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Abstract 
A Study about the use of Resources to Strengthen the 
Network Position 
 
Matilda Immonen  
 
This qualitative research has been performed at Saab Dynamics with the 
purpose to analyze how resources are used in Saab to improve their processes 
and increase their market share. The theory used is founded in IMP theory 
with the implication that companies must move their focus from only 
considering internal resources into using their network. To analyze the 
different types resources in the network the 4R model has been used and 
adopted to two different cases at Saab Dynamics. The first case is about Saabs 
procurement of one of its suppliers, ACAB, and the second case is about a 
Country Xs procurement of the man-portable air-defense system RBS 70 NG. 
To gather data about the cases interviews has been performed with employees 
at Saab as well as other stakeholders. The result from these interviews were 
then analyzed based on the 4Rs, answering the questions: 

• What Products are involved in the product development?  
• Which Production Facilities are involved in the product 

development? 
• Which Business Units are involved in the product development? 
• What Business relationships are involved in the product 

development? 
Once the resources were analyzed and compared to separately, the following 
question was answered: 

• How have resources been combined to expand and strengthen the 
network? 

The result from the research showed that Saab has a great focus on its 
suppliers and how they should structure the network for the best potential 
end-result. In the first case, the procurement resulted in factors such as shorter 
lead-times, smoother processes and better quality products. The second case 
showed that Business Relationship resources such as trust played a great part 
in the procurement. To grow a stronger Business Relationship, Saab used a 
supplier in Country X which in turn also ended up being a part of the creation 
of a new innovative component.  
The end discussion is about the benefits that the procurement of ACAB and 
weather this could be used as a way for Saab to expand their network while 
also gaining more control over the Supply Chain. This is something that goes 
against modern-day literature which often argue that the opposite often is to 
prefer. In the end there is also a short ethical section with the aim to examine 
why people chose to work in an industry like Saab Dynamics. To gather the 
data a few interviews were made with the end result that the respondents 
believe that the industry is necessary for the protection of Sweden and that it 
“is a human right to feel safe”. 
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Popular science summary  
A Study about the use of Resources to Strengthen the Network Position - A Comparative Case 
analysis within the Defense industry. 
 
This project is about how resources in the defense industry could be used to create a stronger 
network position. In recent years it has been suggested that companies should focus on the 
production of their core competence and outsource the rest. But in an industry like the defense 
industry, with its many laws, regulations and highly technological products, it might not be as 
easy. Therefore, it is important to see how a company in the defense industry should organize 
their resources within this highly regulated industry. Especially for a company like the one in 
the report which produces in batches and has long lead times, and therefore gets under 
prioritized by its suppliers due to the low procurement volumes. Batch production is when a 
product is produced in lower numbers and could be compared to mass production which could 
be produced in millions. Primarily this is a subject that concerns companies within the defense 
industry however, it is suggested that the same rules might apply to other highly technical 
companies which also has a low alternatively batch production like the airplane industry. It is 
also interesting since it suggests that previous research in industrial networks might have to 
consider other factors which has not been considered before, like offsets.  
 
The research presented also suggests that even though resources could be considered as 
heterogeneous, there might be some resources that are more valuable than others depending on 
the case. For instance, relationships and trust might be of greater importance when the price is 
higher, the lead times are longer and it is a relationship where the parties involved have a 
different kind of culture. This means that there is more at stake than if the prices are low and 
you could get a new one in a day.  
 
If more companies would start to look through their relationships and how they conduct their 
network, it could possibly cause a ripple effect on suppliers, forcing them to perform better and 
offer better services. However, it might also lead to a reduction of smaller companies. If the 
bigger companies decide that it is better to produce some products in-house, smaller companies 
might lose one of their biggest clients due to this strategy and thereby not be profitable enough 
to continue. Therefore, companies must start performing better and put higher demands on 
themselves in order to not lose customers.  
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1. Introduction 
Developments in technological industries are progressing at an increasingly fast rate and the 
defense industry is no exception. New technologies, materials, regulations, customer demands 
all influence the product development process in arms producing firms. Due to this, companies 
must look beyond their internal resources and see what the best overall strategy is when 
developing new products as well as understand how resources optimally should be combined 
and why. When bringing in and considering external competences and resources, you look at 
the network of stakeholders and resources and use them, and not only what exists internally. 
These networks comprise some sort of relationship where some sort of value is exchanged.  
 
Networks can be seen everywhere but they might not be recognized as networks. One example 
is airplanes where they leave one airport and fly to another and thereby create a connection.  So 
a network can be seen as a structure where nodes (stakeholders) are related to each other by 
specific threads (exchanges) (Håkansson & Ford, 2002). One of the focus areas today in this 
kind of strategic research is about the benefits of integrating customers in the product 
development process together with other stakeholders (Bergman & Klefsjö, 2012). The purpose 
of doing this is to understand the user needs and to create a product that is developed by users 
for users, but that also work from other perspectives. Research on the subject has shown that 
user and customer involvement in product development more often leads to success than when 
not including the user (Laage-Hellman, et al., 2014). Often two types of customer involvement 
are recognized, intermediate users and consumer users. In this research, primarily the former 
will be used to understand the full network and what stakeholders and these are also the once 
that generally have the strongest connections to the company. The interaction between Saab 
Dynamics (hereby Saab), the organization which will be used for the cases in this research, and 
the end-users are often very limited which makes the intermediate users the most logical to 
examine as a first step. However, the latter will also be used since a lot of the information gained 
from the intermediate users originally come from the end users. Håkansson & Snehota (1995) 
mention how business relationships between two companies often are not created in isolation 
but they are the result of a broader context. Further they show how activity links in various 
relationships can have an impact on nearly every aspect of a company’s operations, such as the 
production processes and the product development. Therefore, other relationships, especially 
supplier relationships, will also be examined in this research.  
 
In traditional product development the main focus was on designing a product with focus on 
factors such as speed, quality, cost efficiency (Boothroy, 2012) and sustainability (Güngör & 
Gupta, 2002). The focus was on the tangible core such as on a machine or a plant and how the 
rest of the supply chain delivered was not considered as being their responsibility. But as 
competition has been increasing, literature today suggest that suppliers must put even more 
focus on not only the internal processes but on the full network in order to satisfy the customers 
and create an advantage. There is also a trend in literature which suggest that you should 
outsource the production that is not considered as a core competence (Wynstra, et al., 2001). 
This means that companies would use external resources instead of having them themselves. 
But this balance of deciding what to keep in-house and what to outsource is not an easy task 
which has been proved by Saab that still has problems with the structure of the network. As 



  

 2 

Saab still has a lot of its production outsourced, there has been noticeable problems with 
suppliers not delivering on time, with low quality and with the wrong documentation, Saab is 
considering ways to strengthen the supply chain and make it more stable without compromising 
the control over its technologies. To examine this issue two cases from Saab will be studied and 
analyzed by using the 4R theory, and the two cases appeared quite naturally due to discussions 
that appeared from the construction of the Quality Manual mentioned below. This is something 
which seemingly has not been studied in the defense industry before and therefore will fill an 
important gap as a way for organizations similar to Saab to position themselves but also for 
future theory. To see the result from these two cases, the following questions will be asked.  
 
What Products are involved in the product development?  
Which Production Facilities are involved in the product development? 
Which Business Units are involved in the product development? 
What Business Relationships are involved in the product development? 
 
Once the resources have been analyzed separately, it will be examined how they were used to 
create the most value which brings us to the main question:  
 
How have resources been combined to expand and strengthen the network? 
 
Since this is such an extensive assignment, the main research purpose will be to identify and 
map out primarily external but also to some extent internal resources and how they work 
together. This will be analyzed based on empirical evidence from two cases. From an IMP 
perspective, resource development is a result from the changes in resource interaction 
processes, which could be affected by the combination of resources and resource interfaces 
(Bocconcelli, et al., 2018). The resources that in some way influence the product development 
process will be analyzed by using the 4R-model. This theoretical framework will be combined 
with the empirical findings of the interviews as well as internal documentation at Saab. The 
reason for mapping out the external network is due to the lack of understanding on how the 
network actually looks and what the different stakeholders do. 
 
As mentioned two different cases will be analyzed. The first case is about Saabs supplier 
ACAB, and why it was procured, how the integration between the two parts was implemented 
and most importantly, how this change in resources affected the product and the processes. This 
analysis will create an understanding of how this type of merge can influence the network and 
other resources. The second case that will be analyzed is a project from where a customer, 
namely Country X has, expressed a need for a product, to winning a contract (meaning that they 
have chosen a supplier). This is to map out where and why the different stakeholders are 
involved and what resources that influence the product management and how resources could 
work as enablers to open up for new markets. The final purpose is to analyze how Saab as a 
resource collaborates and combines with other resources such as knowledge, products or 
facilities and how the combination influences the product development and customer 
satisfaction. This is due to Saabs previous problems with how to structure the Supply Chain in 
the way that creates the best value for both the customer and other stakeholders.  
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2. Literature review  
The literature in this report is rooted in Industrial Marketing and Purchasing theory   
and how it relates to customers, customer satisfaction, innovation, and technology transfer. This 
type of research is becoming more current with researchers such as the IMP group empathizing 
the importance of it.  
 
2.1 Product Network Design  
As previously mentioned, there has been a shift during the last decade or so towards a more 
global product development that also has a greater focus on Services, Quality and Relationship 
Management. A lot of engineering productions are moving to other countries due to one or more 
of the following: Lower Costs, Improved Processes, Global Growth or Technology Access (Jha, 
2012). Table 1 below is based on Jha (2012) that separates the conventional production model 
from the Global one:   
 

Conventional Product Development Product development in Production Networks  

Mainly focused on Co-Located Teams Globally Distributed Teams 

Uses Engineering Technology Located in the 
existing Centers 

Taking advantages of engineering technology in 
multiple geographic locations, including low, medium 
and high-cost regions 

Uses a combination of digital product development 
tools and conventional paper-based processes for 
engineering  

Uses an entirely digital product development process 
to facilitate collaborative engineering.  

Table 1.Conventional product development vs. Product Development in Production Networks. 

As a result from the increase in both globalization and competition, organizations are moving 
away from just producing products to also provide services both before and under the 
purchasing product as well as during the phase out of the product. And this do not only conclude 
the traditional services like consulting and optimizing the machines/plants. Especially 
important is it to provide service packages in highly segmented markets where the competition 
is even bigger. There it is also important for the supplier to be innovative in the services 
provided to be able to respond to changes in markets (Buse, et al., 2001).  
 
2.2 Industrial Networks 
The Industrial Designers Society of America (IDSA) defines Industrial design as “the 
professional service of creating and developing concepts and specifications that optimize the 
function, value, and appearance of products and systems for the mutual benefit of both user 
and manufacturer” (IDSA, 2019). Walsh (2000) mention in his report that design is a part of 
the innovation process and that the design makes a contribution to both the marketing, 
production and new product development which are all important in a successful innovation. 
But even though the industrial design is important, it does not really bring in the external 
resources. Bringing in and unifying external and internal participants (resources) is something 
that is required to have an effective product development (Koueftos, et al., 2005). The view on 
networks has changed immensely throughout time, before customers often chose the supplier 
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that could offer the cheapest product or service, without much thought of the hidden costs and 
consequences that often follows when switching supplier. Relationship theory in networks dates 
back decades but did not really catch on until later. Håkansson & Snehota (1995) were some of 
the first people to recognize the need for an increase in research within the subject.  
 
2.2.1 Manufacturer – Customer Collaboration 
Johnson & Ford (2002) argue how the needs and demands of the customer being in the focus 
in marketing. Therefore, an analysis of the customer requirements such as customer needs work 
as a natural starting point in new product development in marketing. Working closely with 
customers or users is often a way to increase the chances of developing new successful products 
and technologies. But Johnson & Ford (2002) highlights that the negatives in joined product 
development often are overlooked. Factors such as loss of critical knowledge and skills, as well 
as increased dependency are some of the possible disadvantages. But it also brings advantages 
such as: product ideas, information about user requirements, assistance on development, testing 
of prototypes and so on. 
 
