
UvA-DARE is a service provided by the library of the University of Amsterdam (https://dare.uva.nl)

UvA-DARE (Digital Academic Repository)

ICT Enabled Distribution of Services: Service Positioning Strategies, Front
Office Information and Multi-channeling

de Vries, E.J.

Publication date
2003

Link to publication

Citation for published version (APA):
de Vries, E. J. (2003). ICT Enabled Distribution of Services: Service Positioning Strategies,
Front Office Information and Multi-channeling. [Thesis, fully internal, Universiteit van
Amsterdam - FEE].

General rights
It is not permitted to download or to forward/distribute the text or part of it without the consent of the author(s)
and/or copyright holder(s), other than for strictly personal, individual use, unless the work is under an open
content license (like Creative Commons).

Disclaimer/Complaints regulations
If you believe that digital publication of certain material infringes any of your rights or (privacy) interests, please
let the Library know, stating your reasons. In case of a legitimate complaint, the Library will make the material
inaccessible and/or remove it from the website. Please Ask the Library: https://uba.uva.nl/en/contact, or a letter
to: Library of the University of Amsterdam, Secretariat, Singel 425, 1012 WP Amsterdam, The Netherlands. You
will be contacted as soon as possible.

Download date:23 May 2023

https://dare.uva.nl/personal/pure/en/publications/ict-enabled-distribution-of-services-service-positioning-strategies-front-office-information-and-multichanneling(1c5418bf-617c-4c46-9924-01127de9b613).html


Chapte rr  Five 
Casee Stud y Uniqu e Nederlan d 

"Unique"Unique  people make the difference " 
(Unique'ss marketing slogan in 1998) 

Inn this chapter I present the case study at Unique, which I conducted in the period of 
Mayy 1998 to August 1998. The description of Unique, its markets, services, strategy 
andd front offices concerns that period. The chapter unfolds as follows. 

 An introduction to Unique. 
 An introduction of the main units of analysis, the front offices: branch 

officess (vestigingen) and relation management. 
 Data collection: the sources of information at Unique. 
 Unique's services. 
 Unique's market. 
 Unique's basic organizational structure. 
 Front office the branch offices. 
 Front office relation management. 
 Unique's strategy. 

Thee main parts of the chapter are the sections on the two front offices and the 
sectionn on strategy. Within the sections on the front offices, I discuss the type of 
frontfront office, the degree of customization, relation information, product information 
andd process information and the effectiveness of the front office. The section on 
Unique'ss strategy is divided into two parts: the characterization of Unique's strategy 
basedd on the three generic strategies derived in chapter two and the oscillation 
betweenn scope and partnership orientation through innovation. The chapter ends 
withh the main conclusions and a discussion on what I learned from the Unique case. 

Uniqu ee Nederlan d 

Uniquee Nederland B.V., further referred to as Unique, provides flexible work 
servicess in the Dutch marketplace. In the period covered by this research, Unique 
employedd approximately 400 people (YR1997). Unique was part of the Unique 
Internationall  Pry. Ltd. company. During the period of study, the group consisted of 
122 subsidiaries operating in general and technical temporary employment, project 
work,, technical secondment, teaching and education (YR1997): Avenue Louise 
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Interim ,, EDES SEAGULL Group, EUDORA België N.V., KONTEK , Luzac 
College,, Multipla n Telematica, Polec, Short Track, Technicum, Unique Interim , 
Uniquee Nederland B.V., United Consultants to Management (UCM). 

Uniquee International was mainly active in the Dutch and Belgian markets. The 
turnoverr  of Unique International in 1997 was 285 million Euros. Its net profi t in that 
yearr  was 18.5 million Euros (YR1997). Unique's mission statement (YR1997) was: 
"Uniqu ee International wishes to offer  all forms of high quality flexible employment 
whilee maintaining price and margin policies. It also wishes to further  expand 
existingg customer relationships." 

Unique' ss  Fron t Office s 

Unique'ss services are specified in two front  offices: the branch offices and the 
relationn management. Both have been studied. 

Branchh offices specify and provide common services such as temporary 
employment,, recruitment and selection, and payrolling. To study branch offices, I 
selectedd four  branch offices out of a network of 64 offices. Conform the research 
designn I used the selection criterion of maximum variation. I studied one of the 
branchh offices in Amsterdam, one in Apeldoorn and the one in Hoofddorp aid 
Hoogeveen.. The differences between these offices wil l become apparant from the 
sectionn on the branch office. 

Relationn management oversees customer relations and is responsible for 
specifyingg 'additional services' (in Unique's terminology). Relation management 
consistedd of branch management, regional management, district management, 
generall  management, account management and additional services management. 
Thee functions of both front  offices will be explained in more detail in the 
forthcomingg sections dedicated to each front  office. 

Dataa Collectio n 

Dataa collection at Unique has been done by using the following information sources. 

 Documentation (see references at the end of this chapter): brochures, course 
documentation,, forms and reports. 

 Interviews: 17 interviews were taken; eight with employees and nine with 
management::  a director, a region manager, a districts manager, an account 
manager,, the manager  additional services and four  interviews with branch 
officee managers. 

 Systems: Unique's management information system (MIS) and Flexis 
(DFL1),, a front  office information system, for  which implementation was 
plannedd during the period of study. 
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 Observation and participation: one of the research team members followed the 
standardd three days introduction course for intermediaries. 

Unique' ss  Service s 

Uniquee offers the following services (Vademecum; YR1997). 

 Temporary employment. 
 Secondment. The placement of temporary staff, under contract to Unique 

Projectt Management Inc., at a customer for a specified period of time, 
limitedd either by a cut-off date or a project description. 

 Recruitment and selection. This encompasses the entire process of 
recruitmentt and selection of employees for permanent positions at a 
customer. . 

 Payroll services. The employment agency manages the entire salary and 
payrolll  for a customer. 

 Personnel management. The entire personnel management is carried out for 
aa customer. 

 Pool management. The formation and management of a pool of temporary 
employees. . 

 Project management. Fulfilling the management task in which Unique has 
ann important supervisory role aside from recruitment and selection. Unique 
cann also assume the responsibility for the end result (contract work). Unique 
iss responsible for the activities within the framework of the project 
description. . 

 Mobility office. This is an operational office that arranges the entire internal 
andd external mobility of personnel for a customer. It arranges the intake, 
throughh flow and outflow of personnel for the customer while considering a 
broaderr internal placement of employees and a short outflow period for 
excesss employees. 

 Career counseling. Advising a customer's employees as to their future 
careerr path using, amongst other things, a Personal Profile Analysis (PPA). 

 Departure mediation. Transferring surplus staff from one customer to 
another.. Placement is based on temporary employment or secondment. 

 In-house construction. The establishment of a Unique operational office at a 
customer.. Unique recruits, supervises and co-ordinates employees for the 
customerr from the internal branch office. 

 Broker function. Unique becomes the prime supplier of all external flexible 
employeess for a customer and in this capacity also maintains contact with 
otherr temporary employment agencies. 
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Unique' ss  Market 

Uniquee Nederland has been operating in the Dutch marketplace since 1972. The 
Netherlandss can be considered as a reference country in Europe with regards to 
flexiblee employment. In 1997, a new record of 350 million temporary employment 
hourss was set in the Netherlands. The temporary employment agencies booked a 
turnoverr of approximately 4.75 billion Euros. 12% of all jobs were flexible jobs 
(YR1997).. Unique's main market segment is small and medium size enterprises 
(SME's).. Apart from this, activities for large 'hirers', i.e. large companies are 
increasingg (YR1997). 

Unique' ss  Basic Organizationa l Structur e 

Att Unique the Board of Directors delegates responsibilities to region management, 
regionn management to districts management and districts management to branch 
officee management. The Board of Directors is assisted by account management and 
thee manager additional services. 

Fron tt  Office , the Branc h Office s 

Att the end of 1997, Unique had a network of 64 branch offices (YR1997). 

"The"The branch office is the most important instrument for entering the 
temporarytemporary employment market. 85% of the market is defined by the 
temporarytemporary employment formula. The other 15% consists largely of 
secondment." secondment." 

Att the branch offices, temporary employment, recruitment and selection, and 
payrollingg are mainly specified by intermediaries and sometimes by sales 
executives.. Branch offices fulfil l a signal function for the other Unique services. . 

"The"The organic growth of a branch office is, at a certain stage, characterized 
byby further growth to wards niche services. Small branch offices do not yet 
havehave to be concerned with the more complex services. There are still 
sufficientsufficient opportunities for growth. The organic growth to more complex 
servicesservices for certain customers is mainly visible in the mature branch 
offices." offices." 

Thee branch offices differ in the services they primarily supply, the development 
thatt they see in their (local) market, the characteristics of the customers they serve 
andd the makeup of the branch office (see table 5.1). Each branch office has at least 
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onee branch manager  (line function and relation management), one or  more 
intermediariess (mainly specification and delivery of temporary employees, 
payrollin gg and recruitment, and selection) and one or  more sales executives 
(acquisitionn of new customers and sometimes relation management). A further 
differentiationn of tasks can be seen in the matured branches (like in Amsterdam), 
lik ee account intermediaries, who manage large customers, and secondment 
intermediaries,, who play a role in supplying secondment services. 

Amster Amster 
dam dam 

Apel-Apel-
doorn doorn 

Hoofd-Hoofd-
dorp dorp 

Hooge-Hooge-
veen veen 

PrimaryPrimary services 
offered offered 

Temporary y 
employment, , 
recruitmentt and 
selection, , 
secondment. . 

Temporary y 
employmentt with 
developmentt to 
recruitmentt and 
selection. . 

Temporary y 
employmentt with 
prospectt of 
permanent t 
employment t 
(90%),, with the 
consequencee of 
lesss secondment. 

Temporary y 
employment, , 
payrollingg and 
sometimes s 
recruitmentt and 
selection. . 

Market Market 
developments developments 

Moree demand for 
secondmentt and 
recruitmentt and 
selection. . 

Shiftt to 
secondment t 
servicess and 
recruitmentt and 
selection. . 
Demandd for 
broaderr services. 

"An"An increasing 
numbernumber of 
customerscustomers want 
UniqueUnique to fulfill 
thethe personnel 
management management 
function." function." 
"Market"Market sensitive 
toto customized 
solutions." solutions." 
"0.1"0.1 % 
unemployment." unemployment." 
"Missionary-"Missionary-
work"work" m 
temporary y 
employmentt *) . 
Futuree growth 
towards s 
secondment. . 

Customer Customer 
characteristics characteristics 

AA few large 
customerss (many 
customized d 
solutions). . 
AA number of small 
customers. . 
"Previously"Previously broad 
customercustomer base. 
CurrentlyCurrently 80% 
turnoverturnover from 20% 
largelarge customers. We 
achieveachieve 20% 
turnoverturnover from new 
customers." customers." 
Manyy large 
businessess in the 
region. . 
AA large variety of 
businesss types. 

Manyy new 
customerss not 
familiarr with 
temporary y 
employment. . 

Interviewees Interviewees 

Branchh manager. 
Account t 
intermediary. . 
Secondment t 
intermediary. . 

Branchh manager. 
Saless executive. 
Intermediary. . 

Branchh manager. 
Account t 
intermediary. . 
Intermediary. . 

Branchh manager. 
Saless executive. 
Intermediary. . 

*)*)  "There are various temporary employment agencies in the region. It is relatively difficult 
toto gain access to businesses in Hoogeveen. Which is why it is sometimes like missionary-
work" work" 

Tablee 5.1: The studied branch offices in their market 
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"The"The field organization and the internal organization used to be strictly 
separatedseparated at Unique. The sales executive and the branch manager were 
responsibleresponsible for the field organization. The customers are divided between 
thethe internal staff members. The customers have an internal staff member as 
permanentpermanent contact. The function of account intermediary has been created to 
makemake the function more interesting and as a career path to branch manager 
becausebecause you acquire some field experience. " 

Typee of Fron t Offic e Branc h Offices : Field and Insid e Servic e 
II  classify the front office branch offices as Field and inside service (see figure 5.1). 
Withinn the branch offices customization primarily consists of standard components 
(customizedd standardization) and sometimes of smallest replicapable units (tailored 
customization).. The relation information consists of a customer profile. The product 
informationn consists of standard components and the corresponding pricing and 
conditions.. Also product information is available on two smallest units: data from 
thee ATS method and the elements of management information. These smallest units 
aree only used to detail the components 'matching' and 'management information'. 
Thee adjustment of the service to the customer's wishes is mainly achieved by the 
applicationn of the various components. The process information consists of insight 
intoo capacity availability, although mis information is not formalized. 

Somee of the intermediaries experience insufficient product information on 
secondmentt services and as a result, they feel limited in their proactivity. 
Secondmentt requests and offers are dealt with at head office (the back office), with a 
lead-timee norm of three weeks. Working with this lead-time does not suffice in all 
situations,, occasionally causing the specification lead-time to be too long or 
disruptingg the processing of requests in the back office (limited protection of the 
backk office). Insight into capacity availability for secondment also appears to be 
necessaryy at the branch offices. 

