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The purpose of this Master’s thesis is to study organization’s resources and value 

creation through the cooperation within the value network. The main objective is to 

examine how the resources may be identified and complementary resources 

integrated to create value. This study provides an insight to the case corporation 

where the exchange of resources between the companies would lead to value co-

creation on the cosmetic and hospitality industries with the aim of gaining 

competitive advantage.  

Empirical study shows that companies are not able to meet the needs of 

customers only by using internal resources. Therefore, value of external resources 

has raised their importance. Value co-creation happens when exchanging unique 

and rare resources through the activity links between the companies by 

cooperation. Thus, cooperation is something that companies should deepen in 

order for skills, knowledge and information resources to move between the 

companies creating value for the customers and benefits for the companies. 
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Tämän tutkielman tarkoituksena on perehtyä organisaation resursseihin ja 

arvontuottamiseen yritysyhteistyön kautta arvoverkostossa. Tutkimuksen 

päätavoitteena on selvittää mitä resursseja case-yrityksellä on ja miten emoyhtiön 

resursseja voisi hyödyntää yhteisessä arvontuottamisessa. Tämä tutkimus tarjoaa 

esimerkin case-konsernista, jossa resurssien jakamisella yritysten välillä voi 

tuottaa yhteisarvoa kosmetiikka- ja majoitusaloilla päämääränä saavuttaa 

kilpailuetua.  

Empiirinen tutkimus osoittaa, että yritykset eivät pysty vastaamaan asiakkaiden 

tarpeisiin pelkästään yrityksen sisäisillä resursseilla. Täten, ulkoisten resurssien 

merkitys on kasvattanut suosiotaan. Arvon yhteistuottaminen tapahtuu, kun 

uniikkeja ja harvinaisia resursseja vaihdetaan yhteistyön kautta yritykseltä toiselle. 

Tämä tarkoittaa sitä, että yritysten välinen yhteistyö on asia, jota tulisi syventää, 

jotta informaation, tiedon ja taidon vaihtaminen onnistuu tuottaen arvoa 

loppuasiakkaille ja kilpailuetua yrityksille.  
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1. INTRODUCTION 

 

The way how value is created is undergoing a significant change. The activities 

and resources within the organizations’ work as a foundation for social and 

economic innovations in the future. Therefore, the business networks which 

contain different resources and activities, are considered as the creators of value 

more and more. (Halinen & Törnroos, 2005) However, only little research has 

been directed towards understanding the importance of business networks (Achrol 

& Kotler, 1999; Möller & Halinen, 1999). 

 

Business today has forced companies to cooperate with each other, communicate 

with the customers and partners for company to remain in a competitive market 

place. This cooperation may involve people, knowledge, processes, partners, 

alliances and networks. It has also been said that for company to gain the 

competitive advantage, utilizing the external and internal resources in a best 

possible way through cooperation is not recommendable but obligatory. The 

knowledge that can be integrated through such collaborations is vital for serving 

the needs of customers. (Kandampully, 2002) The companies are no longer able 

to meet the needs of customers by their own and that has showed the importance 

in using external resources (van der Valk & Wynstra, 2005). 

 

This has led organizations to focus more on their core-competencies and therefore 

in an increasing amount to start cooperation with other companies in the network. 

The reason behind it is to learn and adapt external resources of other companies 

to create value or gain a competitive advantage. (Grant & Baden-Fuller, 2004) The 

shift has occurred from focusing on internal resources to external ones (Zhang & 

Chen, 2008). Therefore, the competition focus has changed from individual 

companies to the networks (Mikkola, 2008). Companies are looking for 

competencies that are unique and differ from other companies. The uniqueness of 

resources is something that leads to a competitive advantage through the value 

creation. (Dobrzykowski, Tran & Tarafdar, 2010) 
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Studies on organization’s resources have been popular among the researchers in 

the past years because resources and their value have an ability to change over 

time. The definition of resources is changing along with the development of 

technology. This aims for an idea that the resource that creates value today might 

lose its value in some time if new technologies and knowledge are developed. 

Also, the meaning of value is conceptual and may vary based on different theories, 

researches and cultures. (Kandampully, 2002) 

 

Because of increased interest towards value networks and value creation through 

cooperation it is important to study this phenomenon in different industries to 

achieve the larger picture of this specific and considerably new phenomenon. 