2.2.2 Manufacturer – Supplier Collaboration  
But manufacturers are also trying to involve the suppliers in the product and process 
development. Wynstra, et al., (2001), mention that this is important with an increasing 
outsourcing and a growing importance of product innovation. The integration of procurement 
and product development has become a key issue for many firms and can lead to reductions of 
cost and an increase in innovation. In development management, four activities have been 
recognized by Wynstra, et al., (2001):  
 

• Deciding which technologies that should be kept in-house;  
• Formulating guidelines for how suppliers should be involved in product development;  
• Formulating guidelines for purchasing-related activities; 
• Communicating policies and procedures both externally and internally.  

 
2.2.3 Relationships  
Industrial Networks consist of stakeholders that are interrelated and that in some way influence 
the network. Traditionally, companies mainly used took responsibility in managing the internal 
company however, companies have expanded their responsibility and begun analyzing ways to 
manage business interactions between companies and other stakeholders. These different 
relationships create networks and are constantly changing and evolving. When there is a change 
in a network, there will also be a change in both companies and relationships, which means that 
companies seeking change will always depend on the approval and acceptance of others.  
 
Håkansson & Ford (2002) mean that Relationships often are complex, long-term and are the 
result from previous interactions between business units. Relationships enable companies to 
cope with their technical dependence on others and the need to tailor offerings to more specific 
requirements. The external company relationships influence the internal companies as well. But 
all of these relationships influence each other and Håkansson & Ford (2002) mention that when 
there is a resource or activity shared in the relationship, there will be either a positive or negative 
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connection between them. Thus, Håkansson & Ford (2002) means, that all interactions can be 
understood without reference to the relationship of its part. The opportunities and limitations of 
a company are related to the resources invested in relationships as well as to the internal 
capabilities. These resources and relationships (both external and internal), can be combined in 
many different ways which creates opportunities for innovation. Johnsen & Ford (2000, p.2) 
mention that “innovation is increasingly recognized as being the result of the combination of 
different knowledge and expertise that exist within different organizations i.e. relationships may 
have interactive and complementary effects on technological innovation”.  
 
2.2.4 Combining and Transferring resources  
This new way of conducting business: involving different stakeholders, providing services, 
cooperating and so on, takes away some of the focus from the economic gain into social, 
informational and technological gain, and one way to inherit new knowledge is through the 
transfer of technology (Hartley, 2017). Technology Transfer is the interaction process between 
two or more entities with the purpose to increase or stabilize transferred knowledge/technology 
(Battistella, et al., 2015). This could for example be between suppliers and customers or 
between divisions in an organization. The information transferred can support the Product 
Development and increase the level of innovation but also to create a better and more 
sustainable relationship (Håkansson & Ford, 2002). But for the technology transfer to work, 
there are a few barriers to the transfer of knowledge. In their literature review, Battistella, et al., 
(2015) mention the three potential barriers: Trust, Intensity of connections, and Distance. 
 

1. In literature it is suggested that without trust, any transfer or development of knowledge 
will fail (Battistella, et al., 2015; Rusanen, 2009). The more trust there is in a 
relationship, the easier and better the sharing of knowledge will be. But to establish a 
relationship of trust, Battistella, et al., (2015), argues that it is necessary to ensure a 
strong sense of reciprocity and Rusanen (2009) means that in a Network Perspectives, 
trust is built up through the exchange of resources.  

2. The intensity of connections is another important role in the resource and Knowledge 
Transfer. It is suggested that a high number of relationships will increase the probability 
of access to new relevant knowledge as well as improve the access to new relevant data. 
But once accessing this new data, the organization must be able to absorb the knowledge 
as well. Even though many relationships will increase the probability of new data, it is 
important to still keep a strong relationship between the entities. Battistella, et al., (2015) 
mention that strong ties lead to greater transfer of knowledge and also a greater 
understanding of the knowledge. 

3. Lastly, different kinds of distances play a great part in the possibility of Knowledge 
Transfer. The types of distances that are organizational, physical, knowledge base 
distance, cultural distance and normative distance. The different kinds of distances, no 
matter if they are physical or behavioral, create gaps that must be bridged. This is why 
the organizations must work closely and have good relationships. In a study by Tóth, et 
al., (2017) they speak about the tension that can occur in networks. They mean that if 
there are much negative tension, such as power differences, it can harm more than 
benefit business relationships. 
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Product Management is defined by Wynstra, et al., (2001, p.77) as “those activities regarding 
purchasing integration in product development that are directly aimed at (the design or 
specifications of) the new product”. This includes how a project should be managed, deciding 
which suppliers should be included and how you integrate development between first tier 
suppliers and second tier suppliers. But it also includes the activities of what information about 
the product that already exists, and what alternative suppliers, products and techniques there 
are to achieve higher product quality Wynstra, et al., (2001). It is suggested by Bocconcelli, et 
al., (2018) that resource interaction might help generate value from the use of specific resource 
combinations, however on the contrary, if the resources are inefficiently combined, the result 
might be the opposite and negatively affect the value creation process. 
 
The ARA framework is a well-known model within Industrial Network theory. But as 
mentioned by Sundquist, et al. (2003) previous research is greatly focused on the Activity part 
of the framework. But in the last decades, the focus has shifted into the resources and the 
learning that takes place in the use, combination and recombination of resources and how it 
enables new innovative resource use (Welch & Wilkinson, 2002), and how it can differentiate 
the industrial firm’s offerings (Jevnaker, 2001). Understanding how resources works and how 
they could be combined to increase the performance of a firm is considered as an important 
topic within business management (Håkansson & Snehota, 1995; Baraldi, Gressetvold & 
Harrison, 2012). It is suggested that the combination of resources, if used correctly, could result 
in the generation of economic value (Cantu, Corsaro & Snehota, 2012) as well as increase 
innovation (Johnsen & Ford, 2002) and technological development (Ciabuschi, Perna & 
Snehota, 2012). However, as Johnson & Ford (2002) also mention, networks might also inhibit 
innovation in the way that it might increase dependency on other actors as well as increase the 
risk of dissipation of sensitive knowledge to third parties. The 4R model is a well-known model 
within IMP theory that is used to shed lights on the process of resource development. 
Bocconcelli, et al., (2018) motivates the use of the 4R model by the following three reasons. 
Firstly, the model helps in understanding and exploring the resource development and 
interaction processes. This in turn will help in the exploration of combining and recombining 
available resources. Secondly, the 4R model enables the mapping of various resources 
(Products, Production Facilities, Organizational Units, and business relationships) across 
organizational boundaries. Lastly, the 4R model can contribute to making a product more 
valuable and relevant without necessarily developing its inner features but by improving its 
direct and indirect features.   
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3. Theory  
The theory presented in this report is firstly based on based organizational theory. Following 
that there is a short presentation of previous theories in product design such as DfM and DfS. 
Then, the theory of industrial marketing and purchasing theory is presented which suggests that 
there needs to be a network perspective in product design.  
 
3.1 Organizational networks 
In recent years, the trend is going towards especially smaller and medium sized organizations 
buying services and products instead of producing them in-house (Bocconcelli, 2018). Research 
has shown that these types of networks bring advantages. First of all, it creates more flexible 
organizations since it becomes easier to break external contracts if they do not fulfill the 
expectations (Jacobsen & Thorsvik, 2008). Secondly, this type of network solution can lead to 
lower costs because you can negotiate contract prices. Finally, by outsourcing some of the 
production, the core company can focus on the core competence. But, disintegrating also has 
its consequences. It might be hard to cope with all of the stakeholders and the company might 
be seen as such a small stakeholder that the sub-suppliers under prioritizing the relationship. It 
might also be that the cost savings are not that big due to an increase in transaction costs and 
core competence might decrease due to less knowledge within the company (Jacobsen & 
Thorsvik, 2008).  
 
The success or failure of a product can originate from the responsiveness to customer needs, 
the viability of the core concepts, the producibility of the design, the robustness of the functional 
quality, the economical precision of the production, the success of integration, the effective 
reusability and the strategic impact (Clausing, 1994). Sometimes to achieve a successful 
product, the requirements of the customers must be combined with technical opportunities in 
innovative ways, to create attractiveness to the customer. This is not an easy thing to do, but it 
is vital in today’s increasingly global market (Bergman & Klefsjö, 2012).  But be able to satisfy 
the customers’ needs you can not only look at the quality of the end product, but the operations 
also need to perform, and there are four ways to do this (Slack et al., 2015):  
 

• Speed - Doing things fast and minimizing the time between when a customer asking for 
a good to delivery.  

• Dependability - To do things on-time and keeping the promises given to the customer.  
• Flexibility - Being able to change the product to cope with unexpected circumstances 

as well as introducing new products.  
• Cost - Doing things to a price that is suitable to the market.  

 
In product development theory, there has been many different theories with different focus on 
how to actually design a quality product, and include various stakeholders in the process while 
improving the operations in some way. Some of the theories are Design for Manufacturing, 
Design for Assembly, Design for Disassembly and Design for Sustainability. Design for 
Manufacturing (DfM) and Design for Assembly (DfA) first started getting formally discussed 
in the late 1960s early 1970s. Bouge (2012) writes about the importance of, Geoff Boothroy, a 
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well-recognized researcher within this era, known for developing a method for a DfA to 
estimate the time required for a manual assembly of a product and the cost of assembling it on 
an automated machine. From this research he recognized that the most important cost reduction 
in the assembly is to minimize the product’s component count by either eliminating components 
or combining them with others. Design for Manufacturing/Design for Assembly (DfM/A) tools 
and principles are used to provide a structured approach to achieving simplified designs for 
products that can be manufactured effectively. In 1980 Boothroy published Design for 
Assembly: A designer’s handbook but the DfM/A guidelines were quickly replaced by software. 
The DfM/A benefits are primarily related to what can be done in-house by doing things like 
minimizing part count and minimizing the use of fragile parts which often leads to both time 
reduction and cost reduction as well as reducing the product complexity in the production 
process (Bouge, 2012).  
 
But in recent year, new theories have emerged as a consequence of people wanting more out of 
products than only functionality, now things as aesthetics, multi-functionality, efficiency and 
eco-friendliness has become an important part in product development (Won-Shik, et al., 2016).  
From this, theories such as Design for Sustainability (DfS) has appeared. Design for 
Sustainability is when a product is responsibly designed from an environmental perspective. 
This means that the products should be designed for durability with the least possible waste. 
This could be done by reducing the total weight of a product or using alternative more eco-
friendly materials (Birkeland, 2002). Similar to DfS, Design for Disassembly is also becoming 
more popular. It can shortly be explained as a complicated reverse Design for Assembly line 
(Battaïa, et al., 2018). The main difference from DfA is that the quality, quantity, reliability of 
parts and subassemblies also are included in the consideration. The purpose is to salvage 
valuable materials and parts from the End of Life (EOL) or discarded products to keep them 
from polluting. Designing for Disassembly can also make it easier to repair products and 
thereby extend the life-cycle (Güngör & Gupta, 2002). Lastly, Manufacture for Design (MfD), 
has appeared. As the focus before was primarily on functionality, producers are now trying to 
make products that are desired by the customer rather only producing manufacturing friendly 
products whilst reducing price. The concept of Manufacture for Design (MfD) is to cover the 
needs of the customers which often nowadays are customized products, the opposite of the DfM 
paradigm which promotes standardization (Won-Shik, et al., 2016). So while DfM/A has a great 
focus on reducing costs and time, MfD focuses on first making sure that the products are 
coveted, and then look at the production chain. 
 
3.2 Industrial Network Perspective  
Even though there are so many different design theories, many of them are focused on the 
manufacturing process as a single process and do not bring in external factors. In where the 
surrounding world is heterogeneous and dynamic, organizations often tend to try to become 
innovative. One of the most mentioned strategies to handle a changing world is organizing 
networks. This is when an organization consists of many smaller and/or bigger units and 
stakeholders, which cooperate and exchange resources. These resources could be either goods 
or services, knowledge (Jacobsen & Thorsvik, 2008), capital, people, structure, processes, 
skills, competencies and relationships (Kandampully, 2002). This was recognized by 



  

 9 

Håkansson (1995) who created the ARA (Activities, Resources, Actors) framework. The 
traditional approach to the activity dimension revolves around the type of product and how they 
should be produced. But there are also other external factors such as natural, technical, political, 
economic and legal factors that also can cause additional complexity. Design is not only there 
to put together the physical products but it should also connect and combine the firm's resources 
to create the best possible output (Baraldi, et al., 2001).  
 