II  will first discuss the degree of customization and the relation, product and 
processs information that was available to the branch offices. Then I will deal with 
thee limitation to the effectiveness of the front office as a result of Unique's 
consciouss decision to process secondment offers at head office. 

DegreeDegree of Customization in Branch Offices 
Uniquee primarily specifies services from standard components in the branch offices. 
Somee smallest replicapable units are used to detail these components. 

"The"The activities leading up to a temporary placement are recorded on the 
application.application. These are standard activities that lead to a match, like going 
throughthrough the card index, passing the application on to other branches, 
advertising,advertising, media plan, office window ads. These are the components 
comprisingcomprising the service... You try to carry out those activities that are most 
beneficial,beneficial, which depend on the application. You always look through the 
cardcard index first." 
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Figuree 5.1: Type of front office: Unique's branch offices 

"Sometimes"Sometimes you use different selection methods for different customers. 
CertainCertain customers appreciate it if a proficiency test or a telebank test is 
taken.taken. There are a number of tests available. Tests can also be developed. 
First,First, you take stock of existing tests. Although some of the requests for 
testingtesting come from the customer you also take a certain amount of own 
initiative....initiative.... For larger recruitment and selection jobs, Personal Profile 
AnalysisAnalysis and other psychological tests can be taken. The customer must pay 
forfor these. These tests are contracted out to the head office, which in turn can 
alsoalso contract them out. " 

"In"In  principle, recruitment and selection is the same as temporary 
placement.placement. Intake is barely different, however, a recruitment fee is charged. 
SometimesSometimes extra tests, like tests for computer skills, can be taken. A Personal 
ProfileProfile Analysis is done via head office. " 

Thee structuring of services from standard components and smallest replicapable 
unitss is illustrated by the service components tree in figure 5.2. These components 
appearr in workflow diagrams for the various services in the Vademecum 
(Vademecum).. Certain activities (components) reappear in various services. 

Thee service in figure 5.2 is structured from standard components, like the 
acceptancee of the application from the 'hirer', the intake interview with the 
temporaryy employee and an analysis of the card index, etc. Other components can be 
addedd to these components. Temporary employees can be tested, a Personal Profile 
Analysiss (PPA) can be drawn up and advertisements can be placed. These 
componentss are also applied in other services. An intake interview for example is 
partt of the temporary employment service as well as of the secondment service. For 
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secondmentt other components are added, such as progress and departure interviews, 
andd project descriptions. Unique has a clear price policy for certain components. If a 
customerr wishes to offer a temporary employee, who is already working for him, a 
permanentt post, then Unique charges a recruitment and selection fee, i.e. the 
recruitmentt and selection component that was already performed in the Temporary 
Employmentt service (Werv&Selec). The following standard components were 
recognizedd during the interviews. 

Figuree 5.2 shows that a standard component can consist of smaller units. Within 
Unique,, this is apparent in two ways. 

Thee 'supply management information' component comprises smallest 
replicapablee units like 'cost centers', 'characterizing the temporary employee', 'rate 
specification'' and 'number of hours per period'. The services offered with this 
standardd component can be further customized by entering the information in the 
reportss differently, in a different order or on different media. 

"Customers"Customers can receive management information on the services supplied 
eithereither on paper or disk. This can be information about which temporary 
employeesemployees have been supplied, against which rate, the number of hours per 
periodperiod and the cost centers. " 

Tests s Card d 

Analysis s 

Intake e 

Pay y 

Temporary y 

empk k 

roll l 

Application n 

lyment t 

Man n igement t 

information n 

• • 
• • 

• • 

• • 

Advertise e ments s 

Costt centers 
Typee of 
employee e 
Pricee structure 

## hours/period 

Figuree 5.2: An example of how services are composed out of components and smallest 
replicapablee units: the temporary employment service 
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Cardd index analysis 
Intakee interview 
Officee window ad. 
E-mail l 
Intervieww by personnel 
officer r 
Payrolling g 

Supplyy of management 
information n 
Approachingg schools 
Internet t 
Advertisement t 
Testing g 
Personall Profile 
Analysis s 
Referencee inquiries 

Flyers s 
Applicationn processing 
Progresss interview 
Projectt description 
Departuree interview 
Assessmentt insourcing 

Inn this way Unique supplies its customers with customized information which 
cann include cost centers, subsidiaries, number of temporary staff (stating name and 
datee of birth), number of hours worked, rate, turnover, travel costs, sundry costs, etc. 
Thiss information can be supplied per period required (monthly, quarterly, half-
yearlyy or yearly) (Vademecum). 

Otherr smallest replicapable units are the quality indications for temporary staff 
thatt are acquired using the Activities and Tasks Selection (ATS) method. The ATS 
methodd specifies in concrete terms the (rough) percentages reflecting the content of 
thee function on the one hand and the job experience of the temporary employee on 
thee other, based on activities and tasks analysis (Vademecum). Unique attempts to 
findd the most detailed and best match possible based on these quality indicators. The 
qualityy indicators are recorded on the application and on the cards in the card index. 
Thesee are used when doing a card index analysis and are stated in, for example, 
emaill and window ads. 

"A"A number of procedures determine on the one hand which qualities are 
requiredrequired of the employee by the 'hirer' and on the other hand the qualities 
thatthat an employee possesses (job experience, education, etc.). A number of 
thesethese procedures are implemented for many services, such as temporary 
employment,employment, recruitment and selection, and secondment. These can be seen 
asas the smallest units from which you work. " 

RelationRelation Information 
AA number of instruments are used at Unique to record information about relations h 
aa formalized fashion: the card index (AanvBedrijf; AanbBedrijf; StamkrtBedrijf), 
thee commercial activities report (CommActivi), the MIS, the account plans, data 
entryy forms (InvoerRela), change forms (Mutarieform) for central files and the 
Flexiss system (DFL1) that was introduced during the period of study. The 
Vademecumm system used at head office also supplies the necessary information 
aboutt the procedures that are followed at the branches (Vademecum). The same 
appliess to the basic course for intermediaries (DCU5). 

Thee information that is available at Unique about companies, in Unique's terms 
thee customer, can be found in table 5.2. From table 5.2 can be concluded that Unique 
developss a customer profile and maintains some information on the development of 
thee relation. This information allows Unique to sufficiently differentiate between 
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variouss customers in order to offer and specify suitable services. Based on this 
information,, customized services are supplied at the customized standardization 
level. . 

"Information"Information on the customer: suspect and lead are not registered, prospect 
oror debtor are. There is insight into frequent customers, active or passive 
customers.customers. Information on customers who frequently complain is not 
recorded.recorded. A customer's buying pattern is recorded. Customers also specify 
thatthat they do not want to receive advertising like mailings, for example. This 
isis recorded...the people who monitor the customer's budgets. This 
informationinformation is important. It must be clear who you are dealing with, a 
decisiondecision maker or an applicant.... You try to distinguish requirement 
patterns.patterns. The branch manager and the sales executive try to find this out 
fromfrom the customer." 

"Insight"Insight into contact persons and decision makers at customers is essential. 
TheThe information supply affords this insight. Temporary employment agencies 
oftenoften have no insight into how the decision-making process operates. Those 
areare often complex processes. " 

CharacteristicsCharacteristics of market segments in B to C 
Geographic Geographic 

Zipp code 
Region n 
Climate e 
Density y 

Demographic Demographic 
Age e 
Gender r 
Familyy size 
Familyy life cycle 
Income e 
Profession n 
Education n 
Sociall class 

Psychographic Psychographic 
Habits s 
Attitudes s 
Interests s 
Hobby's s 
Mediaa behavior 
Buyingg intention 
Occupationn or use of relevant goods/services 

CharacteristicsCharacteristics of market segments in BtoB 
Businesss characteristics 
Sectorr (sector code^ 
Establishments s 
Amountt of employees 
Buyingg pattern 
Activitiess and processes 
Productss and services 

X X 

X X 

X X 
X X 

Tablee 5.2: Relation information of branch offices on companies 
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Organizationall structure 
Legislator/status s 
Financiall indicators 
Endd markets 
Usagee rate 
Size e 

X X 
X X 

X X 
X X 

CustomerCustomer profile 
CustomerCustomer identification 

Companyy name 
Name e 
Title e 
Address s 
Domicile e 
Telephonee number 
Country y 
Fax x 
E-mail l 
Customerr id. 
Accountt nr. 
Paymentt method and data 
Credit-worthinessCredit-worthiness and limits to credit 

X X 
X X 

X X 
X X 
X X 
X X 
X X 
X X 
X X 
X X 
X X 
X X 

StatusStatus of the relationship 
Suspect t 
Prospect t 
Lead d 
Qualifiedd lead 
Custome rr  (account receivable) 

X X 

X X 
CharacteristicsCharacteristics of the relationship 

Typee of custome r (Super, Major, Submajor, Prospect, New, A, B, C) 
Active// passive 
Frequentt complainer 
'Doo not promote' 
PreferredPreferred employment agencies 

X X 
X X 

X X 
X X 

StateState of commercial process 1 sales cycle 
Reactionn on campaigns 
Applicationn for information 
Proposal ss  (offers made) 
Triall purchases 
Runnin gg  orders (running employments) 
Typee of purchasing decision 
Payments s 
Scotsman-analysi ss  {percentage of job applications leading to placements) 

X X 
X X 

X X 
X X 

X X 
ContactContact management information 

Contactt persons 
Decision-makingg unit structure 
Relationn matrix 
Structuree of purchasing process 
Contactt history 
Agreementss / appointments made 
To-do-lis tt  (Commercial Activity Report and in reaction on applications) 
Partt of campaigns 
Contentt (brochures, reports, etc.) received 
Afterr sales service-applications 
Originn of the customer (recommendation by third parties) 
Complaints s 
Media/channell preferences 

X X 
X X 

X X 
X X 
X X 
X X 

X X 

Tablee 5.2: Continued 
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NeedsNeeds -possession information 
Installedd base / buying pattern 
Possessionn or use of relevant goods or services 
Needss profile (vacancies; reasons forinsourcing HRM) 
Affinityy score 

X X 

X X 

DevelopmentDevelopment of the relationship 
CommercialCommercial value (economic indicators) 

Positionn in the relationship lifecycle 
Customerr life-time value 
Recency y 
Frequency y 
Monetaryy value (turnover contribution over the last five years) 
Cross-selling-rate e 
Retentionn rate 
Relationn duration 
Degreee of customer acquisition 
Sharee of use 
Sharee of spend 
Potentiall spend index (insource capacity) 

X X 
X X 
X X 

X X 
RelationshipRelationship experience (psychological indicators) 

Switchingg cost 
Trust t 
Commitment t 
Satisfaction n 
Attractivity y 
Longg term expectations 

OpportunitiesOpportunities for partnership 
Actorr analysis 
Decision-makingg processes 
Strategicc developments /importance on the customer side __, 
Commerciall attractiveness of the customer's customers 
Cooperationn intention 
Compatibility y 
Partnerss reputation 

Tablee 5.2: Continued 

RelationRelation Information on Temporary Employees 
Asidee from information on companies, information on temporary employees has 

alsoo been analyzed (StamkrtUitz; Basiscursus; Flexis; AdvRespons). From table 5.3 
thee conclusion can be drawn that Unique builds up a customer profil e of its 
temporaryy employees. This information allows Unique to sufficiently differentiate 
betweenn various temporary employees to be able to offer  them suitable services (i.e. 
jobs).. Additionally , a number  of extra items of information about the development 
off  the relation are recorded, however, without the specific intention of developing 
thee relationship with the temporary employee any further . 

