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[bookmark: _Toc59672166]Executive summary

The ongoing pandemic is disrupting the market as well as our internal organisation.  

The senior management at Netnordic has requested how we set up an emergency project team, with leaders from different business areas and critical functions in the Netnordic value chain to participate in a joint project team. 

The team members have been tasked with reading and analysing the report (Berg et al., 2020) the care of one Hyperpersonalization of customer care.

The emergency project team will undergo an in-depth strategic analysis that will include both an internal and external analysis as well as consider strategic recommendations to ensure a stronger focus on personalised customer care so that a higher level of resilience can be achieved as well as attaining a sustainable competitive advantage. 

The project teams will use established strategy frameworks. The documents will identify a pre-pandemic view, the impact of the ongoing pandemic, and the recommended steps that Netnordic can take to increase the customer experience in general and in disruptive situations like the ongoing pandemic.
Frameworks utilised into this report are:

· PEST
· Ansoff Matrix
· Bowmans Strategy Clock
· Porter

The team will also consider implications of implementing the strategy into the organisation. 



Introduction
[bookmark: _Toc59672167]Netnordic Overview

The senior group management team at Netnordic have requested that the leaders from different business areas and critical functions participate in an emergency project team. 
The ongoing pandemic is disrupting the market as well as our internal organisation.  COVID is heavily affecting the industry, customers, businesses across the world. A significant portion of the industry has created disaster and business continuity plans. However, for most, it has not been an intense focus to have robust plans for extended pandemic contingencies and therefore, the current situations have a disruptive effect that is much more powerful than organisations have planned for. This holds especially true when because so much of the rest of the society experiences disruptions, lockdowns, and general critical health. 
It is, therefore, of utmost importance to undergo an in-depth strategic analysis that will include both an internal and external analysis as well as consider strategic options to ensure a stronger focus on personalised customer care. 
In this work, we will also consider implications, impact and recommendations for an update in the strategy for the different areas of the organisation. 
Netnordic is a Scandinavian system integrator specialised in networking, security and communication solutions. By using market-leading technology in combination with substantial experience and expertise, we help our customers achieve their business goals. Netnordic operates and serves 1500 enterprise and small to medium-sized organisations spread across the Nordic region of Europe. Since 2001 and through organic growth and mergers & acquisitions, the company reached a size of 500 employees across Norway, Sweden, Denmark, and Finland with an annual revue of 230 million USD. 

Our core expertise covers security, integrated communications, networks and datacenter solutions. 
As the basis for our position in the market, a significant amount of technical expertise lies in our company. There is a rigorous effort in combining long-standing relevant experience with continuous competence training to ensure our defined product and service portfolios will match the needs of our markets at all times.  
Our objectives 
NetNordic’s absolute objective is to emerge as an innovative and trustworthy advisor, integrator and operating partner for our customers’ current and future solutions, where our contributions and solutions will include the necessary scalability, flexibility and performance power that is tailored to our customers’ future requirements and needs. 
NetNordic delivers its value propositions to its markets with strong ambitions for long-term and rewarding partnerships with the businesses we want to work towards. Hopefully, NetNordic will be given the opportunity to fulfil its vision of being our customers’ “Best Companion” in the technology and business areas on which one cooperates. NetNordic’s overall objective is to understand all relevant aspects of our customers’ activities and on the other side of this assist in ensuring efficient and optimal work processes by optimal use of technologies, expertise and services. 
[bookmark: _Toc26191][bookmark: _Toc59672168]NetNordic’s value chain 
The company’s foremost assets is our expertise and experience, which contributes directly to success in our customer activities. Our technical competence base is mainly sorted into the following departments: 

Netnordic has structured an internal value chain across different functions. 
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· The Sales department holds the resources that understand the customer and the customer verticals. These people are in the frontline in terms of customer engagements with a focus on finding sales opportunities.
· The departments for Product and Presale consist of experienced architects, solution designers and product managers. The departments assist customers with the advice, design and specification of NetNordic’s offerings and solutions. 
· The Department of Project and Delivery includes the bulk of our technical consultants who work largely with defined customer projects through design and configuration work, consultancy assistance, consulting, courses and competence transfer to customers, project management and as contributions as a technical resource pool for Operations and Support when needed for second and 3rd line operational assistance.  
· The Operations and Support department consists of technical resources that provide ongoing agreed operating services, customer support, support, troubleshooting, bug fixes and service management to NetNordic’s customers.  
· Logistics and Procurement are responsible for negotiating good terms when procuring goods and making sure it gets smoothly shipped to the customer as agreed upon. 
· Marketing is responsible for generating new opportunities and building a brand in the market. 
 