Internationalization have over time attracted considerable interest in Industrial Marketing and 
Purchasing (IMP) research considering both International Business (IB) relationships along 
with the importance of business relationships and business networks (Baraldi, et al., 2018). In 
a study by Håkansson & Ford (2002), one of the main conclusions about IMP studies was that 
one of the best ways to understand a company is by looking at its business relationships since 
they can be both inhibit and benefit its development. Relationships between organizations are 
most often not created and developed in isolation, but can be considered to be a part of a network 
of independent firms (Håkansson & Snehota 1995). These networks are the systems of 
suppliers, consultants, collaborators and other stakeholders that all more or less affect each 
other. The relationships, or the “threads”, between these stakeholders can look different, some 
might be working closely together with a high dependency on one and other, and in some there 
might barely be any interaction. The stronger the relationships are the stronger are also the 
threads (Håkansson & Ford, 2002). The market performance of the organization also highly 
depend on how it functions in relationships with others, and the volumes, market share, profits 
and growth, all depend on how the company handles its relationships (Håkansson & Snehota, 
1995). These business relationships do not only include the direct suppliers and customer but 
stretches out to the entire network (Håkansson & Snehota, 1995). Therefore, the strategic view 
within IMP is not only to develop and care for single relationships but also how to combine 
several direct and indirect relationships to achieve its goals. The development of IMP can be 
described as the development of a research network consisting of a large set of activities, 
resources and actors (Håkansson & Gadde, 2016). Traditionally IMP has had two different areas 
of research, the first is about the researcher community in terms of individuals and roles, and 
the other one focuses on the development of ideas in terms of different kinds of knowledge. But 
there has also been a numerous of tools and models coming out from IMP and one is the ARA 
model which is used to analyze business development. This separation of three layers is a 
central part of IMP theory and used to analyze the industrial networks in terms of activities 
undertaken by actors through the utilization of various resources. In reality these are completely 
intertwined but theory claims that they need to be separated (Insanic & Gadde, 2014).  
 
The Activities in the ARA model refers to what the company do, such as combining, developing, 
exchanging or creating resources by one or many actors. These activities shall fulfil some 
specific function in the network as a whole and therefore they also have an impact on other 
stakeholders in the network which makes them interdependent. These serial interdependencies 
are handled through adjustments to make them more efficient and therefore there is a need of 
coordination between actors (Insanic & Gadde, 2014). One example is if you stop producing a 
product and thereby do not need a supplier anymore. Then the change will have more or less of 
an impact on the supplier depending on how dependent the supplier was on the customer. 
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Additional to the serial interdependent activities, there are also activities performed in parallel 
which are analyzed in terms of the similarity among activities. The activities are similar when 
they exploit the same resource element, and similarity is crucial for economics of scale. This 
could be through the use of the same transportation vehicle, the same recovery facilities or the 
same workforce skills (Insanic & Gadde, 2014).   
 
To carry out the activities, the organization need Resources which is a combination of physical, 
technical-, financial-, and human assets. But it also refers to intangible resources such as know-
how, trust, brand image, tacit knowledge and so on. But organizations rarely have all resources 
in-house and therefore some has to be acquired by others. IMP theory departs from the 
assumption that resources are heterogeneous which implies that the value of a specific resource 
is not a given but depend on how it is combined with other resources. Therefore, interaction is 
necessary for both knowledge and value creation. But all these resources utilized in the 
transformation are then combined with other resources (Insanic & Gadde, 2014).  
 
To analyze these complex resource relationships, the 4R model can be used (Håkansson and 
Waluszewski, 2002). The 4R model was developed to analyze how resources change over time 
in relationship to other resources. These combinations of resources can take place between 
either the same type of resources or of different types. The model distinguishes between four 
resource categories: two physical and two organizational/social. The first physical resource is 
the Products (P) which are the physical products transformed. The second physical resource are 
the Production Facilities (PF) which represent the resources used in transformations such as 
infrastructures in logistics and manufacturing, vehicles, machines, information systems and 
material handling equipment. The first organizational resources are the Business Units (BU). 
The Business Units consists of the organizational structure, personal skills and competences 
that characterizes the organization. The Business Units also imply an identity, financial 
resources and economic accountability which allows them to interact with other business units. 
The second organizational resources are the Business Relationships (BR). The Business 
relationships are the substantial links, bonds and ties which is a result from firms interacting. 
The BRs are considered as resource due to their importance for the involved firms. The 
relationships could also be used as a strategy to achieve certain goals (Baraldi et al., 2010). 
These relationships are crucial for an organization due to factors such as effective resource 
combining among firms. By combining the resources in different ways the consequence could 
be an increase in value creation. The IMP perspective on resources means to place an emphasis 
on resource combinations embedded in various contextual dimensions and characterized by 
interaction and change over time.  
 
The final layer of the ARA-framework is the Actor. Both firms and individuals are actors that 
establish relationships in business networks. These actors can be both between internal 
departments as well as external. How the connections are treated within the various stakeholders 
decide how the relationships will look as well as the outcomes of the relationship. Depending 
on where you are in the life-cycle the actors vary but the task of the actors is to coordinate 
activities and combining the resources (including financial, physical and human resources) 
through their business relationships. These interactions in the business networks vary and can 
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be both long-term, temporary, with a high involvement or barely any involvement at all. And 
while high involvement offers benefits in terms of for example joint resources, knowledge 
sharing and so on, it is also costly and time consuming (Insanic & Gadde, 2014). But innovation 
occurs in a network between firms and therefore innovation is impossible without changes in 
structures and firms involved (Rusanen, 2009).  
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4. Methodology  
The research performed was abductive, meaning that data was gathered and adopted throughout 
the process depending on the outcome from the interviews. It has been argued that abductive 
methods should be the guiding principle of empirically based theory construction due to the 
researcher being a part of the world studied and not only basing its research on existing data 
(Timmermans & Tavory 2012). The abductive approach also allowed changes in the direction 
where the research was going which was an important part of the end result. Instead of being 
controlled by previous research, the empirical data steered the research to open up for 
examining what actually happened instead. The research could be compared to positivism 
which has the role to test theories and provide material for the development of laws (Bryman 
& Bell 2007). It could be used to provide frameworks that can be used to draw conclusions of 
a company’s structure and functioning of organizations. The result from the research could then, 
be used as a way for organizations to organize better. The data gathering primarily consisted of 
four parts. The first source of data was from a Supplier Quality Assurance Manual. This manual 
was created on the request of the company. It was supposed to work as a resource to 
communicate the needs and wants of Saab to its suppliers. To create this manual, many 
interviews was performed which then also worked as an information source and inspiration to 
this research. Secondly, previous literature and theory was gathered, just to get an overview of 
the research area. Then the empirical data was gathered, both the context data which worked as 
a guidance through the research, and also the empirical data which primarily was gathered from 
the interviews but also from Saabs intranet. The reason for using interviews was due to the lack 
of information about the industry. The area is quite unexplored as a consequence of the industry 
being information sensitive. This data gathering process was an iterative process and once new 
data occurred, the research sometimes was redirected.  

For the literature review and the theoretical data, the data was gathered from Uppsala 
University’s online library but also from a various amount of education books. The main 
literature used in the literature review and the theory is founded in industrial networks and 
industrial marketing and purchasing research.  Information was also gathered from IMP Groups 
online webpage where there is a various amount of research papers within the IMP area. To 
find information related to the 4R theory keywords such as ARA, resources, relationships and 
4R were used as search words. To use this, keywords proved to be of value since the ARA 
framework is such a unexplored theory which has been used in a very limited way.  
 
4.1 Supplier Quality Assurance Manual  
The Manual was as mentioned created on the behalf of Saab and worked as resource in the data 
collection for this research. Even though it was created before this actual research, it still played 
a great part in the understanding of the company, the industry and the common problems that 
occur in the network. They had experienced some issues with suppliers not performing 
according to Saabs standards and therefore they wanted to create this manual as a way to 
communicate the expectations. To create this manual, data was collected through a number of 
long interviews and discussions with employees. Data, such as KPIs was also analyzed, to see 
what the most common problems were with the Suppliers and the deliveries. This data was then 
also used in this report, both directly and indirectly and was therefore valuable as a researcher 
to understand many of the issues discussed in this research.  
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But there were some risks when creating this manual. The first risk was that the document 
quickly would be forgotten and not used in the procurements. To avoid this, employees from 
all parts of the production and procurement sectors were involved. Involving people in the 
research could make the research process more collaborative and could be seen as a form of 
respondent validation (Bryman & Bell 2007). In the interviews it was important to understand 
what the most common quality problems and highlight them in the manual. Then, once the 
manual was created it followed an iterative process of being sent out to employees and managers 
according to the process in Figure 6. After the first two rounds of interviews it quickly became 
clear that the internal processes did not look the same. Depending on whom you spoke to and 
on which site, different Employees had different views on how things were performed. Then it 
became obvious that this manual not only would work as something to be used to the suppliers 
but also bring knowledge and standardization into the organization.  
 

 
Figure 1. The process of creating the manual 

 
Another potential risk was that (especially the really small or big) suppliers would refuse to use 
and follow the document. In these cases, the person responsible for the customer contract will 
together with the supplier create a common solution which could be to create an exception or 
Saab helping them in the initiating stage. But the main purpose of the manual is to demand 
higher quality and therefore if the suppliers cannot deliver accordingly, Saab will if possible 
replace the supplier. This will lead to higher costs initially as it is an extensive and expensive 
process to acquire new suppliers, but if it reduces the number of not-approved products and/or 
faulty deliveries, it will be beneficial long-term. 
 
4.2 Empirical Data  
The empirical data for this research came from three different sources, the Supplier Quality 
Assurance Manual, Saab’s intranet and from interviews. The two cases presented in this report 
heavily relies on the empirical data and therefore it was important to gather as much as relevant 
data as possible. At first the purpose with this research from the company point of view was to 
create the supplier quality manual. The empirical data has also been gathered through interviews 
and online internal documentation at Saab. The cases described are two completely different 
cases, but both of them have the same purpose which is to show different resources and how 
they are combined. The first case is about the procurement of ACAB, one of Saab’s suppliers 
and how they have had an impact on the network position and the second case is about a RBS 
70 NG project in Country X and how Saab won the project by the use of resources. 
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4.2.1 Interviews  
Open in-depth interviews were performed with Saab employees and managers in different 
positions within product development in the organization. The interviews were open due to the 
limited amount of information available. Having open questions also allowed the respondents 
to mention what they felt was most important for them to mention and not be biased by my 
questions. When having more structured interviews, the researcher might without even knowing 
it form questions that will lead the respondent to some answers (Bryman & Bell, 2007). During 
the answers of the questions, new more structured were formed to ensure that there were no 
misunderstandings and to complement the information which is especially important in open 
questions where there often is room for misinterpretations (Bryman & Bell, 2007). Interviews 
were also being performed with some of the external stakeholders to get a different perspective. 
The respondents were chosen based on their involvement and knowledge in the different 
processes to access as much information as possible. The length of the interviews varied 
depending on about what they were interviewed about, but also depending of their knowledge 
about the case, so they varied between everything from 15 minutes to 2 hours. All of the 
interviews were recorded with the approval from the respondents and then transcribed. The 
transcribed data was then coded and summarized which can be seen in chapter 8. The risk when 
handling this type of data is that the data gets twisted (Bryman & Bell, 2007), to avoid this the 
respondents read through the answers to ensure that they were correct.  
 
An important aspect when performing this type of qualitative research is to protect the people 
involved in the research (Bryman & Bell, 2007). It was made sure that the respondents were 
aware that they would be anonymous in the research, both to make them feel more secure but 
also in able to gather as much honest data as possible. Therefore, all names mentioned in the 
report has been replaced with alternative names. If the respondents felt insecure about the 
interview, the summarized result from the interviews were sent out to the respondent so it would 
be possible for them to change their answers. In this kind of research and in this type of industry, 
it is important to understand the possible consequences that could occur if the wrong data gets 
out. The data might not only affect the interviewee and/or the researcher but it could even in a 
worst case scenario destroy relationships between countries. As a final control of the research, 
a manager at the company read through the research to ensure that no sensitive information gets 
out.  
 