"The"The  average temporary employee works for between nine and twelve weeks 
accordingaccording to the temporary placement formula. People like that are quickly 
lostlost for temporary employment. " 
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CharacteristicsCharacteristics of market segments in BtoC 
Geographic c 

Zipp code 
Region n 
Climate e 
Density y 

X X 
X X 

Demographic c 
Age e 
Gender r 
Familyy size 
Familyy life cycle 
Income e 
Profession n 
Education n 
Sociall class 

X X 
X X 
X X 

X X 
X X 
X X 

Psychographics Psychographics 
Habits s 
Attitudes s 
Interests s 
Hobby's s 
Mediaa behavior 
Buyingg intention (motivation) 
Occupationn or use of relevant goods/services (driving license) 

X X 

X X 
X X 

CharacteristicsCharacteristics of market segments in B toB 
Businesss characteristics 
Sectorr (sector code) 
Establishments s 
Amountt of employees 
Buyingg pattern 
Activitiess and processes 
Productss and services 
Organizationall structure 
Legislator// status 
Financiall indicators 
Endd markets 
Usagee rate 
Size e 

CustomerCustomer profile 
CustomerCustomer identification 

Companyy name 
Name e 
Title e 
Address s 
Domicile e 
Telephonee number 
Country y 
Fax x 
E-mail l 
Customerr id. (Social security number; identity papers, work license, residence permit) 
Accountt nr. 
Paymentt method and data (number bank account) 

X X 
X X 
X X 
X X 
X X 
X X 
X X 

X X 

X X 
StatusStatus of the relationship 

Suspect t 
Prospect t 
Lead d 
Qualifiedd lead 

Tablee 5.3: Relation information of branch offices on temporary employees 
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Customerr 1 x 

CharacteristicsCharacteristics of the relationship 
Typee of custome r {representative, language skills, flexibility) 
Active // passiv e (placeable, employed) 
Frequentt complainer 
'Doo not promote' 

X X 
X X 

StateState of commercial process 1 sales cycle 
Reactionn on campaigns 
Applicationn for information 
Proposal ss  (survey of offers) 
Triall purchases 
Runnin gg order s (current employment) 
Typee of purchasing decision 
Payments s 
Scotsman-analysis s 

X X 

X X 

X X 

ContactContact management information 
Contactt persons 
Decision-makingg unit structure 
Relationn matrix 
Structuree of purchasing process 
Contactt history 
Agreementss / appointments made 
To-do-list t 
Partt of campaigns 
Contentt (brochures, reports, etc.) received 
Afterr sales service-applications 
Origi nn of the custome r (jast employer; last employment agency) 
Complaints s 
Media/channell preferences 

X X 

X X 
X X 
X X 

X X 

NeedsNeeds 1 possession information 
Installe dd base / buyin g patter n (work experience, references, ATS info and education) 
Possessionn or use of relevant goods or services 
Needss profil e (kind of job; preferred work times; preferred salary; preferred tenure) 
Affinityy score 

X X 

X X 

DevelopmentDevelopment of the relationship 
CommercialCommercial value (economic indicators) 

Positionn in the relationship Itfecycle 
Customerr life-time value 
Recency y 
Frequency y 
Monetaryy value 
Cross-selling-rate e 
Retentionn rate 
Relationn duration 
Degreee of customer acquisition 
Sharee of use 
Sharee of spend 
Potentiall spend index 

X X 
X X 

X X 

RelationshipRelationship experience (psychological indicators) 
Switchingg cost 
Trust t 
Commitment t 
Satisfaction n 
Attractivity y 
Longg term expectations 

Tablee 5.3: Continued 
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OpportunitiesOpportunities for partnersh ip 
Actorr analysis 
Decision-makingg processes 
Strategicc developments /importance on the customer side 
Commerciall attractiveness of the customer's customers 
Cooperationn intention 
Compatibility y 
Partnerss reputation 

Tablee 5.3: Continued 

ProductProduct Information 
Att the branch offices product information is available about the supply of the most 
currentt services, such as recruitment and selection, payrolling and temporary 
employment.. This information comprises the price structure (from components), 
supplyy prerequisites, legal conditions and substitutes for services (for example 
secondmentt instead of temporary employment). The way in which services are 
composedd out of components is also clear. 

"One"One knows to what extent product components are compatible and how 
theirtheir price is structured. Head office keeps us informed by means of 
circularscirculars and presentations, which we really appreciate. " 

"When"When an offer is made, you know to what extent the product components 
areare compatible. An offer can be standardized but an individual offer can also 
bebe constructed using basic components, which include a price structure. In 
thatthat case it is necessary to know to what extend those elements connect with 
eacheach other." 

"Substitute"Substitute services may comprise the offer of secondment instead of 
temporarytemporary employment." 

Thee application form for secondment, for example, reflects several of the 
componentss of this service. The front office employee fills in a form for the head 
officee with employment and project agreements, term of notice, data about the 
contractt and the most important elements of the wage structure (AanmeldDetach). 

Thee transparency of the price structure of service components becomes evident 
fromfrom charging for the component recruitment and selection of the temporary 
employmentt service (the so-called redemption fee) when a temporary employee is 
offeredd a permanent contract at the 'hirer' (Werv&Selec). For temporary 
employmentt services, a differentiated pricing per type of temporary employment and 
typee of customer is used (Vademecum). Price information on fixed rates, leeway to 
deviatee from those and incidental agreements is available to the front office (DFL1). 

Apartt from information about standard components, the front office also has 
informationn available on two smallest replicapable units: the elements from which 
managementt information can be aggregated and the quality indications of temporary 
employeess that are defined with the ATS method. This information can be found 
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bothh in the card index as well as in the Flexis system (DFL1). Both the application 
cardd (AanvBedrijf ; DFL1) and the temporary employee registration card (ASU6) / 
stafff  member  card (DFL1) contain information originating from the ATS method. 
Thee same type of information is registered on the job card (DFL1), on which 
informationn about temporary employees who are currently working for  Unique is 
recorded.. In this way, an application can be matched at a detailed level with 
temporaryy employees either  looking for  work or  temporary employees currently 
employedd but terminating their  position in the near  future. 

ProcessProcess Information 
Unique'ss basic process at the branches is to match temporary employees with 
requestss from 'hirers' . I see process information as the insight into available capacity 
forr  staff members to process matching and the insight in the capacity of temporary 
employeess to make the match. The quotes in framework 5.1 show that front  office 
employeess were aware of capacity availability for  making matches and of the 
capacityy of the labor  market. 

"We"We tie Windows NT specialists to their chair and they do not leave without a 
job." job." 

"That"That brings us to the dilemma of an intermediary in a growth market. There 
isis an increase in applications from existing customers. The sales executive is 
leechingleeching the market. The applications come in fast and furious. The pile of 
applicationsapplications is placed on the intermediary's desk. The branch manager must 
deliberatedeliberate between serving a regular customer or a new customer and he must 
guideguide the way the intermediary and the sales executive handle it. An additional 
bottleneckbottleneck is the shortage in the labor market. An example is one of our large 
accounts.accounts. An application for a secretary arrives from that account. The margin 
forfor this has been set to X%. Now a new application for a secretary arrives 
fromfrom the sales executive, for which you can score X+Y%. If only one secretary 
isis available, a decision will  have to be made. A communiqué arrives from top 
managementmanagement stating that it concerns an important customer, but as the salary 
ofof the branch manager is dependent on gross profit, he will be inclined to 
placeplace her for the higher margin. Next thing the district manager says: "You 
seemseem to be doing little business with our large account. " Apparently, there are 
conflictingconflicting interests. Therefore, the processes should rather be 
organizationallyorganizationally separated. Or you need an instrument by which the branch 
managermanager receives differentiated rewards; on the one hand for the retention of 
relationsrelations and on the other hand for bringing in new business, as there is 
somethingsomething to be said for both. ""You know exactly what's in the card index. 
TheThe minute an application comes in you know immediately if you can fill  it or 
not.not. Whether it is possible to find suitable candidates through recruitment and 
selectionselection is another matter. So if the customer asks how big the chance is that 
youyou will  have a suitable candidate the following week it's difficult to 
answer...." answer...." 

Frameworkk 5.1: Quotes affirming that process information in the branches is about insight 
intoo capacity availability. 
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BasedBased on your placement percentage you can indicate that you have x% 
confidenceconfidence to deliver, but not 100%. An intermediary often knows the 
percentagepercentage of placements per functional group by heart." "Even in a period 
withwith relatively few temporary employees and many applications, we always 
completelycompletely finalize a customer's application, in spite of the danger of having 
insufficientinsufficient time left over for matching. You completely wrap up the 
applicationapplication to give the customers the feeling that they are well treated. Then 
wewe make arrangements about the follow-up procedure. We prepare the 
customercustomer for when it gets difficult. The application then ends up in the offer 
tray.tray. In this way, a differentiation is made between applications that are 
difficultdifficult to fill and those that are relatively easy to fill." 

Frameworkk 5.1: Continued 

Inn a tight labor  market, decisions must be taken on the allocation of scarce 
temporaryy employees. The choices, 'i f you must choose' from eight respondents are 
shownn in the table 5.4. The table and the following quotes show that the deliberation 
processs for  the allocation of scarce capacity is consciously taken and is related to 
informationn about the customer (what type of customer is it?). 

"If"If  a temporary employee can be placed at four different companies then 
youyou deliberate on which customer the temporary employee will  go to. Is it an 
importantimportant customer or a large prospect or is it dependent on other 
candidatescandidates that you can supply? If  you have, for example, a systems 
manager,manager, which is hard to find, then, as an intermediary, you choose for a 
regularregular customer. Sometimes however you choose for a prospect to see what 
isis possible with this prospect. If  it concerns small customers that only 
sporadicallysporadically place an application then you would choose to go for the 
regularregular customer." 

"Imagine"Imagine  having one secretary and three applications, the choice you make 
differs.differs. You choose for the customer that provides the most turnover, for the 
applicationapplication for the longest period or for customers where the percentage of 
placementsplacements needs to go up. You need to find a balance. However, you really 
needneed the regular customers, which is sometimes a pity because of the 
margin,margin, but if the labor market changes then you want them to still keep 
coming." coming." 

Insightt  into the availability of capacity of branch office staff and temporary 
employmentt  staff is not formalized, although present, as is shown by the quotes 
above.. The fact that it is not formalized is seen as a problem. 

"If"If  the card indexes are automated then for each function type it's possible 
toto see how long it takes before a match is found. Based on this information, 
youyou have an insight into the labor market and how difficult  certain vacancies 
areare to fill  That would be interesting for the operation. " 
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Respondent Respondent 
1 1 
2 2 
3 3 
4 4 
5 5 
6 6 
7 7 
8 8 

Choice Choice 
Regularr Customer 
Candidatee decides 
Regularr Customer 
Largee Account 
Candidatee decides 
Candidatee decides 
Turnover r 
Regularr Customer 

Tablee 5.4: Allocation of scarce temporary employees 

"Information"Information about labor supply is becoming increasingly important. This 
sortsort of information is not yet sufficiently available at Unique. This is because 
wewe are emerging from a decade in which labor supply was always widely 
available." available." 

Thee quotes indicate that the branches had information available about their  own 
capacityy for  matching and the capacity of temporary employees on the labor  market, 
evenn though this information has not been formalized. In that sense, there is no 
shortagee of process information. The quality or  supply time of the service 
specificationn is not negatively hfluenced and the back office does not need to be 
consulted.. Neither  is the reliabilit y negatively influenced because Unique clearly 
informss the customer if it concerns vacancies that are difficul t to fil l and thereby 
fulfill ss its performance commitment. 

Effectivenes ss of the Branc h Offic e 
Theree is enough information at the branches for  common services like temporary 
employment,, and recruitment and selection. However, when it comes to 
secondment,, intermediaries have too littl e product information and therefore feel 
restrictedd in their  proactivity (see table 5.5). Offers for  secondment are drawn up at 
headd office with a standard delivery norm of three weeks. Workin g with this type of 
normm time leads to longer  specification lead-times than is thought reasonable in 
somee situations, and to limited back office protection as branches tend to call the 
backk office to find out the status of the offer. In the following paragraph, I will 
discusss this shortage of product and process information for  the secondment service. 

InsufficientInsufficient Product Information 
AA number  of respondents indicate that they cannot react sufficiently proactively to 
thee secondment demands because of insufficient information on this product. 
Althoughh there is sufficient information available, it is not sufficiently at hand. One 
feelss inexperienced. Unique has consciously chosen to have the intermediaries at the 
branchh offices primaril y fulfil l a signaling function for  secondment. 
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Ineffectiveness: Ineffectiveness: 

DueDue to: 
Insufficientt relation 
information n 
Insufficientt product 
information n 
Insufficientt process 
information n 

Limited Limited 
proactivitv proactivitv 

X X 

Specification Specification 
quality quality 

problems problems 

Longer Longer 
specification specification 

lead-time lead-time 

X X 

Limited Limited 
protectionprotection of 

thethe back office 

X X 

Tablee 5.5: Ineffectiveness of the branch offices 

"You"You must learn to be able to recognize secondment. I have heard about it... 
butbut if the customer asks specific questions, you dive into the cupboard for a 
booklet." booklet." 

"You"You have to learn to pick up signals from the customer. The learning 
processprocess can take a number of years. That is also a job for management. They 
havehave to bring staff to a higher plane. They must feed them with extra 
information.information. If there has been a project elsewhere, it would be useful to 
receivereceive information about it. This can be treated as a sort of case, so that 
cross-fertilizationcross-fertilization takes place." 

"With"With more product information we would become more alert. You must be 
ableable to communicate it directly." 

InsufficientInsufficient Process Information 
Forr reasons of control, Unique has chosen for central handling of secondment 
applications. . 

"One"One reason for keeping the processing of secondment applications 
centralizedcentralized is that it minimizes possible mistakes in view of the complex 
laborlabor laws and contracts pertaining to secondment. " 

"Secondment"Secondment is sold at the branches and registered on standard forms. 
ThereThere is a group of people who finalize the secondment. Here [EdV: at head 
office]] it is drawn up at the secretariat and processed at the salary 
administration.administration. Then it comes to me [EdV: the manager additional services] 
andand is checked for project description, rates applied and matters pertaining 
toto labor laws. The branches know which parts of a secondment contract are 
standardstandard and can fill that in themselves. Permission must be asked for 
specificspecific matters (pertaining to labor terms or laws). Thus, the branch signals 
thethe possibility for a secondment, and it is then concluded at head office, and 
thethe additional services manager's function in the trajectory is that of final 
controlcontrol and advice. If customers present new needs in the area of 
secondmentsecondment then you translate these to new contract formats. " 

119 9 



ICTICT Enabled Distribution of Services 

"There"There is a standard form at head office to apply for a secondment offer. 
ThereThere should be a standard offer available. That could then be used by the 
branches." branches." 

