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The purpose of this thesis is to examine the level of customer consciousness of the 
production process employees in a steel factory and to investigate the methods of 
internal marketing in order to propose development practices to enhance the 
customer consciousness of the case company employees. The significance of the 
level of customer consciousness is discussed and practices already implemented 
affecting the level of customer consciousness in the company are examined.  
 
The literature review gives an insight to the role of customer consciousness in the 
CRM philosophy of a manufacturing company and examines the means of internal 
marketing in enhancing customer consciousness. In the empirical part of the study, 
the level and significance of customer consciousness is determined by conducting 
individual and focus group interviews. The interviews are also used to examine the 
practices that could function in enhancing the customer consciousness of the 
employees. Development suggestions to improve the level of customer 
consciousness in the production process are given based on the results.  
 
The level of customer consciousness is at a poor level in the production process and 
influences above all on work motivation and job satisfaction, but possibly on 
customer satisfaction as well. The enhancement of customer consciousness in the 
production process should be done e.g. by ensuring the distribution of right 
knowledge coherently to all of the employees, gathering large customer reference 
database to exploit in work and in training, using visual illustration in presenting 
the customer information, training proactively and letting the employees to 
participate in the customer oriented development activities. Customer satisfaction 
focused reward system can be considered.  
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Työn tarkoitus on tutkia asiakastietoisuuden tasoa terästehtaan tuotantoprosessissa 
ja tarkastella sisäisen markkinoinnin keinoja asiakastietoisuuden kehittämisessä. 
Asiakastietoisuuden tason merkitystä tuotantoprosessissa pohditaan, minkä lisäksi 
asiakastietoisuuden tason muodostumiseen vaikuttaneita yrityksessä jo toteutettuja 
toimenpiteitä arvioidaan.  
 
Kirjallisuusosiossa tarkastellaan asiakastietoisuuden roolia tuotantoyrityksen CRM 
filosofiassa, jonka lisäksi tutkitaan sisäisen markkinoinnin keinoja 
asiakastietoisuuden kehittämisessä. Työn empiirisessä osuudessa 
asiakastietoisuuden taso ja merkitys määritellään sekä yksilö- että 
fokusryhmähaastatteluin. Lisäksi empiirisessä osuudessa pohditaan, millaiset 
keinot toimisivat asiakastietoisuuden tason parantamisessa. Tulosten pohjalta 
annetaan kehitysehdotuksia tuotantoprosessin asiakastietoisuuden tason 
nostamiseksi. 
 
Asiakastietoisuuden taso yrityksen tuotantoprosessisissa on heikko ja sillä on 
vaikutusta sekä työntekijöiden työmotivaatioon että työtyytyväisyyteen, mutta 
mahdollisesti myös asiakastyytyväisyyteen. Yrityksen tuotantoprosessissa 
asiakastietoisuutta voidaan parantaa varmistamalla oikean asiakastiedon 
levittäminen johdonmukaisesti kaikille työntekijöille, perustamalla 
asiakasreferenssitietokanta työn ja koulutuksen tueksi sekä käyttämällä 
asiakastiedon visuaalista havainnollistamista ja ennakoivaa koulutusta. Lisäksi 
työntekijöille tulisi antaa mahdollisuus osallistua asiakaslähtöisiin kehitystoimiin. 
Asiakastyytyväisyyteen sidotun palkkion käyttöönottoa voidaan myös harkita. 



TABLE OF CONTENTS 

 

1 INTRODUCTION...........................................................................................1 

1.1 Purpose of the study and the research questions.....................................2 

1.2 Outline of the thesis .................................................................................4 

 

2 COMPANY PRESENTATION ......................................................................5 

2.1 Ovako Bar Oy Ab ....................................................................................5 

2.2 Business mission, supply chain and the customers .................................7 

2.3 Business processes of Ovako Bar ............................................................8 

2.3.1 Customer relationship management process ...................................9 

2.3.2 Manufacturing process...................................................................10 

2.3.3 Product development process ........................................................11 

2.3.4 CRM and manufacturing process interface ...................................11 

2.4 Perspectives on customer consciousness ...............................................11 

 

3 CUSTOMER RELATIONSHIP MANAGEMENT......................................14 

3.1 Several perspectives on the CRM..........................................................15 

3.2 CRM as a philosophy ............................................................................17 

3.2.1 Customer orientation vs. market orientation .................................17 

3.2.2 Internal marketing and customer consciousness............................19 

3.3 Internal marketing supporting the customer consciousness ..................22 

3.3.1 Practices of empowerment.............................................................23 

3.3.2 Internal customer reference marketing ..........................................26 

 

4 RESEARCH METHODOLOGY ..................................................................30 

4.1 Data acquisition .....................................................................................30 

4.1.1 Individual interviews .....................................................................31 

4.1.2 Focus group interviews..................................................................31 

4.2 Data analysis and interpretation.............................................................33 



5 CUSTOMER CONSCIOUSNESS IN OVAKO BAR ..................................35 

5.1 The level of customer consciousness.....................................................35 

5.1.1 Customer consciousness in the marketing department..................36 

5.1.2 Customer consciousness of the production personnel ...................38 

5.1.3 Problems caused by lack of customer consciousness....................42 

5.1.4 Need to improve customer consciousness in the production.........44 

5.2 Means to enhance the customer consciousness .....................................46 

5.2.1 IT enabled customer information distribution ...............................46 

5.2.2 Visual representation of customer examples .................................51 

5.2.3 Proactive information and training ................................................54 

5.2.4 Employee participation and work rotation ....................................55 

5.2.5 Customer focused reward systems ................................................57 

5.3 The development of customer consciousness........................................57 

 

6 CONCLUSIONS ...........................................................................................61 

6.1 Key managerial implications .................................................................62 

6.2 Evaluation of the results and limitations of the study............................63 

6.3 Suggestions for further research ............................................................64 

 

REFERENCES 

APPENDICES 



LIST OF FIGURES 

 

Figure 1. Outline of the thesis..................................................................................4 

Figure 2. Products of Ovako Bar Oy Ab. ................................................................6 

Figure 3. The supply chain of Imatra steel. .............................................................8 

Figure 4. Processes of Imatra steelworks. ...............................................................9 

Figure 5. The transaction approach to marketing. .................................................14 

Figure 6. The relationship approach to marketing.................................................15 

Figure 7. The desired level of customer consciousness of the employees. ...........36 

Figure 8. The level of customer consciousness of the production employees.......38 

 

 
 



LIST OF TABLES  

 

Table 1. Key concepts and definitions...................................................................21 

Table 2. Internal marketing practices to enhance customer consciousness...........28 

Table 3. The problems caused by lack of customer consciousness.......................44 

Table 4. The construction and enhancement of the customer consciousness........59 



LIST OF ABBREVIATIONS 

 
B-2-B Business-to-business 

CO Customer orientation 

CRM Customer relationship management 

ERP Enterprise resource planning 

HRM  Human resource management 

IM  Internal marketing 

IT Information technology 

MO  Market orientation 

RM  Relationship marketing 

 

 



 

1 

1 INTRODUCTION 

 

Companies today are trying to keep up with the tense competition in the markets, 

aiming to meet flawlessly the constantly changing customer needs and, at the 

same time, hoping to achieve profitable growth. All this has forced the companies 

to create flexible production methods and implement active customer relationship 

management (CRM): marketing and manufacturing have started to integrate 

towards a common customer-focused goal (Kotler, Keller, Brady, Goodman and 

Hansen 2009, pp. 52-54, 57; Griffiths, James and Kempson 2000). The company 

and its personnel should all respect that same uniform goal. In order to support the 

customer focus of the company – even in the manufacturing companies – all of 

the employees have to start to recognize who their customers are and to 

understand why they order from the company.  

 

The respect, support and believe in the customer focus of the company derive 

from the customer consciousness of the employees; the knowledge of the 

customer and understanding of that knowledge (Ballantyne 2000). The principles 

of customer consciousness are being applied in companies in order to focus on the 

external customers: in order to satisfy the customer, internal marketing has to be 

executed to satisfy the employees (Barnes, Fox and Morris 2004).  

 

The need for this study was generated in the case company, in a CRM 

development meeting, and emerged from the constant need to become more 

customer conscious as well as customer oriented. The inability to compete with 

price obliges the company to customize, to offer variety and quality in order to 

succeed in delivering exactly what the customer needs. In addition, increased 

customer complaints might have started to reflect that all of the employees do not 

understand the customer requirements and are not able to deliver the customers 

what they require. Therefore, there is a need to determine the level of the 

customer consciousness of the production process employees and to determine the 

needed methods to enhance the customer consciousness of the employees.  
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1.1 Purpose of the study and the research questions 

 

The purpose of this thesis is to examine the level of customer consciousness of the 

production process employees in a steel factory and to investigate the methods of 

internal marketing in order to propose development practices to enhance the 

customer consciousness of the case company employees. The significance of the 

level of customer consciousness is discussed and practices already implemented in 

the company to increase the level of customer consciousness are examined. The 

methods perceived to be the most efficient are highlighted and the development 

suggestions to enhance the level of customer consciousness are determined.  

 

The research itself aims to function partly as a method of internal marketing of 

customer consciousness: the aim is to lead the personnel to ponder the subject and 

the meaning of customer awareness during the research. The results of the study 

aim to work as a support in decision making in the CRM process and the 

manufacturing process of the company: the findings will direct the development 

activities and training programs in the factory.  

 

The theoretical background related to the study is viewed to understand the 

meaning and the importance of the customer consciousness in the customer 

relationship management (CRM) implementation of a production company. The 

key concepts related to the CRM will be discussed as well. Internal marketing is 

viewed as a practice to enhance the customer consciousness of the employees. 

There will also be representation of the best practices of internal marketing 

adopted by companies in achieving customer conscious personnel.  
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The study is implemented by searching answers to the following research 

questions: 

 

1. What is the role of customer consciousness in the CRM philosophy of a 

manufacturing company? 

2. What is the level and significance of the customer consciousness of the 

employees in the production process of the case company? 

3. How can the customer consciousness of the employees be improved by 

internal marketing? 

 

By using literature, the aim is first to explain the role of customer consciousness 

in a manufacturing company that has customer oriented operations (question 1). 

The level and significance of customer consciousness in the case company will be 

examined to understand better the main contributors and barriers to the 

construction of the present state (question 2). Question 3 is set to examine the 

means of internal marketing in enhancing the customer consciousness of the 

employees and also to estimate the success and functionality of the practices used 

in the company in developing the customer consciousness of the employees.  

 

The theory is constructed by using literature, Internet and academic publications 

concerning the theme: the theoretical part will give understanding of the 

perspective of the study in the field of marketing, relationship marketing and 

CRM. The empirical part of the research is qualitative and implemented by 

analyzing the data retrieved from the company documents and interviews. As a 

research strategy, case study was chosen, for it is generally used to examine 

present day events in one specific company to gain knowledge of that specific 

organization in a real-life context (Yin 2003, p. 1, 13). Research methodology and 

implementation will be described more thoroughly later. 
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1.2 Outline of the thesis 

 

The outline of the thesis is presented in Figure 1. Each stage of the study 

contributes to constructing the answers to the research questions.  

 

 

Figure 1. Outline of the thesis. 

 

Chapter 2 will give a preliminary overview of the case company, its processes and 

customers. In chapter 3, theoretical part of the work is presented. Research 

methodology is explained in chapter 4, after which the empirical part of the thesis, 

such as interview results and development schemes, is discussed in chapter 5. 

Chapter 6 pulls together the conclusions, key managerial implications and 

evaluation of the results.  

Present state of the company 
- Description of the business, 

customers, business mission and 
processes 

Theoretical context 
- CRM & key concepts 
- The role of customer 

consciousness 
- Internal marketing in enhancing 

customer consciousness 

Conclusions 
- Answers to the research questions 
- Key managerial implications 
- Evaluation of the results 
- Suggestions for further research 

Interviews and documents 
- The level of customer 

consciousness 
- The significance of customer 

consciousness 
- Practices implemented to enhance 

customer consciousness 
- The need for development 
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2 COMPANY PRESENTATION 

 

Throughout the history (from 1915 to 2007) the ownership and the form of the 

case company, Ovako Bar Oy Ab, has changed many times. Today the factory is 

part of European producer of long special steel products, Ovako Group, and it is 

owned by German Pampus Stahlbeteiligungs GmbH. The parent organization has 

sales offices and production units in several locations in Europe and one in United 

States (Appendix I). The head office of Ovako Group is located in Upplands 

Väsby in Sweden. There are four divisions in the parent organization named by 

the type of steel product manufactured (Appendix I): tube and ring, bright bar, 

wire, and bar. Ovako Bar Oy Ab is located in Imatra and belongs to the bar 

division. (Ovako presentation 2009) 

 

2.1 Ovako Bar Oy Ab 

 

The Imatra steelworks produces long special steel to B-2-B markets: the bars 

(Figure 2) are manufactured from different steel types and further processed with 

various methods required by the customer. The most important market area of the 

Imatra unit is the Nordic countries, more particularly Sweden and Finland. In 

2009 there were 600 employees at Imatra steelworks, 100 000 t of steel was 

delivered to its customers (Average annual output: 250 000 t) and the revenue of 

the company was 87, 5 million €. (Imatra Steel Works 2009; Puittinen 2010) 
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Figure 2. Products of Ovako Bar Oy Ab (Imatra Steel Works 2009).  