4.2.2 Problematizing - empirical data  
A problem when collecting data in the type of industry is that there is a lot of information that 
is classified and usually it is quite hard to know what is classified and not. Therefore, when a 
respondent is not sure whether something is classified, they must choose not to say anything 
about it. Data such as economical numbers and KPIs from the cases is something that is not 
open data which means that there is no way to access it and in some cases it seems like there is 
no data to access. By not having any quantitative data it is harder to ensure that the empirical 
data is not only speculations by the interviewees.  Therefore, data which not could be confirmed 
in other interviews have been left out to ensure the reliability of the data. It has also been 
implicated by some of the respondents that information often is divided between employees to 
decrease the risk of complete information being spread through corruption. This has made it 
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harder to gather data that is valid and complete, and also to find key people to talk to. Due to 
this issue, the information sometimes has been gathered from the stakeholders instead of 
internally since it was so hard to find key people. This however might bring a less biased view 
on how the suppliers work together with Saab so it might lead to an even better result.  
 
4.3 Analysis of Data 
The analytical framework underlying the cases was continuously modified as a result of the 
empirical findings together with the theoretical framework. The results from the interviews and 
the empirical data were first presented separately and then when being analyzed, the 4R tool 
was used. The 4R tool allowed a comparison of the two different cases to find common 
nominators as well as differences in the cases. To finalize, it is mentioned in the discussion how 
Saab used resources to expand and strengthen their network and how the result potentially could 
be used in the future as an advantage.  
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5. Empirical context   
This section describes the industry with data collected from various interviews and observations 
at Saab. Some of the information was also presented by the Procurement Manager at the 
beginning of the thesis work to get an understanding of the Industry which in turn would help 
in the creation of the supplier Quality Assurance Manual. This will be followed by an 
identification of Saab’s procurement process which will be a key process in the understanding 
of the second case.  
 
5.1 The Company  
Sweden has for a long time had a policy of neutrality and non-alliance while it still has been 
considered as one of the major arms exporters in the international arms trade. During World 
War 2, Sweden was cut off from all foreign imports and therefor had to become self-sufficient 
which led to the development of the current market in terms of size and structure (Ikegami, 
2013). In 2017 the Swedish company Saab Group was in the top 30 of the top 100 arms-
producing companies in the world, yet it is still considered as one of the smaller companies 
internationally (Saab, 2018). However, Saab Group is, at 40% of the total export, Sweden’s 
biggest exporter within the defense and security industry, and in 2017, they employed over 16 
400 people. During the years Saab Group has expanded and merged with other companies and 
suppliers, creating one big concern located in different places in Sweden as well as in other 
countries of the world. Saab Group consists of six different business areas: Aeronautics, 
Dynamics, Surveillance, Industrial Products and Services, Support and Services and Kockums 
(See Appendix 1 for organizational structure). The one that will be used in this research is Saab 
Dynamics, hereby mentioned as Saab. The reason for analyzing this Business Area is due to the 
connections and access of information that the researcher has. This business area is in turn 
divided into Ground Combat, Missiles, Underwater Systems, Training and Simulation and 
Barracuda (Appendix 1).  
 
5.2 The defense industry 
The defense industry lacks research within some areas. A lot of the research is about the 
structure of the industry or ethical aspects but there is much less research within actual 
companies, which could be due to the highly secretive industry. The defense industry works 
and looks very differently from other industries. One reason why is the demand. A country’s 
need for defense materiel is driven by their assessment of the threat environment. If there are 
many conflicts and threats in the world, the governments traditionally put more money into 
their defense budget. Another factor that separates the defense industry from other industries is 
the development time. Many products in the defense industry have a long product development 
time as well as a long service and maintenance time. This puts high pressure on the arms 
producing companies that must produce products that will not be obsolete when finished. 
Finally, the defense industry is highly dependent on the performance and quality of the products 
and services. While you in many industries can choose to do a trade-off in the performance of 
a product to save money or time, this is often not the case in the arms industry because here the 
consequences of a missing function are life depending. 
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5.3 Saab’s Procurement Process  
Prestby & Dahlin (2015) created an internal Saab document to describe the procurement process 
of Saab from a customer perspective. The purpose of describing the process is to create an 
understanding of how defense customers manage the procurement of products. This process is 
highly integrated with the design process since the product is created from the customer 
requirements. Below, the procurement process from the customer’s perspective by Prestby & 
Dahlin (2015) is described in combination with Saab’s internal management system is 
explained. A picture of the process can be seen in Figure 1.  
 

 
Figure 2. Integrated Product Creation Process (IPCP) at Saab  

5.3.1 Identify Needs.  
Customer Perspective  
The first phase in the defense procurement process is to identify the capabilities needed by the 
armed forces to fulfil missions. This is through both top-down capability needs such as 
capability to withstand future threats, but also bottom-up needs such as replacing ageing 
equipment. These capability needs are then prioritized and Saab tries to find different solutions 
to close as many gaps as possible according to the prioritizations.  
 
Saab Perspective  
Saab does not only produce products based on what the customers want. Saab continuously 
identify and assess market opportunities based on the end-user interest and needs, customer 
opportunities and need, market and industry trends and technology breakthroughs to decide 
whether to invest resources or not. Once a market opportunity is identified, they are translated 
into requirement specification for the commercial product (Solution/System/Service) and 
decide whether to include it or not in the product portfolio and provide relevant release plan.  
 
5.3.2 Consider Options.  
Customer Perspective  
The needs can then be addresses either by (1) an upgrade of current equipment, (2) by buying 
new equipment or (3) through R&D development of new equipment. The purpose of the 
evaluation is to define a statement of requirements which includes the operational concept, key 
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performance data and date of deployment, required quantity of equipment, as well as an 
estimated cost for the procurement program. Most often the procurement agency is responsible 
for the evaluation, and create a Request For Information (RFI). The RFI is a description of what 
capabilities the buyer is looking for with the purpose to gain information about the equipment 
available on the market. From this a Ruff Order of Magnitude Offer (ROM-offer) is made which 
includes a proposed price and the suppliers gets their final chance to influence the final 
requirements to promote their solutions which sometimes includes (a costly) demonstration of 
the product. This is where the customer gets to see if the products fulfill their capability gaps. 
Then the evaluation is finalized with a definition of a defense procurement program that 
includes a statement the operational concept, required quantity of equipment, key performance 
data and date of deployment, and an estimated cost for the procurement program.  
 
Saab Perspective  
Here Saab analyze and evaluate financial and commercial costs, and what potential risks there. 
The industrial cooperation (See chapter 8.3 for information about industrial cooperations) 
function is also involved to get an indirect offset. The projects potential profitability is 
calculated and from this a price is proposed to the customer. The terms and conditions are also 
presented and Saab applies their terms and conditions if possible and the legal function is also 
included to consider the terms.  
 
5.3.3 Budget Decision.  
In the mid-term procurement plan is where the customers apply for money for the procurement 
(E.g. Ministry of Defense in the UK) and it is decided if the procurement will proceed, be 
postponed or withdrawn. 
 
5.3.4 Procurement.  
Customer Perspective  
In the procurement stage there is little room for Saab to influence the customer since this is 
handled internally. But if the procurement method has not been chosen it will be decided now 
depending on factors such as the industrial policy, the volume and so on. Then when selecting 
the actual supplier, the suppliers that responded positively to the RFI will be the primary 
candidates. There are often also formal requirements such as registering with authorities or 
industrial corporations (offsets) which often are crucial in order to facilitate access to business. 
When the suitable suppliers have been selected, a Request for Proposal (RFP) is made which 
includes a technical specification, maintenance plan and price proposal. The RFP is a more 
detailed formal request than the RFI and demands more effort and commitment from the 
supplier due to the importance of the details being correct. If details like the cost is wrong, it 
could cost the supplier a customer. This is where the supplier has the opportunity to provide a 
competitive advantage and shape the offer. Often the suppliers are invited to clarification 
meetings where the supplier can present their offer and potentially change the offer. Then 
depending on the case, a few suppliers with the most qualified proposals will be more 
thoroughly evaluated.  
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Saab Perspective  
In this step Saab tries to influence the customer by arranging meetings, verify offset demands, 
ask questions about the customers’ needs/wants, and present why Saab should be chosen and 
what competitive advantages Saab offers. Demonstrations (if not performed in the Consider 
Option stage) could be performed here. This is also where Saab tries to find out more about the 
competitive offers and try to match them.  
 
5.3.5 Negotiation.  
Lastly the most qualified supplier will with the best proposal (tender) will be invited to 
negotiations. The negotiations specifically handle the Terms and Conditions of the contract but 
also, when applicable, conditions for offsets and technology transfer.  
 
5.3.6 Deviations from the Procurement Process  
But Prestby & Dahlin (2015) mention that the process does not always look the same. 
Depending on which country you are in there are different laws, standards and expectations. 
Another example is the identification of needs. While countries such as Japan and Korea have 
clear Defense and Security Policies some countries do not really have a plan and instead copy 
their neighboring countries. This also has an impact on how the countries conduct their 
procurement, some being very structured, knowing what they want and some being much less 
sure about their needs. Finally, the process of choosing a supplier is not always as easy as 
picking the one with the best offer from a time, money, offset and a technology/quality 
perspective. In the defense industry, politics plays a great part in the procurement of products. 
One example is in the US where there is the Buy American Policy which means that the United 
States Government shall prefer American products in its purchases. Another example is in 
Sweden where different processes such as import/export, and customers and suppliers of Saab 
must be approved by ISP - Inspektionen För Strategiska Produkter (The Inspection For Strategic 
Products) to make sure that the procurement is handled in a correct way.  
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6. Empirical data  
The following chapter consists of summaries from different interviews and internal documents. 
Two different cases are explained, the case of ACAB and the case of RBS 70 NG.  
 
6.1 Product Management Overview 
The Product Management department has the purpose to ensure that the new/developed product 
will be profitable. The profit is then reinvested in new products since it is important to have a 
long-term vision to make sure that Saab has competitive products. They in turn work together 
with the market area which is responsible for the sales of the product. Together they have the 
purpose to win deals so that Saab becomes the supplier of a product.  
 
In the Product Management department, Saab separates from many other defense producing 
companies since many other firms are funded by their customers when developing their new 
products, which Saab also has but not at all to the same extent. Before, the latter mentioned way 
of performing business was preferred but nowadays there is trend going towards Saab’s way of 
conducting business since it is less risky and cheaper. But this way of conducting business is 
much riskier since if Saab do not design a product that is attractive, they might have spent a lot 
of time and money on a product that will not be sold. Therefore, it is crucial for Saab to 
understand the needs of the customers in order to either win a bid (See Integrated Product 
Creation Process) or, to create new needs and influence what the customers need/want long 
before the customer even does and put them in the RFI. Because if an RFI comes out that Saab 
has not influenced, Saab either has to offer an existing product (a so called catalogue product) 
or a completely new product. The way that Saab wants to strategize and separate itself from 
other companies is to have the best offer on the RFI (to cover the customer’s needs) to the 
lowest possible price. Therefore, it is not as important to be much better at something (e.g. 
product performance) but more to offer the “full package” such as cost and quality. Due to all 
of these factors, the product design process becomes quite complicated and another thing that 
makes it even more complicated is the long product development which easily could be a 10-
year project (from customer need to delivered product). So, the products do not only have to 
satisfy the customer needs now but also in the future. So to decide where to invest the money, 
the Product Management department gather information from the network, look at future needs, 
look at future trends in technology, and use this information to make decisions. 
 
