that the level of conflicts between departments increase as the 

quality of communication decreases. (Ruekert & Walker, 1987) 

 

• CoCoCoCo----ordinatioordinatioordinatioordinationnnn    

 

Next mechanism, co-ordination, to be explored is also essentially influenced by the 

structure dimensions. Co-ordination mechanisms are such means that connect different 

functional parts to others. They mean that the level of formalised rules and standards 

increases as the level of interaction increases. Also, when conflicts between personnel in 

different functions were left for them to resolve on their own, then the linkages were 

improved, thus the managerial implication is that attempts to solve problems might not be 

favourable to come from the top management. (Ruekert & Walker, 1987)  Co-ordination 

also means contact needed to arrange work task between units. One type of co-ordination 

is horizontal that is between divisions and it could be formal or informal, for instance in 

terms of forced versus spontaneous. By having co-ordination in terms of increased 

communication, the risk for obstacles between these divisions is efficiently diminished. 

(Mintzberg, 1979 in Li et al., 2003) To clarify; “horizontal co-ordination mechanisms can be viewed 

as design tools that are used to increase co-ordination, communication and decision-making across 

organizational unit boundaries” (Brown, 1999 in Li et al., 2003 p102). 

 

According to Mintzberg in Eriksson-Zetterquist et al., (2005) co-ordination is about 

dividing responsibility and is part in his view on organisation structure. Using Mintzberg’s 

view co-ordinating among co-workers is part of the daily business. Mintzberg has divided 

the co-ordination concept in five components. First, autonomy is built on mutual 

adaptation and co-workers ruling over them self. Second, commando everything is ruled 

from the top management and nothing is done on own initiative. Third, standardising of 

working processes, working tasks and how they should be done is decided on for hand. 

Forth, standardising of work results, working results are decided on for hand. Fifth, 

standardising of competes, competences of co-workers are specialised and standardised. 

(Eriksson-Zetterquist et al., 2005) 
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According to Körver and Van Ruler (2003) there is a correlation between centralisation and 

co-ordination, which can be described as: when the communication actions are 

decentralised there is a bigger need for co-ordination.  The marketing function today has 

gone through an expansion of responsibilities, increased in complexity along with a larger 

need for co-ordination (Olson et al., 2005a). There is a risk that if company functions have 

different policies the performance will not be optimal. Thus, there is a need for consistency 

between a company’s different departments in terms of comprehension of the competitive 

strategy, as they need to maximise for the company as a whole and not merely the own 

function or subunit. (Davis, 1977 in Mukhopadhyay & Gupta, 1998) For instance, whereas 

marketing sets out to maximise customer value and gain market shares the financial 

department might prioritise low costs and high profit margins. In order for the different 

departments to succeed in achieving joint goals they need to understand what they are 

expected to obtain. A better co-operation can be a result of an understanding of the mutual 

corporate goals and strategies that is anchored better in all company units.  (Mukhopadhyay 

& Gupta, 1998) Oppositely, the problems would increase if the company uses a reward 

system where the co-worker’s work gets evaluated after their primary tasks and not after 

how well they have enhanced customer relations. This happens when internal efficiency 

appears to be more important and in that way hollow service quality and external 

efficiency. Grönroos (2004) states that when a company decides to implement a marketing 

department it is important that they are careful that everyone understands the purpose and 

that it do not get to much power. The implementation of a marketing department does not 

free the other departments from its customer responsibility. (ibid)  In addition, Homburg 

et al. (1999) suggest that the marketing function might be blamed by other personnel for 

not being able to foretell a given surrounding situational change. 

 

It is common that the marketing manager functions as a sort of communication link 

between the customer wants and the marketing department. Co-ordination is an important 

tool for having efficient company operations, thus the task for the marketing manager is to 

realise what could be the causes of interdepartmental conflicts and have some sort of basis 

for co-ordination to depart from. In addition, the company’s various departments must 

understand each other to be able to take advantage of and synchronise each other’s 

activities. As Miller (1982) in Mukhopadhyay and Gupta (1998) suggest, constant contact 

between departments via clear channels of communication would be the best state. Success 

in this type of co-ordination could mean preferable synergy effects as well as enabling the 
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marketing function to fulfil its purpose better. Such could be to co-ordinate the strategy for 

different departments, for instance marketing and manufacturing. (Mukhopadhyay & 

Gupta, 1998) 

 

5.2.3 Marketing organisation: behavioural variables 

Returning to figure 5.1, the next determinant in the framework that displays the three parts 

concluded as overall business performance, the next part to examine is the one of the 

behavioural variables. It is the second marketing dimension and contains strategic 

behaviour, which means “activities oriented to the creation of competitive advantage” (Olson et al, 

2005b, p50). One way of separating different strategic behaviours from each other is 

categorising them, one group containing activities of customer oriented character. (Olson et al, 

2005b) This category within the strategic behaviour dimension will be explored in the 

following. Together with the structure variables and the business strategy it contributes to 

outcomes of overall business performances.  

 

Looking back over the organisational development there has been a general change 

towards more network oriented organisations and companies are leaving hierarchical 

structures behind in order to be more flexible, meet the higher change in the environment 

and better adapt to knowledge rich environments. (Achrol & Kotler, 1999) In these types 

of organisations, relationships and the process of marketing are some of the key factors in 

the every day work. In service marketing and business to business marketing it is not 

uncommon that the role of the marketing department has narrowed. (Grönroos, 2004) 

 

• Customer orientationCustomer orientationCustomer orientationCustomer orientation    

 

As the term reveals, the key in the customer orientation approach is to place the customer 

in focus and gain competitive strength by creating and preserving superior customer value. 

A key mission is to retain and respond to both explicit and implicit information from 

current and potential customers about the company offerings. Further, such an 

organisation should “be well positioned to anticipate customer need evolution and to respond through the 

development of new customer value-focused capabilities and the addition of valuable products and services” 
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(Olson et al, 2005b, p50). Additionally, the ability to adjust to changes and environmental 

implications should be both quick and professional. (Olson et al., 2005b) 

 

One way of organising the company towards increased customer orientation suggested by 

Grönroos (2004) is to flip the usually used hierarchical pyramid up side town, as shown in 

figure 5.5. By doing so the management emphasises the importance of the work that is 

done by those who actually are meeting the customers, the importance of the moment of 

truth. As mentioned, concentration on long-term relations and an increased customer focus 

that has replaced the marketing department with an organisational network where it is no 

longer the marketing department and specialists who is responsible for the marketing, in 

these organisations marketing is everyone’s responsibility. (Grönroos, 2004) Making 

marketing everyone’s responsibility gives all co-workers dual responsibility. First, their 

primary working tasks and secondly the marketing tasks, including building relationships 

and express the firm in a good marketing way. This gives the result that the specialist in 

marketing gets an inferior position and according to Gummesson in Grönroos (2004, 

p334) it happens because “people working fulltime with marketing only can handle some of the 

marketing activities hence they can not be on the right place at the right time with the right customer 

relations at all times.”  

 

Figure 5.5:  Service oriented organisational structure.  

Own interpretation (Grönroos, 2004) 

 

In the old view, as the picture indicates, decisions is taken by the top management a usual 

problem is that they do not have the right insight and understanding of what the customers 

actually wants, because they are to far away from them and never in the moment of truth. 
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Information and wishes from the customers do not reach the decision makers and the way 

to the co-workers that meets the customers is to long that the communication does not 

reach them correctly. Therefore it is more effective with the upside down pyramid where 

the responsibility for the customers is taken by them who are interacting with them and the 

role of the management is change to be more supportive. To make that support effective 

and communication easier the organisational structure has to be flattening out and 

decentralised. Also, competence and empowerment are important element in the more 

modern organisational view. (Grönroos, 2004) 

 

For companies that are dependent on services with high involvement with the customers it 

becomes important that there is a balance and communications between the co-workers 

who interact with the customers and the marketing department. Often there is a lack of 

understanding of the implications of the cost-benefits tradeoffs around the operational 

functions. (Glynn & Barnes 1995) Many service firms develop effective marketing 

functions in order to create a bridge between the external environment and the 

organisation as a step to become more market oriented (Lovelock, 1992 in Glynn & Barnes 

1995) Market orientation is a wider concept and contains both the customer orientation 

concept and competitor orientation. An organisation that is market oriented “should know 

when, where and how consumers perceive them as different from their competitors” (Kasper et al. 2000, 

p23). The concept of competitor orientation consists of organisations ascribing better 

offerings, quality and/or prices than the competitors. There are those (e.g. Day, 1994; 

Slater and Narver, 1995 in Krohmer et al., 2002) that claim it is suitable for the marketing 

function to be structured market oriented, thus enabling to respond better to customer and 

market demands. (Krohmer et al., 2002) However, it is not uncommon that new thoughts 

about marketing orientation are received by operative managers with resistance; hence they 

view it as a costly add-on function. (Lovelock, 1992 in Glynn & Barnes 1995) 

 

5.3 Business strategy 

 

A final return to figure 5.1 in the beginning of the chapter indicates that the part left to 

examine is the business strategy. It has been placed in this last part of this chapter as it is 

not the main issue of this thesis but is needed to show that it at least has been taken into 

consideration. 



LLIITTEERRAATTUURREE  RREEVVIIEEWW  

- 77 - 

 

The initial task is for managers to decide the market strategy in order to be able to make a 

relationship to the organisation structure and strategic behaviour to work. All strategies are 

unique but there are some common types. The four types of business strategies that are 

often used in this context are prospectors, analysers, low cost defenders and differentiated defenders. 

(Olson et al, 2005b) However relevant in this thesis are merely two of those, thus are the 

only ones further explored in the following.  

 

One of these types of common strategies is the company (or business unit) being an 

analyser. Such an organisation has the ability to improve its position and finding new paths 

by keeping track on customers and competitors, surveying their reactions and moves. A 

position improvement as such a company would conduct is to either enhance current 

package or lower prices as well as follow new offers that other have provided. Another 

type of market strategy is being a differentiated defender, as such a company’s power lie within 

attending steady market fragments with focus on high quality and exceptional service as 

competitive tool.  The prior means for upholding market shares is through mirroring image 

or excellence in the total offer, whether being a service or product. (Olson et al., 2005b) 

5.4 Organisational archetypes 
 

Various degrees of the structure dimensions and strategic behaviour can, according to 

Olson et al. (2005b), help form different organisational archetypes. In their study, the 

authors have concluded four types: Management Dominant firms, Customer-Centric 

Innovators, Competitor-Centric Cost Controllers and Middle Ground firms. Table 5.1 

below displays these archetypes. 