[bookmark: _Toc59672169]Strategic analysis and critical evaluation of the strategic options

The analysis work will be executed by using several strategy and management frameworks to get a healthy multi analysis perspective. Strategy frameworks and tools have long held a significant role in strategy analysis. (Brandenburger and Harborne, 1996)

[bookmark: _Toc59672170]PEST Analysis
“PEST is an acronym for four sources of change: political, economic, social, and technological.PEST analysis is a powerful and widely used tool for understanding strategic risk. It identifies the changes and the effects of the external macroenvironment on a firm’s competitive position” (Sammut-Bonnici and Galea, 2014)

· Political
· Economic
· Social 
· Technological

The framework is used to understand how external forces can impact an organisation. The model was created in 1967 by a professor at Harvard by the name Francis Aguilar.

[bookmark: _Toc59672171]Political
· On the political arena, there are factors that affect Netnordic. This especially holds true for US and China trade war. This uncertainty creates fluxations in our sourcing timelines as well as our prices in with certain vendors like Huawei. Other American and international vendors, as well as these, utilise sub-companies and components that are Chinese. Trying to predict how these relations will evolve is hard, and there is no reasonable alternative to fully mitigate this risk with the current way the delivery of the services and goods are from most technology vendors. Further decoupling of the US / China relations could be adverse. (Wei, 2019)
· Data privacy laws, both locally and in the Nordic region, as well as regulations between the US and EU, are changing. 
· GDPR is becoming more regulated, and several companies have received fines for violations lately. 
· Netnordic operates inside and outside of EU, making logistics, sourcing and data privacy more complex to operate in terms of customer requirements and expectations. 
[bookmark: _Toc59672172]Economic
· The COVID pandemic has changed the economic landscape and what we see as change is the following:
· Competitors are accepting lower margins in order to stay in business, to keep customers and to avoid laying off employees. 
· The decision timeline for winning projects have become longer. It is harder to close business and projects remotely through collaboration tools, and the sales force are experience fatigue and some struggle to keep motivation up. 
· Many customers do not accept physical meetings and have more limitations on how we can come onsite to do implementations for projects that both involve software and related physical activities ranging for assessments, site surveys, datacenter work to installation and integration of software components. 
· A minor portion of our customer verticals is struggling financially to stay in business. 
[bookmark: _Toc59672173]Social 
· The customers have scored interacting with Netnordic, and the customer experience high historically, but we see a slight decrease in our NPS ratings over the last six months as COVID has hindered close customer & vendor relations. 
· A technology debt becomes more visible as the customers have to rely on Netnordic’s platforms that are not entirely up to date for an optimal digital customer experience. 
[bookmark: _Toc59672174]Technological
· Netnordic has strong digital competency with a focus on expert competency on the best vendors in the market. 
· Internally through a focus on margins, there has been a tendency to hold back in investing in platforms that can enrich the customer experience. A higher focus on renewing platform according to market expectations would make it easier to interact and be a customer towards Netnordic.
[bookmark: _Toc59672175]Ansoff Matrix
This tool is used for growth analysis and planning and was created by H. Igor Ansoff. Ansoff was published in 1957 by the Harvard Business Review. The framework focus on growth and, morespecifically, strategies for growth relative to the four quadrants of Ansoff’s matrix. (Ansoff, 1965): market penetration, market development, product development and diversification (Watts et al., n.d.)
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· Increase sales of existing products to an existing market.
Netnordic has market penetration as a key strategy. On the technology pillars integration communication & collaboration and networking platforms, we are a strong player in all the countries but have yet to develop a strong presence on security and datacenter across the region, and we are lagging behind the competition on public cloud adoption. The strategy has been to grow organically, but primarily to lift market penetration through mergers and acquisitions. Since the inception of the company, Netnordic has acquired 16 other companies to bolster market penetration.
[bookmark: _Toc59672177]Product Development
· Introducing new products to an existing market.
Netnordic has currently three different internally developed platforms that are used for differentiating services towards the market. 
We also form large and fluid ecosystems of partnerships in order to offer variations to our projects and services in the market, allowing us unique service wrappings that sets us apart from most of the competition.
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· Enter a new market using existing products.
Netnordic has a strong focus on verticals and have sales resources allocated to eleven defined market verticals today, which covers most of the high volume market potential. 
We are leveraging our growing size across the countries and have in our strategy to ensure that there is more parity on our offerings across the Nordic countries. The ongoing strategic plan towards 2024 includes a focus to grow our security and data centre business, so with the goal that revenue and margins will reflect those of integrated communication and networking pillars. There is also a need to include cloud technology pillar focus in the strategy as all of our customers are on a cloud journey, and if we do not adapt a go to market plan and a strategy around this pillar, it will pose a considerable risk to us as customers might not conceive us to the right partner for them in the future. 
[bookmark: _Toc59672179]Diversification
· Enter a new market with the introduction of new products.
We have a very large portfolio of vendors, technologies, solutions and services. As such, we always need to look for ways to differentiate and diversify. The technology pillar owners run councils trying to capitalise on established efforts, so a strengthening synergy is sought between the established and new offerings. 