6.2 Industrial cooperation and offsets  
To understand some relationships in the defense industry you have to understand Industrial 
Cooperations and offsets. These are special types of relationships that could make or break a 
deal between a country and Saab. In an interview with Anna, an employee working with these 
types of relationships, the difference between the two were defined. Industrial Cooperations 
could be either expectations or they can be agreements where the buyer in the contract includes 
the condition that the seller has to perform activities that benefits the buyer, in the latter case 
the cooperations are called offsets. The so called ‘offset’ relationships do not work the same 
way as with ‘traditional’ suppliers. Either the suppliers are owned by Saab (subsidiaries) or they 
are local, but they are almost always located in the country of the procurement. One of the 
differences here is that the offset, especially if they are Saab-subsidiaries, often has Saab as the 
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main client and therefore Saab do not need to worry about being under-prioritized the same way 
as with the traditional suppliers. However, the purpose of these types of cooperations and the 
reason why they often are considered as being so important is to strengthen the domestic 
defense industry of the procurer as well as increasing the economy of the country. This could 
be through for example knowledge transfer, creating extra jobs, or the possibility to develop 
technology. So this is a way for countries to (beyond the economic benefits) use the transferred 
knowledge and capability to enhance their own domestic R&D as well. Today, offsets are not 
legal within the EU since the European Union reckon that they create unfair businesses with 
unequal opportunities to win business contracts.  
 
Anna also mentioned that Industrial Cooperations often are considered as being something risky 
and impractical. The risk with Industrial Cooperations is that too much information or technical 
competence will be shared with the supplier and that they will use the information in ways that 
will damage business. Some countries even have a strategy to not only use the transferred 
knowledge from Saab but also to examine the products to copy the ‘secret’ parts of the product. 
Hence, Saab sometimes would rather spend more money in opening up their own sites locally 
than risking to share expertise knowledge. So there is a fine balance between Saab transferring 
enough knowledge for it to be considered as valuable to the buyer but still keeping the expertise 
in-house. This is where Anna and her colleagues together with experts together try to evaluate 
how much that should be shared and the value of the knowledge that is shared.  
 
Another negative with the offset relationships is that you still have a network to manage which 
is not an easy task and something that might demand extra time and resources. But the offsets 
also bring benefits to Saab. In the interview with Anna, it was mentioned that Industrial 
Cooperations is a good way to win or at least create an interest in a customer. They sometimes 
also work as a way to get closer to the countries and open up for new businesses in the country. 
By opening up offsets you create new connections to countries and nations and therefore 
increase the possibility for future cooperations. These offsets could then be used for future 
products which would decrease the new offset costs.  
 
6.3 Case 1 ACAB 
Saab has been shaped by its history with many acquisitions of companies as well as sales of 
parts of the company throughout time. At the end of the 90’s, Saab started outsourcing a lot of 
its production to focus on what they defined as their excellence areas. However, following this 
move, the trend switched and Saab started acquiring its suppliers again to ‘control its own fate’. 
However, these big changes in the organizational structure has resulted in problems both with 
the internal (Saab) and external (to customer and supplier) communication. Something that is 
even more obvious between the Business Areas and Business Units. This has resulted in people 
having different processes and views on how things are to be performed and what demands 
there are.  
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Today Saab has a quite extensive in-house production with many of its components as well as 
the assembly of the products, being produced and performed in-house at many different 
production sites. However, some of the components and semi-finished products such as sights 
are still produced at either the offset suppliers or other sub-suppliers. This is often due to the 
lack of competence in-house or offset demands. It is also due to the high cost of the projects 
and the development. The reason why Saab has been trying to integrate the production is since 
they have noticed that relying on external suppliers have brought its negatives. One reason is 
due to the influence that Saab has on some of its suppliers. Even though Saab could be 
considered as a larger industrial company in Sweden, it is still considered as being one of the 
smaller arms-producing companies in the world. It is also not a mass-producing company but 
they generally produce in batches. This influences how they procure parts for their production 
since when something is procured, it is usually purchased in quite small batches. This means 
that the suppliers barely earn anything when they are in business with Saab and therefore Saab 
often gets under prioritized and therefore often have problems with poor quality products and 
especially bad services on some of its products. The problems could be related to slow deliveries 
or not complete deliveries which in turn can result in massive delays in production which are 
both very costly but also that has an impact on Saab’s supplier - customer relationship. So to 
avoid delays and to be able to perform better, Saab sometimes acquire the suppliers to get a 
more stable production.  
 
Another reason brought up by an informant was that it due to the high dependence on the 
supplier. The supplier might be the only one producing a certain component which makes Saab 
vulnerable if anything would happen to the company. So especially if the company is close to 
being bankrupt or if there is a problem with a product, Saab could make the supply chain more 
stable and procure the supplier. But procuring other firms has shown from the interviews to 
bring both benefits and problems. When acquiring another firm, Saab gets the knowledge that 
the firm possess, resources such as the buildings/machines, and also more security in the 
production process. But it also brings problems such as “they against us” feeling and a lack of 
standardization between the different locations. One example was ACAB that was an important 
supplier of composites and then in 2017 was procured by Saab. ACAB once belonged to Saab 
but was then sold as a result from the trend to disintegrate. Saab Applied Composites AB 
(ACAB) is a top-technology company located in Linköping Sweden, that focuses on composite 
based solutions for civilian and military applications. ACABs goal with its products is to 
achieve maximum security and top performance while keeping the weight low. Composite is a 
material that is made from two or more different materials, which in combination create a new 
material with different characteristics than the original materials (ACAB, 2019).  
 
The initial reason for the procurement of ACAB is not something that is known to many people. 
But in an online document in Saab’s intranet, a top positioned manager, Johan mention the 
following about the procurement "This is a very important and crucial acquisition for Saab. By 
integrating ACAB into Saab we will get improved control of key components of the supply chain 
for Saabs product portfolio. At the same time, we are creating synergies with ongoing 
production that will create efficiency gains, improved competitiveness and value for our 
customers". In an online statement from the former President of ACAB, Einar, the following 
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was stated “Even though we had good, close cooperation with Saab while serving as a 
subcontractor, I see benefits of being a part of the business. We will gain even closer 
cooperation, and being a part of Saab will facilitate the establishment of synergies in 
development projects and production, which will result in greater efficiency, competitiveness 
and value for our customers."		 But the actual reason to why the procurement was made is not 
stated.  
 
However, in an interview with Lars, a former long-time employee at ACAB, it became clear 
that the prior mother company to ACAB, GKN, decided to sell ACAB. The reason for GKN 
selling ACAB was due to the deviation in products from their own core products. GKN is a 
company that is more involved in industries such as the automotive industry while many of the 
products manufactured in ACAB primarily are used in the firearms industry. This, Lars 
believes, is why GKN decided to sell ACAB and instead utilize the revenue for development 
within their expertise area. In another interview with Andreas, a former ACAB employee, it 
was mentioned that the products produced in ACAB are key components in many of Saabs 
products and that Saab stands for a high number of the procurements. Therefore, Andreas 
means, it was “a natural step for Saab to procure ACAB”. The motivation for why it was 
important for Saab to procure ACAB was unanimous from the interviews and the unanimous 
reason presented in the interviews why it was important for Saab to procure the products was 
to secure the availability of the resources such as the products, the site, drawings and so on. 
Something that is supported by Johan’s statement in the article. Securing the availability of 
resources is something that is even more important now due to an increase in the demand of 
some of the products that contain the components produced by ACAB. A second reason that 
also was mentioned in the interviews which also is closely connected to the first one is to secure 
access to the competence (both technological knowledge and the tacit knowledge) within the 
organization. But the procurement also brought other benefits that might not have been the main 
reasons for the procurement but that still impacts the end product and therefore the end-
customer. One of these effects were better quality. Stina, A Saab employee that was involved 
in the integration of the two companies mentioned that “even though the products generally 
had high-quality, there were still some problems with late-deliveries and inconsistency in the 
product quality”. By procuring ACAB, Saab could get a better control over the site and the 
production processes which also is the case according to Johan and Einar. This means that they 
could improve the processes, easier make changes according to their needs and also take part 
in the resources that existed in-house.  
 
Being able to share resources was something that proved to work as an advantage in Saabs own 
production of composites. When ACAB was procured, Saab and ACAB worked together in 
order to produce better products and components in a more efficient way. The result from the 
cooperation proved to work and both the products at ACAB and at Saab improved. The 
procurement also eliminated many middle-hands, which lead to a reduction in time. This is 
something that was confirmed in an interview with a Rickard, the Production Manager. The 
Production Manager’s task is to bind the different functions together within the production. 
This includes the actual operations, the planning & logistics, quality management, 
transportation, and so on. In the interview it was mentioned that he already has noticed a 
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difference in the amount of on-time deliveries, and that he was expecting to see an even bigger 
difference in the future. Rickard confirmed that they sometimes had problems with delays in 
deliveries from ACAB. But he also adds that this also could be due to customers not 
understanding the processes and therefore putting too short delivery times.  
 
Another thing that decreased were the costs due to factors such as an increase in control and 
time reduction. Rickard continues that it also is expensive to maintain suppliers and ensure that 
they have proper controls, follow rules and regulations, to transport the products, protect 
knowledge and so on. If a supplier has not been utilized for a while, costly processes such as 
First Article Control and other audits must be performed. Lars further mentioned that he 
believed that the integration would lead to better and faster communication due to ACAB now 
adopting to Saabs own intranet. One of the first steps when ACAB was procured was to let 
everyone apply for new/or their own positions to integrate the staff. But as mentioned by 
Andreas, this did not only bring benefits. Even though the integration brought many benefits 
on paper the integration was not as smooth in some ways. Andreas mentioned that the people 
working at ACAB did not really have as much support as they would have liked to. They had 
to learn new programs that are used within Saab without no true support and someone to turn 
to. However, this is something that Andreas does not really want to get in to in more detail.  
 
 6.4 Case 2 RBS 70 NG 
The second case is the description of a project from the identification of a need to a contract 
being signed, so the IPCP process. Most of the information gathered to this case is from Carl, 
a person that worked in sales and therefore with the project from the beginning. The case is 
about Saab’s product RBS 70 NG (see Figure 2) and the process how it came to be procured by 
a country. Even though the procurement was transparent and the information is public the 
country will be anonymous and referred to as Country X. The reason for the anonymousness is 
due to the sensitivity in these types of procurements.  
 
RBS 70 NG (New Generation) is a short distance air 
defense missile system that has an effective intercept 
range against incoming targets of 9 kilometers, and 
an altitude coverage of more than 5000 meters. It is 
the fourth generation in a row of successful missile 
systems. The new generation part is a key 
component in the product and is considered by Saab 
as the best and most innovative components on the 
market. Due to secrecy, the type of product will not 
be mentioned. The component can also be used 
within other products such as vehicles and remote 
control which makes it a valuable asset for Saab.  
 
Country X is a NATO country and were in an agreement with NATO that they before 2023 
should provide a short distance air defense system. The need for a newer air defense system 
came from changes in the surrounding world such as increasing threats and new technologies. 

Figure 3. Picture of an RBS 70 NG (Military-
today, 2019) 
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This new need was something that was public information so Saab was also aware of the fact 
that Country X might need products. Country X is also a country that previously has done 
business with Sweden and especially Saab. So during a meeting with some end-users in 2007 
about another product, Saab also presented a Power Point about RBS 70 NG which then, only 
was a prototype. The prototype was received well and Saab got some development funding for 
the product, something that is quite common within the defense industry. However, as Carl 
mention, the people there are known for being quite cynical, pessimistic and resistant to change. 
This means that except the challenge of producing a product that responds to their need, there 
is also a cultural difference and a trust issue that needs to be bridged.   
 
There was a need for a new short distance air defense system and Country X presented an RFI 
and started a tendering process where they invited different actors to present their products. The 
actors then gave an ROM-offer which where they tried to respond to as many of the needs of 
Country X as possible. From these offers Country X created an arbitrary budget. With the 
ROM-offer and the budget set, it quickly became clear for Country X that Saabs product 
covered the needs the best and an RFP was made, directed to Saab and the product, RBS 70 
NG.  
 
In the RFP, Saab was aware that they still had to bridge this cultural and trust gap and Carl 
mentioned that their strategy was to “become like Country X”. To do this, Saab wanted to bring 
in as many components produced in the country as possible into the product. Therefore, Saab 
contacted a sub-supplier from Country X to together with Saab develop a sub-component that 
would be used in the RBS 70 NG. This sub-supplier was not a supplier with any special 
competence that Saab did not possess and Saab might as well have developed the product in-
house at a lower cost. As highlighted by Carl, this could actually be seen a cooperation with a 
competitor. Usually, these types of competitor relationships occur when there is a lack of 
competence however, this was not the case here since the cooperation functioned more worked 
as what Carl mentioned as a Win-Win situation, where the supplier got an increase in revenue 
and Saab got access to knowledge as and also indirect, an increase in trust.  So, the outsourcing 
of the component was something that is very favorable from a political point of view and it also 
showed to become innovative and according to Carl the best component in the market. So 
perhaps Saab also benefitted in a technological perspective which they might not would have if 
they had been produced in-house.  
 