 

Archetype Formalisation Centralisation Specialisation Customer 

orientation 

Management Dominant High High Low Low 

Customer-Centric Innovators Low  Low High High 

Competitor-Centric Cost 

Controllers 

Moderate Moderate Moderate Moderate 

Middle Ground Low Moderate Low Moderate 

 

Table 5.1: Organisational archetypes 

Own interpretation (Olson et al., 2005b) 
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As apparent, Management Dominant firms are high in centralisation and formalisation, 

implying that a top management possesses the decision-making, thus removing most 

affection possibilities away from other co-workers. Thus, the management has 

extraordinarily authority and control here and looses in the customer orientation aspect 

from lack of expertise. Secondly, the Customer-Centric Innovators are more informal, 

more specialists, who makes it easier to understand the customer and their wants. Third, 

the Competitor-Centric Cost Controllers are high in competitor surveillance and cost 

awareness. The level of structure variables concentration is neutral. Finally, the Middle 

Ground firm is moderate in customer orientation, thus has no particular importance. The 

structure dimensions are also overall modest in occurrence. (Olson et al., 2005b) A general 

conclusion from the table is that the various combinations of structure variables and 

strategic behaviour imply various organisation types. The classification an organisation as 

one archetype can, in combination with the business strategy, be used in order to review 

implications for high or low overall business performance. Returning to the organisational 

archetypes here, we find it useful to combine them within one, by the organisation, selected 

business strategy type (Prospector, Analyser, Low-cost Defender and Differentiated 

Defender). Table 5.2 displays these connections. 

 

Business Strategy Management 

Dominant 

Customer-

Centric 

Innovators 

Competitor-

Centric Cost 

Controllers 

Middle 

Ground 

Prospectors Low High Low Low 

Analyzers Low High High Low 

Low-cost defenders Low Low High Low 

Differentiated defenders Low High High Low 

 

Table 5.2: Relation between organisational archetypes,  

business strategy and overall business performance 

Own interpretation (Olson et al., 2005b) 

 

For instance, both the Analyser business strategy type and the Differentiated Defender 

gives, when individually combined with the organisational archetype Customer-Centric 

Innovators, implications for a high overall business performance. (Olson et al., 2005b)  
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5.5 Summary of literature review 
 

The essence of this chapter was to procure a picture of the connection between marketing 

organisation structure dimensions and the strategic behaviour dimension of customer 

orientation. The aspects that we wish the reader to note and bring along are displayed in 

figure 5.6 below. It has the appearance of figure 5.1 derived from Olsen et al. (2005a) but 

in this summary it is filled with aspects from what various authors have said about the 

different elements in the boxes. 

 

 

Figure 5.6: Summary of literature review 

Own interpretation 

 

To summarise in words, the chapter has gone through a number of theoretical aspects 

important for the forthcoming analysis. It started off by looking briefly at the marketing 

function. In the remainder of the chapter a framework by Olson et al. (2005a) was used to 

overview the complexity of organisation structure dimension, strategic behaviour 
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dimensions and business strategy. An introduction of the structure perspective was given 

and further the organisation structure dimensions were thoroughly explored in terms of 

formalisation, centralisation versus decentralisation and specialisation.  Two important 

mechanisms, communication and co-ordination, that these structure dimensions has impact 

on were also examined closely. Within the strategic behaviour dimension, the customer and 

market orientation were reviewed. Then the two business strategies; the analyser and the 

differentiated defender, were briefly presented. Finally, we also looked at some 

organisational archetypes. 
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6 Analysis 

In this chapter we will analyse the empirical findings, compare, and find similarities and differences to the 

theories that has been presented in the literature review chapter. As the approach of this thesis is inductive 

we will continuously depart from our empirical findings in our comparisons to the theoretical implications, 

thus the theory is applied on to the empirical findings. However, we will use our own headings from the 

literature review chapter in this analysis to make it easy for the reader to follow our discussion. 

 

We start by discussing the marketing function in Skandia. Then, we move on to analysing 

the core dimensions of this thesis; the marketing organisation structure and behaviour 

variables in the Skandia marketing function. Next, we will examine the business strategy 

aspect followed by the organisational archetypes and their connection to overall business 

performance, continuously with departure in our Skandia case. 

6.1 The marketing function in Skandia 
 

To refresh, we recall the introduction quotation by Engman in chapter one where he 

declared some means and goals of the new joint marketing function that is the principal 

topic of this thesis.  

 

“By co-ordinating resources and competences, we can create better customer 

offerings and simpler handling for customers. Our customers will experience a 

homogeneous organisation with unique experience in savings and financial 

security. The new organisation represents a concrete effort to increase Skandia’s 

market shares in Sweden” 

 

(Gert Engman, Executive Vice President of Skandia and 

General Manager Skandia Sweden, 2004-08-27, URL 3) 

 

As we have interpreted the declaration, Engman talks about co-ordination, customer 

orientation, homogeneity and differentiated offers as means for increased market shares. 

We will have these aspects in the back of our head throughout the analysis. 
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Before August 2004 Skandia was divided in four different subsidies with its own CEO and 

marketing-, human recourse-, IT- directors, etc.. This so called double pipe strategy 

resulted in no steering of the marketing activities and the lack of a marketing manager with 

an overall responsibility became a fact. The mangers at Skandia have expressed that they 

have felt a general trend that organisations go towards customer orientation and in order to 

not fall behind the competitors they were forced to conduct a reorganisation. This 

reorganisation resulted in a joint marketing organisation, characterised of a centralised 

marketing function divided in two different departments; Market and Business 

Development and Market and Communication. This structure is in line with Workman et 

al. (1998) and their suggestion to have the marketing function structured in a functionally 

organised business unit in order to create control and co-ordination, which was some of 

the purpose Skandia has stated that they wanted to achieve with the introduction of the 

joint marketing organisation.  

 

As stated by Grönroos (2004), the two concepts of marketing process, also called 

marketing function and marketing department have different definitions and should not be 

used indifferently. However, this often happens in organisations and in Skandia the 

managers seem to do so sometimes. However we have noticed, that they most of the time, 

use the term marketing function with the definition most similar to “comprising all resources 

and activates that contribute to establishing, maintaining and strengthening customer relations, wherever 

they are in the organisation” (Grönroos, 2004 p334). Turning to use the structural perspective 

the marketing department definition may be better to use in order to create a clearer 

message to the co-workers and product company managers, hence it says that the 

”marketing department is an organisational solution aiming to concentrate some parts of the marketing to a 

organisational unit” (Grönroos, 2004 p334). Using this definition the group and marketing 

management can stress that there are only some parts of the marketing activities that 

should be centralised in order to maintain creativity in the operational functions. However 

using both simultaneously, the first definition might also help to show that it is everyone’s 

responsibility to work for customer orientation and therefore be used more as some sort of 

vision and the latter one can be used in order to straighten out the different roles between 

the functions.  

 

According to the research by Homburg et al. (1999), and their discussion of how powerful 

the marketing function is in order to affect strategic decisions, the implications of their 
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study are that both sales and marketing functions were the most influential and useful for 

mangers to find support for changes. Relying on this we think Skandia’s group 

management should start implementation of new thoughts and strategies in their marketing 

function in order to easier anchor them within the organisation. Comparing to the 

empirical findings this is also what they have done. 

6.2 Marketing function dimensions: structure and 

behaviour 
 

The new, joint structure has been a positive and clear step in the process of reaching the 

initially pronounced goals, such as customer orientation. Nevertheless, there is the question 

of whether Skandia becomes too large and slow instead of alert and fast with this kind of 

organisation, as stated by Svensson. If that happen this new organisation fails to adjust and 

respond to changes, as we think is crucial when trying to orient from the customers’ needs, 

the whole point and goal of the new marketing function will be out of reach. Thus, we 

mean that there must be a structure behind the chosen strategy concept in order for the 

organisation to in the end become successful in that aspect. Consequently, we acknowledge 

that strategy follows structure in coherence with Eriksson-Zetterquist et al. (2005) that are 

adherents of the structure perspective, meaning that structure is a base for efficiency.  As 

we have recognised, there are also adherents of the opposite, as Chandler in Eriksson-

Zetterquist et al. (2005), who mean that it is the other way around. However, we think that 

this means that as there are various ways of looking at this aspect, both views are important 

to consider and what really matters is a need for a careful design originating from the 

organisation’s specific needs and goals.  We mean that it is how well either of the structure 

or strategy is implemented that has impact on the organisation’s outcomes and overall 

business performance. As we have come to sympathise with both perspectives we will 

motivate this point of view further ahead. 

 

The dimensions of structure and behaviour variables are the core of this thesis, thus these 

will constitute to bee the largest part of our discussion. In the literature review, these two 

dimensions were displayed in a figure (see figure 5.1), indicating their contribution to 

overall business performance.  



AANNAALLYYSSIISS  

- 84 - 

6.2.1 Marketing organisation: structure variables 

To us, Skandia of today gives the impression of being one unified company, something that 

implies that some of the goals with the new structure already have been reached. Referring 

to the definition and objective of having a structure, according to Arnerup-Cooper & 

Edvardsson (1998), we have learned that it is not only there to hold the organisation’s parts 

together, it also straightens out people’s roles, responsibilities, and authority. Companies 

that are able to create a clear structure where the co-workers easily understand their area of 

responsibility have much easier to create customer value and mediate a homogenous 

picture. Comparing to Skandia we think that it is clear that they have some work left to do 

in this part. Even if the general opinion is that it has become better, we have got 

indications from some of the co-workers that other opinions exist as well. For instance 

some think that it has become harder to find the right people. Other indications from the 

co-workers at the marketing functions are that the new structure is harder to understand. 

This is something important for the mangers to consider and do some thing about; hence 

to create an easier and clearer organisation for customers and employees was some of the 

main goals with the new structure. 