[bookmark: _Toc59672180]Porter

Porter’s model is often a corner stone if strategic analysis, though some claim it is being challenged by the differences that businesses face today vs when the framework originated (Merchant, 2012) 
In 1980, Michael Porter published Competitive Strategy,(Dobbs, 2014) a work that shaped the thinking of a generation of academics and managers (Crowther, 2008; Magretta, 2012). Porter’s description of “five forces” that shape the structure of all industries and in large part establish the rules of competition and the root causes of profitability within an industry (Porter, 2008)
Looking at the situation through Porter’s model of 5 forces which includes the following elements:
· Threat of new entrants
· Power of buyers
· Power of Suppliers
· Threat of Substitute products
· Competitive Rivalry 

Porter’s Model (Porter, 1996)
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[bookmark: _Toc59672181]Threat of new entrants

In some of the solutions areas, Netnordic will be sensitive to new entrants. But for most of the technology and solutions, focus Netnordic will be less vulnerable towards new entrants. 
The areas that are most sensible are the rapidly evolving new technology areas where Netnordic has yet to either establish itself or have a weaker position in the market which can be a mix of lack of focus, resources, reference customers. It is important to not miss out the important evolving technology as we might not be seen as the right future partner for our customer able to solve their tomorrow’s challenges. 
[bookmark: _Toc59672182]Power of buyers
The power of buyers is a strong force affecting and dictating a lot of the requirements for the services as well as how they are delivered. Price and quality are qualities driving the cases for Netnordic, but in order to mitigate these common drivers, Netnordic has built up a DevOps team. This enables us to seek cases with high complexity and use the highly customised software development and integration requirements as a winning component that also ties the customer closer, and it is making it harder to displace our position with the customer. 
[bookmark: _Toc59672183]Power of Suppliers
In NetNordic’s production of services are not over-reliant on other parties to produce the services. There is also not built a strong dependency on any platforms in the ecosystem in such a way that it cannot be changed. This reduces the risk of supplies powers to be a hindrance for future success for Netnordic. 
[bookmark: _Toc59672184]Threat of Substitute products
Netnordic has, in its offering portfolio chosen a diversified vendor strategy that makes it possible to often deliver the same service using more than one vendor. This allows to cater to customer preferences as well as reduce the risk when competing vendors rise and fall in the esteem of the market in terms of either capabilities or competitiveness. 
[bookmark: _Toc59672185]Competitive Rivalry

Competitive rivalry is felt strongly in a crowded market, where the attention of the customer is fierce. The most negative impact is when competitors are willing to remove margins to capture the market. This often sets precedence, and it’s often hard to raise profitability to healthy standards in such market dynamics. Netnordic seeks other factors to eliminate the price game in terms of seeking other requirements like integrations and development to mitigate these types of external market pressure. 