This cooperation was a so called Industrial Cooperation and Country X did expect Saab to do 
something similar to this so that the procurement also benefitted the countries own industry. As 
known from the interviews there often is a risk with industrial Cooperations but in this case, the 
knowledge shared from Saab was not that extensive, but the value was in the industrial benefits 
and the creation of jobs. And Saab did not only benefit from the cooperation by bridging the 
cultural gap and gaining trust, they also got inside information about how the industry works in 
Country X.  But, Saab did not only create a relationship through these Industrial Cooperations 
but they also tried to “stay close” to Country X. To do this, employees of Saab often travelled 
to Country X to show off their products, the prototypes and so on. So Saab used a lot of Country 
X resources and infrastructures such as shooting fields. Saab also travelled to Country X to 



  

 26 

perform the product verification. All of these interactions and cooperations was a way for Saab 
to behave less like a Swedish company and more like a company from Country X.  But 
outsourcing some of the production also has it negatives. Carl mention that from his own 
experience, outsourcing often leads to less qualitative products and a loss of control. He 
continues that it often is considered beneficial to keep the production of important components 
in-house to secure the quality and the supply of the products. This together with it being much 
cheaper to produce in the country is also why Saab only used the one supplier in Country X and 
not more.  
 
During this RFP step, there was a lot of problem with media involvement. Carl mentioned in 
the interview that they usually try to stay away from media, something that became impossible 
in this project. Once the other suppliers that was competing for the project realized that Saab 
was the front runner, they quickly went out in media to down-talk Saab and the products of 
Saab. This forced Saab to talk to media and protect their products. In all of this, the strong 
relationship between Saab and Country X became invaluable since without it, Saab might have 
lost the deal. But this media involvement still led to problems like a longer procurement process. 
This RFP process took about a year during which a contract was made that was then approved 
by Country X. This full process, from the initial Power Point in 2007 to the contract being 
signed in 2018 took 11 years.   
 
But there were also other stakeholders that were involved in the process. One of these were ISP. 
ISP is an Authority that approves and gives licenses to organizations such as Saab that wants 
to export products. This process is important for a number of reasons but one of the main 
reasons is to ensure that no products are procured or sold to regions where human rights are 
violated. In an interview with Anders, a key connection between Saab and ISP, it was mentioned 
that all suppliers and customers must be approved by ISP for the products to be exported. In 
this case it means that ISP played a vital part in not only if Saab could work with Country X 
but also if they were allowed to use the supplier in Country X. But for the supplier to be 
approved by ISP, FMV (Försvarets Materialverk) is also involved. FMV is an authority with 
many purposes and that often, directly or indirectly are involved in the export of products. In 
an interview with Sara, an FMV employee it was mentioned that FMV could function as a way 
to build trust between countries. Examples of these kinds of relationship is NATO and the EDA 
(European Defense Industry). EDA has the mission to support and simulate R&D within among 
the state members. Both Sweden and Country X are members of EDA which increases trust 
between the countries even more. But the connection to NATO is just as important. Even though 
Sweden is not a part of NATO, they still need to ensure that their products are compatible. FMV 
ensures that the products produced at Saab, are compatible with the products of Country X 
(since it is a NATO country). Lastly, FMV also classifies the products that are exported from 
Sweden. The reasons for the classifications is to ensure that the technique in the products are 
secured to protect Swedish export.  
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In an interview with Lisa, from Saabs Treasury and Risk Management department, it was 
highlighted how important different banks are for procurements. Lisa mention that when a 
customer of Saab makes a procurement, they often have to pay some sort of financial advance. 
But then the customer can demand a guarantee that Saab will deliver according to agreement 
and if not, the money will be returned. To guarantee this, Saab can contact banks that will 
function as a protection. But in (especially bigger) procurements, the banks might want to share 
the risk, and then EKN (Exportkreditnämnden) is contacted. EKN is an Authority with the 
purpose to benefit Swedish export. If a firm is in business with EKN, they pay a premium 
depending on the risk of the deal. Once a company is in business with EKN they are ensured 
payments in export trade which protects the stakeholders in an agreement (EKN, 2019). EKN 
and the banks work as financial risk managers and thereby they also benefit the Swedish export. 
In this specific project, Carl mention that they offered Country X to be supported by both banks 
and/or potentially EKN. This would have worked as a security for both Saab and Country X, 
however Country X declined the offer. The reason why they declined it is not known but Carl 
mention that it could be due to their cultural differences and/or trust.  
 
Saab also wanted to use this procurement to better establish their business in Country X. Saab 
wanted to outsource the production of missiles to the RBS 70 NG to Country X. This is due to 
the long term benefits for Saab, both to integrate better with Country X which is an important 
customer to Saab, but also due to it being more economically beneficial for Saab. It would also 
have been beneficial for Country X with benefits similar to Industrial Cooperations. However, 
Country X has still not made a decision yet. Carl believes that this is a key relationship in the 
future of Saab and that these countries could cooperate in the future to sell/produce products 
and thereby also share risks, costs and knowledge. However, Carl believes that the cultural 
difference still is a problem and that it will take some relationship building for the cooperations 
to succeed.  
 
In parallel to this process, Saab is also trying to find their own suppliers to produce their 
products. Usually Saab first decides if the products should be produced in-house, however 
sometimes Saab does not have the resources and an external must be used. In cases where there 
is a need for a bigger supplier the process usually follows IPCP where the supplier with the best 
bid wins the business. But when choosing smaller suppliers, the process does not always follow 
the IPCP process. In an interview consisting of four people from the procurement department, 
it became necessary to understand why some suppliers are used and why some are not. When a 
Procurer gets an order they have a list of suppliers to order the different components. Usually 
there is only a few suppliers to choose from and sometimes Saab have designated ‘preferred 
suppliers’, otherwise the procurer most often chooses the supplier based on experience. But the 
components that will be put on order are quite often complex, special made or in small batches. 
This rules out some primarily bigger suppliers since producing for Saab sometimes does not 
even lead to a profit. Therefore, Saab often orders from small family owned companies where 
Saab often is their number one customer. Some of these are also partially owned by Saab 
(50/50). The reason for this is often that they do not have the resources to produce on their own 
without getting bankrupt. By being the part owner in companies like these Saab once again 
benefit from the relationship by having a great influence on the supplier. But the benefit from 
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having this kind of relationship Saab do not have to have the same control as would have to if 
they were completely owned by Saab. Therefore, from a Saab perspective it is beneficial to 
have 50/50 ownership since they gain more control yet they do not have to manage the whole 
firm. From the supplier point of view they can continue on with their business and can also 
access more resources while still keeping their (family) business.  
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7. Analysis  
In the beginning of the analysis a short mapping of stakeholders is presented. Then the different 
resources presented in Case 1 and Case 2 are analyzed by the use of the 4R theory. The theory 
works as a mean to separate the different resource layers in the networks with the purpose to 
get a deeper understanding on how the network looks. The analysis will be limited to the 
Integrated Product Creation Process (Figure 1), so from a known/unknown need until a seller 
is chosen and a contract is signed. After the 4R analysis, it will be discussed how the different 
types of resources are combined with other types of resources.   
  
7.1 What Products are involved in the product development?  
When looking at how Saab conducts its business it complies with what Jha (2012) define as 
Product Development in Production Networks. For Saab it would be hard not to conduct its 
business like this due to the high number of external and global stakeholders that influence 
and gets impacted from Saab. Product development generally starts with a need and a product 
should cover that need. This is recognized in theories such as Manufacture for Design (Won-
Shik, et al., 2016), where the product is manufactured based on the customers’ needs. But to 
do all this, the stakeholders needs to perform and deliver quality products.   
 
In the case of ACAB, the merge resulted in better quality products, shorter lead times and on-
time deliveries. As an effect from this, it is expected that the cost of the production will go 
down which in turn will benefit both Saab and the customers. The merge also resulted in an 
increase in the overall performance and process stability. As Slack, et al., (2015) mention, the 
quality and the cost of the product is not everything, but also the speed, dependability, 
flexibility. In the case of RBS 70 NG the product played a big part in the procurement. The 
performance was like no other on the market, with a component that had inferior performance 
than others. This worked as a selling point in the procurement between Saab and Country X.  
 
7.2 Which Production Facilities are involved in the product development? 
When looking at the product development process, Wynstra, et al., (2001) suggests that four 
activities need to be recognized to increase innovation and reduce cost, and one of them is to 
decide what technologies that should be produced in-house. In both cases a key issue has been 
to decide how to deal with the suppliers.  
 
For a while, Saab believed that they should outsource the production that is not considered as 
the core competence. This was partially to create a more flexible organization but also since it 
is easier to break external contacts and also because it might lead to lower costs (Jacobsen & 
Thorsvik, 2008). ACAB was once a subsidiary to Saab but was then later sold due to the trend 
that everything should be external. In Case 1, it was once again procured by Saab. When it was 
procured, Saab had access to the Production Facilities and equipment. However, as mentioned 
by Insanic & Gadde, (2014) resources do not have a value in itself but they need to be combined 
to create a value. Even though Saab might have benefitted from the Production Facilities, this 
does not mean that they would have benefitted from it as much without the combination with 
the Business Relationship.  
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But ACAB was also changing their intranet to Saab’s, which leads to the process from an order 
to delivery much faster and it also becomes easier and faster to make changes. As a result, there 
has been a decrease in late deliveries from ACAB and as mentioned by Slack et al., (2012) 
speed and flexibility is important for the customers. Disintegrating is supposedly also a way to 
reduce costs (Jacobsen & Thorsvik, 2008), however in the interviews about ACAB the opposite 
was stated. As mentioned in the interviews it is expensive to maintain suppliers due to the 
extensive quality and regulatory work such as performing Audits, the establishment of 
agreements/contracts, performing FAI (First Article Inspections), export licenses, ISP 
approvals, transportation costs and insurances, and so on. Many of these costs reduced or were 
completely eliminated at the procurement.  
 
In Case 2, the Production Facilities and Equipment proved to become more meaningful to Saab 
then intended. When choosing the Sub-supplier in Country X the actual purpose was to build a 
stronger relationship to the country something that is recognized by Buse et al., to be especially 
important in highly segmented markets. But it did not only do that, it also resulted in the 
development of the new innovative component. If the component would be as innovative if it 
had been produced in-house is not something that could be established, however, as suggested 
by Johnsen & Ford (2002) and Ciabuschi, Perna & Snehota (2012), there is a known 
phenomenon that the combination of resources can lead to innovation and technological 
development which might indicate that bringing in a Sub-supplier might actually have increased 
the innovativeness.  Another activity mentioned by Wynstra, et al., (2001) is to communicate 
policies and procedures both internally and externally. The supplier Quality Assurance Manual 
is a way for Saab to communicate the policies and such to the supplier to create an 
understanding and mutual foundation. Therefore, this manual is expected as mentioned by the 
Procurement Manager to reduce unnecessary conflicts and reworks and thereby save money, 
time and strengthen relationships.  
 
7.3 Which Business Units are involved in the product development? 
In these specific cases there has been a greater focus on external resources than internal 
resources. The internal Business areas and Business Units has definitely influenced and played 
its part in these cases however due to the complex Organizational Structure it is a work in itself 
to find and analyze the value that they have brought in the cases.  
 
However, one area that needs to be mentioned is the production which is a part of the product 
management area. The production manager mentioned that they see the effects once a change 
like the procurement between ACAB has been performed. They are also the ones that notice 
first if there are incomplete deliveries, if the products are of poor quality etc. Therefore, they 
can evaluate the changes and see the effects from them and weather they could be considered 
as successful or not. This evaluation step is something that is missing today but the information 
is valuable to decide how to combine resources for the best possible output.  
 