 

Creating an easier and clearer organisation can also be connected to the structure’s 

objective and will influence the overall business performance (Newman, 1973). However, 

as also has been stated the overall opinion from the marketing co-workers are that the 

structure has made the work more efficient and made them more focused, which we see as 

a good indicator that management have created the organisation structure Skandia desired. 

However, we recognise that the new structure with abolishing of the subsidiaries has 

resulted in lower competition between the different product companies. The product 

companies should not regard a loss in their product sales to another product company 

within the Skandia umbrella as a failure. Hence with the new visions of being customer 

oriented the product companies have to look further ahead and receive an overall business 

performance perspective. Today Skandia is working towards long lasting customer 

relations, as they desire satisfied customers. If they succeed they have been able to allocate 

the customers’ needs, thus might increase the probability of keeping them longer and 

becoming more loyal.  
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As stated by both Mintzberg (1981) and Wyner (2004) there are endless ways of how an 

organisation can design its organisation structure. As discussed in the literature review 

chapter, Mintzberg refers to various degrees of the dimensions formalisation, specialisation 

and centralisation that an organisation can use as a foundation when designing their 

organisational structure. However he emphasises the importance of not to fall into the fatal 

mistake of thinking that it is possible to pick up a structure whatever its design looks like 

and only rely on that because it has worked for the company they have looked at when 

doing the rip off. We think that this confirm the statement made by Chandler in Eriksson-

Zetterquist et al. (2005) that a strong and well planned structure is needed and is a decisive 

issue for the overall business performance. However, we can not disregard from the 

question of how Mintzberg’s statement about all organisations being different and have to 

find their own individual structure, affect our generalisation aspect of this case study. Our 

interpretation of this is that Mintzberg means that the structure must be carefully chosen 

and founded in both external but primary internal aspects as well as in various degrees of 

the structural dimensions. In the following we will discuss these dimensions in the context 

of the marketing function in Skandia.  

• Centralisation versus decentralisation 

 

Skandia has created a joint marketing organisation and formed a more centralised structure 

in terms of the marketing decisions being less dispersed compared to before when they 

were allocated in the product companies. However, both the marketing managers and the 

group managers indicate the importance of keeping the innovativeness in the product 

companies and that it is still possible to decentralise some actions. Some of the co-workers 

in the customer services mean that they do not experience this as their suggestions and 

opinions are experienced to be taken care of fully. 

 

We acknowledge that with a joint marketing organisation and a mutual customer base it has 

become much easier to promote the whole Skandia brand. The product managers have 

expressed that the joint structure has given them time to be more focused on becoming a 

good supplier. The centralisation helps them to stay focused on their core tasks and 

therefore it is easier to create a customer focus. We interpret this as an indication of that 

the new structure brings effectiveness, which indicate that Skandia is on track in the 

process to achieve the goals stated by Engman in August 2004.   When Skandia had the old 
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subsidiary structure with four different organisations it was too hard to create co-

ordination. The decentralisation made the company act and looks more like uncertain 

scattered showers instead of one umbrella that radiates safety and homogeneity. With the 

centralisation of the marketing function the latter could be achieved, and in comparison 

with the positive outcomes gained by centralisation, such as clearer paths for 

communication, better co-ordination, clearer responsibility areas and efficiency, the choice 

of structure seems to be what Skandia needed at this time. We think this indicate that 

Skandia is aware of the importance of the organisation structure design departing from 

their particular needs and strategic goals and not only form a copy of any success story, 

which Mintzberg has stated as common pitfall. We have found several indications of the 

new structure creating more efficient work since the various functions can concentrate on 

their core business tasks. However, there are other issues concerning the collaboration 

between the product company Skandia Liv and Skandia that indicate the opposite. 

Regardless of the pronounced goals with increased focus on co-operation we have found 

signs of an underlying conflict between those two companies. Despite several contracts 

regarding how the work should be operated the new structure could not affect the human 

aspects in way of thinking and acting. We see that the managers in spite of good 

communication do not succeed in speaking the same language. We see that even if they 

have formed an agreement they will not follow it all the way and understand each other in 

practice. We also see a further dimension of this conflict as it might affect the efficiency 

and if it spreads further down in the organisation, resulting in complications of the 

anchoring process of the new structure.  

 

Even though there is a tense relationship between some of the product companies and 

Skandia the centralisation of the marketing function has enabled an increased sharing of 

services which have given gains in reduced cost and less duplicated work. That also gives 

indications of the new structure resulting in a more efficient work. However, Skandia must 

be careful, which has been emphasised by both the group and product managers, with the 

risks of the organisation turning into a large and heavy pyramid with a bureaucracy decision 

making processes. This is stated as a negative effect of a centralised organisation, according 

to Mintzberg (1989). If that would happen, the efforts and work that have been put into 

becoming more effective will be wasted and the result can be viewed as rather catastrophic. 

However, being aware of these risks and keep working actively to prevent them, the gains 

will probably be greater than the possible negative outcomes. 
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Another outcome that we identify with the new centralised marketing function is the risk 

that the marketing managers and the marketing co-workers might come too far away from 

the customers. This might result in that they fail in really understanding the customer needs 

and what is actually creating customer value. We see that the new structure places high 

demands on the marketing function to increase the contact with the people that are 

interacting with the customers and make sure that the customer complaints actually reach 

the people with the authority to do something about them. This would not be that hard to 

accomplish since the increased level of formalisation contributes to clearer routines of how 

communication and reporting should be conducted (Olson et al. 2005b). As been discussed 

by the group management, not only have the marketing function been centralised, but so 

have also the customer service units. It has contributed to even improved efficiency and a 

step forward in the work with creation of a homogenous organisation. By lowering the 

number of call- and service- centres have made the co-ordination easier and lowered the 

costs. 

 

From the interviews, we got the impression that the managers are well aware of most of 

the negative effects with the new organisation structure. This was for instance evident in 

the message that Engman gave to Milton saying that no one will appreciate his job because 

his department will be viewed as a bottleneck and it will take long time before the product 

companies will leave their old patterns behind, loose the grip of their products and accept 

that all decisions must go through the Market and Business Development department. 

Even if this indicate awareness of the negative effects with the centralisation of some of the 

decisions and functions we think that the management could have used that knowledge 

better to be even more legible in communicating what, how and why to the co-workers in 

the organisation, since it has become obvious that they do not speak the same language and 

work against the same common goals throughout the entire umbrella organisation.  

• Formalisation 

 

One step of the reorganisation has been to make some of the parts more formalised. This 

has been necessary to contribute in order to make it easier for in particular the co-workers 

and sales people in order to create a homogenous picture of Skandia. An example of this 

formalisation is a creation of formalised answering sheets that the co-workers can use in 

answering questions witch is frequently asked, which is in line with Dalton et al. (1980) 
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description of what formalisation can be. This measure is something we view as a clear step 

in the process of becoming one homogenous Skandia and strengthening the brand image. 

Hence, giving the co-workers clear instructions and information will give them knowledge 

in what message Skandia wants to communicate to the customers, and the customers will 

get the same answers no matter of whom they speak to when calling in.  

 

The Skandia case has showed that the management from the researched areas has the 

opinion that the reorganised marketing function means both increased centralisation in 

some aspects and higher degree of formalisation in others. We have talked some about 

what these dimensions look like in Skandia but now we will look into their correlation. We 

think that the situation at Skandia is interesting to compare to the indifference curve by 

Zeffane (1994), initially presented in the literature review (see figure 5.2). To recall, it shows 

the trade offs between formalisation and centralisation. In the case of Skandia, this trade 

off is partly applicable. Increased centralisation forces rules as well as decentralisation also 

could force formalisation due to conflicts arising from dispersed authority (Zeffane, 1994). 

As for the centralisation it is evident in terms of gathered marketing activities and one 

single website for all of Skandia’s products. Nonetheless, there is also decentralisation in 

terms of dispersed decision-making in the product companies that still remain. In Skandia 

we denote increased formalisation in terms of for instance now existing “frequently asked 

questions”-forms and templates to work form. Yet, we think that it could be useful with 

even higher degree of formalisation in some aspects, as regarding the communication, to 

ensure that everyone are briefed with the latest marketing communication and that it is 

vertically and fully procured. This is not the case today according to, for example, the 

customer service co-workers. Within the marketing function, that has experienced 

centralisation; the need of formalisation has not increased since the roles within the 

boundaries of the marketing departments are clearer today. However, as the other 

functional areas are dependent upon the marketing function, that is the sole 

communication centre now, the communication need is raised both in to and out from the 

function. In this aspect, Skandia know that they can improve, implied by comments from 

co-workers that the definition of the two different departments in the marketing function 

needs to be clarified. As for the inter-functional communication, we can compare the 

Skandia situation to what is said by Ruekert & Walker (1987). They suggest that such an 

increasing communication can be forced by an increasing level of formalisation, in terms of 



AANNAALLYYSSIISS  

- 89 - 

being forced to use written documents to implement the rules as well as for reporting and 

follow ups. This seems to be the case in Skandia as well. 

• Specialisation 

 

One purpose of initiating a marketing department might be to declare the company’s 

opinion of the importance of this functional area, to strengthen its position within the 

company and let the marketing specialist do their job. In the Skandia case this has been one 

purpose, referring to the statement from one of the group managers saying that the 

company only can afford having a few people working with strategies, the rest needs to be 

working operationally. Even though we mean that there is a good point in this statement, 

hence it indicates the importance of clear task definitions and that efficiency will be created 

by letting the right person do the right type of work, there is another side of the coin, 

which has been emphasised by Grönroos (2004). He calls it the organisational trap and 

applying it on Skandia we see a risk that the co-workers could become too focused on their 

primary working tasks, e.g. selling products. The risk is that the centralisation of the 

marketing function takes away the market and customer focus from the rest fo the co-

workers which might instead make the whole organisation less customer oriented. To 

prevent this from really happening, get the organisation caught in the organisational trap, it 

is extremely important that the marketing function emphasises that it is only some of the 

marketing tasks that have been centralised and that customer orientation is everyone’s 

responsibility.  