Thee norm-time for dealing with a secondment application by head office (the 
backk office) is three weeks. The degree in which the norm-time is achieved appears 
too be dependent on the capacity available at head office. 

"The"The document flow to head office often gives rise to 'gray hairs'. Things 
oftenoften go wrong on that trajectory. ...the secondment forms form a bottleneck. 
SomeSome contracts get lost. One reason is shortage of staff... As a result, 
secondedseconded employees must sometimes be phoned to come and sign the 
contractcontract again. To express it in terms of time, half a day per week is lost 
phoningphoning and checking." 

Inn Amsterdam, where interaction between head office and the branch was a daily 
fact,, it was indicated that the norm-time of three weeks is insufficient. 

"These"These periods should be shorter. Companies often don't understand that it 
cancan take some time. We have to wait on the project description. The 
employeeemployee starts on the first of the month. Sometimes even without a contract. 
ThatThat doesn 't give a very professional feel. You can avoid this by applying the 
temporarytemporary employment formula for the first month. If the employer and the 
employeeemployee agree to it. You don't lose anything by it. Having often done 
businessbusiness with you, an existing customer knows that in spite of this sort of 
startstart up problem, things do get sorted out. These sorts of problems would be 
moremore of a problem with a new customer. Aside from the time factor things 
sometimessometimes go wrong with the quality. The (administrative) processing of 
contractscontracts must be done at head office. Secondment is growing to such an 
extentextent that more people are also continually required at head office. If 
secondmentsecondment has not been included in the planning here, then it has not been 
includedincluded in the planning there either. " 

"The"The information exchange with head office with regard to secondment runs 
ratherrather well. We work with standard forms. Only the processing speed 
doesn'tdoesn't coincide with what we would like to offer the customers here at the 
branch.branch. We have to explain it to the secondment employee and the 
customer." customer." 

Inn Hoofddorp, just like in Amsterdam, people weren't satisfied with the delivery 
time-normm and they solved the long specification time by first applying the 
temporaryy employment formula. 

"The"The standard supply time for secondment contracts is three weeks. 
SometimesSometimes the customer wants a secondment to commence sooner. Then you 
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trytry to have the employee work for a few weeks as a temporary employee. 
ThatThat can be solved. The employees generally agree to it. Because of this, the 
secondmentsecondment is never cancelled by the customer. " 

Inn Apeldoorn, they find that the supply time depends on the period. They 
activelyy prepare the back office for  the application and manage the customer's 
expectationss with regards to the supply time. 

"Offers"Offers  are drawn up at head office.... Communications with head office on 
anyany matters that are unclear runs via fax or telephone. That works well. The 
supplysupply time for an offer depends on the period. But you generally have them 
onon time if you phone beforehand. Of course you would rather have the offer 
thethe next day. You prepare your customers for the supply time." 

Thee above gives rise to the supposition, that insight at the branch offices into the 
capacityy of the back office would give a more realistic understanding of the 
specificationn lead-time for  secondment than working with a norm-time that, in a 
numberr  of cases, does not suffice. The fact that 64 branches (consuming customers) 
mustt  appeal to 1 back office (producing server) leads to uncertainty as to the 
availabilit yy of sufficient capacity in the back office. Ups and downs in demand for 
secondmentt  in the market accumulate at the back office. Insight into the available 
capacityy of the back office to supply offers gives the branch offices the opportunity 
too manage the expectations of the customer, or, in consultation with the customer 
andd temporary employee, agree to the solution that the temporary employment 
formulaa is first applied for  a month before secondment starts. Workin g with a norm-
timee does not suffice and leads to longer  specification times. It also results in limited 
protectionn of the back office, resulting in disruption of the secondment application 
productionn process. The back office is phoned to find out when the offer  can be 
expectedd or  to prepare it for  the arrival of an application. 

Frontt  Office , Relatio n Managemen t 

Unique'ss services are implemented in three main processes. 

"There"There is the 'normal'  process, which takes place at the branch office as 
partpart of line management. A second process involves supplying customized 
solutions,solutions, like secondment, for which the additional service manager is 
partlypartly responsible. A third process is the creation of new concepts based on 
visionvision forming and strategic developments at customers. For this you always 
trytry to pick up signals from the market. " 

"Basically"Basically the branches don't need to sell complex services. However, they 
havehave a signaling function. The processing of complex forms of services goes 
toto the department of additional services that fulfills  a coordinating 
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function...Accountfunction...Account managers occupy themselves with specifying these 
services...services... The management and decision-making is, depending on the size of 
thethe customer, covered by the three management levels, district manager, 
regionalregional manager and directors. " 

Managementt (branch, district and regional management, directors, account 
managementt and the manager additional services) is responsible for managing 
importantt relations, recruiting large relations and specifying customized solutions. 
Thesee tasks have been grouped together in this chapter under the heading relation 
management. . 

Thee relation management expressed the need to expand the customer profile in 
thee branches to include information on the development of the relationship and 
opportunitiess for partnership. During the period of study, this information need was 
partiallyy satisfied by account planning. Aside from the information that was 
collectedd in the account planning, the need was expressed during the interviews for 
otherr information that would give insight into the development of the relationship 
andd the opportunitie s for partnership. 

Typee of Fron t Offic e Relatio n Management : Symbiosi s 
II typify the front office relation management as symbiosis (see figure 5.3). Purely 
customizedd solutions are specified throuht using design knowledge. Regular use is 
alsoo made of existing components and smallest replicapable units. 

Figuree 5.3: Type of front office: Unique's relation management 
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Relationn management was aware of the type of product and process information 
thatt is needed for developing pure customization. To specify pure customization 
theyy brought people together with the right design knowledge, and they consciously 
tookk implementation potentials into account. They deliberated on which parts of the 
neww service could be done in house, which parts needed to be sourced in and on the 
sufficiencyy of Unique's capacity to implement the new service. If there was not 
enoughh capacity, they consciously took calculated risks to still be able to innovate. 

Priorr to a detailed discussion on the degree of customization and the relation, 
productt and process information in the front office relation management, I discuss a 
casee (in framework 5.2) in which an account manager gives a glimpse on how 
Uniquee specifies customized solutions. This case confirms the assumed relationship 
betweenn pure customization and relations, product and process information in the 
frontfront office type symbiosis. 

"For"For  some customers we go further in our services. We develop campaigns 
andand concepts to approach the labor market. That is different to behaving like a 
regularregular temporary employment agency. You need that to be able to solve the 
customer'scustomer's problem. This applies to two out of the hundred orders I get. In 
thosethose cases, the problem definition is such that you really need to develop 
conceptsconcepts for the customer and to cooperate strategically. 

AnAn example is a large ICT company that wants an inflow of polytechnic 
graduatesgraduates and academics. The parties came together because the customer 
couldncouldn 't get enough people. Last spring the company organized a playful 
campaigncampaign through which they were able to attract a lot of people. The original 
ideaidea of he customer was to use Unique's temporary employment agency 
channelschannels as well as the mass media channel to recruit extra employees. We 
advisedadvised against it. Using the standard temporary employment channel offers 
nono extra stimulus. You need a different sort of campaign. One that requires a 
conceptualconceptual and structural approach. A campaign has been developed for them 
inin which we, in this scarce labor market with many promotional activities, will 
certainlycertainly stand a good chance. We use media in this campaign to try to 
penetratepenetrate the polytechnic and academic circuits in a structural way, to get as 
closeclose as possible to a one to one relationship with the student, the graduate. 
ThisThis is a completely new service. It is a customized solution and is 
conceptuallyconceptually far removed from the function of a regular temporary 
employmentemployment agency. It is actually a marketing promotion concept. We have a 
clearclear view of the customer's problem formulation. The customer supplies 
manpower,manpower, support and facilities; finances and contributes, as a touchstone, 
fromfrom their own experience to the conceptualization. It is a team of people that 
interchangeinterchange concepts. Unique participates with three people [EdV: a member 
off the board, a regional manager and an account manager]. They are at home 
withwith the concepts behind Unique's current services and can develop something 
newnew together with the customer. 

Frameworkk 5.2: Case on pure customization for an ICT company confirming the relationship 
betweenn the degree of customization and relations, product and process information in the 
frontfront office type symbiosis 
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ThreeThree people on behalf of the customer also participate in the development 
phasephase (from the board of directors and directly below). 
EveryoneEveryone in the team works from his or her own background and frame of 
referencereference in developing the new service. We think mainly in strategies and 
concepts.concepts. Creativity also plays a role. Parts of the new service, like advertising 
services,services, must be insourced. You are also familiar with that part of the market 
fromfrom which we need to insource. Unique's contribution to the concept consists 
ofof developing the idea, implementing it and ensuring the inflow of people. Part 
ofof the implementation will  be supported by the customer's human resource 
department. department. 

TheThe concept, its total composition and the translation thereof to services and 
activitiesactivities is new. Naturally, you use the knowledge that you have as a matching 
organization,organization, like knowledge in the area of recruitment and selection. It's 
aboutabout long-term cooperation. The preparatory trajectory must enable us to be 
operationaloperational by the end of this year. Unique is investing a large number of 
hourshours in it. How the concept development will  be financed must still be worked 
out.out. You will  have to penetrate rather deeply into the decision-making 
processesprocesses of the customer to be able to develop such concepts together. They 
hadhad the courage to choose a completely different direction. We started with the 
customercustomer just under the board level and then climbed a step higher. There 
shouldshould be more variation and depth in Uiique's range of products and 
services,services, with more customized services. You standardize what you can, and 
wherewhere there is a need for customized solutions you add them. Considering the 
scarcityscarcity of labor for all functions in the coming ten years, it will  be necessary 
asas an organization to develop more customized solutions and to think more in 
termsterms of concepts." 

Frameworkk 5.2: Continued 

Thiss case illustrates that a new product concept is developed in consultation with 
thee customer, as a team. Unique inputs people who can offer a contribution from 
theirr design knowledge and experience. These people also have an overview of all 
existingg service concepts and components within Unique. The opportunities for 
partnershipp are being investigated. The customer's problem is redefined and 
Unique'ss actors are aware of the decision-making processes at the customer and his 
intentionn to cooperate. Unique's staff know which elements of the new service they 
cann provide themselves, which elements must and can be purchased, and which 
elementss are already in house. In this way, Unique also specifies the implementation 
sett of its service network (one of the proposed functions of service specification 
mentionedd in chapter three). 

DegreeDegree of Customization in Relation Management 
Itt is apparent from the above case that Unique specifies pure customization in the 
frontfront office relation management. This customization is primarily specified by the 
relationn management in dialogue with the customer. In this section I will describe 
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otherr  indications of pure customization specification at Unique. An example is the 
casee of De Amersfoortse, presented in framework 5.3. Together  with De 
Amersfoortsee a service concept has been designed for  the re-integration of (semi) 
occupationall  disabled people. Together  with the insurer  the person's re-integration 
degreee is determined. Suitable work is looked for  via Unique's channels. 

AA new service concept has been developed with a logistics company where 
Uniquee and the customer jointl y set up a company, which manages a pool of 
employees.. To do so, services have to be insourced, like knowledge about training, 
educationn and logistics. One of the new elements of the service, for  example, is that 
Unique,, as a pool manager, has become responsible for  the planning of the 
employeess in the customer's logistics process. 

"There"There is no knowledge in house on this capacity planning problem. You 
willwill  have to look for advice. Unique has acquired someone with logistical 
experience.experience. You will  need to insource a certain amount of expertise in the 
areaarea of training as well." 

Supplyingg customized solutions by developing new instruments can also consist 
off  relatively simple instruments, like the development of specific tests for 
recruitmentt  and selection. 

"You"You  can also develop tests yourself, like for Rabobank. They were looking 
forfor  customer-advisors (by telephone). We developed the test and presented it 
toto them. The reacted enthusiastically. This does create a certain bond with 
thethe company. These tests are interchanged: the branches in the 
neighborhoodneighborhood know that we have it. It's a pretty distinctive function. But in 
itselfitself it's a unique selling point, certainly when you develop the test together 
withwith the customer." 

"There"There are also services for which Unique designs new procedures and 
instrumentsinstruments to be able to provide the service. There is an existing arsenal of 
instrumentsinstruments available to help evaluate if the temporary employee is the right 
personperson (for a recruitment and selection trajectory or the pre-trajectory of a 
match).match). If you want to develop new services because the customer requires 
them,them, then you develop new instruments like in the case of De Amersfoortse. 
TheThe initiative came from both De Amersfoortse as well as from Unique. It's 
aboutabout a re-integration service. The arsenal of resources applied to determine a 
person'sperson's re-integration degree is in fact all new instruments. After 
implementingimplementing these, the service returns to the formal operational circuit, 
temporarytemporary employment, but also secondment or recruitment and selection. The 
instrumentinstrument is an analysis that has been developed in cooperation with De 
Amersfoortse.Amersfoortse. De Amersfoortse has been previously involved with the person 
whowho must be re-integrated. As a result, there is an exchange of information 
betweenbetween Unique and De Amersfoortse." 