Another important area, especially in the case of RBS 70 NG is sales. The sales area lies within 
marketing and they are the ones that primarily deal with the IPCP process, they are the ones 
that should find customers and sell the products. These are also the ones that sold the RBS 70 
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NG to Country X. These need to work together with the production in order to be able to answer 
to RFIs in the correct way and see what is possible and not. The information exchange between 
the two has to work in order to not suggest a product for the customers that will not work. So 
while the sales area tries to see what the customer wants, they communicate the need to the 
production to see if it is possible to fill the need. As Slack et al., (2015) mention, dependability 
is crucial in order to satisfy the customer’s needs.  
 
7.4 What Business relationships are involved in the product development? 
Within both cases there were a mutual foundation in the Business Relationships which could 
be recognized with Battistella et al., (2015) and their three potential barriers to transfer of 
knowledge: Trust, Intensity of Connections, and Distance. But there was a substantial 
difference between how important the Business Relationship were in both of the cases. In Case 
2, most of the case built on trust between the Saab and the customer. Even though Saab had a 
good product, it was brought to the surface that Saabs problem was not the product but to build 
a relationship with the customer.  
 
The first obvious issue from Case 2 was the Trust. Country X is, as mentioned by Carl, a country 
that is recognized as being quite cynical and conservative when it comes to relationships. 
Rusanen (2009) mention that trust could be built by exchanging resources. In the case, there are 
multiple examples how Saab and Country X exchanges different kinds of resources with the 
motivation to strengthen the trust, but also to bridge the other two barriers. Carl mentioned that 
their strategy was to bring in components from the native country, this Saab did by contacting 
and developing a component for the RBS 70 NG together with a supplier from Country X. Saab 
already had the resources in-house to develop a similar product at a lower cost however, to win 
the trust of Country X this was a necessary move to win the deal. But it also brought more 
benefits,  
 
First of all, it helped in the closing of the distance gap. By working together with the suppliers 
in the country, Saab also became more integrated in Country X. As Battistella et al., (2015) 
mention, Distance is referred to both cultural, physical, knowledge based and so on. So from 
the suppliers Saab got much more than just the components, Saab also got an understanding in 
how the culture is, how the processes work, intensity of connections and so on. So as Carl said, 
Saab tried to “become like Company X”, both by getting to know the culture and the processes 
but also to utilize other resources that the Country provided such as the shooting ranges. But 
this industrial cooperation also brought other potential long-term benefits. As mentioned by 
Battistella et al., (2015) it is not only the intensity of connections that matter but also to make 
sure that they are sustainable. Industrial cooperations is also a strategy to establish new 
businesses long-term. Carl mentioned that Saab in addition to this project also wants to work 
together with Country X in the future and the Industrial cooperation could be a step towards 
that. In the interview with Anna, it was mentioned that even though it could be risky to have 
offsets, they sometimes work as a way to build a strong base in a country and then indirectly 
get access to even more resources. 
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Media also proved to have an impact on the relationship between Saab and Country X. Once it 
became clear that Saab was the frontrunner, the other competitors started contacting media, 
bashing Saab and the products that forced Saab to protect its reputation. Unfortunately, this 
delayed the procurement process and Saab had to try to convince and disprove the accusations. 
Carl mentioned in the interview that if Saab at that moment would not have worked with gaining 
trust, he is not sure how it would have influenced the deal.   
 
Similar to Case 1, the closing of distance gap and intensity of connections also played a part in 
the merge of ACAB and Saab. However, not seemingly as much as in Case 2. ACAB was and 
still are one of Saabs most important suppliers of Composites and other highly technical 
components. In turn, Saab was at 85% of the total sales, ACABs most important customer. So 
in difference of Case 2, there already was a close cooperation between the two. But for Saab to 
secure their access to ACABs components when ACAB was put to sale, it became self-
explanatory that Saab had to procure the company, especially since Saab already have so many 
orders on products that contained components produced by ACAB.  But even though the 
purpose of the procurement was to protect the organization due to their dependence on ACAB 
it also brought other positive consequences. The Intensity of connections, is something that is 
important in order to understand and transfer knowledge (Battistella, et al., 2015). Saab mixed 
the staff when they procured ACAB which lead to some Saab employees working at ACAB 
and vice versa. This reduced the ‘they versus us’ feeling and the employees started working 
together from the beginning. This created a strong relationship between ACAB and Saab 
employees. The integration of the employees also reduced both the physical, cultural, 
organizational, and knowledge differences. So once ACAB was procured, the expertise 
knowledge in the company became the ‘property’ of Saab and they could start producing 
products together and share knowledge.  
 
7.5 How have resources been combined to expand and strengthen the network? 
From the interviews some stakeholders in Saabs network were mapped which can be seen in 
Figure 3. The arrows represent a resource being transferred which could be one of the four types 
(4R) presented above. Some of the stakeholders presented in Figure 3 are not mentioned in the 
report since they were not relevant for the cases, but they are still relevant for the network. Even 
though the stakeholders in this picture is only represent the closest stakeholders from the two 
cases, the complexity of the network is still obvious and also how much the different 
stakeholders not only interact with Saab but also how they interact with each other. The purpose 
of this research was see how these resources, based on two different cases, were combined to 
produce a better end result.  
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Figure 4. Saabs network based on the two cases and the empirical data 

 
 
As mentioned by Jacobsen & Thorsvik (2009) it is crucial to have the ability to adapt and 
strategize in today’s fast changing tempo, and according to the Product Manager Saab often 
tries to capture the need of the customer before the customer even knows what he wants. 
Bergman & Klefsjö (2012) mention that being able to combine the customer requirements with 
technical opportunities is a way to attract the customer. Therefore, the production and sales 
departments must work together to utilize their personal skills and achieve this combination of 
resources. Johnson & Fors (2002) also mention that analyzing customer needs work as a natural 
starting point in new product development marketing. When Saab was in Country X speaking 
about another project, they already heard of this agreement between NATO about a new short 
distance air defense system.  This was not secret information but Saab decided to capture the 
opportunity and present RBS 70 NG. However, the major issue in this case was not the product 
itself but the relationship between Country X and Saab. The case of RBS 70 NG brings in 
another dimension and allows a new perspective on what resources that are included. In this 
case, the cultural and physical distance together with trust played a big part in the relationship. 
To close this gap, Saab used resources from external actors in Country X to show their 
dedication. This in turn led to the component, the new innovative product which nowadays are 
used in other products and not only BS 70 NG. This comes to show how one of the biggest 
resources in industrial networks is trust which also is supported by the research of Battistella, 
et al., (2015) that mention that trust is a reoccurring subject and could also be considered as the 
most important resource. However, as resources are considered as being heterogeneous, there 
is no vale to it alone but could be considered as one of the fundamental elementary resources.  
 
The integration of Saab and ACAB led to the combination of new resources, which showed to 
positively influenced the value. First of all, the integration lead to new developed knowledge 
about composites. By not only integrating the organizations but also the employees, they 
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exchanged knowledge and skills which resulted in higher quality products and also a more 
efficient production. So the merge broke down some of the barriers that inhibited the flow in 
the Supply Chain, caused by authorities like ISP. The merge also allowed Saab to better control 
the production and thereby eliminate costs from audits and so on. But the integration also 
proved how the different types of resources can lead to different results. When combining 
ACABs and Saabs Production Facilities in composited it lead to even better products.  
Information like this is very valuable for Saab since they in the future can use it as a strategic 
tool when deciding what should be outsourced or not.  
 

 
Figure 5. Merge between Saab and ACAB and effects from the merge 
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8. Discussion about the research   
The following chapter will discuss the result of the research, and also in that see where it 
might be interesting to perform future research. There will also be a discussion about the 
quality assurance manual and, the what motivates people working in a company that is so 
ethically debated.  
 
8.1 Discussion of Practical use and future research    
Saab has an obvious track-record of trying to find their best way to manage their network, 
considering what to produce in-house and what to outsource. Jacobson and Thorsvik (2008) 
mention that outsourcing some production allows the company to focus on its core competences 
but if there are limited of suppliers in that component the supply is highly dependent on one 
supplier. Having suppliers is something that Johnson & Ford (2002) mean could lead to higher 
dependency and a risk of dissipation of sensitive knowledge, which in the defense industry is 
very risky. Further, one of the main issues in this research has been weather to outsource 
production to suppliers or not. As Jacobson and Thorsvik (2008) mention, it is easier to break 
external contracts if they do not fulfill expectations. But in cases like ACAB, where Saab highly 
depend on the supplier, I would based on this research, propose that Saab at least consider if it 
is not better to procure the supplier or find an alternative way to access the information to protect 
themselves.  In the defense industry there are noticeably many stakeholders, laws, regulations, 
political views etc. that all makes the supply chain more complex than in other industries but 
also the transfer of resources. So what could be considered in the case of the sub-supplier in the 
RBS 70 NG case is whether it would be beneficial or not for Saab to procure the sub-supplier 
producing the component and if it would allow easier transfer of resources or not. If you 
compare the RBS 70 NG case to ACAB, the initial response that it actually might be beneficial. 
ACAB and the sub-supplier have many similar features and resources that would suggest that 
the outcome would be similar in both cases. Both of them have excellence in one type of product 
of where Saab has knowledge but not the product itself, Saab is a big customer of both, Saab 
already has the same type of production in-house, and Saab is highly dependent on both. Now 
the difference between the two are primarily two things, the distance (both cultural and 
physical) and the length of the relationship. While ACAB and Sweden had been in business for 
many years together, the relationship between the sub-supplier and Saab is new.  
 
We can assume that this type of procurement would benefit Saab if the merge itself were 
successful. This of course requires that the supplier would be open for a deal like this. The 
resources that Saab would gain such as the technological knowledge and the factories would be 
valuable for Saab. Short term it would benefit Saab since it would allow access to the 
components which Saab could use it in many more of its products. However, it would also lead 
to an initial high cost. Long term it might lead to easier access to resources within the country. 
Since Saab wants to start conducting more business in and together with Country X, a 
procurement would allow Saab to access even more resources in the country and at the same 
time form deeper roots and closer relationships. This is a strategy mentioned by Jha (2012) that 
mention that moving out the suppliers is a good way for global growth and technology access. 
If you look at Figure 5, you see that the procurement in turn will lead to new connections which 
in turn also has resources. But it will also increase the knowledge about the culture and the 
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country. Knowledge about culture is something that has been discussed within IMP theory but 
that still seems to be somewhat forgotten. In today’s global markets, the lack of cultural 
knowledge is an issue that should be highlighted and raised more as a resource.   
 

 
Figure 6. Picture on how to access new resources by procuring a supplier 

Another future interesting research implication would be to do a more thorough analysis of 
specifically supplier relationships and the problems that occur when you are a smaller company 
internationally but considered as a larger company nationally. Especially interesting is it in an 
industry like the defense industry with the batch production and long lead-times. While working 
at Saab it was quickly brought to surface that Saab has had problems with the suppliers due to 
them not taking Saab seriously as a customer due to their small orders. In order to deal with not 
being taken seriously by their suppliers Saab took the initiative to choose their suppliers not 
only based on their products but also on their willingness to actually deliver high quality 
products to Saab. To communicate what Saab is to them and also show the expectations that 
Saab has on the suppliers a Supplier Quality Assurance Manual was created. However, this 
does not go to the root of how to strategically chose the suppliers and therefore I find the 
research area interesting and most importantly, important.  
 
In the end, one of the most important factors is to keep the customer satisfied, without them, 
there is no profit. Therefore, you have to know what they want and are willing to pay for, and 
combine this with the technical competence. Involving the customer early in the process is 
something that Uyarra et al., (2008) means also can increase the innovativeness in projects. 
These needs must then be communicated to the suppliers for them to understand the 
expectations as well, since they also have an impact on the end result. In the case of ACAB, the 
procurement led to more efficient resource use and also a better delivered result to the customer. 
To deliver quality products to the customers results in stronger ties and also trust which could 
benefit the relationship long-term. Baraldi et al., (2010) mention that relationships could be 
used to achieve certain goals, so if Saab delivers high quality products with the quality and 
services that the customers request, RBS 70 NG, it will surely benefit Saab long term in terms 
of future procurements 
 
8.2 Discussion of Practical use and future research    
One of the main contributions of this research is the mere use of the 4R framework. As 4R is a 
fairly new theory which has not been applied to that many practical cases before, this research 
worked as some sort of trial for the framework. Once the framework was to be applied on the 
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cases in the analysis, I had a hard time understanding how it would contribute to this work, and 
I still do. I believe that it could work as a way to easier find the resources since it opens up what 
resources actually is and how they could be used. However, I do not think that the framework 
helped me in any way to understand how the resources in the different layers strategically could 
be used as a way to understand how to combine them in the best possible way. Potentially, the 
result how trust is important in business relationships could be an effect from the framework 
however I do not see why I would not have had the same result without the use of the 4R. A 
reason why I think it might not have worked in these cases was due to the lack of information 
and details. If there were to be more detailed cases (which was not possible here due to secrecy) 
the use of the 4R might have been more beneficial than in this case. However, this is something 
to be examined in future research.  
 