 

As we know from the empirical findings, Skandia has now experienced an increase in the 

concentration of both generalists and specialists. Within the marketing function and its two 

departments we denote that the concentration of specialists is high since they are experts of 

marketing. Between the two departments Market and Communication, and Market and 

Business Development, there is also a clear separation of specialists since even though both 

work with the market; one is focused on communication and the other on sales. The 

specialist in the back office will be able to give the customers deeper knowledge about 

certain issues. As mentioned in the literatures review, a company’s degree of specialisation 

increases when the number of specialist increases. A higher concentration of specialist will 

in accordance to Olson et al. (2005b) and Olson et al. (2005a) increase the company’s 

ability to adapt to changes in the surroundings, which we consider being an important 
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factor in the process of becoming more customer oriented. Another issue important to 

take into consideration is that specialists are perceived as an expensive type of labour (ibid). 

However, with simultaneously increasing vertical formalisation in the company as a whole, 

we think that cost savings and efficiency along with the gains of faster adoption to the 

market imply that Skandia will have a lot to win in this situation. Further, Skandia has also 

got co-workers that can be viewed as generalists, which are considered as a more cost 

saving type of labour. Therefore we do no think that Skandia would be affected by any 

increased costs worth mentioning. However, we think that the number of generalists can 

be viewed as higher since everyone in the company know more about Skandia today as a 

whole than before when they product companies were isolated. An example of that is the 

customer service. Also, generalists located in the front office have knowledge of more 

superficial character and will be able to answer and serve customers with more general 

questions. 

6.2.2 Communication and co-ordination 

From the literature review we have learned that the structure dimensions have impact on 

the communication and co-ordination (Olson et al., 2005a). In the following we will analyse 

this impact in the case of Skandia, thus look into the communication and co-ordination 

mechanisms. 

• Communication 

 

We have denoted that there are numerous channels of communication in companies 

according to the literature. In the case of Skandia, all the researched functional units’ 

managers agree on the most common means for communication being personal contact via 

meetings, through the intranet and via e-mail. Those are by no means remarkable and are in 

coherence with channels mentioned in the literature, for instance by Tukiainen (2001), as 

examples of common communications tools. The marketing function managers brought 

forward a desire to increase the electronic communication. To us, this is not surprising as 

the marketing functions has to communicate to both the own department co-workers and 

to the rest of the company regarding what company communication is in motion. 

Information then has to be distributed to within a short period of time, both intra- and 

inter-functionally. 
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We can conclude from figure 5.3 in the literature review chapter that one structure 

dimension that influences the communication is the degree of centralisation. A question 

posed by Argentiss and others in Körver & Van Ruler (2002) was whether an organisation 

should centralise or decentralise the communication. We think that the answer here lies 

within which the desired outcomes are. Referring to the quotation by Engman in chapter 

one, an important reason for this reorganisation is that Skandia wishes to communicate a 

more coherent image of the company and the brand. The marketing function and the 

Marketing and Communication department in particular, has become the centre for 

communication as they are specialised in this area. At the same time the function is now 

centralised, thus the choice of having a centralised structure of the marketing function 

affects the communication to becoming more centralised as well. Hence, our interpretation 

from the empirical findings is that there is an evident choice of centralising this function in 

order to obtain control and integration of the marketing message communication as well as 

improving the communication between different parts of the company.  This approach can 

be retrieved in Körver & Van Ruler (2002) who state that in order to obtain a coherent 

image there is a need for a central department of communication high up in the 

organisation. This is what Skandia has been able to create by conducting the reorganisation 

and establishing the Market and Communication department. This is in line with the above 

argument from Körver & Van Ruler (2002). We acknowledge both positive and negative 

aspects of this. Within the marketing function the communication has become more 

informal and friendly but vertically there are divided opinions as some experience it has 

become faster at the same time as others think it is more distant today.  

 

To overview the assessment of the marketing function interaction with other functional 

units regarding transactions, communication and co-ordination we used a framework by 

Ruekert & Walker (1987), see figure 5.4, in the literature review. They mean that it is a 

positive thing if the reasons for interaction and communication are the same and mutual 

within the organisation. Skandia has tried to pull this off by building a foundation of 

mutual goals by creating a joint strategy that we think is meant to function as a reason for 

the personnel in the company to increase their communication and co-ordination. Whereas 

the product company managers acknowledge that there is deficiency in the strategy 

communication, the group management and marketing function mean that they are 

working with it. However, the idea of the new organisation was, for instance, to obtain 

homogeneity and value for the customers. For that we acknowledge that it is necessary that 
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the managers and co-workers work towards certain mutual goals. The various functions in 

Skandia that have to communicate with each other do that for various reasons, that is, the 

transaction between the various functional units differ from one function to another. 

According to the group management it is the job of the managers to communicate the joint 

strategy to the co-workers. There is also some control from the management here that 

requires reports back that confirm that everyone has understood the strategies and they 

believe that that most co-workers has understood this message. However, there are some 

co-workers that suggest the opposite, meaning that people are still locked in their old 

patterns, thus have their old product company goals. This is in line with what Anderson 

(1982) says, that in reality it is not that simple to have personnel mutual purposes, hence 

the goals and incentives for communication differ a lot. 

 

To continue with the theoretical contributions from Ruekert & Walker (1987), they have 

looked at the transactions between the marketing function and other functional units, in 

terms of work, resources and assistance. The channels of communication in, out from and 

in to the Skandia marketing function have been mentioned before. However, we think that 

the real meaning of the need for these transactions is to complement the organisation’s 

various capabilities, skills and general performance. For instance, the marketing function 

has become specialists in the area and posses’ information that others might not, thus co-

operation is necessary in terms of working together towards a joint goal. This is what 

Skandia overall has experienced that they have not fully succeeded in yet.  

 

Further, Ruekert & Walker (1987) studied the communication flow between marketing and 

another functional area in terms of amount, difficulty and degree of formality. In our 

opinion there is quite a large amount of communication needed to be transferred between 

the marketing function and other functional units in order to obtain such desired effects as 

homogeneity within Skandia. We think that too little communication will lead to an isolated 

marketing function that does not work as an integrated communication machine. To 

inform each other too much could, according to us, lead to the opposite, that is excessive 

information flow that result in inefficiency as time is lost to just inform and communicate 

in reality irrelevant issues.  

 

In terms of communication difficulties and formality, we do not think that it is enough to 

have functioning channels for communication. To complement we acknowledge a need to 
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evaluate how the communication works in action. The marketing function managers in 

Skandia experience that the communication between the managers and the own two 

marketing departments goes smoothly. The co-workers talked about an informal and 

friendly contact between the Market and Communication department and Market and 

Business Development department. This is the case with the departments of the marketing 

function; Market and Communication and Market and Business Development, which 

seems to have better communication between each other than with for instance the 

customer service, because they have more similar tasks.  

 

Ruekert & Walker (1987) state that the level of communication increases the more similar 

to functions are. This indicates that the two market functions within Skandia should have 

good horizontal communication, and the empirical findings imply this. Thus, there seems 

to be more problems in regards of inter-functional communication to others outside the 

marketing function than between the two marketing function departments. This is clearly 

implied when the marketing managers talks about the recurrent need of anchoring the 

message among their co-workers vertically speaking. Overall they mean that they have 

succeed in getting the horizontal communication to work well, but the vertical 

communication needs more efforts. This is important according to what Arnerup-Cooper 

& Eriksson (1998) say about the dialogue being crucial within the company in order get a 

coherent corporate image to communicate. This goes for both the horizontal and vertical 

communication, and if there is a deficiency in one of them then it is likely that the 

organisation will find it hard to build this desired unified image. As for Skandia, they have 

acknowledged that they need to work more on the vertical communication. As the 

interviews uncovered, Skandia has a historical weakness of a marketing department that is 

good at creating great campaigns but the internal anchoring is insufficient, resulting in for 

instance the customer service not being well informed. As one product company manager 

and some co-workers said, the customer service does not always feel as participants of 

Skandia as a whole but that it has become better and it takes some time to get use to it.  

 

Product management said that they need to put effort into creating participation and 

commitment. As one product manager said, it is equally important that managers as well as 

co-workers know about the new organisation. Communication, in terms of suggestions, 

from down to top is well handled according to the product company managers. Input from 

co-workers gave us indications that decision, in terms of information, today travels faster 
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and that compared to before either opinions are better taken care of. Oppositely, as 

mentioned in the discussion of centralisation, the group management means that there is a 

risk for bureaucracy with centralisation. We think that the reason is that information moves 

slower now than before if the communication has to travel longer to reach the marketing 

function that used to be in the different product companies and closer to the co-workers in 

their respective product company.  

 

We mean that it is not enough to have a functioning communication in terms of the right 

amount and formality. If the communication flow is not co-ordinated it will not be used as 

efficient as possible. This is one of the aspects that the co-ordination mechanisms deal with 

and they are analysed in the following.  

• Co-ordination 

 

We denote that co-ordination is also closely linked to communication, as another co-

ordination factor in Skandia. Additionally, we think that many of the communication tools, 

such as the intranet and e-mail, works as co-ordination means as well. The horizontal co-

ordination, that Mintzberg (1979) in Li et al. (2003) mentions, is efficient for diminishing 

internal obstacles. In Skandia, according to the marketing function managers, the 

functional units are now better connected by communication and works as a co-ordinating 

mechanism. To recall, some of the co-workers think that the co-ordination of 

communication has increased since they experience that the information flow has become 

faster in many aspects 

 

All along, Skandia has pointed out one goal of the reorganisation as achieving co-

ordination. To refresh, such mechanisms connect functional units together (Ruekert & 

Walker, 1987). Formalisation and rules are such co-ordination mechanisms, we have 

already discussed the structural dimension of formalisation in the previous, saying that the 

intra- and inter-existing formalisation looks different in Skandia. That is, the intra-

functional formalisation has not increased but the inter-functional has improved, and still 

needs to be extended. Skandia has divided the marketing function into two, meaning that 

they both share and split responsibilities. Consequently, it can be considered a type of co-

ordination according to Mintzberg in Erikson-Zetterquist et al. (2005). Another way of 

looking at it is that the marketing managers in some literature (for instance Mukhopadhyay 
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& Gupta, 1998) are considered to be a co-ordinative mechanism. As the people in that 

position have, or should have, an overview of the marketing function, they are in a position 

to be able to locate and try to solve conflicts between various functional areas. We interpret 

that the marketing managers’ position in Skandia were initiated for that particular reason; to 

gather the communication message that used to be too shattered. Ruekert & Walker (1987) 

also talk about the fact that the marketing function is often seen as co-ordinative as they 

are the link between both picking up external customer demands and procuring them 

within the organisation. We think that in addition the co-ordinative role also lies within 

being able to take care of and listen to other parts of the organisation that meet the 

customers and read their demands. For Skandia this is an important aspect since the 

customer services meet the customers in what Grönroos (2004) calls “the moment of 

truth” and that takes place between the customer and the support.  