[bookmark: _Toc59672186]Bowmans Strategy Clock

“Bowman creates a positioning strategy of his own called the “Bowman's strategy clock"
based on the principle of achieving competitive advantage by providing customers with
what they want, or need, better or more effectively than competitors.” (Shakhshir, n.d.)

When looking at the offerings Netnordic has towards the market, we see a few variances of their profiles when analysed through Bowman's strategy clock. 
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In integrated communication and we have a majority of the market and are providing high value through the maturity and capabilities but also have a focused differentiated offering allowing Netnordic to have a large volume of large Enterprise customers with a significant margin that is outside of the norm of IT services towards large customers. Margins in these technology pillars are generally between 50-70%.
Much of this also holds true in networking services, but Netnordic does not hold the same dominance in the market. Therefore, a higher degree of sensitivity to external players needs to be addressed, which is done with using vendors that not ones suturing the market offerings like for example through the use of Cisco solutions, but rather other competitive alternatives. Here are offerings lean more towards the Hybrid end where price and differentiation meet. 
When it comes to security and data centre solutions, these are newer business areas with fewer references, resources and maturity where less DevOps and Netnordic intellectual property have been applied. Netnordic aims for differentiation as a general strategy, building smart ecosystems and utilising the strength and size to compensate for the smaller historic market presence within these technology areas. When the differentiating strategy fails in the customer engagements, on lever often used is to reduce the margins in order to win the customers and build a higher revenue, and more references so that one can engage with a position of higher strength longer out in the roadmap. 


[bookmark: _Toc59672187]Conclusions 

Netnordic has displayed a history of strong growth over the last few years. However, the strain on the organisation through the pandemic period has been challenging. 
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In addition to general market uncertainty and slowdown in decision making and the will to invest in new solutions, there are specific verticals in our customer base that are significantly challenged for their continued existence. 
We operate in a highly competitive and crowded market, and the competition for each deal is fierce. A compounding factor to this challenge is the fact that most of the competitors use the same technologies and technology vendors, meaning that the core offerings do not differ that much. 
We have to utilise aspects like competency, innovative ways in order deliver our services, how we wrap our service around the solutions and service offerings and in general making sure that we utilise each possible interaction with the customer to create a moment of positive experience further adding to our differentiating us from the competition. 
As we reviewed the historic AS-IS situation against the impact and challenges of the ongoing pandemic, we found ways that we could enhance our customer experience across our value chain and how this would impact the organisation. 
Findings from the project work where we could add value to the customer experience were:
· Technology
· Processes
· Digital Transformation of processes between user, the customer and core partners.
An market indication of how important customer experience is become visible through Gartner’s statement that 74% of Customer Experience Leaders Expect Budgets to Rise in 2020.




[bookmark: _Toc59672188]Recommendations

The team have identified several possible actions across the value chain that we can take in order increase our customer service through adopting several layers cutting edge technology as well as using established technology in innovative ways to find scaled and new value.

[bookmark: _Toc59672189]Netnordic value chain
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[bookmark: _Toc59672190]Sales team recommendations
For our sales teams, we make sure they are equipped with the best possible technology platforms to drive customer interactions, but also make sure that these platforms are available from anywhere and that they are able to add value into the needs and processes that they need to perform in order to drive revenue growth. 
Outside essential collaboration platforms like Teams on Office 365, we have seen the value in having more potent cloud-based platforms like:

· IT service management platforms
· CRM platforms
· Asset and contract lifecycle Management platforms

One platform that we have identified as missing in the pandemic period has been the challenge where the sales resource cannot meet the customers physically but are still expected to get deals and contracts signed with the same efficiency. 
To mitigate this gap, we recommend a digital signing platform be implemented so that contracts can be signed online with more efficiency and added insight into whether the contracts have been read on the contract side. 
[bookmark: _Toc59672191]Product & Presales recommendations
We don't see much impact or ways to add value to customer experience within the Products & Presales value chain as this department owns the P&L, the goto market strategy and which product and vendor selection Netnordic should focus on. While their responsibility is quite large, this department primarily works towards supporting the organisation internally and are not so much customer-facing. 

[bookmark: _Toc59672192]Implementation & Project recommendations
A particular challenge during the pandemic period has been customers not being allowed by their management to receive consultants onsite. With a turnover of more than 2000 projects this year, this posed a particular revenue challenge for Netnordic. 