A second contribution to research is that even big companies sometimes have problems with 
suppliers due to low order volumes. A speculation on my side is that many companies see the 
trends in bigger companies and try to follow them without considering the differences in their 
organization and the network. There is no one fits all solution and the companies must do what 
works in their advantage. This might be a reason for these companies to integrate suppliers, 
especially if there is a high dependency on them and not disintegrate from the beginning like in 
the case of Saab. This is an important factor as it could be useful for companies with a similar 
organization as Saab for the future.  
 
Finally, we could learn how services could be used to build stronger roots in other countries. In 
the theory it was mentioned that services nowadays might be almost as important as the product 
provided itself. In this case, the industrial cooperation between Saab and the Country X 
supplier, worked as a service in one way to the country. This shows how services actually could 
be used as a strategic advantage, to form deeper roots and connections, especially in a globalized 
company.  
 
8.3 Supplier Quality Assurance Manual  
While conducting this work it quickly became clear that the supplier relationships are highly 
complex but also important which is supported by the research of Wynstra, et al., (2001). As 
Saab has many smaller family owned suppliers they often do not have the knowledge and/or 
sometimes the will to drive quality work. But as Network Management Theory stresses, 
everything is interrelated and a change in one part of the network can have an impact in a totally 
different part of the network. From a network perspective, this manual will work as a resource 
for both suppliers, Saab as well as the customers, and finally the end-customers. It may also 
result in the creation of new ties in the network but also the elimination of some.   
As Saab has noticed, the quality of the products and deliveries (like in the case of ACAB) is 
not always up to standard which in turn affects the end product and therefore also the customers. 
So what Saab wanted out from this work was some sort of a manual that would be sent out to 
all suppliers as an appendix to the contracts. This in turn would work a resource for them to 
construct their own Quality Management System. The manual is presented in Appendix 2.  
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8.4 Limitations   
As in any research, there are limitations to the research conducted. When conducting this kind 
of research where the resources shall be mapped in a complex company like Saab it instantly 
becomes extremely hard to understand the complete network. It becomes even more complex 
in the type of industry that Saab is in. In the defense industry, there is a lot of sensitive data that 
in the hands of the wrong person could have devastating impact. Therefore, a lot of the data in 
the intranet is classified which hinders the usage of it. This is something that all employees also 
consider which probably also constrain the answers from the different stakeholders that have 
been interviewed. As a result, there are further data that cannot be used which would be 
interesting to mention. This relates to another problem which is that you in this type of research 
collect a lot of empirical data but only from a limited number of people that also have a limited 
amount of knowledge. As the saying goes ‘there is always two sides of the coin’. But within 
the defense industry everything is so highly regulatory and information can be sensitive so it is 
hard to find people such as competitors to interview. This in turn could lead to some of the work 
being biased.  
 
Except from the industry being much regulated it is also managed in different ways. As 
previously mentioned the industry works and looks differently depending on where in the world 
you are where some companies are privately owned and some by the Governments. There are 
also different rules and regulations all over the world such as FAR/DFARS, import/export 
regulations and so on that makes a complete analysis close to impossible, hence the focus is on 
the Swedish regulations such as ISP in this report. Further, there are also other influences that 
are hard to analyze in this type of research and that is the politics. In some standards such as 
FAR/DFARS there are demands on how the procurement should be performed (SOFF, 2019) 
including directions for transparency and requirements that the procurements from a supplier 
must be well motivated. But most often there are no such requirements, instead the 
procurements happen based on relationships between the countries and not on the actual offer. 
This supports the data in the research how important the Business Relationships are as resources 
and just how important it is to have good connections. However, this is hard to proof and even 
harder to analyze. However, excluding this type of data does not make the data invalid, it just 
gives the perspective from the chosen resources while further research could be performed from 
another perspective.         
 
What has been seen in this research is how Saab in two different cases has used resources to 
expand their market share. Both cases are according to the empirical data collected from the 
employees, considered to be successful. In the case of RBS 70 NG it is argued that the 
combination of resources was what lead to the procurement, and in the case of ACAB the new 
combinations of resources improved the processes with effects such as reduction of time and 
cost. But even though many of the resources analyzed played its part there are probably many 
more reasons to the success of the change. Some factors such as path dependency are hard to 
explain and even harder to proof how and if it played a part. So even though the result in this 
report could be considered as valuable for future research and future similar cases, it should not 
be used as a definite receipt for success but more as to show that this could be used to strengthen 
the position in the network.  
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8.5 Ethical Implications  
A dimension worth discussing when conducting research, especially within the Defense 
industry, are the ethical aspects. The defense industry is a special and highly criticized industry 
due to the purpose of its products which primarily is to defend Nations but also to attack when 
necessary. Before getting hired, all people are asked if they have understood and thought of the 
ethical implications of working at Saab. Only during the four months that I have been at Saab 
there has been two demonstrations against the company.  
 
 
When arguing about ethics in the industry there probably are at least a dozen ways that you can 
argue about areas such as the ethics of the industry, the ethics of working in an arms producing 
company, as well as where the responsibility starts and ends in the supply chain. Even the name 
Defense Industry could be discussed because in some cases, the ‘defender’ is the one that 
actually attack. Ethics within technical research is something that is considered much more now 
than before with examples such as Engineers having their own Code of Conduct. In the Swedish 
Engineers Code of Conduct they mention that an Engineer “ought to feel personally responsible 
for technology being used in a manner that benefits humanity, the environment and society” 
(Sverigesingenjörer, 2019), but at the same time it is mentioned that “Engineers ought to strive 
to improve technology and technological knowledge so as to achieve more efficient use of 
resources without harmful effects” (Sverigesingenjörer, 2019). The focus in this chapter will be 
on the defense industry from the employee's point of view and why they consider the industry 
being acceptable to work at even though it breaks the Code of Conduct and many other ‘ethical 
statements’ such as the ten commandments and the UN goals for sustainability. Now, this 
discussion is not to argue what is right and what is wrong which would be an impossible task, 
but instead to analyze and discuss the industry (more specifically Saab) from the employees’ 
perspective. Therefore, I have performed 10 short interviews on the people working here to 
understand why they work at Saab and also how they feel about the industry. I did not tell any 
of them that the interview was about ethics until after the first question since I wanted to get an 
unbiased opinion about the company. These interviews were then summarized and analyzed 
based on the ethical theory by Lennerfors (2018).  
 
The first question was an open question where I asked the employees why they started working 
at Saab. Initially when I asked, they all answered based on their own interests, something known 
as ethical egoism (Lennerfors, 2018) The common answer were due to it being a high tech 
company with interesting products. Some also mentioned that they started on the company due 
to the job assignments. So when looking at these answers, no one actually put any value into 
the industry except that it was a high tech-company and interesting for themselves. These 
answers indicate that no person actually mentioned the effects of the industry, the actual 
products or what Saab represents but more in the technology behind the products and the job 
being interesting.  
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After the first question I mentioned the purpose of the interviews and then I asked how they felt 
working in that type of industry. This small change, going from Saab to Industry, as well as 
making them aware about the ethical implications gave completely different answers. First of 
all, to motivate the choice of customers, many people mentioned ISP as a way to ensure that 
the products end up in the right hands. Now this touches the issue of trust within ethics. 
Lennerfors (2018) mention that trust is something that important for relationships and that good 
ethical action is something that builds trust. In many of the interviews it was mentioned that 
they are okay with the export of products since they only sell the products to the ‘good guys’ 
which is assured by ISP. The employees have trust in ISP. But, who are ISP to decide who the 
good guys and who the bad guys are? And Sweden is supposed to be a neutral country, yet it is 
still okay for Sweden to sell to some countries but not to other. Lennerfors (2018), mention 
rationalization and how people explain that they are not responsible for something. This means 
that rationalization is an excuse for doing something that should not be done. So if a weapon 
would end up in the wrong hands, will the employees deny responsibility and put the blame on 
ISP or perhaps some other stakeholder?  
 
Another issue that was brought up was the performance of the products. As previously 
mentioned, many of the employees are interested in the high-tech products. In turn they justify 
working at Saab due to this. They mean that if the products were to be fired, the precision of 
the products is so good, that it will only harm the ‘bad guys’. But what makes it okay to harm 
anyone? This could be motivated through the ethical rationalization ‘denial of victim’, that the 
victim deserves what happens to them (Lennerfors, 2018). A few people brings up Saabs slogan 
“it is a human right to feel safe” as a motivation, another person “motivates by saying that 
“despite the consequence of the products, they are needed for stability” which within 
consequential theory is known as utilitarianism. Utilitarianism considers what the best options 
for ‘everyone’ and motivates actions based on that. Another person motivates by saying that 
“Sweden has to have some sort of defense” and to develop the products you must export to fund 
the R&D, which is known as Particularism. Particularism is when you maximize the good 
consequences for a community, which in this case is Sweden.   
 
To summarize, it became clear that the initial reasons for starting to work at Saab were primarily 
due to the interesting high technological products. Once I again asked the same question but 
brought in the ethical dimension the answers changed. The industry was then defended and 
motivated by ethical theories such as Utilitarianism and Particularism, ant that the industry is 
vital to protect Sweden but also to protect everyone. The employees trust that the weapons end 
up in the right hands thanks to ISP and put the responsibility on them.   
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9. Conclusions  
As mentioned by Cantu et al., (2012) it is suggested that the combination of resources generate 
in economic value, an increase in innovation (Johnsen & Ford, 2002) and technological 
development (Ciabuschi et al., 2012). These suggestions were confirmed in the analysis of the 
two cases. What could be added is that it also could result in stronger network relationships, a 
more stable supply chain and also expansions of the network  
 
This research has shown the importance of bringing in external stakeholders into the production 
design. Within this type of research, it might not be obvious from the beginning how IMP theory 
impact and is related to production theories like DFM. But as shown, IMP theory is highly 
relevant when deciding how a product should be produced since it has shown that it can lead to 
more trust between the stakeholders, and therefore result in the transfer of knowledge and 
technology. This does not mean that one theory eliminates the other but more that a combination 
is to prefer. This transfer showed to result in an increase in the product quality, a decrease in 
the cost of the production and product, a reduction of the production time and so on. However, 
at larger changes like the procurement of ACAB or choosing to use a supplier in another 
country, it becomes important to evaluate and follow up the results from like so they can be 
used in a strategical way to see if they are beneficial or not. This also shows how important it 
is internally that the departments work together and communicate. 
 
This research also resulted in a Supplier Quality Assurance Manual. As shown in this research, 
the Stakeholders have a great influence on other resources such as the end product (and thereby 
the customers). In Saab there has been some problems where the supplier and Saab have had 
communication problems where the underlying problem was a lack of structure and agreed 
roles. So to both protect Saab and the suppliers, this manual was created to avoid 
miscommunication and thereby eliminate potential delivery issues in the future. This report will 
not go into use until after this research is conducted but what will be interesting is to see if and 
how the manual can lead to less errors such as lack of complete documentation. This is 
something that will be possible to see thanks to already existing KPIs.  
 
Finally, this report brought in an ethical dimension. The purpose of the ethical dimension is not 
to point fingers but to get a thought process going, both in the reader and with the employees. 
The defense industry is such an extreme industry which also comes with people having extreme 
opinions. And the question whether the industry is ethically correct or not is a question that is 
impossible to answer due to people having different opinions and views on the matter.  
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Appendix 1.  
Business Areas (Top Picture) and Business Units (Picture Below) at Saab AB.  
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Appendix 2 
Supplier Quality Assurance Manual, to communicate Saabs demands and expectations. 
Appendix 3 from the manual is removed due to secretes.  
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