 

The international sales offices of the parent organization, Ovako Group, have 

sales persons that co-operate with the customer service personnel in Imatra 

concerning the sales and orders of Imatra unit. The sales persons are an important 

link between the customers and Imatra unit when it comes to, for example, 

achieving knowledge of the customers and understanding the products or 

processes of the customers. Domestic sales of Ovako Bar Oy Ab is operated from 

Turenki. Even though Turenki is part of the case organization, the unit is seen as a 

customer of Imatra factory. The activities of the unit are similar to the customers 

and therefore Turenki is often seen as one of the wholesalers. Briefly explained, 

Turenki orders from Imatra factory and delivers these products to various 

customers. Their supply chain can have several intermediaries and end customers, 

both in Finland and overseas. (Aakala 2010, Imatra Steel Works 2009)  
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The Imatra factory has a long-term experience in the special steel markets and 

business: skilled personnel and know-how are vital in delivering the service and 

the products to the customers. The offering consists of steel and service: sales, 

distribution and steel service, technical customer service and product development 

as well as the products and technology are all essential parts of delivering and 

creating the offering to the customer. The products of the company are cost-

efficient and take into consideration the customer needs; a good example is the M-

steel (brand), which is processed in a certain way to e.g. reduce machining costs 

and fasten the throughput. (Imatra Steel Works 2009)  

 

2.2 Business mission, supply chain and the customers 

 

The Imatra mill has approximately 500 active/different customers. Roughly 60 % 

of the products are delivered, often indirectly, to the automotive industry. Through 

a forge or a wholesaler (20 % of the customers are wholesalers) steel can be 

delivered e.g. to BMW, Ford, Jaguar, MAN, Mercedes Benz, PSA (Peugeot-

Citroën), Saab, Iveco, Renault, GM, RVI, Scania, Volvo and Sisu. Other 40 % of 

the steel is delivered to other engineering and machinery products. (Imatra Steel 

Works 2009) 

 

The steel bars are semi-finished products, which can make their supply chains 

difficult to follow. An example of the supply chain is described in Figure 3. In the 

industrial marketing context, and more specifically in the semi-product-industry, 

the supply chain can be very complex and the knowledge of the customers can be 

challenging to process or achieve (Kotler et al. 2009, p. 628). The product 

requirements or instructions in ones production process can originate, for 

example, from the process demands of the customer, from the customers of the 

wholesaler or from the application where the semi-product is finally used. 

However, the inability to respond to these customer needs can cause loss of profits 

as well as the loss of the customers entirely (Berry, Hill and Klompmaker 1995). 

Therefore it is necessary to collect the knowledge and understanding of the 

customer systematically and distribute it in the organization to whoever needs it.  
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Figure 3. The supply chain of Imatra steel (Imatra Steel Works 2009).   

 

The customer relationships of Imatra factory are long-term and there is a solid 

collaboration between the customer and the company. The business idea of Ovako 

Bar Oy Ab reflects the close customer orientation: the mission is to manufacture 

demanding steel products for quality conscious customers, to improve customers’ 

competitiveness by developing the products and service in co-operation with the 

customers and to be the best supplier for the customers. Sometimes the customers 

need the company to define the steel specifications for them: this kind of 

understanding and service to the customers is a success factors for the company. 

The long-term experience, co-operation with front-runner customers as well as 

customer-focused research and development activities are the strengths of the 

company. (Aakala 2010; Imatra Steel Works 2009) 

 

2.3 Business processes of Ovako Bar 

 

Customer orientation is detected from the business processes of the company: 

customer relationship management, manufacturing of the product and product 

development - the core processes - all stem from the customer needs (Figure 4). 
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Also the implementation of CRM as a core process refer that the company has 

customer-oriented operations. (Aakala 2009, Puittinen 2009, Vihavainen 2009) 

 

The supporting processes are functions that are carried out to support both each 

other and the core processes of the company. The supporting functions are the 

way to organize the operations, which includes the management, acquisition, 

maintenance, human resources management, finance, IT-services as well as the 

development of quality, environment and industrial safety systems. 

(Laatukäsikirja 2009) 

 

 

Figure 4. Processes of Imatra steelworks (Adapted from Laatukäsikirja 2009). 

 

2.3.1 Customer relationship management process 

 

The objective of the CRM process is to achieve continuous and profitable 

customer relationships. Marketing department is the organization that implements 

the CRM. Different functions of the process are executed to take care of the 
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customers: marketing, customer service, (technical and general), sales, order 

receiving, invitations for tenders, offers and production inquiries are all belong to 

the CRM process. Customer feedback and communication are also taken care by 

this process.  

 

The key elements for success in this process are: the familiarity and understanding 

of the process of the customer, delivering the added value for the customer, 

business planning and continuous improving. Different needs, expectations and 

requirements of customer segments have to be mapped, understood and met cost-

effectively. (Laatukäsikirja 2009) 

 

2.3.2 Manufacturing process 

 

The manufacturing process is divided into three organizations which form the 

production process of the steel product as well: steel mill, rolling mill and further 

processing (Appendix II). The steel mill takes care of the scrap handling, steel 

casting and metallurgy. The rolling mill does the heavy bar rolling and medium 

bar rolling. The further processing handles the heat treatment and further 

machining such as thread rolling, peeling and cold drawing.  

 

The order processing, production planning, production development, testing, 

delivery planning, purchasing, storing and invoicing are operations are also 

carried out by the three production departments. The three departments work to 

serve each other with the help of other smaller activities. The aim of the 

manufacturing process is to obtain customer satisfaction by producing cost-

effective products that meet the need and quality standards of the customer. 

(Laatukäsikirja 2009)  

 

Imatra factory differs from the other production units of the group because it has 

the further processing in its production process: usually this is done entirely in a 

different factory (Appendix I) or by the customer itself (Ovako presentation 2009; 

Aakala 2010; Huhtiranta 2010). The further processing part in the production 
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gives the Imatra factory a bit more customer-oriented image: the further 

processing is customer service where the steel is machined to a more applicable 

form for the customer, for example, if the customer is not able to do it him-

/herself (Huhtiranta 2010).  

 

2.3.3 Product development process 

 

The objective of the product development process is to improve own and 

customers’ competitiveness by modernizing the product range and by 

continuously improving the product features. Customer demand, product ideas, 

inspirations and vision creates the input to the process. Customer satisfactions as 

well as competitive and profitable product range are the process outputs. The 

success of the process is closely dependent on customer contacts, co-operation 

and understanding of the needs of the customer and its processes. (Laatukäsikirja 

2009) 

 

2.3.4 CRM and manufacturing process interface 

 

The CRM process personnel work up a sales plan for the company in co-

ordination with the manufacturing process personnel. Together, they also remold 

the plans if the circumstances in the markets, the customer requirements or the 

orders change. The activities have to be in balance with customer requirements 

and, at the same time, factory operations have to be profitable. (Laatukäsikirja 

2009)  

 

2.4 Perspectives on customer consciousness  

 

Few perspectives on the customer consciousness of the production process 

employees were detected in the beginning of the study. From the CRM 

department point of view, it is an interesting matter to probe and the level of 

consciousness should be determined to be able to distribute more relevant 

knowledge to the process. From the production managers’ perspective, obtaining 
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and understanding the customer knowledge is important. The managers also 

believed that developing customer consciousness would result in more motivated 

personnel as well as in more independent and efficient working.  

 

The core processes of the company have the same goal, which is the meeting of 

the needs of the customers (Laatukäsikirja 2009). The success of the processes 

should also have the same basis, which is the understanding of the customer 

requirements in order to support customer focused business and fulfill the 

customer needs. Customer consciousness is a success factor for the CRM process 

(Laatukäsikirja 2009) and should also be included to the success factors of the 

production process, in order to achieve the uniform goal of the processes. 

 

The amount of customer complaints in the factory has constantly increased. This 

could be an indirect result of the lack of customer consciousness in the production 

process. Customer satisfaction surveys from domestic customers (one of the most 

important markets for the case company) in 2008 and 2009 indicate that the most 

important factor for the customers when making buying decision is quality. In the 

words of the director of the Ovako Imatra plant: “The customers buy from Ovako 

because they want first class quality product. If they are not satisfied, they will not 

continue as our customer.” (Ovako 2010; Laatupalaveri 2010)  

 

The economical downturn is speculated to be one reason for the increased number 

of customer complaints, though there have not been many profound explanations 

on how or why. It is possible that when machines run smaller amounts, it causes 

them to malfunction more easily. The products have more flaws and the overall 

result is that orders are often redone, which is not cost efficient. The small number 

and volume of orders in the time of the downturn can very well therefore result in 

customer complaints. Pursuing to produce flexibly is necessary, but hard to carry 

out with production machines that work best when ran continuously.  

 

It should be noted, that quality and value can be defined in a different manner by 

different customers: for some it can mean a flawless product and excellent service 
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and for some it can be a single standard product. This however makes it even 

more important to have clear knowledge and information about what each values 

and how to deliver them what they prefer. 

 

To summarize, three perspectives in the case company give background for the 

study. First, the production process needs to keep up with the customer focus in 

terms of customer consciousness. Second, the CRM department is interested in 

examining the customer consciousness in the production and search new ways to 

enhance the customer awareness of the employees. Finally, increased amount of 

customer complaints might reflect the need to improve the customer 

consciousness, especially in the production process of the company.  
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3 CUSTOMER RELATIONSHIP MANAGEMENT 

 

Customer relationship management (CRM) is about becoming and staying 

customer focused: CRM integrates the company’s business operations to create 

and deliver value to customer and to achieve profitability through the customer 

relationships (Buttle 2004, p. 34, 40). The purpose of CRM is to aim on 

developing and keeping profitable long-term relationships with the customers 

(Chen and Popovich 2003). In the field of marketing, CRM is based on 

relationship marketing (RM) which emphasizes the meaning of long-term 

customer relationships as the essential success factor (Gummesson 2008).  

 

 

Figure 5. The transaction approach to marketing (Grönroos 1996).  
 

RM has emerged from the change in the perspective of marketing; first there was 

the transaction approach to marketing (Figure 5) after which the relationship 

approach has been adopted in companies (Figure 6). In the transaction approach, 

marketing is the job of the marketing department, offering revolves around the 

product, customers are anonymous and marketing is simply giving and fulfilling 

promises. (Grönroos 1996)  

 

Firm 
Marketing/sales staff 

Giving promises 
External marketing:  
Sales 

Market Product 

Continuous product 
development 

Keeping promises 
Product features 
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Figure 6. The relationship approach to marketing (Grönroos 1996). 
 

Afterwards companies have moved to the relationship approach (Figure 6). In the 

relationship approach, customers are seen as individuals, marketing department is 

not the only marketer or salesperson of the firm and the products of the company 

have changed to factors (personnel, technology, knowledge and time) that create 

the offering to the customers (Grönroos 1996). It can be detected that also 

customer care and interaction have become important in the RM approach. 

Grönroos (1999) explains that the understanding and implementing of the RM in a 

company can be done by implementing the customer relationship management. 

 

3.1 Several perspectives on the CRM 

 

Several different purposes for CRM have been suggested in the literature. Zablah, 

Bellenger and Johnston (2004) separate the perspectives clearly in five categories 

as follows:  

 

Firm 
Full-time marketers and salespeople 

Customers 
Personnel 
Technology 
Knowledge 
Time 

Keeping promises 
Customer care/ 
Interactive marketing 
Part-time marketers 

Giving promises 
External marketing 
Sales 

Continuous development 
Internal marketing 
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1. CRM is a process where the relationship between the customer and the seller 

is developed and evolved over time; success is gained by responding to the 

customer needs.  

2. CRM is a strategy where the success is achieved by evaluating and prioritizing 

customers by their lifetime value and profitability. 

3. CRM is a philosophy where the customer profitability and success in CRM is 

gained by customer-driven business operations, relationship maintenance and 

understanding the customer needs. 

4. CRM is a capability where the success and customer profitability is achieved 

by possessing resources that allows the firm to adapt and change behavior 

towards individual customers.  

5. CRM is a technology where the profitable relationship is achieved through 

functional and accepted data as well as interaction technology. 