All of the software platforms to support the project managers and the implementation consultants are cloud-based and available everywhere. 

But in order to mitigate work onsite, we created an implementation concept dubbed internally as a "consultant on a stick". Which basically is a combination with our consultants remotely using a piece of hardware technology specially designed to serve as an out of band management solution during outages through ¤g cellular connectivity combined with encrypted communication across the internet. We found that we could ship a whole fleet of these out to our organisation, customers and partners as well as with project implementation and achieve a way to move projects forward. 
We either were able to reduce onsite time and in such a way reduce the risk to our own staff and that of the customer and partners or alternatively, we shipped this device out to the site of implementation and the customer only unboxed equipment, placed into their datacenter racks and plugged into the racks and everything was done remotely from our end reducing human interaction to zero. 
The ability to deliver services and implementations in a low-risk manner throughout the strictest periods of the pandemic was much appreciated by many of the customers. 

[bookmark: _Toc59672193]Operations & Support recommendations
The Operations and Support team is one of the most critical pieces of the value chain when it comes to customer experience. This is the contact point for our customer as well as the partners when they either consume services or need support. 

Netnrodic has seen a substantial value in changing the IT service management platform to a cloud platform that has a robust API and integration capabilities. These capabilities help drive better integrations and automation that either service brings the time to complete a process down or add more value, but also allowing those with lesser tasks to complete the requests of the customers. 

Netnrodic has chosen to implement a few modern tools to enable the operations & support team. 
One AI / Machine learning platform analyses the context the choice of words, helping teams to identify frustration, anger, happiness and other factors in the body of support tickets so that these can be addressed quickly and with added awareness. 
The last platform added during the pandemic has been end-user experience platforms that add value into multiple layers of the delivery organisation as well as our customers. It allows us to know about the experience of the devices, networks and applications than the customers and end-users know about themselves. Furthermore, as such, we can have an extremely personal and customised engagement with the customer when they call in. In addition, this allows us to address problems before they become incidents and that a user is affected enough to call in and log a support ticket. 

It is a strong recommendation to keep these new platforms in place but also to keep a lookout how we can add personalised service to the end-users as well as the stakeholders of our customers through new innovative ways. 


[bookmark: _Toc59672194]Logistics & Procurement recommendations
The pandemic, as well as the ongoing trade war between China and the US has had an impact logistics and procurement team. Delivery times have varied from day to day and week to week as different vendors needed in fulfilling the customer and project needs. A task force was set in place and utilised automation capabilities in the ITSM platform for incident notifications to better deliver updates and changes as well as a single uniform pane of glass to all information between the Netnordic and customer relation. 

[bookmark: _Toc59672195]Marketing recommendations
Like many organisations, Netnordic chooses to go online in the marketing focus. Added focus on website heatmaps for added insight into what sections of the webpages were being read as well as SEO and AdWords for driving traffic to our webpages. 
In addition, our customer events were converted into digital events, and our tech updates were run as webinars. One of the larger meeting rooms has been converted into a full-time professional studio as management approved the investment. This enables a higher degree of professionalism to our recordings compared to recording sessions on regular cloud collaboration platforms like teams on Office 365. 
A challenge in the current environment is that with the competition in the market, the customers are totally saturated with opportunities to receive information, and most of them suffer from an overflow of possibilities. 

We recommend continuing the work that has been done, but also further enhance the webpages so that they can be one of the very best as well see that this is incredibly important the experience for the customer, brand perception and decision making. 
[bookmark: _Toc59672196]Implications
With the new platforms and actions taken it should be able to drive all the needed processes in such a manner that they are able to support and bridge interaction across the dimensions between the customer, Netnordic and other partners. These added technologies and actions will help raise the customer experience and as such Netnordic hope to retrain a more substantial differentiation and within retaining a strong market position in the future to come, be it in a crisis mode like with the ongoing pandemic, or on a more normalised environment. 

There is potential with the new platforms to reduce cost through automation and better insight. This should free up capacity within the teams to either take on more volume or find other value-adding tasks that can be performed to drive continuous improvement towards a higher operational excellence. 
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