Frameworkk 5.3: Case of De Amersfoortse: a new customized service concept to re-integrate 
(semi)) occupational disabled people 
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"This"This could be a unique selling point.... We developed a test for a 
telemarketingtelemarketing company for which Unique is the exclusive supplier. This 
doesdoes create a certain bond with the company. " 

Whenn specifying customized solutions, Unique attempts to use existing service 
elementss as much as possible. 

"We"We work with a number of standard instruments. Those are not only 
recruitmentrecruitment and selection, but also how you provide services, the offering of 
people,people, and the way we accept applications or the way we broaden the 
placementplacement possibilities of an application. These are standard resources that 
eventuallyeventually must lead to the match. If you lay the resources side by side you 
havehave a relatively established system that must lead to a match from two sides 
andand determine the way in which we present our product. For a standard 
applicationapplication you start the process and the transaction is completed. But it can 
alsoalso be a more complex request and then you need to look for or design new 
elements.elements. This is what we are moving towards. So, if you want to provide 
moremore customized solutions then you are actually going to apply a broader 
arsenalarsenal of instruments, and when you reach the limit of those instruments 
youyou will  either insource these or design these yourself. The latter especially 
isis happening more frequently. " 

RelationRelation Information 
Thee relation management expressed a definite need to expand the customer profile 
inn the branches to include information on the development of the relationship and 
opportunitiesopportunities for partnership. During the period of study this information need was 
partiallyy satisfied by account planning. Before expanding on the need for relation 
informationn at the symbiosis level and the way that account planning contributes to 
this,, I will first consider the usability of the customer profile that was formed at the 
branchh offices for relation management. Relation management depends primarily on 
thee branch for building up relation information. Relation information is built up at 
thee operational level during the course of the relationship. The information is 
accumulatedd by various people (see table 5.6). 

MomentsMoments in the relation life cycle for 
informationinformation creation 

Firstt meeting 
FirstFirst application 
Evaluationn of first delivery 
Sequell or repeat application 
Relationn management 
RelationRelation management and account 
planningg for large accounts 

MostMost important functionary involved 

Saless executive of branch 
Intermediaryy at branch 
Intermediaryy at branch 
Intermediaryy at branch 
Relationn management at branch (branch manager) 
Relationn management (district and regional 
management,, account management and board of 
directors) ) 

Tablee 5.6: Establishment of relation information by various functionaries 
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"If"If  the sales executive has visited the customer, the way the relation is 
furtherfurther  established is dependent on the 'inner-front'.  There will  be 
differencesdifferences per branch as to how the field service is involved in this sort of 
follow-upfollow-up actions. The field service only does the prospect part The contact 
thatthat has been established by the sales executive must be taken over. That 
happenshappens once the prospect has become a customer....The information 
transfertransfer between the functions is structured using a weekly meeting and 
throughthrough visit reports." 

Evenn if the relation management is responsible for  the relation, the branches 
continuee to play an important role in the building and maintenance of relation 
information .. The information flow between the branches and relation management is 
nott  always good. Quotes in framework 5.4 indicate that the information supply of 
thee branches is not aligned to the information requirements of relation management. 
Thee instruments at the branches to record and establish customer profiles are not 
alwayss applied with the same care and consistency. Furthermore, the information 
availablee at the branches is not sufficient for  relation management. 

"The"The information required for approaching customers varies throughout the 
organization.organization. Whereas sales executives can do with: 'finding a telephone 
number,number, then I'll  work my way down the whole street and hope to be able to 
dealdeal with the situation there and then', account managers have a clear need 
forfor deeper, more detailed information: strategic developments, hreats and 
opportunities,opportunities, number of temporary employees, etc." 

"You"You will  have to standardize the assimilation of information at the branches. 
MostMost of the information is in people's heads. The information at the branch is 
tootoo summary. These are the well-known visit reports. You must have an 
accountaccount profile available per customer, in which the vision and goals of the 
accountaccount become visible. Which services have been offered by Unique and 
when,when, because the situation at the customer can change. ...You look for 
informationinformation that is intended to retain and expand relations... You want to know 
moremore about the strategy, whether the customer is going to score large 
accounts,accounts, and what thoughts they have on what they want to make more 
flexible." flexible." 

"At"At the branches they don't have to work out all kinds of concepts but they 
shouldshould deal with the customer's application in a more structured way to find 
outout if there isn 't more going on at the customer than just the application. You 
mustmust understand which information you need to be able to serve the customer 
moremore and better and you will  have to have the discipline to record this 
information.information. If you are going to request this from the branches then head office 
willwill  need to facilitate it. " 

Frameworkk 5.4: Quotes indicating non-alignment of information supply of the branches to 
thee information requirements of relation management 
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"The"The challenge for the account manager is to strategically expand customers 
whilewhile the situation at Unique doesn 't completely align itself to that. This 
requiresrequires vision forming and effective communication. It must be clear within 
thethe organization how the routing of information is and everyone within the 
routingrouting must be well informed about it. The same goes for routing to 
customers.customers. There is an information routing between the directors, the 'in 
betweenbetween layer', the branches and the customer. The information runs two 
ways.ways. It is in fact clear how the routing runs, however, not all participants 
communicatecommunicate efficiently." 

"The"The branches had to supply a top-five prospects when the account 
managementmanagement function started together with information about those prospects. 
InIn reality the quality of that information was not up to standard. The 
informationinformation consisted of name/address data, contacts and their functions, 
SBU's,SBU's, which flexible labor services they subscribe to and from which 
partners,partners, and some commercial market data from the customer, like number of 
employees,employees, an organizational chart, which sections are 'borrowed-in', what 
numbernumber and for which functions, where are the opportunities and threats, what 
areare the actual trends. Based on this information account management 
approachedapproached the customer. During the process you try to supplement the 
informationinformation where necessary. An important part of the information from the 
branchesbranches must come from the sales executives, but the branch manager also 
participatesparticipates in prospecting, mainly at the large prospects. In fact the 'upper-
layer'layer' of these large prospects, where the branch managers were busy, have 
beenbeen shifted to the account managers. It's a current theme that we run up 
against,against, there is actually very little known about such customers at the 
branches.branches. Name/address-plus. We are a 'do-organization' (possibly the whole 
industry),industry), not used to recording information systematically. There are forms to 
recordrecord things but the culture and the understanding of the importance of 
recordingrecording is missing." 

"Information"Information on relations is recorded but not automated. Especially when it 
concernsconcerns larger customers, like Rabobank, information on them must be 
communicatedcommunicated to nearly all branches. Care must be taken that the data is 
properlyproperly interpreted. You would have to create a profile centrally and 
transporttransport this to the branches. This saves an enormous amount of time and 
minimizesminimizes mistakes. This makes you become more independent from the person 
atat the branch. If these processes run automatically then you can also organize 
andand manage a lot of the commercial information that becomes available. " 

Frameworkk 5.4: Continued 

Thee lack of correspondence between the information supply from the branches 
withh the information requirements of the relation management limit s the degree to 
whichh they can approach customers proactively. 

"We"We are very reactive. We wait for an application and react to it. If  the 
customercustomer has a question, asking for a point of view on a problem they have, 
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youyou already respond reactively. You would rather signal a tendency at the 
customer,customer, offer solutions for it and supply customized solutions. " 

"The"The way information runs from the top to the bottom and from the bottom 
toto the top, completely misses the target.... There should be more information 
onon what the company does, which personnel policy they are pursuing, what 
theirtheir visions and business plans are. We ask questions like: how many 
temporarytemporary employees, how much ' hiring-in' volume, with which agencies do 
youyou do business? This in itself is useful commercial information, but you 
mustmust have broader information about a company. I want to know their vision 
forfor the future. We take a photo of the current situation with potential for the 
futurefuture and what we want to have is an idea of how the customer will  develop. 
IfIf  you want to act proactively then you must anticipate developments at the 
customer.customer. This 'upgrading' is happening in the temporary employment 
industry. industry. 

Mainn issue in the shortage of relation information is the ability to follow the 
developmentt of the relation. Within the organization the idea exists that customized 
solutionss can mainly be offered if the relation with the customer has progressed 
furtherr in the relation life cycle (see figure 5.4). 

"The"The point at which you can offer customized solutions in the relation life 
cyclecycle is when you see that the customer is not getting enough people or is 
unableunable to recruit at the right level. To do so you must already have 
establishedestablished an ongoing relationship with the customer and have delivered a 
numbernumber of times. You can't come in cold and start talking about a nice 
concept.concept. " 

purchases s 

fplorator yy phase Growth phase Saturation phase Derlinrr  Phase 

Figuree 5.4: Relation life cycle and the offering of customization 
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"The"The cooperation with De Amersfoortse originated from a long relationship. 
InIn ninety nine percent of the cases, Unique starts from ordinary temporary 
employmentemployment work. The cooperation intensifies. The average relation life 
cyclecycle is three years. The temporary employment market is an 'allow-market'. 
YouYou come in at a customer and if it clicks they '11 send you some applications. 
InIn the second year you experience the peak. In this phase, other temporary 
employmentemployment agencies enter with other propositions. " 

"Often"Often there is a change of the guard at the temporary employment agency 
oror at the 'hiring' company. When the personal relation disappears, the 
declinedecline starts. If you evaluate this against the build up of a lengthy 
relationshiprelationship that in time should yield more, then this means that whenever 
youyou recognize this cycle you continually need to supply new ' oxygen' to the 
relationshiprelationship At some point in the three year cycle you can present a 
broaderbroader service offering." 

Thee relation life cycle describes the pattern in which the relationship changes in 
timee under the influence of interactions. Figure 5.4 shows the cycle in which four 
phasess can be defined and the relation has been expressed in terms of purchases. The 
fourr phases are the exploratory, the growth, the saturation and the decline phase 
(Peelen,, 1989). At Unique the idea is that customized solutions can be best offered 
att the end of the growth phase or at the beginning of the saturation phase and that 
duringg the exploratory and growth phase information must be consciously built up 
aboutt the relation. 

"During"During the progression of the life cycle you gather a lot of information 
fromfrom the customer. You build up ,a rich picture of the customer, on the basis 
ofof which you can make the jump to higher forms of customized solutions and 
deeperdeeper relationships....The branch should build up a deeper relationship 
withwith the customer." 

"To"To determine the intentions of a customer in lengthy and expensive 
specificationspecification processes for customized solutions, you check if it is an existing 
relationrelation and what you have to defend. You must also dare to ask the 
customercustomer questions about the chances that you have and what other agencies 
areare doing and charging. You also want to know if a customer is prepared to 
investinvest in the specification process, to put in people. " 

Sometimess an existing customer asks for an offer for a customized solution 
withoutt wanting to go into detail about their needs. They assume that Unique knows 
aboutt the customer. 

"With"With one of our bank customers it was simply: "here's the problem so just 
makemake an offer. I know absolutely nothing. I don't know the customer. I went 
alongalong once, but the customer didn 't give us the opportunity to participate in 
thethe problem solving process. The bank is an existing relation. " 
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Thee relation information that is built up in the branch does not satisfy the 
demandss made on it by the relation management. The same applies to the 
managementt information system. Unique measures its success in the market mainly 
onn the basis of turnover per period. The Management Information System (MIS) 
showss the total turnover and the turnover per customer. The turnover per customer is 
primarilyy analyzed if the turnover per period falls short. The division of the turnover 
betweenn the various services is only visible in two categories: temporary 
employmentt aid other services. The information needed to be able to follow a 
relationn is missing. 

"The"The MIS is turnover based, but I want to be able to monitor relationships." 
"When"When measuring success in the market, the turnover per period is central, 
butbut it would be better to also weigh up the customer's mark. An indicator 
couldcould then be share of use... Cross-selling ratios and the relation duration 
saysay a lot more. " 

[EdV:: How long does the average customer stay with Unique?] 
"Good"Good question, no idea " 
"I"I  don't know. It would be good to know. I could also use that as 
managementmanagement information." 

Thee quotes above show that the relation management had a need for relation 
informationn on the development of the relationship and partnership opportunities. 
Duringg the period of study the relation management at Unique had just started with 
accountt planning in order to partially satisfy these information requirements and to 
improvee and formalize relations with the national customers (DAP6). In the plan 
'Workingg with National Customers* (DAP6) district, regional managers, and 
directorss are appointed as coordinators for national customers. 

"The"The coordination and decision-making is defined at three levels from 
districtdistrict manager to director, depending on the size of the customer. An 
accountplanaccountplan consists of a marketingplan and an operational plan. " 

Relationn management is expected to collect information based on account 
planning.. This information is included in table 5.7 with the symbols AP. The 
informationn need mentioned in the interviews has been added to table 5.7 with the 
symbolss IV. The information that is in principle available for relation management 
fromm the branches is indicated by an X and is the same as in table 5.2. 