 

In addition, the marketing function managers mention that the strategy itself works as a co-

ordinating tool. This is supported by Mukhopadhyay & Gupta (1998) that mean that it is 

the result of good co-ordination of communication. We agree on this as we consider this 

strategy to really be a central marketing function with customer orientation and 

communications paths from the two marketing departments to other functional units. If 

these communications parts works well then the strategy is naturally more easily spread.  

This makes that the marketing function can be viewed as the spider in the web, which 

makes it preferable to organise like Skandia has done due to their goals. That is, creation of 

a joint marketing organisation placed in the middle of the organisation schema to indicate 

and clear out its co-ordinative role. 

 

Turning to Mintzberg in Erikson-Zetterquist et al. (2005) and his five ways of structuring 

we find that Skandia has a few of each. First, the autonomy co-ordinating mechanism is 

lower now in terms of the product companies now having lost their own separated 

marketing function and is more dependent upon co-ordination with the marketing 

function. In this way Skandia also have a kind of commando co-ordination since some of 

the co-ordination is obtained via of orders from managers. We think that the third and 

fourth co-ordination mechanisms of standardising work processes and results exit to some 

extent in Skandia. For instance, according to the product company managers, there is 

better co-ordination today in terms of the service personnel knowing where to guide the 

customers if they are in the wrong place. However, some negative opinions still remain 
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regarding this specific aspect. The fifth type of co-ordination concerns standardisation of 

competences. In Skandia, we see an example in the marketing personnel, there is a 

standardised competence within their field now that authorises them to work with 

marketing. 

 

As the marketing function managers declare, this new organisation is more easily steered 

and controllable in terms of co-ordination. They also recognise that the co-ordination has 

increased in terms of better control, connecting the marketing efforts and having a joint 

marketing budget and strategy. There are some differences between the various managers 

regarding what mechanism they are talking about. The group and product company 

managers talked more about the strategy implementation communication than the 

operational communication issues. Hence, we think that they can use the new joint strategy 

as a co-ordination mechanism as it is dependent upon a, for instance, functioning co-

ordination of work tasks and communication.  

 

6.2.3 Marketing organisation: behaviour variables 

We recall from the literature review that the second set of variables that according to Olson 

et al. (2005a) affect the overall business performance is strategic behaviour, and they were 

described as “activities oriented to the creation of competitive advantage” (Olson et al, 2005b, p50).  

As clearly pronounced by Skandia, the marketing function behaviour is specified as 

customer orientation. Other activities considered as key factors we purpose Skandia to 

develop further and are also in accordance to Grönroos (2004) creation of relationships 

and use of networks (Achrol & Kotler, 1999).   

 

We are of the opinion that how well the strategic behaviour activities are performed 

depends on the organisation personnel. Thus, an important part in deciding the success or 

failure of the strategic behaviour dimension in terms of customer orientation is to survey 

how well anchored and understood the message of customer focus really is in the managers 

and co-workers. For this, Skandia uses regular surveys, both towards customers and co-

workers, which give indications of how they feel and think about the new structure and 

customer focus. It also helps the management to know how far they have gone in the 

process of reaching their stated goals. We consider this a good start in the ongoing change 
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process and a very useful tool to find out what has to be done in order to fully integrate the 

new thoughts in the organisation and strengthen the market position.  

 

We denote that there are different opinions between the mangers from the different 

functions regarding how well the customer orientation work has been implemented. 

Managers from the product companies seem to be more aware of the lack in the anchoring 

process around the co-workers in the customer service than the other managers. The 

mangers within the product companies expressed divided feelings and uncertainty 

regarding who’s will to follow; the top management or the forces from their own co-

workers and the familiar old structures. Even if the new structure made it easier for the 

customers it might not have become easier and better for the co-workers. We want to 

underline that in the end there are humans that are customers and humans that are working 

with selling products at Skandia that contribute to the overall business performance. If the 

new structure does not contribute to the co-workers wellbeing and feelings of appreciation 

and pride of working at Skandia they would never be able to promote such a picture to the 

customers. We find support for our discussion in Olson et al. (2005b) meaning that the co-

workers’ behaviour is an accurate feature for a strategy to lead to desired outcomes. 

However, both the group and marketing management agree on that the culture has impact 

on the organisation and how it works, which is in line with Mintzberg’s (1981) statement 

that the way the organisation appears might not depend so much on what the market 

forces looks like and that it is more dependent on institutionalisation and culture aspects. 

We emphasise, in accordance to Homburg et al. (1999) that this must be taken into 

consideration by the marketing and group management in order to be able to harvest the 

profits that have been calculated with the introduction of the new structure.  

 

• Customer orientation 

 

According to the group management, Skandia is working towards customer orientation and 

according to them; Skandia’s undertaking to create customer orientation is to create extra 

value for their customers that they can not get from another insurance firm. Skandia wants 

to become the most engaged partner and build long enhancing relationships. To be a 

customer as well as an employee in Skandia should be something to be proud of and 

Skandia should be the company that follows theirs customers through their whole life. 
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These goals along with the ambition of responding quickly to changes, which was 

something Skandia wanted to achieve with the creation of the joint marketing organisation, 

we see that this is in line with the definition stated by Olson et al. (2005b). However we 

have also discussed the wider concept of being market oriented which includes both a 

customer focus and a focus towards the competitors (Kasper et al., 2000). Even if we in 

this thesis have focused merely on the customer oriented strategic behaviour part, we are 

aware of that a company has to take the competitors in to consideration when forming its 

strategy and structure, in order to be able to be ahead of the competitors.  

 

In the case with Skandia they have gone rather far in the process towards becoming 

customer oriented. From the interviews with the managers at the different functions we 

have understood that they are eager to have the co-workers understand the purpose of the 

customer orientation and its impact on the overall business performance. We consider this 

as them being aware of the risk that there is often a lack of understanding of the cost-

benefits tradeoffs around the operational functions. Even if the co-workers in the product 

companies have expressed that the communication from the marketing department have 

improved, much work remain, hence some co-workers expressed that all threads are yet to 

be fully tied together. We think that it is important that the marketing department works 

hard on paying attention to the co-workers opinions and suggestions in order to both 

stimulate creativity and open up the communication. From this they might be able to 

increase the understanding of the marketing strategies and become able to minimise the 

risk of ending up with a too large distance between the co-workers within the product 

companies and the marketing function. This is a common problem emphasised by Glynn 

& Barnes (1995). 

 

The new joint structure has been a concrete step and necessary to accomplish the customer 

orientation work. The starting point for the change process has been consisted of finding 

the needs on the market, something that among others been mentioned by one or the 

company managers. This is in line with what the theory says about how a company should 

work with the process in order to become customer oriented, for instance by Kasper et al. 

(1999). Changing the structure, leaving the product orientation behind and becoming 

customer oriented have been necessary and an evolutionary process, partly forced by the 

external environment. We think that knowing what the customers want and being able to 

create more value than the competitors are not empty words but rather a necessary 
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strategy. Even though these thoughts seem to be clear and shared between most of the 

mangers we think it is doubtful that Skandia does not have a pure, declared and separate 

customer service strategy, even if they have one included in the overall strategies. We 

wonder why they have not chosen to be clearer on this point when we have found that it in 

this particular issue is several different meanings between the functions, of how it may best 

be created. We like to raise the question of what Skandia could gain from creating an easily 

understandable strategy of this new structure, also how that would influence the work on 

the customer service and the overall business goal in becoming customer oriented. We 

think that the managers are sending out a message with various meanings. They talk a lot of 

the importance of the goals with the new structure, to create customer satisfaction and 

become more customer oriented, but a comprehensible strategy is missing. Even if it is 

added within the overall strategy we think that there might be issues to win by separating 

them.  

 

According to Grönroos (2004) the upside-down pyramid organisation structure creates 

more responsibility for the co-workers who interact with the customers, whereas the 

manager role becomes more supportive. This, even if Skandia have done more towards the 

opposite and centralised the organisation, Milton indicated that even if they are more 

centralised today it is important that they still use decentralised decision functions. 

However, we see that the two have the same goal but uses different structures as means to 

reach them. They are always talking about that the customer is the most important and that 

the starting point always should be the customer, then it can not be that hard to write 

down and create a clear vision that can be communicated easily throughout the entire 

organisation. 

 

How the above analysed marketing organisation structure and behaviour variables relate to 

the overall business performance will be discussed further ahead in the end of the analysis. 

In that section, we will also relate these two dimensions to a third and fourth aspect, the 

overall business strategy and the organisational archetypes, that Olson et al. (2005a; 2005b) 

has researched. However, in the following section we will first discuss these aspects alone 

without correlation to other dimensions. 
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6.3  Business strategy 
 

An organisation’s business strategy is needed for the managers and co-workers within the 

organisation to know how to work in order to reach the planned goals (Chandler in 

Eriksson-Zetterquist et al., 2005). Referring to earlier discussions we have stated that 

structure both can be viewed as following strategy and the other way around. What we are 

able to say is that there is an interaction between the two and that both have impact on the 

overall business performance. According to Olson et al. (2005b), an organisation needs the 

strategy in order to be able to make the relationship to the organisation structure and 

strategic behaviour to work. We have found two business strategies suggested by Olson et 

al. (2005b) that fits Skandia and might help them in the overall business performance. The 

first strategy means being classified as an Analyser; hence this type of business strategy will 

improve their market position by keeping close to the customers and competitors. We 

think this business strategy is coherent with the Skandia marketing function because it 

concurs with the pronounced goals of becoming customer and market oriented. The 

second business strategy possible to use is becoming a Differentiated Defender. Using this 

strategy Skandia will increase their market shares by focusing on high quality and 

exceptional service, which is something they have stated as something they wish to 

accomplish. However, we think the second business strategy type contains more difficult 

competitive tools since how a service is experienced will always be subjective and therefore 

rather hard to achieve. Creating high quality is also difficult as quality of the customer offer 

can be easily copied, something that has been confirmed by one top manager as well. 