 

First, four of the perspective can be excluded from the present research with the 

following grounds set by the needs of the study:  

 

1. CRM of the company is not only a process, because responding to the 

customer needs is not enough in creating a relationship and achieving success: 

understanding the customer needs is also important to be able contribute to 

customers’ processes and end products. 

2. CRM is not only a strategy, because prioritizing the customers is not central: 

every customer is seen important. 

3. CRM is not a capability of possessed resources that allow adapting to 

individual customer: in the context of this study, continuous adapting to 

individual customers is not possible though customization is needed at some 

level.  

4. CRM is aided by the technology, not implemented solely by it.  

 

The perspective adopted in this thesis – CRM as a philosophy – is the one that 

appropriately fits to the needs of this study because it, for example, stresses the 

importance of understanding of the customer needs in order to achieve success. 
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The philosophical view of the CRM is discussed more closely in the following 

chapter. 

 

3.2 CRM as a philosophy  

 

The philosophical perspective of the CRM emphasizes customer orientation in all 

of the operations of a firm (Zablah et al. 2004). The customer orientation in turn 

requires customer-oriented way of thinking in the whole organization, (Europaeus 

2005) which can be achieved by customer conscious employees. The customer 

consciousness is therefore also important for the CRM to succeed.  

 

To gain profitability and success in the implementation of the CRM, long-term 

relationships are important (Zablah et al. 2004). In order to maintain these long-

term relationships with the customers, understanding of the customer needs is 

important (Zablah et al. 2004). The customer conscious employees are able to 

understand and deliver the customer what it needs.  

 

3.2.1 Customer orientation vs. market orientation 

 
The relationship approach of marketing, reviewed briefly in the beginning of the 

chapter 3, has brought the customer more central to a company: the perspective of 

CRM adopted in this study also emphasizes the meaning of the customer focus – 

or in other words customer orientation – in a company. Customer orientation (CO) 

as a concept requires a closer look, for it has quite a few explanations in the 

literature and also a close connection to the concept of market orientation (MO).  

 

A general view in the context of CRM is that a company which focuses on 

customer needs when implementing or developing its operations is called a 

customer-oriented company (Kotler et al. 2009, p. 328; Halstead, Jones, Lesseig 

and Smythe 2008). Marchand (2006) adds that customer focus is about managers 

and sales people directing their activities at the customer before, during and after 

the actual sales event. This is otherwise almost perfect argument but lacks the 

remark that the CRM, and through that the customer orientation of the company, 
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requires that all of the employees understand the customers, their operations and 

processes (Kotler et al. 2009, p. 794).  

 

The concept of customer orientation (CO) is categorized by Kohli and Jaworksi 

(1990) under the term of market orientation1 (MO), seeing it as an essential part of 

it. On the contrary, for some (e.g. Brady and Cronin 2001), customer orientation is 

seen as a synonym for market orientation. To conclude from this contradiction, it 

is difficult to draw a clear line between these two concepts. However, in this 

study, use of the MO concept is somewhat misleading for it can be defined as a 

culture where customer value is created through profit but the organization wide 

response is considered to include all market information (not just the customer 

knowledge) and also the interests of other stakeholders are considered (Slater and 

Narver 1995). The term CO is more often used in the context of CRM than MO 

and in addition CO emphasizes more clearly that the case is about the customer 

and customer information. 

 

The definition for CO in this research is the same one adopted in the CRM 

context: companies which have the customers both as a basis for and focus of the 

operations are customer-oriented and this requires that all of their personnel 

pursue to customer-oriented way of thinking (Kotler et al. 2009, p. 328, 794; 

Europaeus 2005). CO is then a way of doing business that enables efficient CRM 

by putting the customer on the focus of the business: customer-oriented company 

therefore emphasizes the customer knowledge in surviving in the business 

environment as well as in delivering the value to the customer. To get the 

                                                 
1 Market orientation has generated rather extensive discussion in the literature. According to Kohli 

and Jaworski (1990) MO has three core themes: 1) company is customer focused, 2) marketing is 

co-ordinated and 3) the aim is to gain profitability. The first theme of customer focus can be 

extended to strategic concern of the market intelligence which includes knowledge of competitors 

and regulations in the markets as well. In their other research they take the definition of MO 

further. MO is 1) generation of marketing intelligence, 2) distribution of the information inside the 

organization and 3) organization wide response to market information (Jaworski and Kohli 1993).  
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employees customer conscious enough to contribute to all this, there is a need for 

internal marketing (IM). 

 

3.2.2 Internal marketing and customer consciousness  

 
When the customer is set to more centric to the operations, a key concept has to 

be detected that has been also introduced by the RM approach presented in the 

beginning of chapter 3: the internal marketing (IM). Instead of product 

development functioning between the marketing department and the product, 

internal marketing connects the company, its marketing department and its 

personnel.  

 

Internal marketing has generated wide range of research and has number of 

definitions in the field of marketing. Brooks, Lings and Botschen (1999) found 

that IM has been seen in the literature at least as a philosophy, a management 

practice and simply as a concept. They also note that these perspectives differ in 

being related to human resources management (HRM2), services marketing or 

change management. Generally, in the field of marketing, the aim of internal 

marketing is defined to be improving internal communications and/or enhancing 

                                                 
2 HRM has argued to originate from the ideas of personnel management (Pass and Hyde 2005) and 

due to its broad field of study and literature has number of definitions (Prowse and Prowse 2010). 

Prowse and Prowse (2010) separate few of the HRM definitions suggested: 1) management 

decision that affect the relationship between organization and employees 2) HRM has four goals of 

high commitment, high quality, flexibility and strategic integration 3) approach to employee 

management that seeks competitive advantage through capable workforce and 4) policies, 

procedures and processes involved in the managing of people in work. They also separate the hard 

and soft approach to HRM: soft HRM focuses on communications, teamwork and individual talent 

usage and hard HRM that focuses on formulating and implementing corporate strategy and 

objectives. HRM perspectives today include 1) strategic HRM (SHRM) perspective aims to align 

HRM functions with strategic goals of the organization, 2) international perspective where global 

economy is seen important and cross-cultural concerns are emphasized and 3) political view means 

that informal activities can have effects on the design and implementation of HRM (Ferris, 

Hochwarter, Buckley, Harrell-Cook and Frink 1999). HRM here is a general management practice 

with policies and procedures concerning the managing people in work.  
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customer consciousness of the employees (Ballantyne 2000; Hogg, Carter and 

Dunne 1998; Rafiq and Ahmed 2000).  

 

In the CRM context internal marketing is seen as a marketing effort that aims to 

influence the employees and their understanding of their contribution to the 

customer. CRM writers, as well as many IM writers, see that it is the job of 

internal marketing to achieve customer conscious, motivated and satisfied 

employees. It is also the job of IM to affect to the attitudes and behavior of the 

employees in order to, for example, success in CRM starting from the recruitment 

process of HRM. (Kotler 2003, p. 23; Payne 2006, pp. 376-377; Buttle 2004, p. 

214; Rafiq and Ahmed 2000)  

 

In this study, internal marketing is perceived as marketing-like activities and 

methods as well as knowledge renewal, both for CRM and HRM. IM is used from 

the beginning of the recruitment to develop motivated and satisfied employees 

and to further enhance the customer consciousness of the employees. 

 

If knowledge is something that we consider to be useful when coping in the world 

(Ballantyne 2004), in the context of this study customer knowledge is something, 

that the employees should be able to see useful when carrying out their tasks. In 

addition, customer consciousness or in other words awareness of the customers 

and their requirements is vital for the customer focused business to succeed; a 

company is fully customer conscious when all of its employees are aware of the 

customer needs, preferences and concerns (Reis and Peña 2000).  

 

The concept of customer consciousness covers the tacit knowledge that the 

employees posses of the customer. This on its own is not enough: customer 

consciousness includes also the understanding of this knowledge and the 

capability to use it and act on it. Only the possession of some information does not 

make one conscious; you have to be able to use it in work. Customer 

consciousness is knowledge that can be easily renewed through for example 

achieved new customer information. The sum of customer consciousness of the 
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employees reflects the respect and belief in the customer orientation of the 

company.  (Ballantyne 2000)  

 

Table 1. Key concepts and definitions.  

Key concept for the study Approach/Definition 
Relationship marketing (RM) - Long-term customer relationships are 

essential for success  
     (Gummesson 2008) 

Customer relationship 
management (CRM) 

- Based on RM  
- Philosophy where customer focused 

operations, relationship maintenance and 
understanding customer needs are important 

     (Grönroos 1996; Buttle 2004) 
Customer orientation (CO) - Customers are both focus of and basis for 

business 
- All employees must pursue to “think 

customer” 
- Customer knowledge and understanding this 

knowledge are emphasized 
(Kotler et al. 2009; Europaeus 2005) 

Internal marketing (IM) - Marketing-like methods that enhance 
customer consciousness of the employees 
(Ballantyne 2000; Payne 2006, Buttle 2004; 
Rafiq and Ahmed 2000) 

Customer consciousness - The tacit knowledge on customers, 
understanding the knowledge on the 
customers, ability to use the knowledge of 
the customer  

- Awareness of customer needs preferences 
and concerns 

- Customer consciousness of the employees 
reflect their respect and belief in the 
customer orientation of the company 
(Ballantyne 2000; Reis and Peña 2000) 

 

Table 1 sums up this complex and ambiguous field of concepts related to the 

customer relationship management. The essential approaches and definitions for 

the concepts are presented. To sump up, CRM is a customer focused philosophy 

based on relationship management where long-term customer relationships are the 

key to success. Customer orientation means that business is based and focused on 

customers: customer knowledge and understanding are important to gain a 

customer conscious company. Internal marketing is used to enhance the customer 
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consciousness of the employees; that is the knowledge and understanding of the 

customer needs and preferences. 

 

3.3 Internal marketing supporting the customer consciousness 

 

The role of internal marketing in enhancing customer consciousness begins from 

the recruitment process: especially from the CRM point of view, hiring willing 

employees with right attitude should help in training and eventually in achieving 

customer consciousness (Payne 2006, p. 376; Reis and Peña 2000). Every 

employee in all parts of organization is involved in the delivery of quality to the 

customer and through it to the achievement of customer satisfaction (Ahmed and 

Rafiq 2003). This is why the rule of “recruiting attitude” should apply to every job 

applicant (Payne 2006, p. 376).  

 

Not so much as a practice, but also as a principle like “recruiting attitude”, the top 

management support should be realized to be a key element in the internal 

marketing and further in getting the employees to think customer consciously. 

Top management personnel need to act as customer conscious examples for their 

subordinates and create an open climate where the importance of customer is 

realized. (George 1990; Reis and Peña 2000) 

 

The industries dominated by goods are becoming more service-like: to create 

value to customer aside with product provided to the customer, there is more 

interaction with the customer nowadays. The service feature can easily apply to 

the manufacturing companies as well. Therefore, also in manufacturing 

companies the customer conscious way of thinking is not only the job of the 

marketing department. Every employee can have an impact on the customer 

satisfaction and the profitability of a company: the customer consciousness should 

therefore be instilled to all business functions and to every employee to deliver 

quality and value to customer. (Grönroos 2006) 
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None of the employees should be kept in the dark: they all should receive 

information of the customer on regular basis from the company management to 

understand better the customer demands (Reis and Peña 2000). Maskell (2001) 

continues that it is obvious that the employees must receive the resources and 

knowledge, if they are responsible of making the customer conscious decisions 

and fulfilling the customer needs. The right distribution of correct knowledge can 

help the staff to gain understanding on when it is wise to go a little further for the 

customer and how to use the professional skills to achieve the goal in ones job 

(Maskell 2001).  

 

The customer consciousness of the employees is generated and increased through 

learning, training and experience in the work; the customer consciousness 

includes also the knowledge that can be shared among the employees during the 

work (Ballantyne 2000). By creating messages and appealing to emotions IM 

enhances customer consciousness of the employees (Ahmed and Rafiq 2003): 

training and delivering knowledge are the main functions of IM. Distribution of 

knowledge and skills to the employees is called empowerment.  Empowerment 

helps the employees to feel trusted, valued, satisfied and motivated which in turn 

improve the customer satisfaction (Buttle 2004, p. 214, 218; Payne 2006, p. 373, 

378). 

 

3.3.1 Practices of empowerment 

 

The aim of empowerment is to make people participate in decision making and 

feel independent in ones work. When the employees feel that they have control 

and ownership in the company, they feel that they belong to the organization, 

share a common goal with the organization and are satisfied with their job. The 

empowerment enables the employee to work on behalf of the customer and thus 

contribute in building customer satisfaction. (Mohr-Jackson 1991) 

 

First, to create customer consciousness within the organization, it is important to 

share the correct information of the customer to the employees through IT systems 
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or general communication, for example, in meetings. Ballantyne (2000) argues 

that IM is knowledge renewal throughout the company: it includes knowledge 

generation and knowledge circulation. He notes that it is important to create and 

discover new knowledge to be used within the organization but also it is important 

to diffuse this knowledge to all that can benefit from it. 