CharacteristicsCharacteristics of market segments in BtoC 
Geographic Geographic 

Zipp code 
Region n 
Climate e 
Density y 

Tablee 5.7: Relation information of relation management on companies 
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Demographic Demographic 
Age e 
Gender r 
Familyy size 
Familyy life cycle 
Income e 
Profession n 
Education n 
Sociall class 

Psychographics Psychographics 
Habits s 
Attitudes s 
Interests s 
Hobby's s 
Mediaa behavior 
Buyingg intention 
Occupationn or use of relevant goods/services 

CharacteristicsCharacteristics of market segments in BtoB 
Businesss characteristics 
Sectorr (sector code) 
Establishments s 
Amountt of employees 
Buyingg pattern 
Activitiess and processes 
Productss and services 
Organizationall structure 
Legislatoryy status 
Financiall indicators 
Endd markets 
Usagee rate 
Size e 

X X 

X X 

X X 
X X 

XAP P 
X X 

X X 
X X 

CustomerCustomer profile 
CustomerCustomer identification 

Companyy name 
Name e 
Title e 
Address s 
Domicile e 
Telephonee number 
Country y 
Fax x 
E-mail l 
Customerr id. 
Accountt nr. 
Paymentt method and data 
Credit-worthinessCredit-worthiness and limits to credit 

XAP P 
XAP P 

X A P P 
X A P P 
XAP P 
XAP P 
XAP P 

X X 
X X 
X X 
X X 
X X 

StatusStatus of the relationship 
Suspect t 
Prospect t 
Lead d 
Qualifiedd lead 
Customerr (account receivable) 

X X 

X X 
CharacteristicsCharacteristics of the relationship 

Typee of customer (Super, Major, Submajor, Prospect, New, A, B, C) 
Active// passive 
Frequentt complainer 

X A P P 
X X 

Tablee 5.7: Continued 
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'Doo not promote' 
PreferredPreferred employment agencies 

X X 
X/AP P 

StateState of commercial process 1 sales cycle 
Reactionn on campaigns 
Applicationn for information 
Proposalss Coffers made) 
Triall purchases 
Runnin gg orders (running employments) 
Typee of purchasing decision 
Payments s 
Scotsman-analysi ss  percentage of job applications leading to placements) 

X X 
X X 

X X 
X X 

X X 
ContactContact management information 

Contactt persons 
Decision-makin gg unit structur e (applicants for Hex workers and tenure ships, decision 
makers) makers) 
Relationn matrix 
Structuree of purchasing process 
Contactt history 
Agreementss / appointments made 
To-do-lis tt  (Commercial Activity Report and in reaction on applications) 
Partt of campaigns 
Contentt (brochures, reports, etc.) received 
Afterr sales service-applications 
Originn of the customer 
Complaints s 
Media/channell preferences 

XAP P 
XAP P 

AP P 

X X 
X X 
X X 
X X 

X X 

NeedsNeeds - possession information 
Installedd base / buying pattern 
Possessionn or use of relevant goods or services {collective labor agreement} 
Needss profil e (vacancies; motivation for HRM insourcing) 
Affinityy score 

XAP P 
AP P 

XAP P 

DevelopmentDevelopment of the relationship 
CommercialCommercial value (economic indicators) 

Positionn in the relationship lifecycle 
Customerr life-time value 
Recency y 
Frequency y 
Monetaryy value (turnover contribution over the last five years) 
Cross-selling-rate e 
Retentionn rate 
Relationn duration 
Degreee of customer acquisition 
Sharee of use (A,B, C) 
Sharee of spend (A, B, C) (market share of competitors and their average rates) 
Potentia ll  spend index (X: insource capacity for temporary employment) (AP: need for: 
recruitmentrecruitment and selection, detachment, payrolling, project management, mobility 
services,services, in-house settlement; duration of placements per employment segment; 
averageaverage rate per employment segment; insource capacity for temporary employment 
andand projects on a yearly basis) 

rv v 
X X 
X X 

XAP P 
IV V 

IV V 

IVV AP 
AP P 

XAP P 

RelationshipRelationship experience (psychological indicators) 
Switchingg cost 
Trust t 
Commorient t 
Satisfaction n 
Attractivity y 
Longg term expectations IV V 

Tablee 5.7: Continued 
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OpportunitiesOpportunities for partnership 
Actorr analysis 
Decision-makingg processes 
Strategicc developments /importance on the customer side 
Commerciall attractiveness of the customer's customers 
Cooperationn intention (AP: stemming from SWOT analysis of account; short and long 
termterm objectives and implementation plan) 
Compatibility y 
Partnerss reputation 

IV V 
AP P 
IV V 

IVV AP 

Tablee 5.7: Continued 

ProductProduct Information 
Fromm the above account manager case (creating customized recruitment and 
selectionn solutions for an ICT company), it became apparent that the product 
informationn at relation management consists of design knowledge for new service 
conceptss and insight into the components and smallest replicapable units of existing 
services.. The case also illustrates that the process information consists of 
implementationn potentials. The case in framework 5.5, sketched by a regional 
manager,, confirms this impression. In this case, Unique combines two new service 
elementss (logistical capacity planning and certain types of training) with existing 
elementss (recruitment & selection, pool management) to a symbiotic cooperation 
betweenn various organizations. 

"There"There are more complex services than the standard temporary employment 
work.work. An example of this is a project where Unique responds to the needs of a 
logisticslogistics company. It concerns a capacity-planning problem. We set up a flex 
companycompany in the form of a joint venture, which operates independently in the 
market.market. This is completely new for both the customer and Unique. 

TheThe logistics company requires a certain labor capacity during a certain 
period.period. However, it has no insight into the distribution of this capacity during 
thethe period. The logistics company has a number of permanent employees. 
UniqueUnique is responsible for planning for the remaining labor capacity required. 
ThisThis can be filled with temporary employees or seconded employees. You can 
alsoalso include third parties. 

TheThe concept also has the objective to offer services to other companies that 
'hire-in'.'hire-in'. A bonus-penalty ruling is applied based on consumption quota. 
ParticipatingParticipating companies protect each other through this ruling. If one of the 
partiesparties withdraws after a short period the foundation of the project 
disappears.disappears. Participating companies have access to a permanent group of 
logisticlogistic staff that is reserved for them. The staff is employed by the flex 
companycompany andean be placed at various companies. The flex company plans the 
capacitycapacity for a number of years ". 

Frameworkk 5.5: Case on pool management in a joint venture with a company in logistics, 
confirmingg product and process information being on the level of the front office type 
symbiosis s 
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"The"The flex company offers extremely good employment package terms: training, 
studystudy costs, etc. This makes it possible to attract people from the labor market 
YouYou offer people perspective, a permanent job and a career. The core process 
ofof the company that the employee works for is in logistics; the core process of 
thethe flex company is human resource management. The flex company tries to 
improveimprove the employee so that he is better employable and can yield more. The 
employeeemployee can follow a number of training courses at the flex company and 
gaingain work experience. When he leaves the flex company, he will  have improved 
hishis chances in the labor market. There is no in-house knowledge on the 
capacity-planningcapacity-planning problem... You will  have to get advice if you want to include 
thisthis sort of service offering in your company policy.... Unique has recruited 
someonesomeone with experience in logistics. We needed to insource a certain amount 
ofof expertise in the area of training as well.Ifyou enter even deeper into the 
customer'scustomer's process then it would mean taking on work. The customer then lays 
itsits entire personnel problem at Unique's doorstep, including the management. 
YouYou become responsible for the whole production process. Also the logistics. 
AndAnd you end up in logistics services. An example is the post room at the 
MinistryMinistry of Foreign Affairs. Unique supplies nearly all the employees." 

Frameworkk 5.5: Continued 

Althoughh the various relation management actors appear  to have insight into the 
structuree of the current services and have design knowledge with regards to new 
servicee concepts, a need exists within the organization for  further  formalization of 
informationn about new services and customization trajectories so that more cross-
fertilizatio nn can take place. 

"Developing"Developing customized solutions for large customers is on the one hand a 
creativecreative process. On the other hand it should be done more systematically. 
TheThe plans are there, but we will  have to pick them up. We have to transform 
itit  into culture and apply it. As I said before, this industry has always been a 
'do-industry'.'do-industry'. Unique is aware that is has to run its business differently and 
isis busy making people and resources available. You should actually build up 
aa database of cases, of similar projects, so that cross-fertilization can take 
placeplace within the organization and these sorts of projects can be scaled up. In 
aa number of branches initiatives are taken. lean assure you that if all good 
thingsthings that have ever been done were known and would be applied to other 
situationssituations we'd have a very prosperous company. " 

"It's"It's  important to communicate what information exists and where you can 
findfind it. The district managers must be kept informed by the board of 
directorsdirectors and the manager additional services about what is going on. The 
districtdistrict manager's function is very operational and they often have no time 
toto involve themselves with regards to content. Questions from branch 
managersmanagers therefore often end up on my desk. [EdV: manager  additional 
services].. I then have to supply information 'ad hoc'. That's why I'm busy 
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classifyingclassifying information per subject, so that you can find and supply the 
informationinformation more easily. It concerns mostly standard offers, standard 
proceduresprocedures and flow diagrams. There should be a library with literature, 
tradetrade journals, offer models and cases. The only library I have is my filing 
cabinet.cabinet. The maintenance of the library is Bianca 's responsibility, but she 
doesndoesn 't have time for it. I think that is fatal for the organization. We have to 
recordrecord information systematically at all levels and you have to expect more 
fromfrom yourself than from the branches. We can definitely earn money with it. " 

ProcessProcess Information 
Ann important implementation potential to design new service concepts are the 
productionn capacity of the branches and the rest of the organization. Relation 
managementt explicitly considers whether there is enough capacity to implement a 
conceptt and/or to insource capacity on the market. Awareness about implementation 
potentialss already became apparent in the above-mentioned cases on the ICT 
companyy and the creation of a new pool concept for logistics companies. The 
followingg quotes confirm that relation management is aware of the implementation 
potential.. It becomes also apparent that there is not always sufficient capacity 
availablee to implement customized solutions and that this leads to a variety of 
operationall strategies. 

"For"For  customized solutions to succeed you hand over the concept to the 
regionalregional manager or board of directors with a request for extra capacity if 
necessary.necessary. It often comes down to the fact that there is no extra capacity 
availableavailable and that the branch office has to do extra work. If that happens a 
numbernumber of times, you become doubtful about offering additional services. 
ThereThere are no real project managers who can support the forming of concepts 
andand implementation at Unique. " 

"We"We don't always have the right people to implement new services. You 
makemake apian on how the new service is to be communicated internally and to 
thethe customer. You try to find the people to implement it, like project 
intermediaries.intermediaries. Are they available internally or will  you need to recruit 
externally?externally? " 

[EdV:: Imagine you are at a customer and you find something commercially 
interesting.. How do you know for sure that you can realize it?] 
"Sometimes"Sometimes we don't even worry about it. If you have to take that into 
accountaccount you can't do anything, because there are always issues. What 
UniqueUnique often chooses is to set out the lines as clearly as possible, but 
acceptingaccepting that here and there things can sometimes go wrong because of the 
lacklack of human resources, or something else that can go wrong. You base 
yourselfyourself on a normal branch office where everything is available. But there 
willwill  always be branches where there is a shortage of staff. You can't think 
perper branch office. Unless it's about a specific project that you intend for a 
specificspecific branch office." 
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"Take"Take the already mentioned bank offer. A broad, comprehensive solution 
waswas requested. If  you have any good ideas then you could use them there. 
ThereThere were very creative, innovative things in it. But I understand very 
clearlyclearly that we have a problem if it all must be implemented. We are not yet 
setset up for it. That is how it also happened with another large relation." 

"For"For  larger organizations, you can see a development into more complex 
services.services. Branch offices don't have enough experience with that. Though 
theythey are the first to come into contact with this sort of large customer. The 
districtdistrict manager cr account manager is then called in. And then they are 
oftenoften confronted with the lack of capacity. This shortage consists of both 
operationaloperational capacity as well as managers to lead the projects. To overcome 
this,this, you could form a sort of pool of project managers from which various 
districtdistrict managers could draw to launch a project, implement it and 
transformtransform it to the branch office, because things fairly often go wrong in the 
trajectorytrajectory from planning to operational implementation. The work pressure 
isis high at the branches and you can only deal with a limited amount of extra 
things...However,things...However, extra capacity must cover its own costs. " 

Thee operational strategies to deal with the capacity problem vary from fear  to 
offerr  customized solutions to an estimated guess when it comes to implementing 
customizedd solutions. One is aware of the capacity problem in the organization, but 
hass the experience that solutions can be found during implementation. Lik e many 
otherr  service providers, Unique's most important resources are human resources. 
Theree is only limited financial leeway to build in excess capacity of human 
resourcess within these sorts of organizations. In such organizations entrepreneurship 
cann not consist of pre-investment in products or  production capacity, but takes place 
inn the area of tension between service innovation in the market on the one hand and 
thee managing of one's own production capacity on the other. The organization can 
keepp innovating, as long as this area of tension remains manageable so that 
customerss can be kept content and the internal organization doesn't block. As wil l 
becomee apparent from the discussion of Unique's strategy, this is what Unique is 
attemptingg to do with its customized services. 