 

6.4 Organisational archetype 
 

Up until now we have regarded the structure and behaviour variables separately. To recall, 

we see that, if we choose to look at the marketing function alone, within the marketing 

function, the formalisation seems to be rather low as the roles are experienced rather clear 

within the own units even though people from other parts of Skandia think the opposite. 

When it comes to centralisation within this marketing function, it is also rather low since 

the decision-making does not seem as centralised and controlled as in the rest of the larger 

and decentralised Skandia. Further, we have also talked about a high level of customer 

orientation in the marketing function and that it now contains a high amount of marketing 
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specialists. As we are interested in studying the relation between the structure and 

behaviour variables in Skandia we find that the research from Olson et al. (2005b) 

regarding organisational archetypes is useful as these mentioned archetypes consists of 

both structure and behaviour variables. In our case study we think that the type that 

explains the current situation at the marketing function in Skandia the best is the 

Customer-Centric Innovator, at least when the marketing function is viewed as a separate 

entity. To refresh, Olson et al. (2005b) mean that such organisation functions are more 

informal, have a higher amount of specialists that have the knowledge to better understand 

the customer. As mentioned in the previous section we recognise that this is also the case 

in the Skandia marketing function.  

 

We mean that it is the configuration of these mentioned structure and strategic behaviour 

variables in Skandia that indicates the Customer-Centric Innovator archetype for the 

marketing function, thus it is their relation that carry us towards an understanding of and 

implication for the overall business performance. However, to create an understanding of 

whether this outcome is high or low we need to regard the business strategy. As discussed 

earlier, we consider Skandia to have characteristics from both the Analyser and 

Differentiated Defender business strategy. According to Olson et al. (2005b), when either 

of those business strategies is combined with the Customer-Centric Innovator archetype 

there is a strong implication for a high overall business performance. We will explain our 

view on this relation further in the next section.  

6.5 Overall business performance and outcome 
 

One of the research questions of this thesis is to explore how the structure of the 

marketing function influences the overall business performance. For this we need to 

summarise the outcomes derived from the initiation of the marketing function in order to 

then relate them to the structure variables. We acknowledge both positive and negative 

effects on the overall business performance. Positive ones are a higher level of efficiency, 

clearer definition of work tasks, increased customer focus and understanding of their needs 

as well as a more uniform appearance towards the customer. Also, other positive outcomes 

are economies of scale, better controllability and that it now is easier to anchor mutual 

goals. On the other hand, one negative outcome that the internal relation within Skandia 

still has to be improved to work smoothly. This goes in particular for the relation between 
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the product companies and other parts of Skandia. The marketing function is experienced 

by some to be a bottleneck for decisions and communication, which could have a negative 

effect on the business performance. In addition, there is a risk that the marketing function 

gets too far away from the customers.  

 

We interpret that the overall business performance is generally procured as more successful 

the higher up in the company hierarchy that we go. Revisiting the summary from our 

empirical findings the pattern is obvious; the group management is the most positive 

followed by the marketing function managers, marketing function co-workers and then the 

product managers. The co-workers at the customer services are the least content with this 

new structure. From our point of view, this is a common problem. The reason for this, 

according to us, is that the managers have a long term perspective and see that they will 

reach this rather large re-focus within a couple of years. They probably feel quite content 

with things moving in the right direction even though they have not reached the finishing 

line yet. However, the customer service co-workers are in the present, they experience the 

changes hands-on and everything that comes along with that right here and right now. We 

imagine that it could be issues such as dissatisfied customers that does not like the unified 

website, increased demands on knowing more about Skandia as a whole, the increased 

dependence on the marketing function to send out their marketing communication 

internally first and on time, etc.. With these outcomes in mind we will now enter the final 

part of the analysis. It consists of a conceptual framework displaying our view on how all 

of the previously discussed aspects from the chapter connect to each other.  

6.6 Conceptual framework 
 

In this chapter we have applied our empirical findings on to a framework from the 

literature review in order to enable us to find answers to our research questions presented 

in the beginning of the thesis. The central issue in this study is to explore and explain the 

structure of the marketing function in a customer oriented organisation. By using and 

developing a framework primarily built on Olson et al. (2005a) we will portray this in terms 

of our view on the relation between structure variables and strategic behaviour variables in 

a joint marketing organisation such as Skandia. These dimensions have, according to us, a 

significant relation to each other as well as to overall business performance. With the figure 

in the literature review summary as a foundation, we add and adjust some features that we 
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have detected in Skandia that we believe to be crucial to understanding the reason for the 

current situation in the company today, see figure 6.1 below. Every box in the figure is 

filled with the way that the marketing function in Skandia looks like. As an example; the 

marketing function is low in centralisation within itself and has a high concentration of 

specialists.  

 

 

 

Figure 6.1: Conceptual framework of a marketing function and the relation between structure, strategic 

behaviour, organisational archetype, business strategy and overall business performance. 

Own construction 

 

Basically, we have added the boxes of communication, co-ordination and organisational 

archetypes to the original figure by Olson et al. (2005a) that we displayed in the literature 

review. As discussed, Skandia had a clear agenda to become customer oriented, thus they 

had an overall idea of what they wanted to achieve. We think that the journey to the 

outcome can depart from either building a foundation with the structure dimensions or the 

strategic behaviour as well as by forming an overall business strategy. To recall, we 

discussed earlier whether strategy follows structure or if it is the other way around, and that 

we think that none of them is influenced or strictly followed by the other. For that reason 
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we proclaim that two paths in the figure are the most likely to depart from in such a 

process. 

 

The departure is an arising wish to accomplish an increase in overall business performance 

by declaring to wanting to change the structure. Skandia had a initial pronounced aim to 

change some of structure variables in order to obtain better business outcome. The first 

option is to start by deciding what the structure should look like, for instance saying that a 

higher degree of specialisation or a more centralised department for communication is 

needed. The way that the structure turns out will shape the communication and co-

ordination mechanisms; for instance by better communication and more efficient co-

ordination. In their turn they will influence how the strategic behaviour, in this case in 

terms of customer orientation, will be executed. The configuration of these three aspects 

will imply an organisational archetype, in the Skandia marketing function that is a Customer 

Centric Innovator. From there the overall business strategy is regarded alongside with the 

archetype. The theoretical implications are then that the organisational archetype put 

together with an overall business strategy implies an either high or low overall business 

performance. In our Skandia case, the Analyser and/or Differentiated Defender business 

strategy implies a high overall business performance.  

 

The second option that we offer is to take departure in an identically arising wish to 

accomplish an increase in overall business performance by expressing to first reinforce a 

strategic behaviour. In the case of Skandia they pronounced that they desired to be 

customer orientated. We think that it might be harder to go this way since it means that it is 

necessary that the managers behave in a way that affects the communication and co-

ordination towards a combination that will respond to the customer orientation. From 

there, we think that more invisible and informal configuration of the structure variable 

dimensions for the communication and co-ordination are formed. Then the continuation 

of the journey follows the same pattern as the first example; the arising organisational 

archetype combined with an overall business strategy result in an overall business 

performance.  

 

To sum up, either of the structure or the strategic behaviour can constitute departure for 

organisations that wish to reform their marketing function in order to accomplish overall 

business performance. We like to close the analysis of this thesis with a quotation. It 
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summarises this study well in saying that no matter the amount of fancy words for 

structure or strategies, the true success lies in the particular circumstances. 

 

 "Sometimes in place of such analytically-based thinking, popular 'slogans' are 

starting point for [organisation] design. Their danger is that they probably contain 

an element of good sense but are as bases of design they are wrong. Examples of 

such slogans are ‘decentralization is a good thing’, ‘we must be market-oriented’ 

or ‘services must be centralized to be economically effective; the truths in these 

slogans must be related to the particular circumstances involved before they are 

taken as valid in other circumstances"  

(Newman, 1973 p64) 
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7  Conclusion 
 

The reasoning we have used in the analysis has formed the foundation of the answers to our research 

questions. These answers and the answer to the thesis purpose will be presented in our conclusions. 

 

• How is this marketing function structured and why?How is this marketing function structured and why?How is this marketing function structured and why?How is this marketing function structured and why?        

 

The marketing function at Skandia has a joint structure. It is divided in two different 

departments; the Marketing and Business Development, placed in the centre of the 

organisational scheme as a spider in a web and the Market and Communication placed in 

the staff function. The marketing function has been structured jointly in order to reach the 

stated goals such as, becoming customer oriented, creating a homogenous organisation, 

increased efficiency and increased market shares. 

 

• What characteristics does this marketing function have in What characteristics does this marketing function have in What characteristics does this marketing function have in What characteristics does this marketing function have in 

comparison to the whole organisation?comparison to the whole organisation?comparison to the whole organisation?comparison to the whole organisation?    

 

The marketing function is characterised by the structure variables centralisation, 

formalisation and specialisation. The marketing function is centralised in relation to the 

whole organisation of Skandia, but within the marketing function the two departments are 

decentralised in relation two each other.  

 

In accordance to the next structure variable, the marketing function is characterised by 

higher vertical formalisation today than before hence they wanted to introduce procedures 

and routines in order to increase and simplify communication, co-ordination and working 

allotment. Between the two departments within the marketing function there is no need for 

increasing the horizontal formalisation since their roles are rather clear. Marketing and 

Business Development is focusing on business, sales and concept development and 

Marketing and Communication is focusing on internal and external communication. 

 

Within the marketing function the degree of specialisation has increased compared to 

before as the concentration of specialist is higher in terms of specialised knowledge and 
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competence among the different marketing tasks. In general, in the organisation as a whole 

the new structure has resulted in a clearer division of specialists and generalists. The 

number of specialists has increased due to the creation of the marketing function because 

the co-workers can be more focused on their core tasks. The number of generalists has also 

increased because the co-workers have got an increased general knowledge about the whole 

Skandia umbrella resulting in the co-workers not being as focused on their own companies 

as they were in the old structure. 