 

Second, there is a need for training the employees to achieve better understanding 

of the customers and to learn to use the knowledge received properly. The 

empowerment needs to be implemented in a way that the employees become 

active and customer conscious in their work: motivated as well as satisfied 

employees that contribute to the customer satisfaction can not be achieved solely 

by sharing knowledge.  

  

Training and education are the activities that give skills to employees and explain 

the customer focused vision of the company to the employees (Mohr-Jackson 

1991). Training is also a good way to shape the attitudes of the employee towards 

this customer focused vision (Reis and Peña 2000). Training of the staff can 

include classes, books, seminars, cross-functional projects and the making 

information available also for further educations during the work activities 

(Maskell 2001).  

 

Team work where customer satisfaction is the group focus has been argued to be 

effective in getting employees participating to company activities: it encourages 

interaction in the job and therefore improves communication. It can also eliminate 

functional barriers between departments and result in higher performance as well 

as more open idea generation and therefore reduce poor decision-making 

concerning the customer issues. Participation of the employees in the company’s 

activities is important for it can increase the willingness of the employees to adapt 

to the changing customer needs. (Mohr-Jackson 1991)  

 



 

25 

The empowerment is considered effective way to influence the employees in 

companies that have started to adopt agile manufacturing3. In addition, agile 

manufacturers have experienced that the use of Internet to communicate outside 

the company or, for example, the use of customer information interfaces can work 

in sharing knowledge of the customer in job. (Sharifi and Zhang 2001) 

 

The agility emphasizes the employees’ understanding of the company mission, 

and the customer requirements but also the employee satisfaction: the employees 

need to be continuously trained and encouraged to solve problems themselves so 

they can challenge their own work performance continuously and suggest 

improvements to the company operations (Hormozi 2001; Maskell 2001). This 

philosophy of agility could be added to reinforce the empowerment and to 

enhance even more the customer consciousness. 

 

Changing of the company policies as a way to influence the employees is also 

introduced: it is possible to change the reward structures of the company in a way 

that they motivate the employees to work for the customer focused objectives and 

not against them (Mohr-Jackson 1991). When they get recognition once when 

working on behalf the customer, they are more likely to pursue more to this kind 

of working. Barnes, Fox and Morris (2004) also note that if the employees are not 

appropriately rewarded and motivated, there might not be possibility to keep the 

external promises made to the customer. Not only the feedback to the employees 

of their work should reflect that customer-oriented behavior is a desirable (Geroge 

                                                 
3 Agile manufacturing affiliate flexibility to the manufacturing in order to react to the changing 

customer needs; agility pursue to customized products, high quality and adoption of waste 

elimination to gain low cost (Hormozi 2001). Agile manufacturer is proactive towards market 

opportunities and has the ability to respond faster to the demand of customers (Brown and Bessant 

2003). Agility gives ways to meet the challenges of demand of high quality by the customers, low-

cost production, specific and changing customer needs (Gunasekaran 1999; Maskell 2001). The 

benefit of agility in order to gain customer orientation is the significant part: the production 

concept is sensitive to customer demands and integrates all the design, engineering and 

manufacturing with marketing and sales (Hormozi 2001). 
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1990) but also the incentives and recognition systems need to reflect the customer 

oriented culture (Reis and Peña 2000). 

 

Work rotation is also one way to educate and deliver knowledge of the customer. 

For example, both the supervisors and the employees could be transferred to the 

customer service department for a while to learn from the effects of poor quality 

and customer problems. Letting the employees participate in the producing of the 

quality feedback might change their attitudes towards the company and its 

customer-focused mission. (Reis and Peña 2000) 

 

Cultivating the idea of work rotation, it might help the employees (if introduced to 

other departments) to understand more specifically the overall operations of the 

company and the meaning of each operation in meeting of the customer 

requirements. When the employee understands the meaning of his/hers work as 

the part of the whole organization functions, it might motivate to for example 

deliver quality to the internal customer in the company – to the other departments 

– and ultimately, the quality would finally reach the end customer as well. 

 

Information on the inquiries, customer complaints and returned products should 

be shared and used also: 1) defective products can be displayed for the employees 

for them to discuss of the problems occurred, 2) number of customer complaints 

can be displayed as a chart and 3) customer complaints should be diffused in the 

company for the employees to give their opinions or development suggestions 

resulted from them (Reis and Peña 2000). The features of these practices relate 

closely to internal customer reference marketing, which is discussed in the 

following. 

 

3.3.2 Internal customer reference marketing 

 

Storytelling has earlier been introduced by Denning (2004) as an effective tool for 

leaders to use in motivating or knowledge sharing. Jalkala and Salminen (2009) 

related this as a method to the customer reference marketing and further to the 
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internal marketing concept. In their research Jalkala and Salminen (2009) found 

that customer references are critical marketing assets externally and, more 

importantly from the perspective of this study, internally. They also found in their 

research that customer references can be used to market the customers internally 

to the employees and further have the improving effect on, for example, the 

organizational learning, motivation of the employees, understanding of the 

customer needs and delivering the value to the customer.  

 

The researchers pointed out that the reference marketing needs to be in line with 

company values, so it would certainly suit for a customer-oriented company as an 

internal marketing practice to enhance customer consciousness among the 

employees. It was also noted that internal customer reference marketing happens 

often unconsciously. The full use of references as an internal marketing tool 

requires accurate documentation of the customer cases as well as interaction with 

the customer to gain information for the cases. (Jalkala and Salminen 2009) 

 

The references can be used as a resource in training, educating and motivating 

activities. There can, for example, be a simple customer reference databases for 

the employees to use in-job for information search. Both negative and positive 

customer feedbacks can be shaped into a form of case stories to motivate and to 

explain to the employees why there was success or failure. Customer cases are 

also effective for later use as a possible solution for other customers’ problems or 

for fostering learning in the form of “best-practice” stories. (Jalkala and Salminen 

2009) 

 

In general, customer references as a tool of internal marketing can help in gaining 

comprehensive understanding of the customers and bring the employees closer to 

the customers (Jalkala and Salminen 2009). Therefore the customer references as 

an internal marketing practice could very well enhance customer consciousness 

among the employees.  
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Table 2. Internal marketing practices to enhance customer consciousness. 

Interaction with 
customer – resources 
for internal marketing 

Internal marketing 
practices  

Prospective outcomes  

Basic customer 
knowledge (Reis and 
Peña 2000; Maskell 
2001) 
 
Customer reference 
database (Jalkala and 
Salminen 2009) 
 
Customer feedback, 
customer satisfaction 
surveys: receiving the 
knowledge on what the 
customer values and 
expects (Reis and Peña 
2000) 
 
 

Recruiting attitude 
(Payne 2006) 
 
Management example, 
feedback and support 
(George 1990; Reis and 
Peña 2000) 
 
Distribution of 
knowledge through IT 
systems and other 
communication (Reis and 
Peña 2000; Ballantyne 
2000; Maskell 2001) 
 
Use of Internet (Sharifi 
and Zhang 2001) 
 
Relaxing policies, 
customer oriented 
rewards and  initiatives 
(Mohr-Jakcson 1991; 
Reis and Peña 2000) 
 
Team work and project 
focusing on achieving 
customer satisfaction 
(Mohr-Jackson 1991) 
 
Use of cases and stories, 
displaying defective 
products and customer 
feedback (Jalkala and 
Salminen 2009; Reis and 
Peña 2000) 
 
Training & education: 
books, seminars 
(Ballantyne 2000; Mohr-
Jackson 1991; Maskell 
2001)  
 
Work rotation (Reis and 
Peña 2000) 

Employees with customer 
conscious attitude (Reis 
and Peña 2000; George 
1990) 
 
Learning through 
experience in ones work 
(Ballantyne 2000) 
 
Gaining understanding of 
the customer needs 
requirements and 
preferences (Jalkala and 
Salminen 2009) 
 
Job satisfaction (Buttle 
2004; Mohr-Jackson 
1991) and motivation 
(Payne 2006; Jalkala and 
Salminen 2009) 
 
Participation and 
facilitation in decision-
making as well as in 
deliberating the customer 
related problems and 
complaints (Reis and 
Peña 2000; Mohr-Jackson 
1991) 
 
Understanding the 
purpose of ones own 
work tasks as a part of the 
whole organization 
operations and as an 
influencer to the customer 
satisfaction (Hormozi 
2001; Maskell 2001; Reis 
and Peña 2000) 
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To summarize, (Table 2) there are several methods and practices that can enhance 

employees’ customer consciousness, from the basic customer information 

spreading by general communication and IT systems to the interesting world of 

customer references and storytelling. Attention should naturally be paid on what 

knowledge is relevant to whom and what methods are the effective or worthwhile 

to use on certain departments or employees.  
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4 RESEARCH METHODOLOGY 

 

The study is qualitative by its nature: the idea is to create a comprehensive view 

(Hirsijärvi 2004, pp. 151-152) of the customer consciousness in the case company 

based on interviews and examination of documents. The idea is not to generalize 

the conclusions of the research to fit other companies but to examine this 

individual case to help in detecting significant phenomenon in this particular 

company (Hirsijärvi 2004, pp. 168-169). In the following, both, the research 

methods and course, will be described. 

 

4.1 Data acquisition 

 

The research data was collected primarily through interviews but also from the 

organization documents such as intra, intranet, Internet pages and databases. 

Discussions with the employees or experts in key positions in the company were 

also used as company data in constructing the empirical part. Interviews were 

chosen as an appropriate research method in the study because they give 

information on peoples thoughts, feelings and beliefs (Hirsijärvi 2004, p. 192, 

199; Eskola and Suoranta 1998, p. 86).  

 

To get as comprehensive results as possible and to respond the overall need of the 

company, the aim was to interview different employees in various positions: from 

production workers to the managers of processes. Also two kinds of interview 

methods were used: individual interviews and focus group interviews. The quality 

of data should compensate the data quantity, which shouldn’t naturally have an 

influence on the research success in the qualitative research (Eskola and Suoranta 

1998, p. 18, 62). All of the interviews were constructed according to the needs set 

by the present state of the company and ideas arisen from the literature review. 

The time frame for both the individual and focus group interviews varied from ½ 

hour to 1 ½. 
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4.1.1 Individual interviews 

 

In the marketing and manufacturing department, individual persons in key 

positions (e.g. managers and designers) were interviewed. The questions for 

marketing department personnel (Appendix III) differ to some extent from the 

ones for the production personnel (Appendix IV). 10 people were interviewed in 

total and in addition one of these interviews got features of group interviews 

because 4 other persons took part in the conversation as well. This situation was 

nevertheless used as data; the answers were productive as well as interesting in 

the light of this study. 

 

The interviews were semi-structured by nature so the answers were given in the 

interviewees’ own words. The questions were pursued to ask in a specific order, 

but some themes might have been discussed earlier in some interviews than in 

others. Individual interviews were held in the office of the interviewee or the 

interviewer to achieve undisturbed situations. (Eskola and Suoranta 1998, p. 87, 

91)  

 

The aim of the individual interviews was to give additional information that the 

organization documents lack; the interviews gave further explanations to some 

customs and operations of the company. The idea was also to clarify the overall 

level of customer consciousness as well as the enablers of it.  

 

4.1.2 Focus group interviews 

 

The focus group interviews were used to examine the thoughts of the workers of 

production process: the focus groups are useful for example in needs assessment 

and in this study one central point of the focus groups was to achieve knowledge 

of the need to improve customer consciousness in the production process 

(Krueger 1994, p. 21). The focus group method has the benefits of group 

interviews: group support might have made the interviewees to give more 

productive answers and to be more creative. The focus groups were composed of 
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co-workers in the same department so they had the connective factor central to 

focus group interviews. The participants were able to discuss with each others, 

inspire each other and, in addition, might have helped each other in recalling some 

essential matters. (Eskola and Suoranta 1998, pp. 95-97; Denzin and Lincoln 

2005, p. 705)  

 

Focus group can have from 4 to 12 participants dependent on two things: the 

group has to be small enough so that everyone has the opportunity to share 

thoughts but, at the same time, to be big enough to have a diversity of perceptions 

(Krueger 1994, p. 17). There were three focus group sessions, one in each 

department, to get as rich and extensive data as possible. The participants were 

picked up by each department’s managers and ground rules for the selection of the 

interviewees were: 1) the group has approximately 4 participants, which is 

appropriate amount for focus group and 2) there should not be superiors of the 

informants in the group to create as open climate and conversation as possible. In 

the end actual group sizes were 3, 4 and 5 people. The interviewees were picked 

from several different work stations to achieve several different opinions and 

perspectives to the discussions and no superiors took part in the sessions. 