Effectivenes ss of the Front Offic e Relatio n Managemen t 
Tablee 5.7 clearly shows that the need for  relation information within relation 
managementt  is at the symbiosis level, while the relation information at the branch 
officee is at the field and inside service level. By account planning important steps 
weree taken in extending the customer profil e to include information on the 
developmentt  of the relationship and opportunities for  partnership. As became 
alreadyy apparent from the discussion on the relation information, the shortage of 
relationn information that still existed, because account planning had just started, 
limitedd proactivity (see table 5.8). 
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Ineffectiveness: Ineffectiveness: 

DueDue to: 
Insufficientt relation 
information n 
Insufficientt product 
information n 
Insufficientt process 
information n 

Limited Limited 
proactivity proactivity 

X X 

Specification Specification 
quality quality 

problems problems 

Longer Longer 
specification specification 

lead-time lead-time 

Limited Limited 
protectionprotection of 

thethe back office 

Tablee 5.8: Ineffectiveness of the front office relation management 

Unique' ss  Strategy : Oscillatio n and Innovatio n 

Unique'ss strategy oscillates between a scope and partnership oriented strategy (see 
tablee 5.9). Unique sees itself "not so much as a supplier of individual services and 
products,, but more as a partner in lengthy and business critical processes", as 
"advisorr during the concept phase, followed by active support during the 
implementationn phase of developed flex-models" (YR1997). Still a large proportion 
off its turnover still comes from basic services like temporary employment, 
recruitmentt and selection and payrolling. Unique's scope orientation still was its 
basis. . 

<<  • 

ServiceService positioning 
strategystrategy •> 

Organizational Organizational 
design design 
characteristics: characteristics: 
Naturee of the service 
process s 

Servicee type 

Valuee adding focus 

Interaction n 
governance e 
Management t 
approach h 
Marketingg approach 

Economies s 

MassMass orientation 

Standardizedd / 
Infrastructural l 

Product t 
(standardized) ) 
Processs and source 

Selling g 

Production-line e 
perspective e 
Transaction n 
marketing g 
Economiess of scale 

ScopeScope orientation 

Modularr  / 
componentt  based 

Service/product t 
(masss customized) 
Process,, interactive 
andd client 
Sparring g 

Empowerment t 
perspective e 
Relationship p 
marketing g 
Economiess of scope 

Partnership Partnership 
orientation orientation 

Add hoc structured 
andd interconnected 
withh customer 
processes s 
Puree service 
(customized) ) 
Clientt  and 
interactive e 
Jobbing g 

Empowerment t 
perspective e 
Relationship p 
marketing g 
Economiess of 
relationships s 

Tablee 5.9: Unique's oscillation between scope and partnership orientation 
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Thee opinion of a number  of respondents on the strategy can be found in table 
5.10.. To analyze whether  Unique's strategy is experienced differently throughout 
thee company, I make a distinction in the table between the opinions of management 
(excludingg branch management), of employees in the somewhat older  branches 
officess (Amsterdam and Apeldoorn) and employees in the younger  branches 
(Hoofddorpp and Hoogeveen). The general tenor  in table 5.10 is one of scope 
orientationn and a trend towards more partnership orientation. In spite of the 
differencess between the branch offices there is no mentionable difference in how 
strategyy is experienced in the branches (nor  is there a noticeable difference between 
managementt  and the branches). The movement towards more partnership orientation 
becamee also apparent from the appointment of customer coordinators and the 
introductionn of account planning. Examples of partner  oriented activities are 
Unique'ss *in house' branches at Solvay Duphar, the establishment of the Zorgwerk 
companyy commissioned by Stichting Thuiszorg Rotterdam where large numbers of 
employeess of Thuiszorg are placed 'flexibly ' (YR1997), and the customization cases 
describedd above in the frameworks 5.2, 5.3 and 5.5. 

Management t 
•• "A trend towards customization is visible for some time. Unique becomes a broad 

serviceservice provider. The added value decides if you may still do temporary employment 
work.work. Three processes: regular, diverging from regular, new service concepts." 

•• "A trend is visible in the direction of more customization and longer relationships. 
•• "Development towards more complex services is visible. You must therefore try to keep 

thethe back door shut (not lose customers). " 
•• "Turning point in the market. Have to do other things to keep relations committed. 

MoreMore customization because of scarcity. You standardize what you can. We are 
directorsdirectors in scarcity." 

Olderr branch offices 
•• "The industry demands that you become more professional and more mature and that 

thethe service becomes broader and deeper. You go from range to depth. Many of the 
branchbranch offices can't deal with this due to their structure. " 

•• "You try to build up a relation with large companies. Transactions at large relations 
areare more elements in a series." 

Youngerr branch offices 
•• "You would much rather deal with your customer proactively and thereby create a 

longlong term cooperation in which Unique becomes the extension of personnel & 
organizationorganization processes in an organization. This is also dependent on how long you 
knowknow the customer and how much faith the customer has in your organization. In this 
regionregion long-term relationships do exist. Relationship management is very important. 
BeingBeing that extension has not yet happened. I think that the larger 'hirers' are more 
openopen to that. It has to do with the fact that there are mainly young branch offices in this 
region,region, you must first make a name for yourself." 

•• "Steady customers will want Unique to fulfill the personnel management function more 
andand more. We should segment the market more. Customized services are being worked 
on." on." 

•• "The function customer intermediary is intended to deepen the relationships. " 

Tablee 5.10: Opinions of respondents on Unique's strategy 
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Inn the next sections I will characterize Unique's strategy based on the three 
genericc service strategies derived in chapter two to show how elements of the scope 
andd partnership orientation both can be recognized at Unique and I will deal with the 
oscillationn between scope and partnership orientation through ad hoc and 
recombinativee innovations in Unique's customization initiatives. 

Characteristic ss of Unique' s Strateg y 
Unique'ss strategy shows characteristics of both scope and partnership orientation. 

NatureNature of the Service Process and Service Type 
Unique'ss services are mass customized or customized. The nature of the service 
processs for services like temporary employees, secondment, recruitment and 
selection,, payrolling and even pool management has modular characteristics. 

Inn the customization cases (frameworks 5.2, 5.3 and 5.5) existing service 
moduless are combined with new service elements into new service concepts. In the 
customizationn cases the service processes of Unique are intertwined with the service 
processess of its customers. Framework 5.6 shows another customization case, which 
illustratess the intertwining of the processes of Unique and its customers. The core 
processs of the customer (providing logistical services to its customers) became 
completelyy dependent on the ability of Unique to provide its customer with the 
humann resource capacity needed. Unique's customer even considered moving its 
operationss to regions where Unique had a better chance of recruiting human 
resources. . 

"We"We are involved in a customizing trajectory for Banta, a computer company. 
ThisThis customer requires solutions that deviate from standard solutions. For this 
youyou design new instruments. A customer of Banta, an American company, 
continuallycontinually asks for new things, which means that Banta's work and 
consequentlyconsequently our work is continually changing.... Their customer requires a 
serviceservice for which 2/3 temporary employees and 1/3 permanent employees are 
necessary.necessary. They ask us to think with them on how the level of quality of both 
thethe permanent employees as well as the temporary employees can be raised. In 
thisthis case we are a sort of pool manager, where in f act you take over 2/3 of the 
personnelpersonnel management. Werknet cannot cope with the work anymore, so 
WerknetWerknet and Unique will now supply half each. That results in bottlenecks. 
TheThe demand for 'flex-workers' varies strongly. One week it's 50 vacancies, 
thenthen 100 and then 10. They don't only require production workers but also 
qualityquality managers, shift managers and production managers. Part of the labor 
logisticslogistics process is carried by Unique and Werknet...Unique's role keeps 
increasing.increasing. The question is how it's going to end. It also interferes with the 
otherother activities at the branch office. A customer like that demands 42 hours a 
weekweek if you 're not careful. Eventually someone will be employed to manage 
thisthis project and be part time at the customer. This work also ends up on the 
deskdesk of other people in the officee ". 

Frameworkk 5.6: Customization case at Banta, indicating intertwining processes between 
Uniquee and its customer 
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"Depending"Depending on the supply of temporary employees, it must be decided where 
theythey go to, Banta or someone else. The branch manager needs to decide on 
this.this. A problem is that this customer is continually on the move, so that the 
formform of service never stabilizes. Banta has three customers on the waiting list. 
TheyThey want a guarantee on how many employees we can supply. They need 400 
people.people. We informed them that the limit is 60. We check how many temporary 
employeesemployees are working in Apeldoorn and indicate that it is possible, in 
principle.principle. But not all temporary employees go to one company. So you can't 
guaranteeguarantee anything. The customer wonders if it can take on one of their 
customerscustomers or not, then asks Unique if they must relocate some of their 
activitiesactivities elsewhere, and if so, where, because they do need the people. They 
wouldwould prefer to keep the activities in one place. The logistics are then easier 
andand cheaper. The company keeps insisting: tell us Unique, because we depend 
onon your reasoning." 

Frameworkk 5.6: Continued 

ValueValue Adding Focus and Interaction Governance 
Thee value adding focus in mass customized services provided by the branch offices 
liess on the following. 

•• The customer's ability to express its human resource needs (the customer's 
part). . 

•• The interaction with Unique's front office employees to interpret the customer's 
questionn (the interaction part). 

•• The matching process (the process part). 

Thee interaction governance is one of sparring. Customers can influence the 
specificationn to the extent to which Unique is willing to provide (constrained by its 
components).. The server's role is one of configuring components to meet individual 
customerr needs. 

"Which"Which  services you will  offer becomes apparent from the conversations you 
havehave with the customer. Usually you explain one or two services. You try to 
createcreate a desire and to discover needs. Based on that you decide which 
servicesservices to offer... You specify the requirements of the customer more 
clearly.clearly. You create a desire. Reformulating the desire happens quite 
frequently." frequently." 

Thee customization cases (frameworks 5.2, 5.3, 5.5 and 5.6) show a value adding 
focuss on the customer's coproduction abilities and on customer-supplier interaction. 
Inn all cases the service is specified together with the customer, often in teamwork. 
Thee interaction governance is merely one of sparring than one of jobbing. Although 
thee customer highly influences the specification of the service, Unique has control 
overr the interaction as well because of its knowledge on human resource 
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managementt and about its own abilities to innovate. The following quote shows that 
thee interaction governance is merely of a negotiating nature (sparring). 

"We"We advised against it. Using the standard temporary unemployment 
channelchannel offers no extra stimulus. You will have to conduct a different sort of 
campaign...campaign... We understand the company's problem clearly... The concept, 
thethe total composition of it and the translation to services and activities is 
new.new. Naturally, you use the knowledge that you have as a matching 
organization,organization, like knowledge in the area of recruitment and selection.... 
TheyThey had the courage to choose a completely different direction." 

ManagementManagement Approach 
Uniquee uses an empowerment approach with regards to its relation management. 
Relationn management carry the responsibility for their customers. 

"The"The managing and decision taking is defined at three levels from district 
managermanager to director depending on the size of the customer. " 

Thee empowerment approach is also used in the branch offices, but Unique 
allowss lesser degrees of freedom for branch staff. Within the framework of planning 
att the branch office the intermediaries and sales executives decide which activities 
theyy undertake. 

"A"A plan is drawn up for the branch office which includes the number of 
placements,placements, special offers, reference enquiries, the offering of employees 
andand the registration of applicants. A planning is made based on available 
hours.hours. The standard for a placement, for example, is one hour. " 

[EdV:: What determines what the intermediary does the next hour?] 
"Partially"Partially what there is still on my desk, partially what comes in. In the 
morningsmornings we distribute a number of things among each other. But a 
telephonetelephone call can change that. You try to continually set priorities. The 
intermediaryintermediary must be able to define the lines himself outside of the main 
line." line." 

MarketingMarketing Approach 
Uniquee is turnover oriented on the one hand and on the other hand is clearly 
developingg towards retaining relations. Relation marketing at branch office level 
expressess the importance that is attached to the building up of relations (see table 
5.11). . 

"Whether"Whether or not a company employs a regular temporary employment 
agencyagency depends on the company's size and the products and services that 
theythey offer. For certain crucial processes companies often bring in a regular 
partnerpartner with a steady pool because they want to guarantee continuity. 
WhereasWhereas for other sections many temporary employment agencies are 
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approachedapproached because they experience a serious shortage. Erratic behavior 
thenthen exists within a customer-organization. As Unique you must be able to 
accuratelyaccurately determine the customer's hiring pattern and to plan your course 
accordingly." accordingly." 

"This"This year 80% of our turnover and profit will come from 20% of our 
customers.customers. It was never like that in the past. " [EdV: statement refers to one 
off the branch offices] 

"Steady"Steady customers will want Unique to fulfill the personnel management 
functionfunction more and more: "I let Unique do that". 

Thee quotes in table 5.1, the preferential treatment of existing customers when 
assigningg scarce capacity (see table 5.4), the rise of relation oriented functions 
(accountt intermediary, project intermediary, account management and relation 
management)) and the start of explicit account planning confirm Unique's focus on 
relationn marketing. 