 

Within the marketing function the horizontal communication between the two marketing 

departments is characterised as frequent, informal and friendly. Both within the marketing 

function and in general in Skandia as a whole the most common channels are personal 

contacts, intranet and e-mail. Vertically, the communication between the marketing 

function and the other functions in Skandia is perceived differently. Some think that the 

information flow is better due to increased spread in comparison to before, but sometimes 

it does not reach all the way and therefore there is still a need for improvements in terms of 

better anchoring regarding for instance news and campaigns.  

 

The marketing function is characterised by an increased degree of co-ordination in terms of 

better co-ordinated activities and information. Co-ordination in terms of autonomy is 

lower, hence the product companies have lost much of their autonomy of marketing to the 

centralised marketing function. Co-ordination in terms of commando is still equally 

important since the marketing function still take given orders from managers. Co-

ordination in terms of standardisation of work processes and results have improved 

according to the service personnel now knowing where to guide the customers if they are 

in the wrong place. Co-ordination in terms of standardisation of competences has become 

better because the new structure has resulted in clearer roles and areas of responsibility. 

The marketing function also has characteristics of overall enlarged customer orientation.  

 

• How does the structure of the marketing function influence How does the structure of the marketing function influence How does the structure of the marketing function influence How does the structure of the marketing function influence 

customer orientation?customer orientation?customer orientation?customer orientation?    

 

The structure variables are, on the one hand, underlined by how well the co-workers are 

able to achieve the customer orientation goal. On the other hand, the structure variables 

are connected to customer orientation through mechanisms such as communication and 
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co-ordination, which in their turn are influenced as well as influence the design of the 

structure.  Nevertheless, a culture with strong behaviour variables can also influence the 

organisation structure, which is characterised by variables that serve a customer oriented 

goal. We think that a well-adjusted structure can ease the implementation of a strategic 

behaviour, such as customer orientation. 

 

• How does the structure of the marketing function influence the How does the structure of the marketing function influence the How does the structure of the marketing function influence the How does the structure of the marketing function influence the 

overall business performance?overall business performance?overall business performance?overall business performance?    

 

Our short answer is that the marketing function structure variables, co-ordination and 

communication mechanisms, and strategic behaviour (customer orientation in this case) 

forms an organisation archetype. This type will, when combined with the overall business 

strategy of the company imply an either high or low overall business performance. In the 

case of Skandia, their archetype indicated a high overall business performance. The 

interdependence between these variables was explained in the analysis via our framework. 

The new structure of the marketing function has given outcomes such as, higher efficiency, 

clearer working roles, a homogenised organisation, increased customer focus and 

understanding of customer needs.    
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8  Authors’ reflections 
 

As discussed in the introduction the intention with this study was to contribute with new 

knowledge about the structure of the marketing function in a customer oriented 

organisation. One aim was to bring understanding to how a customer oriented organisation 

by carefully structuring its marketing function can reach a high overall business 

performance. By applying our empirical findings on the framework of Olson et al. (2005a) 

and doing some modifications we have been able to find implications that answer the 

objective of this thesis. In this sense we think that our results and discussion are able to be 

used in other companies, thus we maintain our generalisation criterion. Hence, we mean 

that it could be useful for other companies to use this case as guiding principles when 

considering redesigning their own.  

 

In this study we have chosen to research the phenomenon from a structural perspective. 

However we have found and are aware of that the structure does not influence the overall 

business performance on its own. Variables such as processes, culture and strategy are 

others that also affect an organisation’s performance, thus we have taken some in to 

consideration For instance we have showed it by including the business strategy in our 

framework and brought up the discussion of the relationship between the structure and 

strategy. Some of the culture and human aspects are included in the behaviour variables 

and the connection between these and the structure have been analysed. However our 

implications bring up a curiosity of testing our framework on other firms with customer 

oriented marketing functions in order to find out if they end up with similar outcome. We 

think it might be interesting to study the phenomenon from other perspectives and widen 

our framework with further implications. One purpose with a case study is, as stated in the 

method chapter, to serve as a feasibility study to allocate characteristics that later on can be 

tested quantitatively. By conducting a research with a quantitative character we can find out 

if the case with Skandia is unique or if it strengthens a belief of the structure being 

significantly influential on desired overall business performance. Our suggestion is further 

studies that will have that particular purpose. 
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Appendix I 
 

Intervjuunderlag 
 

* Rubrikerna har fungerat som teman som vi valt att prata kring och underfrågorna har fungerat som ett 
stöd och har ställts lite olika till de olika informanterna. 

• Presentera oss 
• Skriver D-uppsats Linköpings Universitet 
• Magnus Henrikson är vår kontakt på Skandia 
• Syftet med uppsatsen är att, från ett strukturellt och chefsperspektiv, utforska och 

förklara strukturen hos marknadsföringsfunktionen i en kundorienterad 
organisation.  

 

 

• Inledande, allmänna frågor/bakgrundsbyggande 
 

Vi vill veta lite mer om intervjupersonen 
 

1. Vad är din befattning?  
2. Arbetsuppgifter? 
3. Hur många medarbetare har du? 
4. Var i organisationen? 
5. Hur länge har du jobbat på Skandia?  
6. Vad har du för tidigare bakgrund? (tidigare arbete + utbildning) 

 

• Beskrivning av Joint Marketing Function 
 

Vi använder oss av begreppet Joint Marketing Function pga. att det förekommer i 
tex. pressreleaser från er. 

 
7. Vad innebär uttrycket för dig? 
8. Hur har nu valt att organisera/strukturera er marknadsförings funktion? Varför? 
9. Vad fyller den för funktion? 
10. Var i organisationsschemat kan man finna dessa avdelningar? 
11. Vad har den för karaktärsdrag: 

Centralisering/decentralisering/formalisering/specialisering? 
12. Hur koordineras arbetet mellan era avdelningar och andra funktioner inom 

Skandia? 
13. Hur ser informationsflödet ut? Vilka kanaler används? 
 

• Arbetet före omorganiseringen 
 

Vi vill förstå samarbetet mellan Skandia Liv och Skandia. 

 

8. Hur såg amarbetet mellan ut bolagen/avdelningarna innan 2004? 
9. Berätta om hur samarbetet upplevdes?  (motarbete/samarbete) 

 



AAPPPPEENNDDIIXX  II  

- 117 - 

• Arbetet efter omorganiseringen 
 

10. Berätta om på vilket sätt ni på Skandia Liv märker av omorganiseringen? 
11. Hur ser relationen ut mellan avdelningarna/bolagen idag? 
12. Hur upplevs arbetet mellan avdelningarna/bolagen idag? 
13. Har något förändrats? Vad/hur? 
14. Vad har blivit bättre/sämre? 
15. Upplevt motarbete/samarbete mellan avdelningar/bolagen? 
 

• Effekter och resultat av omorganiseringen 
 

16. Vad har ni lyckats med avseende på införandet av en joint marketing function? 
17. Vad har förändrats inom marknadsföringsfunktionen sedan den infördes? 
18. Vad har varit mest problematiskt? 
19. Vad kan i dagsläget göras bättre? 
20. Vilka möjligheter skapar er nya struktur?  
21. Vilka hinder skapar er strukturen? 
 

• Service marketing, kundvärde och CRM 
 

22. Hur skapar man kundvärde enligt dig? 
23. Vilken innebörd ger du Service marketing? 
24. Hur ser ert CRM-arbete ut? 

 

• Hur ser framtiden ut? 
 

25. Hur kommer samarbetet mellan funktionerna att se ut i framtiden? 
26. Kommer ni behålla strukturen? 
27. Hur kommer ni att förändra den? 
28. Vad blir nästa steg? 
29. Hur aktuellt är att knyta ihop flera marknadsföringsfunktioner (t.ex. för Norden, 

genom att knyta ihop Sveriges marknadsfunktion med Danmarks?) 
30. Hur aktuell är implementering av en gemensam marknadsföringsfunktion i andra 

länder? 
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Appendix II 

 

E-postintervju 
 

Vi är två civilekonomstudenter som just nu skriver vår magisteruppsats för 
Skandia. Vi ska titta på Skandias marknadsorganisation efter att Skandia, sedan 
hösten 2004, har blivit ett ”gemensamt” Skandia. Vi har genom kontakt med 
Sven-Erik Milton fått klartecken att skicka några frågor till er om detta.  
 
Vi vore ytterst tacksamma om Du ville ta Dig tid att svara på sju frågor om Ditt 
arbete på Skandia. Utgå från Dig själv och ge gärna exempel i Dina svar. Svaren 
kommer att behandlas konfidentiellt och anonymiseras. 
 
Vänligen skicka dina svar till liumagister@gmail.com så snart som möjligt! 
 
Stort tack på förhand för Din medverkan! 
 

Vänligen, 
Frida Makloof & Therese Sundberg 

 

 

 

1. Vad arbetar Du med inom Skandia?  
 
 

2. Vilka andra avdelningar eller funktioner i Skandia har Du 
kontakt/kommunikation med?  

 
 

3. Hur kommer informationen till dig från ledningen när det händer något nytt? 
 
 
4. Beskriv hur informationsflödet från koncernledningen till Dig såg ut innan 

omorganiseringen 2004. 
 
 
5. Beskriv hur kommunikationen mellan dig och avdelningen Marknad och 

Kommunikation/Marknad och Affärsutveckling går till.  
 
(Produktbolagen fick frågan: Hur tycker Du att Dina åsikter eller förslag 
tillvaratas av din närmaste chef respektive chefer högre upp i organisationen?) 

 
 
6. Hur upplever du samarbetet mellan din avdelning och Skandias olika 

produktbolag? 
 
 

7. Hur anser du att det ”nya” gemensamma Skandia fungerar jämfört med det 
”gamla” med avseende på samarbete, koordination och kommunikation? 
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Appendix III 
 

Empirical quotations in Swedish 
 

“Alla fullständigt bombarderade kunderna med olika produkter utan någon 

som helst synkronisering, det var åtminstone brist på synkronisering. Det fanns 

ingen tanke varumärket, marknadsföring eller vårt totala kundvärde alls.” 

 

(Gert Engman, p31) 

 

“Avfyra båda pipor ut i luften och hoppas att det åtminstone träffar någon 

istället för att försöka hitta kunder som var intresserade och styra produkterna 

efter kundsegmenten.” 