 

The focus group interviews took place in conference rooms to help create as 

undisturbed ambience as possible. The purpose of the study and the interview 

session were explained to the interviewees. Also the purpose of recording during 

the interview was explained; it was not possible to write down every observation 

during the conversation, so the record gave the possibility to unfold the situation 

afterwards. The group members were asked to introduce themselves with first 

names and sometimes work station descriptions (e.g. John, Turning machine) in 

the beginning of the interview to make the identification of the interviewees 

possible later when unfolding the interviews. The identification helped to avoid 

making wrong conclusions as the answers were not mixed with each other. 

(Eskola and Suoranta 1998, p. 99)  
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The focus group interviews were also semi-structured: the questions (Appendix 

V) were pursued to ask in a specific order but – as in individual interviews – some 

matters might have been discussed earlier in some of the interviews than in others, 

depending on the course of the discussions. Everyone was given the chance to say 

their opinions and perspectives on each question asked. The informants were 

encouraged to give examples of real life to their answers when possible and also 

the fact, that negative and differing opinions could be more interesting to the 

research, was emphasized.  

 

The aim of the focus group sessions was to examine the level of customer 

consciousness of the employees and to create and ponder ideas for developing the 

customer consciousness further. The interviews functioned also as a way to 

internally market the subjects of customer consciousness to the employees and to 

make them deliberate its meaning in work.  

 

4.2 Data analysis and interpretation 

 

The data, acquired from the organization documents and interviews, relevant for 

this study was first organized and described, then analyzed and interpreted: 

relevant topics to the subject of the thesis chosen from the documents were first 

sorted and described. Then the sorting and analyzing of the interviews was carried 

through and connected to the data received from the documents: opinions or 

perceptions that illustrate best the adoption of customer consciousness were 

highlighted and most interesting similarities or deviations in the data were 

presented. Also as a result, interpretation of the level and features of the customer 

consciousness in the company was presented. (Eskola and Suoranta 1998, p. 140, 

175, 182-183; Alasuutari 1999, p. 40) 

 

Analytic perspective was used when interpreting the interviews:  the data is only a 

sample of the company and seen part of the reality. This means that attention was 

paid not only to what was said, but also to how the attitudes or perspectives of the 

employees constructed and to what distinctions can be found in the way the 
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employees structure the phenomenon of customer consciousness (Alasuutari 

1999, p. 114, 117, 120). 

 

Suggestions for development were constructed according to the results of the 

interviews and theoretical research conducted. Finally, the most important 

conclusions were presented, evaluation of the results conducted and some 

recommendations for further research were submitted.  
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5 CUSTOMER CONSCIOUSNESS IN OVAKO BAR 

 

From the individual and focus group interviews the level of customer 

consciousness in the production process of the case company, Ovako Bar, is 

captured. The significance of the level of customer consciousness in the 

production process will be discussed. The marketing personnel view and 

consciousness will be presented as well. Methods already implemented to enhance 

the customer consciousness in the company are presented and highlighted. 

Practices to continue, to develop and to adopt in enhancing the customer 

consciousness of the production employees will be suggested according to the 

needs detected from the interviews 

 

5.1 The level of customer consciousness 

 

The following captions will describe the desired level of customer consciousness 

in the marketing department and the poor customer consciousness of the 

production process employees. The poor customer consciousness of production 

process workers can cause problems which creates the need to improve the 

understanding of the customer.  

 

The level of customer consciousness is presented with a collage of pictures. In the 

collage some of the company’s customers, end product and targets of applications 

are presented. A clear collage of pictures represents the desired level of customer 

consciousness (Figure 7) in the company.  
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Figure 7. The desired level of customer consciousness of the employees. 

 

The desired level of customer consciousness can be described as follows: the 

name of the customer is identified the product or the application where the steel is 

used in can be connected and to the customer name. Also the customer processes 

where the steel is further processed are understood. In addition, the supply chains 

for the bar are identified. For example, it is clear which forge supplies to which 

car manufacturer. The ideal level also reflects the understanding of the customer 

knowledge possessed, for example, as an ability to use knowledge of customer’s 

process in ones work. 

 

5.1.1 Customer consciousness in the marketing department 

 

In the marketing department the Figure 8 would illustrate the level of customer 

consciousness. There is a clear knowledge of the customer’s and their end 

products. The products are connected to the customer name and there is also 

knowledge of the customers’ processes and of the applications the steel are used 

in. The marketing employees also identify sufficiently the supply chains for the 

steel bars. The customer consciousness is perceived to be beneficial when 

carrying out ones work tasks. Practiced employees in the marketing department 
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might be able to see the potential customer that do not appear in Figure 7 and 

could also separate the most significant customers from the collage.  

 

One reasons behind the marketing personnel’s good customer consciousness can 

be that these employees usually receive the first hand information form the sales 

representatives from abroad of the customers. The marketing department has also 

the responsibility to organize and spread the information of the customers needed 

around the company. Each of the marketing employees doesn’t necessarily posses 

the same knowledge than the others for the responsibility of the customers is 

divided according to the business areas and steel grades. Nevertheless the 

information flow and distribution work well in marketing department according to 

employees and they all feel that if some knowledge is needed, it is, more often 

than not, received.  

 

In marketing department employees naturally agreed that the customer 

consciousness is an important quality of an employee: it makes it easier to give 

directions and advice to the manufacturing employees when they ask it. Customer 

consciousness also helps to avoid repetition in ones work. In addition the 

marketing employees found possible that if production personnel had more 

knowledge of the customer, the operations would be easier to carry out in co-

operation between departments.  

 

The marketing department employees felt that the constant pressure to customize 

and the fact that the company often does it, is a big factor that keeps the company 

in business; customer consciousness being one enabler of the customization and 

also the customer oriented operations. Some of the employees thought that there 

should also be more consciousness of the future trends of customers to be able to 

direct the operations accordingly. 
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5.1.2 Customer consciousness of the production personnel 

 

The level of customer consciousness in the production process – particularly at the 

production worker level – is illustrated in Figure 8. Warped or defective spots in 

the figure illustrates that the customer name, the end product or the customer 

application might be familiar but there is some lack of consciousness in terms of 

connecting the before mentioned. Furthermore the obscure spots illustrate that the 

understanding of the customer information or requirements is inadequate and the 

customer information can not be used in work. 

 

 

Figure 8. The level of customer consciousness of the production employees. 

 

In general, for the focus group informants, the European car manufacturers are 

familiar and automotive industry is recognized as a customer industry: several car 

manufacturers are known to use Ovako steel. The employees also identify well 

general engineering and forges as customers’ industry branches: many of the 

forges are also known by name. The reason why the forges are familiar might be 

that fact that they mostly deliver the wrought products onwards to the automotive 

industry. However the employees are not able to connect the forges to their 

specific customers. 
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Further discussion of the customers’ industries revealed that the employees 

understand the complexity of the semi-finished steel bar supply chain: they can 

identify for example couple of the wholesalers to which the Ovako steel is 

delivered to but not where the steel is delivered from these customers. The 

Turenki unit was perceived as an example of a wholesaler: everyone knows that 

there are several deliveries to this customer but hardly anyone can define where 

the bars are delivered further. The information in general of the wholesalers is 

difficult to obtain and even the marketing personnel don’t usually have it.  

 

The employees were also asked to name the products that are made from the steel 

bars delivered to customers. Examples given were wrought steel products, motors, 

springs, axes, crank axles, gears, ball bearings, billets for tubes, different kind of 

tools, bolts for windmills and oil-drilling platforms and propeller shafts in ships. 

Of these, the billets for tubes are ordered by Ovako Hofors unit in Sweden which 

was known. In addition to this only few direct customers are identified along with 

their product that is made of Ovako steel.  

 

Many of the employees know that the steel bars are used for example to 

manufacture crank axels or springs but problem is that the particular customers in 

these cases were unknown. Most of the employees find also themselves that the 

customers and the end products are difficult to connect to each other. They also 

feel that connecting the applications to customers is difficult. Of course 

sometimes it is more vital for the employee to know that the steel bar is used in 

forging to determine its production at the factory than knowing that the wrought 

steel is then used in certain brand of car. 

 

In general customer brand products are not that well known or otherwise 

interesting for the employees. The customer that orders brand product of Ovako 

Bar, M-steel, are however known to be the ones in general engineering for the 

excellent machineability of the steel. 
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For the production process employees, customer are memorable if they have some 

of the following feature: continuous or regular orders, high volume in orders, 

strict specifications for the product, specific steel grade they order, exceptional 

requirements in the order or they make continuous reclamations. The employees 

explained that the steel grade is usually related to the specifications of the product 

causing for example special requirements for the production. Therefore these 

specific customers are remembered more easily. The strict specifications and 

exceptional requirements cause more discussion, interest, exceptional work phases 

and more communication, which makes it also easier to remember the customers 

the next time they order. Reclamations in turn result sometimes in training and 

meetings where the customers are brought up and therefore remembered the next 

time they appear in the production work.  

 

The production line workers in general agree that the level of consciousness they 

have of the customers is not always enough and the tacit knowledge they do have 

is not enough to benefit from it in ones work. Some of the employees find that 

their work is such routine that even though they were more conscious of the 

customer, they could not be able to benefit from it in work. Differences between 

departments on the perceived need to improve the customer consciousness was 

detected: some departments had the opinion that only few improvements in the IT 

systems would be sufficient for them to independently learn and construct better 

consciousness of the customers. To contrast, some say that customer 

consciousness could work as a decision-making facilitator in work and more 

training on customer requirements is needed.  

 

The reasons for different opinions on the need to improve customer consciousness 

can, for example, be the distinct work tasks or the attitudes towards customer 

orientation in general. A truck diver that sorts out steel scrap in the steel 

department might just want the understanding of the customers for motivation, but 

isn’t necessarily able to use it in his/her work. An inspector in the rolling mill 

might be able to benefit from being customer conscious and use it more actively 

in work. 
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The individual interviews carried through in the production process revealed that 

the most of the management, development and planning personnel in production 

process have better consciousness than the process line workers. The employees 

in functionary positions in production can connect some of the customers, end 

product and applications to each other. Some of these employees have also further 

knowledge as well as understanding of the customer requirements as well as 

customer processes where the steel is further machined in. Still these informants 

feel that, in the whole production organization, there is need for more 

understanding of the customers and need for more efficient information 

distribution as well as training concerning the customers. 

 

The reason behind the functionary production employees’ better knowledge and 

understanding of the customers can be, for example, that they take part in 

planning the training and meetings that concerns the customer claims. They also 

take part in the marketing department meetings and receive more often the 

knowledge of the customer claims as well as of the customers in general. The 

management personnel in the production can also have more experience of the 

operations of the company and therefore possibly more knowledge of the 

customers. 

 

The role of managers and leaders in the organization is seen important: they give 

the example on how to act and they are one channel where to achieve from the 

information of the customers. The employees feel that the managers do have 

knowledge of the customers and they do share the knowledge if asked but 

information is not distributed without asking. The leaders should therefore take 

more of a supporting role: they should direct employees to think more “customer 

consciously” and bring the customer perspective to the work always when 

possible.  

 

As a whole, the customer consciousness of the production employees was 

detected to be of very random customers and at a poor level. More accurate and 

coherent information of the customers as well as understanding this information is 
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definitely needed among the process line workers but also among the functionary 

level employees in the production process. 

 

5.1.3 Problems caused by lack of customer consciousness 

 

There are few problems – detected during the interviews – that are possibly a 

result of the lack of customer consciousness. These problems can be far-reaching 

and further they explain that the customer consciousness of the production 

personnel is not at an ideal level. 

 

The inability to understand the importance of customer consciousness can result 

in unwillingness to obtain it and have an influence on the attitudes of the 

employees. If the employees don’t know how they could benefit from being 

customer conscious it is not wonder if they have reluctant attitude towards it. 

There was a strong belief among the employees interviewed during the study that 

the smokestack industry (according to Taloussanomat 2010, the smokestack 

industry means traditional industries such as paper and steel industry) and the 

former business idea of the factory can have an impact on some people’s attitudes 

of the customer consciousness. The fact that the factory is today more customer 

than production oriented is generally accepted, though everyone does not 

understand what this customer orientation requires.  

 

There has been a constant requirement that the employees need to take 

responsibility in the production process to decrease the amount of customer 

complaints. The informants, particularly in focus groups, feels that it is hard to 

understand what the managers of the company mean by this requirement. For the 

employees to be able to take the responsibility of the production there is a need to 

obtain more knowledge of what guides it; that is the customer needs, requirements 

and preferences. So if the managers of the company feel that every employee 

should contribute to the quality and success, every employee should be provided 

with the appropriate information, communication, encouraging rewards, internal 

feedback, development discussions and the possibility to influence ones tasks and 
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the work environment; all of these promised in the HRM process description of 

the company.  