BM1 1 

BM2 2 

IM1 1 

IM2 2 

SE1 1 

SE2 2 

AIM M 

"I"I steer towards preserving relations. This is certainly influenced by turnover. You 
trytry to hold on to what you have." 
"Personal"Personal relations with employers and employees are very important because 
temporarytemporary employment work is an allow business. " 
"You"You can improve the loyalty of temporary employees by spending time with them 
andand paying attention to them. You see that it works. " 
"Being"Being Unique, we supply quality and also pay attention to someone's personality, 
whetherwhether an employee Jits in at a given company, etc. Personal contacts and a steady 
contactcontact for customers are important." 
"You"You try to build up a relation at the larger companies. The form the relationship 
takestakes and which services are supplied depends on the customer's requests." 
"You"You can extend the period that a temporary employee works for you by doing a lot 

forfor the employee when the work period ends, so that he can be placed again. Then 
theythey are also prepared to help if you are in need for a day. That is also the nice part 
ofof the personal approach, if that wasn 't there it would be really cold." 
"What's"What's more, it is pleasant to visit a customer, to maintain the contact and deepen 
thethe relationship. A customer then personally knows who maintains the contact and 
lookslooks for temporary employees for the company. The account intermediary also 
knowsknows more about what is going on at the company ...if you place industrial 
employeesemployees at a company you can inquire at the customer if temporary employees 
couldcould be used for more functions. You get to know the departments. There can be 
completelycompletely different people in two different departments, certainly at large 
companies.companies. You can take that into account when you send temporary employees. You 
gaingain more insight into the customer. " 

Tablee 5.11: Expressions of relation marketing at branch offices (BM = Branch Manager; IM 
== Intermediary; SE = Sales Executive; AIM = Account Intermediary) 
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Economies Economies 
Too a large extent Unique is dependent on a broad reach in the market, in which 
differentt groups of customers (mainly medium and small enterprises with a 
progressionn to larger hirers) are served with services that to a certain extent can be 
adaptedd to the needs of the customer. Because the service only varies marginally, an 
importantt part of the sales and the administrative production apparatus can be 
standardized,, keeping the costs low. Unique profits from 'economies of scope'. 

Uniquee is increasingly focusing its efforts on developing profound relationships 
withh the customer, offering customized services through which parts of the 
processess of the customer are taken over. In this case Unique's service processes 
formm themselves to the nature of the customer's assignment. Unique profits in this 
casee from 'economies of relationship', the advantages that go with getting to know 
thee management style of the customer better, through which continually new 
solutions/servicess can be offered. 

Oscillatio nn Between Scope and Partnershi p Orientatio n throug h 
Innovatio n n 
Uniquee deliberately innovates thought its customized services. In table 5.12 I 
characterizee Unique's innovations based on Gallouj and Weinstein's innovation 
types. . 

Uniquee tries to standardize elements of customized services to enable mass 
customization,, although as I wrote in the paragraph on product information 6r 
Unique'ss relation management, sometimes they lack capacity to do so. 

Thee quote below shows a clear form of a posteriori recognition, dissemination 
andd codification of newly built competencies. It deals with a customization initiative 
forr a customer in cooperation with other Unique International subsidiaries. It shows, 
justt like the other quotes on customization initiatives that the innovations at Unique 
aree by nature ad hoc and recombinative. It also shows how Unique makes 
innovationss operational in its branch offices and in those of other subsidiaries, and 
howw Unique attempts to standardize the new elements from innovations and make 
themm recombinant for future innovations using manuals, procedures, methods and 
functionn profiles. 

Innovation Innovation 
type type 

Incremental l 
Add hoc 

Recombinative e 
orr architectural 
Radical l 

Unique'sUnique's innovations 

•• New tests 
•• The customization initiatives: the in house branch office at Solvay 

Duphar;; the foundations of the organization Zorgwerk by order of the 
Stichtingg Thuiszorg Rotterdam; the reintegration service together with 
Dee Amersfoortse (framework 5.3); the pool for jobs in logistics 
(frameworkk 5.5); the recruitment campaign for an ICT company 
(frameworkk 5.2); pool management for Banta (framework 5.6). 

•• The customization initiatives in which existing components of 
Unique'ss services are combined with new elements 

•• No indications 

Tablee 5.12: Innovation types 
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"A"A  new customer has been recently scored, whereby many things have been 
discusseddiscussed with the customer. All other agencies have been slowly thrown out 
ThereThere is a 'hiring-in'  potential of millions of Dutch guilders. A package of 
servicesservices has been customized with the customer, and that was really 
'playing'.'playing'. It first has to click. What you bring in must appeal to them. Then 
youyou commit it to paper and present it. You think together. You saw it happen, 
wewe could continually anticipate matters. You penetrate deeper and deeper 
intointo the customer's process and are able to finalize the project from A to Z. 
YouYou enter at the customer at a certain management level and gradually rise 
toto higher levels. This gives you insight into the customer's decision-making 
processes.processes. Internally, I had commitment to invest in a project office. I could 
definedefine the staffing in cooperation with the regional managers. The directors 
ofof Unique International's subsidiaries and the customer are convinced of 
ourour commitment. Unique NL supplies the employees, but can draw them 
fromfrom the various subsidiaries as well. A manual for the project has been 
designeddesigned for the branch offices, containing procedures, methods and 
functionfunction profiles. A whole range of new instruments (new forms for example) 
hashas been developed that are partly reusable for other projects, because the 
manualmanual systematically deals with the various parts. A similar manual has 
alsoalso once been written for the outplacement service. Which has by now 
growngrown into a standard concept that is offered on the branches own initiative 
toto customers." 

Uniquee needs customization initiatives to stay in the market for large hirers and 
long-termm relationships. This results in a shift in its strategy towards partner 
orientation.. For customization Unique uses a series of elements from its existing 
servicess and adds new ones. It also tries to standardize the new service elements to 
selll them to a wider market, (being part of its scope orientation). In this way the 
outplacementt service has developed into a standard concept. 

II characterize the above-mentioned innovations and movements in Unique's 
strategyy as an oscillating movement between two generic strategies: the scope and 
partnershipp orientation. Through this oscillation Unique enhances its competencies 
throughoutt the years in a path dependent way, making these competencies hard too 
duplicatee and contriburive to its heterogeneity. 

Uniquee faces some drawbacks from this oscillation as well, resulting in 
operationall strain. The fact that Unique recognizes these limitations becomes 
apparentt from the quotes below. 

"If"If  you want to deploy the sales organization to generate more turnover per 
customercustomer this means that you must deploy them differently, because the 
processprocess for a new relation is a very different process to deepening the 
relationshiprelationship with an existing customer. Somewhere the processes counteract 
eacheach other. The choice for new relations ge& in the way of depth. One of the 
pointspoints of policy is that Unique wants to attract more customers in the large 
volumevolume sector. If  you attract a customer like that, you quickly have to set 
somethingsomething up for it. You can also organize the process differently by 
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preparingpreparing the company for it. Now it feels as if we can't make up our minds. 
TheThe branch office should build a deeper relationship with the customer. " 
"We"We are actually a "director in scarcity "  and will  have to be very creative 
becausebecause all the known routes have already been tried. We are moving in that 
direction,direction, though most people don't think like that yet. The accepted 
proceduresprocedures in the company are not entirely in line with creatively dealing 
withwith scarcity." 

Thiss operational tension is a result of the fact that service organizations, whose 
mostt important resources are human resources, can hardly build up an over-capacity 
off human resources in anticipation of innovations that are necessary in the market. 
Inn such organizations, entrepreneurship does not consist of pre-investment in 
productss or production capacity, but takes place in the area of tension between 
servicee innovation in the market on the one hand and the managing of ones own 
productionn capacity on the other. The organization can keep innovating, as long as 
thiss tension remains manageable so that customers can be kept content and the 
internall organization doesn't block. This is what Unique attempts to do with its ad 
hocc and recombinant innovation for customized services. 

Conclusion ::  What I Learne d fro m Uniqu e 

Thee Unique case is supportive to the propositions presented in chapter four. The 
frontfront office branch office shows the pattern of field and inside service and the front 
officee relation management shows information requirements on the symbiosis level 
too specify pure customization. Insufficiency of relation information still existed, 
whichh caused limited proactivity, thus supporting proposition two. Both scope and 
partnershipp orientation in strategy is recognizable at Unique. The oscillation between 
bothh strategic patterns contributes to innovation at Unique in which new 
competenciess are built through a posteriori recognition and dissemination of ad hoc 
innovationss and is expected to contribute to retention of customers. For their scope 
orientation,, Unique relies on the field and inside service front office type and for 
theirr partnership orientation Unique relies on the symbiosis front office type. This 
supportss proposition three. 

Theree is a link between the relation, product and process information for the 
frontfront office type field and inside service at the branch offices. To arrive at a match, 
thee branches deploy a number of components in the form of activities, such as card 
indexx analysis, window ads, testing the candidates, etc., depending on the request 
fromfrom the customer. The customer profile of the customer and the temporary 
employeee play an important part in these activities, because they express the wishes 
andd needs of both parties, because the customer profile defines the importance of 
bothh parties for Unique, and because it provides an insight into the history of 
relationss with both parties. An insight into capacity availability is also included in 
thesee activities. There is a relation between the activities that are undertaken and the 
abilityy to succeed in the labor market. If a scarce temporary employee needs to be 
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assigned,, the relation information of both parties is included in the matching process 
too decide on the assignment. 

Thee relation between relation, product and process information within the front 
officee type symbiosis was clearly illustrated by the case, where a new recruitment 
andd selection concept was being specified in collaboration with an ICT company 
(frameworkk 5.2). It is notable how clearly the relation management experienced 
restrictionss in its proactivity as a result of the limitation s of the customer profil e at 
thee branch office, and how they articulated their  information requirements in the 
interviewss and the account planning. These requirements are on the level of the 
developmentt  of the relationship and partnership opportunities. The use of the 
commonn components and smallest units for  customization, present at the branch 
offices,, is also worth mentioning. In almost all customizing initiatives, new service 
conceptss were designed, in which recruitment and selection components and the 
accompanyingg instruments of the branch offices were re-used and extended with 
neww procedures and specific capacity (like, for  example, account or  project 
intermediaries).. It is clear  that the relation management uses the relation, product 
andd process information available at the branch offices, and had additional 
informationn needs to specify pure customization, fitting  with the front  office type 
symbiosis. . 

Unique'ss strategy oscillates between a scope and partnership oriented strategy 
andd the characteristics of both strategies are recognizable. Gallouj  and Weinstein's 
servicee innovation types provide additional analytic tools to describe and understand 
Unique'ss innovation strategy and add to our  understanding of oscillation between 
scopee and partnership orientation. The wish to broaden the market to large hirers and 
too deepen existing relationships challenges Unique to customize and generates a 
rangee of innovations from which elements can be used in other  service offerings as 
well.. Existing service components are used in pure customization innovations and 
aree enhanced by new service components. The entrepreneurship in innovative 
customizationn initiatives is also notable. Unique consciously manages the risk of 
(temporary)) capacity problems to be able to innovate. 

Onee element of the generic strategies couldn't be recognized at Unique. The 
interactionn governance in Unique's partnership orientation is more of the sparring 
typee than of the jobbing type. In the kind of professional services Unique provides, 
puree jobbing interaction governance, in which the service provider  works by order  of 
thee customer and the customer highly influences the specification and controls the 
servicee delivery process (Shaw, 1990), doesn't seem to apply. The fact that 
professionalss with a surplus on professional knowledge and experience are 
insourcedd by the customer, give them the opportunity to negotiate interaction 
governancee based on their  professional knowledge. 

Uniqu ee Specifi c Referenc e Materia l 

Referencee code 
AanvBedrijf f 
AanbBedrijf f 

Document t 
Aanvraagkaartt bedrijven 
Aanbiedkaartt bedrijven 
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CommActivi i 
Refform m 
StamkrtBedr r 
StamkrtUitz z 
Basiscursus s 

Flexis s 
Vademecum m 
AdvRespons s 
MIS S 
AanmeldDetach h 
AanvraagOfferte e 
Mutatieform m 
InvoerRela a 
Werv&Selec c 
YR1997 7 

Commercieell activiteiten rapport 
Referentieformulier r 
Stamkaartt bedrijven 
Stamkaartt Uitzendkrachten 
Basiscursuss Unique Uitzendburo (cursus voor beginnend 
intercedenten) ) 
Flexiss handleiding; handleiding van het administratief systeem Flexis 
Vademecum,, electronisch handboek; beschikbaar op hoofdkantoor 
Formulierr advertentie respons 
Managementt informatie systeem 
Aanmeldingsformulierr detachering 
Aanvraagformulierr offertes 
Mutatieformulierr contactpersonen mailingbestand 
Invoerdocumentt nieuwe relatie e 
Documentt werving en selectie/afkoopdocument 
Yearr Report 1997, Unique International n.v., Jaarverslag 1997 
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