(Gert Engman, p31) 
 

“Nu kommer kunder att möta någon från ‘Skandia Bank och Försäkring’ 

istället för en från Skandia Liv, Skandia Link, Skandia hit och Skandia 

dit..” 

 (Gert Engman, p33) 

 

“Vi behövde skicka ut ett enda budskap – folk var förvirrade förut.  Det är 

inte smart. Många ansåg att vi borde agera som ETT Skandia och sa ‘ni har 

inte samma intressen för att detta ska fungera’.” 

(SvenErik Milton, p35) 

 

“Vi höll på att förlora i konkurrenskraft /…/ processen började 2003 när 

vi tittade på marknaden och utvärderade hur välutrustade vi var för att möta 

konkurrensen. Vi insåg att vi inte tog tillräckligt hänsyn till kunden utan 

hade mer fokus på de faktiska produkterna.” 

(Helena Ruhmén, p36) 
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“Du behöver ha folket med dig. Vi har en rätt tuff resa bakom oss. /…/ Du 

behöver en rätt stabil organisation för att göra en sådan förändring, inte ha ett 

dåligt ledarskap och så vidare.” 

(SvenErik Milton, p36) 

 

“Det är viktigt att förstå att beroende på vilket tillstånd en organisation 

befinner sig i så är det riktigt med olika slags marknadsorganisationer..” 

(Helena Ruhmén, p37) 

 

“Det är en del av oss som tycker att vi styr hårdare idag. Vi är tydligare med 

vad som måste göras och inte, att personerna i dotterbolagsstrukturen hade en 

bredare spridning i vad de kunde göra.”  

 (SvenErik Milton, p37) 

 

“Det är en tuff balans mellan mig och produktbolagen. Jag vill inte döda 

idéerna nere i organisationen. Det är viktigt att de behåller kreativiteten, men 

jag tror att det är svårt när du känner att du inte kan styra hela vägen.”  

(Helena Ruhmén, p38) 

 

“Idag, om vi säger att ‘nu ska vi göra marknadsföring för att stärka vårt 

varumärke’, då gör vi det för alla produkter och hela företaget. ” 

(SvenErik Milton, p40) 

 

“Du skulle kunna vara unik i produkt men det kan vi inte göra eftersom de 

är lätta att kopiera eller imitera på nolltid idag, det vet vi. Du skulle kunna 

vara mycket nära kunden, vilket betyder att du kan tillfredsställa kundens 

behov och efterfrågan. Det är där vi vill vara, närmare kunden, och på kunden 

planhalva.“ 

(SvenErik Milton, p40) 
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“Till och med i ett företag som du tror ser likadant ut rakt igenom, samma 

kultur, samma värderingar finns det stora skillnader. När du ska införliva en 

förändring i företaget så framträder de. Det tar flera år innan du kan skapa 

en ny, gemensam kultur.” 

(SvenErik Milton, p41) 

 

“Ja, i början var det en del motstånd att hantera. Vi var tvungna att rota det 

om och om igen, prata om vad de ville och varför. Utmaningen är att nå ut till 

alla.” 

(Helena Ruhmén, p42) 

 

“Det är svårare för idéer nere i organisationen att komma upp – det är en 

utmaning. Dessutom så kan personer nere i organisationen ha förlorat ansvar 

till följd av omorganiseringen och de måste acceptera den nya situationen, göra 

det bästa av den och inte bara sura.” 

(Helena Ruhmén, p42) 

 

“Vi vill processorientera vår organisation mycket mer. Arbetsprocesser och 

strukturer kommer att möta kundernas behov. Denna omflyttning är 

komplett nu men behöver finslipas. Det är nästa steg. /…/ vi är långt ifrån 

klara. Du är aldrig klar. ” 

(SvenErik Milton, p42) 

 

“Det har tagit tid att hitta rollerna i den nya organisationen. Idag är det 

klara men också långa rapporteringar, särskilt till Skandia Liv.”  

 

(Marknadsföringsfunktionsmedarbetare, p44) 

 

“En del medarbetare lever fortfarande kvar i den gamla organisationen. 

Det kan delvis förklaras av brist på eller dålig information från 

ledningen.”  

(Marknadsföringsfunktionsmedarbetare, p44) 
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“Det finns en risk att organisationen nu har blivit för stor nu så att den blir 

trög i beslutsfattandet. Det är faran med stora företag som skapar en stor 

marknadsorganisation. En av de viktigaste aspekterna för ledningen är att 

försäkra sig om att vi inte hamnar i en byråkrati som vi inte hade förut.“ 

 

(Hans Svensson, p46) 

 

“Vi vill ha ett aktivt ägarskap och försäkra oss om att processen går vidare. 

Vi ska förankra detta hos 2 200 anställda. Det är en del arbete.”  

(Hans Svensson, p46) 

 

“‘Jag har skickat både e-post och satt upp meddelanden på anslagstavlan 

men ingen förstår ändå. /…/ Vi har kommunicerat och pratat om det 

mycket, men kanske inte tillräckligt. Du kan aldrig göra tillräckligt, men 

hur som helst har vi ansträngt oss för att prata om det”  

(Gert Engman, p47) 

 

“Jag bryr mig inte om vad de heter; jag vill veta vad de gör. Banken kanske 

har fått ett brutalt uppvaknade efter tio års isolering.” 

 (Gert Engman, p48) 

 

“Ju mindre du är desto viktigare är det att du är koordinerad, alltså när du 

är riktigt liten så får du koordination gratis. Å andra sidan, om du är stor 

nog kan du nå en ännu högre effektivitet än om du nicshar 

marknadsföringsfunktionen.” 

(Hans Svensson, p48) 

 

“…så jag får en högre effektivitet och jag tror att jag får en bättre 

styrningsposition i prioriteringarna av projekten än jag hade fått om vi hade 

fyra VD:ar med egna intressen, som vi hade förut. ”  

(Gert Engman, p49) 
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“Man kan ställa sig frågan om vi blir alerta och snabba med en så stor 

organisation. Sättet att förebygga detta är genom aktivt ledarskap.” 

(Hans Svensson, p50) 

 

“Vi jobbar med det nu och vi kommer att påbörja en rätt stor förändring med 

att mäta lönsamheten i fler dimensioner. Idag är vi främst inne på 

produktlönsamhetsdimensioner och nu måste vi börja med 

kundlönsamhetsdimensionerna. Vi har en treårsplan så vi har det stora arbetet 

framför oss. Vi ska gå från att ha 1,8 produkter per kund till 2,5 produkter 

per kund.” 

(Gert Engman, p50) 

 

“Vi är på inget vis först med att försöka sätta detta. I verkligheten är det rätt 

naturligt att ha det. Det kräver gemensamma mål, att alla jobbar i samma 

riktning, stödjer och förstår målen.” 

(Bengt-Åke Fagerman, p51) 

 

“Det är inte bara cheferna som bör känna till vad vi gör, det är lika viktigt 

att alla andra vet att detta är vad vi ska gör /…/ och här har vi mycket kvar 

att jobba med tycker jag.” 

(Bengt-Åke Fagerman, p52) 

 

“Om du däremot skulle fråga medarbetarna skulle de troligtvis saga att 

informationen från marknadsföringsavdelningen inte fungerar väl. Jag tror att 

det tar tid för dem att få något gjort, ibland tar förändringar tid att förstå.” 

(Susanne Jansson, p53) 

 

“Nu vet vi mer om vad som händer i Skandia, tidigare var vi mer isolerade, 

inte mycket ”Skandia-tänk” då, vi känner oss mer engagerade idag.” 

(Susanne Jansson, p53) 

 

“Det var faktiskt den enda koordination som fanns innan omorganiseringen.”  

 

(Bengt-Åke Fagerman, p54) 
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“Dessa saker är inte på plats ännu, men de kommer, det är ett väldigt djupt 

rotat sätt att arbeta på och inget du bara ändrar over en natt. Sådana här 

saker tar tid..”  

(Bengt-Åke Fagerman, p54) 

 

“Detta är inget hokus pokus, utan är drivet av det faktum att det behövs på 

den svenska marknaden för att Skandia ska bli ännu bättre i framtiden. Det 

här är inget vi har gjort för skojs skull, vi har utgått från marknadens behov 

och jag tror att det är rätt sätt.” 

(Bengt-Åke Fagerman, p55) 

 

“Kundledet är det viktigaste för mig. Jag tror att det är själen och det är där 

som man behöver starta, för vi lever på våra kunder.”  

(Bengt-Åke Fagerman, p55) 

 

“Det är en balans mellan att leverera vad kunden vill ha och att bibehålla 

lönsamhet. Det är lätt att leverera vad du vill men företaget skulle gå i konkurs 

för det skulle bli för dyrt .” 

(Bengt-Åke Fagerman, p56) 

 

“Jag tycker att det är en bättre struktur idag jämfört med förut. Men det är 

också viktigt att du inte dödar kreativiteten nere i företagen bara för att allt 

ska bli koordinerat och centraliserat.” 

(Bengt-Åke Fagerman, p56) 

 

“Vi sitter nu på två stolar; vi drar inte alltid åt samma håll banken och 

Skandia. Nu har vi två viljor att tillgodose. Det är inte alltid lätt när man 

kopplas till ett större koncept och förlorar inflytande.” 

(Susanne Jansson, p57) 

 

“Kulturella frågor är svåra därför att de är så olika, men en del saker borde 

vara samma over hela världen, så som det vi kallar shared service- funktioner, 

som HR-frågor och gemensamma supportfrågor.”  

(Bengt-Åke Fagerman, p57) 
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“Som medarbetare i en så stor organisation som Skandia har du inte mycket 

inflytande och man kan ibland tycka att det ibland inte är särskilt stor vits att 

lämna förslag eller idéer tyvärr” 

(Kundservicemedarbetare, p58) 

 

“Det känns som ‘det samlade Skandia’ fortfarande inte har knutit samman alla 

trådar så att alla I produktbolagen strävar mot samma mål men jag tror att det 

kommer att hända under det här året. Under tiden som har varit fram till idag så 

har inte mycket hänt under ämnet koordination.” 

(Kundservicemedarbetare, p58) 