 

When the employees in the production are able to take some responsibility, it 

gives them also the possibility to make independent decisions in work of for 

example whether the product is good enough for the customer or whether the 

order needs to be redone. This can help saving time and preventing delays as the 

production workers don’t have to wait for someone to guide them in the right 

direction.  

 

If some decisions are made based on the incoherent customer consciousness, the 

consequences can be serious an more often than not, result in customer 

complaints. The poor customer consciousness can at worst escalate to safety risks 

at the customers end. For example there was one occasion where load weights of 

the deliveries were exceeded against the instructions and the customer was not 

able to lift the load that it received. Additional costs could be prevented if there 

wouldn’t be wrong decisions on whether the products are sent to the customer or 

left at the factory to be scrapped or redone some way.  

 

If the production workers would have more knowledge to take responsibility, they 

could also help in clarifying customer claims and constructing development 

activities. The inability to take responsibility, to participate in development and to 

make decisions in work often causes lack of motivation and lack of job 

satisfaction. Particularly in the production line employees agreed that lack of 

understanding the work also makes the work feel meaningless.   

 

The informants feel that often they need to memorize the customer or order 

information without gaining more understanding of it. The memorizing can be 

both harmful and useless. For example the next time the customer orders, there 

can be totally different end products or processes where the steel bars are used, 

which makes the information remembered irrelevant. The knowledge memorized 
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incorrectly can cause the employee to misinterpret the customer order 

requirements which can cause for example defects in the product. 

 

Table 3. The problems caused by lack of customer consciousness. 

Problems Consequences Most common 
outcomes 

1. Inability to 
understand the 
significance of 
customer 
consciousness 

� Unwillingness to gain 
understanding on the 
customers 

� Indifferent attitude  

 

2. Inability to take 
responsibility and 
make independent 
decisions 

� Difficulties with customer 
claims 

� Inability to participate in 
development 

� Delays in production and 
deliveries 

3. Inability to 
understand 
customer/order 
information 
memorized 

� Misunderstanding or 
misreading instructions and 
requirements 

� Mistakes in work (effects to 
the product) 

� Erroneous actions in deciding 
of the delivering or scrapping 

� Safety risks at customers end 

 

� Lack of 
motivation 

 

 

� Low job 
satisfaction  

 

 

� Customer 
complaints 

 

 

� Costs 

 

 

 

The most common outcomes of lack of customer consciousness was lack of 

motivation, which causes lack of job satisfaction as well as mistakes and problems 

in work tasks. In the end, the lack of customer consciousness can have an 

influence to the products and time usage, and result in customer complaints and 

additional costs. Table 3 sums up the problems and outcomes detected from the 

interviews that are caused by the lack of customer consciousness.  

 

5.1.4 Need to improve customer consciousness in the production 

 

The poor level of customer consciousness in the production process and the 

possible problems that result from it, generate the need to improve the employee 
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customer awareness. Even thought the level of customer consciousness is better 

for example at the production management level, it does not help the fact that the 

whole production process should be able to contribute to the success of the 

company. All of the employees should be more conscious of the customers. The 

management should be able to distribute the tacit knowledge and understanding 

they posses better to the production line employees. 

 

Compared to the marketing personnel, the overall customer consciousness in the 

production process is incoherent and sometimes irrelevant for the employees. The 

tacit information possessed of customer by the production employees is such that 

alone does not create profound customer consciousness for it is mostly separate 

and unusable in ones work. First there is need for more coherent, updated and 

consistent information distribution of the customers for the production employees 

to be able to construct better customer consciousness but also the need for the 

employees to learn to take advantage the knowledge they obtain. 

 

The interviewees agreed that some level of customer consciousness would be 

motivating and interesting. The production process employees feel that through 

customer consciousness, they could be more responsible of the production 

operations and save time by making independent decisions in work. By 

participating to and understanding the customer issues, they could also contribute 

to development activities when customer complaints are received. Some of the 

employees even added that to be able to recognize the products where Ovako steel 

used in outside the work environment could bring sensibility and meaning to ones 

work and help understand the production process phases in work. In the end, 

motivation and responsibility gained through customer consciousness can result in 

better job satisfaction of the employees. 

 

It was agreed that it is not practical that everybody is equally customer conscious; 

most interviewees still say that some activities to improve it are both needed and 

welcome. To further understand the ways in which the present customer 
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consciousness is constructed and to create development suggestions to improve it, 

the actions initiated and implemented in the case company are reviewed.  

 

5.2 Means to enhance the customer consciousness 

 

This chapter will describe the practices through which the customer information 

has been distributed and also the practices that have been initiated to further 

improve the customer consciousness in the case company. The development 

suggestions are deliberated in pursuance of the assessment of the success of the 

activities already implemented. 

 

The poor customer consciousness is probably a result of the lack of enhancing the 

customer consciousness with appropriate methods. The practices implemented 

have contributed to the consciousness the employees to some extent, but been 

used coherently or consistently.  

 

5.2.1 IT enabled customer information distribution 

 

The IT enabled general customer and order information distribution is mainly 

taken care by the company data systems. In addition, there are other IT tools to 

share and store customer information such as telephones, e-mail and intranet. 

 

Data systems 

 

The company has a 4-leveled data system structure that consists of automation 

(level 1), process control (level 2), production control (level 3) and order-delivery-

production control (level 4). Every level can contain few or several systems or 

software’s. Level 1 is purely to automate different functions of the production and 

level 2 is to control the different unit processes for example the process 

parameters and alarms. At level 2 some customer information can be brought to 

view although it is sometimes only the customer abbreviation that can be viewed. 

Level 3 systems are used to control the overall production for example in further 
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processing or bar rolling. Often in the level 3 systems only the customer name can 

be brought to view, less frequently the order information. The main system used 

in the factory is called TILAVA (at level 4) and it is used to handle orders. 

TILAVA is the source for information that is fed to other levels and systems. 

Other level 4 systems are such that are used to for example crate reports for 

marketing or production, manage financial issues, manage customer information, 

manage stock, create repetitive customer orders, view information concerning the 

whole parent organization and its units as well as view customer order history.  

 

The data systems in general cause trouble: there are different systems used in 

different departments in production, customer information appearing 

inconsistently and for some the customer name is all that can be viewed in-work 

computer screen. The abbreviations used of the customer names in the systems are 

not all descriptive in a way that they would help in getting to know the customers: 

some names have not been changed if the customer name in reality has changed 

due to for example a merger. Some of the customer abbreviations created simply 

don’t describe the real customer name. Almost all of the employees think that the 

customer data, especially in orders, is not always relevant and therefore the 

systems should be updated. Furthermore the useless or overlapping information 

should indeed be deleted or revised. Integration of the systems was said to be a 

possible improvement to make the customer information show more consistently 

for everyone.  

 

ERP system (enterprise resource planning) project, aiming to integrate some of 

the company data systems (CRM systems, sales, financial management, order 

handling production, production planning, inventory management etc.) has been 

launched in the company but the reform has not yet been carried through. Many 

hope that the new ERP system, once the project will be executed, will clarify the 

customer information distribution. To counterweight, some feel that the ERP 

system can mess up all the information and finding something will be more 

difficult than before. 
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A common opinion is that the order instructions (a sheet of A4 with main 

information of the customer order that the production employees receive of every 

order from the data system) together with computer screen information used in 

work, are the first places where customer information should be received from. 

This is for example the customer name and basic requirements concerning the 

products or the order. The employees in the production use mainly level 2 or 3 

systems which, as it was noted before, do not contain much information of the 

customers.  

 

The exceptional or specific instructions concerning the orders should be marked 

to the order instruction sheet or at least informed in some other way. Some of the 

order handlers mark the end products or applications to the order instruction sheet 

which is also a wish of the workers in the production. The problem is that the 

space in the sheet is limited and all of the relevant information that would explain 

the customer requirements perfectly does not always fit to this space. When the 

ERP plan takes place, it could be considered if the end product and application 

information descriptions could be somehow entered to the customer order 

information. This information doesn’t necessarily need to be in order instruction 

sheet if it takes too much space; the information could simply have a field of its 

own in the future ERP system, available to anyone who needs it. 

 

Intranet 

 

The employees find that, aside with the order instruction sheet and order handling 

data in data systems, intranet should be exploited more efficiently in distributing 

the customer related knowledge. The customers’ end products, handling processes 

and application descriptions were wished to be created and added to intranet. 

Intranet is at the moment mainly used as a source for additional customer 

information if it is known to be both found and correct: for example many 

customer specification data is listed there and used if it assists in some way in 

ones work tasks. In addition, the steel material descriptions are listed in the 

intranet and used to supplement the understanding of the order requirements. The 
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intranet has also some information of the customers, their products, applications 

and even customer processes, but this information has been out of date and 

lacking for several years.  

 

Two intranet projects were started during the study. The other one aims to gather, 

complete and updates product descriptions of customers. Information such as the 

customer, customer name abbreviations, steel grade, measures and tolerances, 

special requirements, end products, production process of the product, special 

requirements as well as application will be collected of the customers of which 

possible. A base for the descriptions is found in appendix VI. Of course, 

collecting information of the wholesalers can be impossible because of the 

numerous customers they resell the products to and familiarizing to these 

customers in general is difficult. Nevertheless the customer product and 

application information set available was one development suggestion detected 

from the interviews and the project will most probably help in future to construct 

better customer consciousness.  

 

The customer reclamations are counted every month and the amount is reported to 

the personnel through intranet. This however does not tell much of the success or 

failure factors that contribute to the customer feedback. The informants hope to 

receive some information of both positive and negative customer feedback. The 

employees say that this would be interesting information and would help to create 

understanding on customer applications and on what the customer accepts or 

rejects. Another project started concerning the intranet during the study is 

informing of both the positive and the negative customer feedback in a brief 

report to the employees. The feedback report in intranet is put out every month 

and contains the customer name, country, order number, measures of the bar and 

the additional information such as successful sample slots made for customer, 

difficulties experienced concerning the order, possible picture of the application or 

product and other customer feedback. The report is related to a quality project 

launched at the factory to improve for example the quality of the products but also 

the customer consciousness of the employees. 
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Customer reference database could be founded to unite the intranet projects 

started: the additional customer information that does not appear in order 

instructions should be made available for everyone coherently and in one specific 

place. Customer cases (successful and unsuccessful) and customer product 

descriptions could be collected into the database to be used by the employees in 

work or by the managers in training. In addition, for example, supply chain 

descriptions could be added for the employees to identify the final users of the 

steel bar. 

 

Internet 

 

In the marketing department, Internet has been used to search additional 

information of the customers. This as a development suggestion was presented to 

the production employees during the interviews and they agreed that it could be 

helpful if there is the possibility to build restrains on the prohibited Internet pages. 

At the moment, the Internet is not used by production process workers at all to 

avoid the needles and prohibited usage. There is however a way to block the 

usage of certain Internet pages in order to get the Internet in use for the employees 

to exploit in work in achieving knowledge and understanding of the customers.  

 

Information flow, telephone and e-mail 

 

According to almost all of the interviews, the information flow – in terms of for 

example telephone conversations and e-mails – supports the distribution of 

customer knowledge inside each production department, but not that well between 

the departments. The marketing department informs the production department 

employees of customer issues by telephone and e-mail when necessary.  

 

All of the production departments could start to communicate more efficiently: 

the departments feel to be too much apart from each other. Changes in the 

organization structure of the company were carried out during the research and the 

three departments of production process were merged to form two departments: 
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steel mill was united with heavy bar rolling and medium bar rolling with further 

processing. The organization changes might help to improve the dialogue and 

communication between the departments as well as the familiarity of each other.  

 

To summarize the present situation with IT enabled customer information sharing: 

the information spread out in the data systems and through communication is not 

enough to create profound understanding of the customer preferences. The 

knowledge of the customers and orders that is shared through the data systems 

and general communication, construct nevertheless part of the customer 

consciousness of the employees. The information that is shared especially via data 

systems was already found to be sometimes incorrect or inaccurate. Updating 

information, deleting overlapping and further explanations of the customer 

requirements information is needed. In addition, communication between 

departments should be tried to enhance.  

 

5.2.2 Visual representation of customer examples 

 

Some of the customer claims that result mostly from the defective product result 

in quality meetings that are held once a month and also in quality training few 

times a year in the factory. The quality meetings and quality trainings include 

discussion on what went wrong with the orders and also what can be done in the 

production process to prevent the mistake happening again. The employees that 

are meant to take part to the quality meetings are the ones that are seen to be 

influencing the defective product: sometimes the reclamation clarification stays at 

management level in the production. The quality meeting records are published in 

intranet for everyone to read it and learn from the mistakes. The meetings and the 

records are information sources for customer applications and end product as well 

as customer understanding. The employees however said that they usually do not 

read the records concerning the meetings and only few told to have taken part to a 

meeting in reality.  
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The customers that are brought up in the quality training are not only remembered 

but also understood better: unfolding the quality requirements in the training has 

been useful and customer reference used has evidently helped in grasping the 

problems. For example, there was customer A – more specifically a forge – who 

has been a significant for the company and ordered frequently. There was a period 

when the customer received a lot of defective products and the quality became a 

great issue: the customer made several reclamations. Quality training concerning 

the reclamations was given to the production process employees. To gain the 

attention of the employees, they were shown a video from the customer Internet 

pages that explained the process of the customer where Ovako steel bars were 

delivered to.  This helped the employees to understand the customer requirements 

and now attention is paid to these customer orders.  

 

To enforce the training, customer examples that appeals to the emotions of the 

employees, have been tried out by some of the management personnel. For 

example, the employees have been told that a suspension arm that broke in his/her 

car might have been made of Ovako steel and by the employee him/herself. There 

was no evidence whether this appealing has worked, but it should get the 

employees attention to start trying to understand the far-reaching consequences of 

the product delivered to customers and to avoid mistakes.  

 

Training in the form of lectures or presentations that concerns the customers, has 

not been executed recently, expect in one specific event. One presentation was 

remembered by the interviewees who took part to a theme day some time ago. 

The presentation was held by the marketing manager and consisted of the 

customer information, pictures of the application or end products, customer 

industries, steel grades, information on what product the customer orders and in 

what country the customers are situated. The info was success according to the 

employees that participated to the theme day and there was mutual acceptance for 

this kind information sharing in the future. The success factor of the presentation 

was visual illustration and compact information as well as short execution in 

terms of time.  
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The employees themselves wish to get the possibility to make excursions to the 

customer factories which would certainly be too big expense: sending hundreds of 

people to abroad would not be very low-priced or reasonable practice. They did 

however explain this wish a bit further: seeing the customer processes both 

explain and concretize the customer requirements. This can also be detected in the 

example of customer A presented previously. This knowledge should be exploited 

in training whenever possible: if there is some way to show with an image or 

video something that explains the customer needs and requirements to the 

employees, it should be done. In general it is agreed that the visual illustration of 

the customers’ end products, processes or applications when explaining the 

reclamations to the employees brings understanding and creates better customer 

consciousness.  

 

Many of the informants mentioned the “bar markets” that included some 

exhibition style displays and presentations of the customers. “Bar market” theme 

days were executed at least decade ago and are not used anymore. Most of the 

production employees participated to this event on their free time while other got 

paid during participating: this fostered the feeling of inequality among personnel 

in the organization. According to the interviewees the events should be in Finnish 

for everyone to understand them. In addition, these kinds of presentations where 

there can be hundreds of participants prevent the communication: people might 

not bother to ask questions that occupy them and also distributing the knowledge 

that is vital and relevant for all, can be complex. The idea of the “bar markets” is 

not entirely useless: it should be considered if, for example, customers that visit 

the factory could present themselves to some of the employees. These 

presentations could be summed up in Finnish and collected to the customer 

reference database to be used by all of the employees.  

 

The functionary and management employees in the production department find 

that a meeting held in the marketing department weekly, to create collaborations 

and understanding between the departments is informative: it also helps people to 

deliver right information to right people and places. The marketing department 
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meeting includes e.g. the outlook of the following matters: budget, volume of 

orders, deliveries, production report of the previous week and delayed orders. It is 

desired that at least the managers and superiors attend the meeting to be able to 

pass on the most significant information. Each participant is also given the chance 

to tell news and problems concerning their work: for example employees in 

charge of different market area, can inform of the future prospects of some 

customer. The Wednesday meeting is therefore also a source or distribution 

channel of customer information and understanding. 

 

In one specific Wednesday meeting there was a representation of an interesting 

customer reference case by one visiting sales representative: he showed a video of 

a tank driving in the desert and then explained that in these tanks the steel 

products made of Ovako steel has been a piece that has improved the safety of the 

soldiers in war. In the light of this study, the case was impressive. All of the 

customer examples in which videos and pictures are used should be collected also 

to the customer reference database, if available, and used further in enhancing 

customer consciousness of the employees. 

 

5.2.3 Proactive information and training  

 

New customer or new steel grades ordered often only appears to the production 

plans: they are not usually recognized if there has not been extra information of 

them. The sample slots made for some customers are marked to the data systems 

but attention is not paid to these if they are not informed to be important. 

 

Recently, a new customer industry of bearing manufacturers has become an 

important for the company. The bearings are a demanding application and the 

steel bar delivered to these customers needs to have properties close to perfect. Of 

this steel grade, there was proactive training where the demanding product 

requirements were explained to the employees. This was found effective and now 

to these orders attention is paid. In the future the company could start to use more 

this kind of proactive training in order to prevent the customer claims – not just 
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seize the problems when reclamations occur. The employees also feel that this 

kind of information of the “risky applications” is very interesting. 

 

The employees hope that the new customers would be presented to the employees 

briefly. The production personnel find that especially if there are new demanding 

steel grades, they want explanations like where the steel is used in and by whom it 

is used even though the order would be just a sample slot. In the future it is 

possible that the new customers are somehow made to stand out in the new ERP 

system, even if they are just provided with sample products.  

 

As a proactive practice, the information that is reported of the customer claims 

and quality meetings could be added to the customer reference database. As it was 

noted before, the quality meeting reports are not read from intranet even though 

they could provide understanding of the customers. Structuring the customer 

information under the customer name in one specific place could make it easier to 

later search it during work tasks. This way the employees can find by themselves 

any particular information behind the customer name that appears in the order.  

 

5.2.4 Employee participation and work rotation 

 

There has been experimentation of different kinds of “soul-searching” 

development and brainstorming minutes in the production but the employees say 

that those have come to a quick end. The reason is that the managers usually think 

that they are rather time-consuming. The focus group interviewees also feel that 

too often there is some information of the customers that is discussed and share in 

meetings where production workers don’t have time to participate and the workers 

don’t always receive the information that could be useful for them. 

 

One of the production process functionary employees interviewed, told to have 

displayed some defective products to the employees for them to discuss and learn 

of the customer reclamation. Uniting the visual representation and employee 

participation to the customer related development should be considered.  
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Brainstorming sessions where the problems and customer claims are solved in co-

operation are found to be welcome according to the focus group informants. In 

these sessions, visual representation – for example in form of picture, concrete 

product or video – should be exploited. A brainstorming sessions could work as a 

learning occasion but also as an opportunity for the employees to give opinions 

and development ideas of their own. The employees should be given the 

possibility to respond to the customer feedback: their views can be important and 

vital in solving problems.  

 

The meaning of internal customer was emphasized in several interviews: every 

department next in the production chain is the customer of the previous. Work 

rotation has been in some scale implemented but it should be, according to the 

interviewees, developed further. Work rotation affects to the way in which people 

see the factory operations. Inspecting a defective product that has also been made 

by the one inspecting it has been to some people a good wake up call. Internal 

customer consciousness might prevent delays and can even speed up the 

production. Knowing and understanding the internal customer could also help in 

passing the relevant and correct information between production departments. 

Work rotation could be one answer to the quality issues: like it was presented in 

the literature part of the thesis, the work rotation could be used to make 

production employees participate in the quality department work tasks to grasp 

the comprehensive picture of the quality issues.  

 

It is commonly agreed among the interviewees that the work rotation could be one 

improvement both in helping to achieve customer consciousness and gaining 

knowledge of the factory operations. Work rotation would give a comprehensive 

picture of the factory operations for now many say that they only know what 

happens in their ones work station. Understanding the factory operations could 

possibly help also to understand what the customers require of the product but 

also how the work tasks of the employee relate to all of this. The rotation has also 

its problems, for example to be able to work in some positions, it requires years of 
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experience and spending one week in that position might not help in learning 

much. 

 

5.2.5 Customer focused reward systems  

 

Rewards and initiatives are used to get the employees to give development 

suggestions in general. Problem is that sometimes employees fear that their ideas 

are stupid for this initiative system. They found that there is the possibility to give 

suggestions for superiors, but some felt that a certain reputation would be created 

among the coworkers if they talked about their ideas to the managers. There was 

also addressing to the fact that everyone is not listened equally nor are certain 

matters seized: safety issues are corrected above others. This could result form the 

fact that safety issues are also “marketed” at the moment very intensively in the 

factory and the bigger safety compensation is paid to the employees the less there 

are accidents. 

 

It is possible that the initiative system would be used more concerning the 

customers, if the customer issue would be marketed as strongly important ones as 

the safety issues. It is possible that a reward that the employees get could be tied 

to customer satisfaction, like the industrial safety payment used. The fact that 

customer consciousness can affect the customer satisfaction could be understood 

better and also development suggestions would be given more willingly 

concerning the subject.  

 

5.3 The development of customer consciousness  

 

The customer consciousness in the production process is at an unsatisfactory 

level: there is some awareness of the customers but, as detected earlier, not 

enough to create in-depth understanding of the customer information. Several 

problems as a consequence of poor customer consciousness were detected and the 

need for enhance customer consciousness is evident. Improving customer 
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consciousness can, for example, facilitate decision-making in work, motivate and 

decrease the amount of customer claims. 

 

The activities implemented that construct the present customer awareness and the 

development suggestions concerning them are presented in Table 4. The IT 

systems data particularly concerning the customer orders should be updated and 

corrected if inaccurate: the ERP project could help in the future to present 

customer information coherently for everyone. To gather the information of the 

intranet projects initiated, a customer reference database can be founded: all 

customers’ related examples can be added to the database and exploited in 

training or in work. The use of Internet in obtaining additional customer 

understanding in the production process line is to be considered. 

 

Visual representation of the customer information was revealed to be most 

effective in training of the customers and explaining the customer requirements. 

Visual illustration should be used also in the future in training as much as 

possible.  

 

Customer information such as new products and demanding requirements should 

be introduced in advance: the practices enhancing customer consciousness should 

be proactive. The problems related to customer claims – and the solutions 

concerning them – can be added to the customer reference database which also 

works as proactive activity in enhancing customer consciousness. The employees 

might find more easily the information from one place related to the customer 

name during work tasks. 

 

Employee participation to the development activities should be promoted and for 

example brainstorming should be experimented. The employees should be 

encouraged to give respond to the customer feedback received and also to give 

ideas in general related to the customer issues. To draw attention to the customer 

issues it is possible to present a customer satisfaction related reward system. 
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Table 4. The construction and enhancement of the customer consciousness. 

Enhancement of 
the customer 
consciousness 

Practices implemented Development 
suggestions 

IT enabled customer 
information 
distribution 

- Data systems, order instruction 
sheet 

- E-mail, telephone  

- Intranet 

� Customer claim count 

� Customer feedback (new) 

� Customer product 
descriptions (new) 

- Updating data, deleting 
overlapping or inaccurate 
data 

- Exploiting the ERP-project 
� integrating systems: 
customer data appearance 
coherently and uniformly 

- Internet 

- Extensive customer 
reference database 

� All customer examples 
available 

� Customer visit 
presentations 

� Exploiting in training and 
in work 

Visual representation 
of customer examples 

- Used in quality training, 
meetings and during work 
sometimes (video and defective 
products) 

- Used at least in one 
presentation (pictures of the 
customers end product or 
application) 

- Increasing the visual 
elucidation  

� Understanding the customer 
requirements 

Proactive informing 
and training 

- Training in bearing steel 

- Examples related to customer 
complaints 

 

- More proactive training if 
possible 

- Information of the new 
customers and steel grades 

Employee participation 
and work rotation 

- Work rotation for new 
employees 

- Employees take part sometimes 
in quality training and meetings 

- Internal customer 
consciousness (exploiting 
more the work rotation) 

� Understanding the factory 
operations and  customer 
requirements 

- Brainstorming and 
interaction 

� Employee participation in 
development 

� Employee feedback and 
ideas to customer feedback 

Customer focused 
reward systems 

 

- Not in  use 

 

- Customer satisfaction 
related rewards 

� Attention to customer issues 
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Internal customer consciousness should be enhanced to further improve the 

employee understanding of the factory operations as a whole. The work rotation 

can improve internal customer consciousness, help in understanding the needs of 

other departments and also help in understanding how different customer 

requirements are related to the production process of the factory. The departments 

in the production could then be able to deliver a flawless intermediate product 

onwards in the production chain. In the end the customer would receive a flawless 

product. 

 

The use of the practices presented in the development suggestions on each 

employee in the production process is under the consideration of the people in 

charge of the training and production operations. It should be taken into account 

that for some employees it is fairly enough to have the possibility to search the 

customer related information from the data systems. For some it is necessary to 

gain more understanding of the customer needs, requirements and preferences.  
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6 CONCLUSIONS 

 

The purpose of this thesis was to examine the level of customer consciousness of 

the production process employees in a steel factory and to investigate the methods 

of internal marketing in order to propose development practices to enhance the 

customer consciousness of the case company employees. The research was 

divided into three specific research questions. First, there was an examination of 

the role of the customer consciousness in the CRM philosophy of a manufacturing 

company. Second, the level of customer consciousness and the significance of it 

in the production process of the case company were examined. Finally, the means 

of enhancing customer consciousness were investigated, successful practices in 

the case company highlighted and the development suggestions given 

accordingly.  

 

The role of customer consciousness in the CMR philosophy of a manufacturing 

company was found to be vital for all of the employees in a company to be able 

contribute to the achievement of CRM goals, such as satisfying customer needs by 

understanding the customer requirements and preferences. The literature 

highlighted the fact that the customer consciousness is not only a characteristic of 

a marketing employee but important for all of the employees in a customer 

focused company to have.  

 

The level of the customer consciousness was detected to be poor in the production 

process. Mostly, there is a need for updated and coherent customer information 

distribution but also the need to increase the understanding of the customer 

requirements by increasing knowledge of the customer end products, applications 

and processes. The customer consciousness was revealed to influence on the work 

motivation, job satisfaction and decision-making of the employees.   

 

There are several ways to enhance the customer consciousness of the employees 

with methods of the IM from general communication and knowledge distribution 

to using the customer references and customer focused team work. According to 
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the interview results, the enhancement of customer consciousness in the 

production process of the case company should be done by ensuring the 

distribution of the right knowledge coherently and uniformly to the employees, 

gathering large customer reference database to be used in work and in training, 

using visual examples and proactive training of the customers and giving the 

employees the possibility to participate in the development activities.   

 

Similar researches made earlier were not found although the results of the study 

do get some support from earlier studies and from literature in general. The results 

of this study indicate that the customer consciousness of the employees can have 

above all an impact on their motivation and job satisfaction.  Wangenheim, 

Evanschitzky and Wunderlich (2007) refer to several researches where a positive 

correlation between employee job satisfaction and customer satisfaction is found: 

however it limits to the customer contact employees. The study of Wangenheim, 

Evanschitzky and Wunderlich (2007) on the contrary shows that the customer 

satisfaction depends also on the job satisfaction of the employees that the 

customers never see. Therefore customer consciousness is not just a quality of 

marketing personnel as Grönroos (2006) argued and indeed, the customer 

consciousness of the production personnel could have had an influence to the 

increasing amount of customer complaints in the case company as was deliberated 

in the beginning of the study.  

 

6.1 Key managerial implications 

 

The interviews revealed that the customer consciousness of the employees in the 

production process is at a poor level which can cause several problems and in the 

end have an affect in the customer satisfaction. According to the informants, the 

enhancement of customer consciousness would above all improve the motivation 

and job satisfaction through the understanding of the customer requirements and 

the meaning of ones work. The customer consciousness would also facilitate 

decision-making in work and taking responsibility of the production operations. 
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To improve the poor level of customer consciousness in the production process of 

the company, coherent and consistent customer information should be made 

available. A large customer reference database and Internet could be presented to 

be utilized in work and in training. The intranet projects in enhancing customer 

consciousness have successful features according to the results of the interviews. 

 

To further improve the employees’ understanding of the customer information 

they receive, the visual illustration is to be exploited whenever possible. The 

proactive informing and training of the demanding customer products or 

application could help to avoid the customer claims in the future. The employee 

participation in the customer related development should be experimented, for 

example, in the form of brainstorming sessions. The employees should be 

encouraged to give ideas and responds to the customer claims. To draw attention 

to the customer orientated development a customer satisfaction related reward can 

be considered.  

 

To support the customer consciousness of the employees obtained, work rotation 

in the factory could be exploited further. Better internal customer consciousness 

would not only help to understand the operations of the factory but also to connect 

the customer requirements related to each operation.  

 

6.2 Evaluation of the results and limitations of the study 

 

The results of the study should be applied to other companies with a great caution: 

the interviews concerned the employees of this case company so the results reflect 

the opinions and views of this particular case company. In addition, other 

researches made of the same topic were not found to support the results in larger 

context. However, the findings of the study did get support both from literature 

(e.g. Grönroos 2006) and one other research (Wangenheim, Evanschitzky and 

Wunderlich 2007). 
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The interpretations and conclusions of the study were made according to the 

opinions and thoughts of the interviewees so the source for unreliable results is 

most likely the interviews. The interview situation might have influenced to the 

interviewee: some might have given answers to please others in the group. The 

interviewer might have not been as motivating for there was no earlier experience 

of these kinds of situations: a research on conducting the interviews was 

nevertheless carried through and the data acquisition was described thoroughly. In 

addition, the recording of the focus groups might have upset some of the 

interviewees although it was informed earlier and also promised that the 

recordings would only be used to conduct the study. (Alasuutari 1999, p. 142)  

 

Some of the interviewees might have given socially desirable answers if the 

employees for example wanted to present themselves as good and motivated 

workers (Hirsijärvi 2004, p. 193). In some of the focus groups there was even a 

suspicious atmosphere and there were speculations on where the answers of the 

interview are used. Some felt that the situation frustrating and unnecessary: this 

might have made them give answers that they wouldn’t give in reality. In few of 

all of the interviews some of the questions were felt to be difficult to answer to: 

conversations was nevertheless tried to create by giving examples to discuss of. 

 

6.3 Suggestions for further research 

 

The study was limited to concern the external customers but the importance of the 

internal customer was stated in several interviews. The CRM department of the 

case company has planned to examine the internal customer consciousness and 

this study confirms the need for the research. The relations between internal 

customer consciousness and the external customer consciousness of the 

employees would also be interesting to investigate. It is possible that the external 

customer consciousness with internal customer consciousness could bring best 

understanding of what each actor needs in the supply chain and through it, the 

communication as well as the operations could work efficiently. 
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The customers’ familiarity with the company and understanding of what the 

company can offer could be examined. If at a poor level, the company could 

consider how it could increase the customers understanding of the company. 

When the customers know exactly what the company can offer for them and how 

the customer can benefit from the company, co-operation could be facilitated.  

 

This study was limited to this particular company and because of that, as it was 

found earlier, the results should be applied to other companies with caution. As a 

quality of a non customer-contact employee in the manufacturing industry, the 

customer consciousness and its effects should be examined in larger real life 

context. 
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Interview questions for the marketing department  Appendix III 
 

 

Individual interviews – questions for marketing (CRM) department  
 
 
1. Do you regard the operations of the company more customer- or production-oriented?  
 
2. Describe your knowledge of the customers and their lines of industries? How 

customer conscious do you see yourself? 
 
3. What kind of significance does the customer consciousness have in your work? Is it 

important to know some customers better than the others? Why?  
 
4. Are there customers that are easier to identify or remember than the others, which 

ones? What kind of factors makes them stand out (examples given such as continuous 
orders, order volume, customer specifications and brands, difficulty of the product or 
application)? 

 
5. What kind of benefit do you believe could be gained if the production process 

employees would be more conscious of the customers? Are there any recurrent 
problems that result from lack of customer consciousness of the production process 
employees? 

 
6. From where is the customer consciousness, as well as customer-oriented mindset, 

adopted up to this moment? How do these channels of information work? 
- Is the information in the IT systems up to date, easy to find and relevant? 
- Do you wish to have some more knowledge of the customers? 
- Is there tacit knowledge among the personnel that should be distributed more 

efficiently? 
- Do the culture and the manners of the organization support the customer 

consciousness and knowledge distribution? 
- Are the attitudes of employees open to customer consciousness? 

 
7. Whose responsibility is it to internally market the customer to the employees; so that 

everybody understands their importance and that the customer conscious mindset is 
created?  
- Examples given: leader, manager, data systems, processes, communication, 

training, culture etc. 
- Do you think that the training and information distribution methods should be 

changed or developed in some way? How? 
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Individual interviews – questions for production department 
 
 

1. General customer consciousness and knowledge: What grade would you give from 1-
10 to the customer consciousness of the employees in production process? 

 
2. What kind of role does the customer knowledge and end product knowledge have in 

your job and in the production process?  
 
3. What kind of consequences or problems occurs from lack of customer consciousness 

or knowledge? 
 
4. Are there customers that are easier to identify or remember than the others, which 

ones? What kind of factors makes them stand out (e.g. continuous orders, customer 
specifications, brands or end product)? 

 
5. From where is the customer consciousness, as well as customer-oriented mindset, 

adopted up to this moment? How do these channels of information work? 
- Is the information in the IT systems up to date, easy to find and relevant? 
- Is there tacit knowledge among the personnel that should be distributed more 

efficiently? 
- Do the culture and the manners of the organization support the customer 

consciousness and knowledge distribution? 
- Are the attitudes of employees open to customer consciousness? 

 
6. What kind of customer knowledge and understanding do you wish to receive more 

and where from would you like to obtain it? 
  
7. Are the business operations and on the other hand the business idea of the company 

more production- or customer-oriented?  
 
8. What kind of requirements has been set for the orders and inquiries to be accepted in 

the production? (For example the criteria or limitations due to way of manufacturing) 
Are there some limitations that could or should be changed to allow more customer 
oriented production?  

 
9. Is there a certain manufacturing principle used and does this match both to the 

customer and company needs?  
 
10. Whose responsibility is it to spread out customer-oriented business idea? Who should 

make sure that everybody understands their importance and acts accordingly? 
 
11. Could it be possible to change the operations towards more customer-oriented ones 

and enhance in such way customer consciousness? If so, what should be the basis for 
the changes? (Various examples were given for consideration e.g. key account 
management, data systems integration, customers visits to the factory, training, 
lectures, changing or remolding production methods, development of internal 
customers/departments) 
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Focus group interview questions 
 
 
1. How customer conscious do you see yourselves, which grade from 1-10 would you 

give yourselves if 10 is the level of customer consciousness in marketing? 
 

2. Are there products or applications in market which you know have steel of Ovako? 
Please, name the ones that come first in mind? 
 

3. Are there customers that you remember and you know what they manufacture? 
Please, name the ones that come first in mind?  
- What are the factors that make you recall these customers: continuous orders, 

high volume orders, important customers, customer requirements, difficult 
product to manufacture, brand etc.? 

 
4. How much and what kind of things does the customer name on the computer in your 

work place unfold about the customer? 
 

5. What kind of significance does the customer consciousness (customer knowledge, 
understanding of the customers’ requirements and processes) have in your work? 
Why?  
- What can result from poor or lack of customer consciousness, examples? 
 

6. From where is the customer consciousness, as well as customer-oriented mindset, 
adopted up to this moment?  
- Is the information in data systems relevant, on-time and correct? Does everybody 

have the possibility to use the systems? 
- Has there been any training or education on customers? 
- Is there tacit knowledge among the personnel that should be distributed more 

efficiently? 
- Are your managers and leaders of the company willing to share information? 
- How do the general communication and interaction between co-workers 

function? 
 

7. What kind of knowledge do you wish to get more and from where would you like to 
receive it from? What kind of additions would be essential from your point of view? 
 

8. Do you recall of hearing about the customer-oriented business idea? Whose 
responsibility is it to internally market the customers; so that everybody understands 
their importance and that the customer conscious mindset is created?  
 

9. How customer-oriented is the production process and, on the other hand, the 
operations of the company? Please, explain your point of view? 
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10. How much do you think customers in your work? Do you constantly try to think 
ways to improve the work and production process (for example to get faster, more 
efficient process or better quality product)? Or is your work more routine?  
- How much is there flexibility when it comes to customization of the products or 

changing the production route?  
- Do you feel that you are allowed to be creative and given the opportunity to 

develop operations for example to customer’s credit? 
- Are there ways to give development suggestions and do you use them? Are the 

motions rewarded and do you get feedback of them? 
 
 

11. How do you think it would be possible to increase the motivation towards customer? 
Please, explain your point of view? What methods should be used and what else 
could be done? Following suggestions were discussed: 
- Internet as a source of customer information 
- Positive customer feedback 
- Revising the quality control meetings that have resulted from customer 

reclamations (to change the meeting more brainstorming like discussion session)  
- More general quality training  
- Key account management (highlighting the most important customer) 
- Training in from of refresher courses or lectures 
- Customer visits at factory and customer lecturers 
- Weekly meetings with ones own post personnel: short bulletins of customer (for 

example of certain customer that order certain steel brand or according to some 
other criteria) 

- Customer reference marketing, knowledge of one customer at a time (customer 
stories and cases) 

- Integration of data systems to more customer-oriented form 
- Developing the internal customer consciousness (internal training of other 

departments functions to get comprehensive understanding of the operations of 
the company and for all to understand what information of the customer each 
department needs) 
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