Value networks and value creation has mainly been studied on the ICT fields 

(Fjeldstad & Ketels, 2006), so there is a clear need for more studies on value 

creation in the hospitality and cosmetic industry, especially in Finland because no 

research on this field has been conducted yet. The competition among cosmetic 

industry companies in Finland is arising and therefore gaining the competitive 

advantage through the already existing resources and partnerships is vital. 

Several researchers, among others, Kähkönen (2012), has proposed a need for 

future research on the role of general and complementary resources in value 

creation in the network collaboration. This research gap provides a great 

opportunity to study value creation and combination of resources through the close 

partnership within the network. 

 

The difficulty of the networks is to identify the boundaries for the network as it may 

concern every relationship the company might have. It is impossible to research 

the whole network formed in any industry. Also, the complexity of the networks is 

seen as a challenge because the actors may be in connection with each other 

directly, indirectly and through other companies. (Easton, 1995) In order to 

achieve the best possible results by this research, the network has been limited to 

concern two close actors, a case company and its mother company and their 

resources based on the business level these companies are operating in. In other 
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words, the companies are acting in the same corporation, which is one way of 

dealing with the complexity of the network according to Halinen and Törnroos 

(2005). Thus, the research problem of this study has determined the actors of the 

network involved in it. Business relationships are also developing and evolving 

over the time, and therefore, this research has been established to focus on two 

modes of time - the current situation and the future situation where the case 

company wants to be. However, in this study the case company will define its own 

meaning of value according to the company’s mission and strategy, mirrored to the 

general definition of Walter, Ritter and Gemunden (2001) stating “value can be 

regarded as a trade-off between benefits and sacrifices.” 

 

In this thesis, the aim is to discuss the theories and gain a better understanding on 

value networks, value co-creation and integration of resources putting an 

emphasis on research-based view and value creation theories as seeing the most 

suitable ones for this specific research and a choose of aspect. On the resource’s 

side there are many possible theories on approaching the topic but RBV was 

chosen as the main theory seeing it fit the best for the occasion and chosen 

research perspective, therefore, the resource dependency theory (RDT) is left out 

from the study.  

 

On the value creation’s side, the emphasis has been put to two network 

approaches, industrial network approach (ARA-model) and strategic network 

approach leaving out the transaction cost economics (TCE) theories out of this 

study. This decision has been made towards Håkansson’s (1986) ARA-model and 

Porter’s (1985) value chain models based on seeing them suit better the purpose 

of this research. Through these theories, the purpose is to investigate the case 

company’s resources, value network resources, the network relationship and value 

co-creation. Thus, aim is to mirror the research theories into the real-life example 

ending up with the development ideas and integration of resource- proposals for 

the case company. 
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This thesis is being conducted as a qualitative single case study for a small sized 

company powering in guest amenity industry for hotels and airlines internationally 

being the market leader in Finland. The case company is part of a bigger 

corporation where the mother company is part of this thesis on the network 

relationship, resource identification and integration processes of the case 

company. 

 

1.1 Research questions and objectives 

 

The main aim of this study is to discover how to define organization’s key 

resources and how the complementary resources can be defined and integrated to 

create value.  Based on this main objective, the goal is to analyse and respond to 

it by conducting the research. The objectives of this research will be first 

approached through the existing theories on the topic and then these theories will 

be mirrored to actual resources, values and network relationship of the case 

company in real life situation. To find some responds to the main aim of this 

research, some additional objectives are being set.  Therefore, the second 

objective of this research is to identify the current resources the case company 

has. Also, the interviews of the employees and CEO of the case company will help 

to identify the current resources.  

 

The third objective of this research is to find out what are the resources the case 

company is looking for. There are many aspects that affect this objective, and 

therefore, the information will be affected by company’s values, competitors, 

market, possibilities and employees’ point of views with needs and aspects. The 

fourth and the final objective is to find out what are the complementary resources 

available at the mother company’s and how these resources could be exploited 

and integrated in a better way to the case company to create wanted value. In 

other words, how can the current resources be combined with the complementary 

ones in value creation. It is supposed that company’s strategy, values and mission 

affect this objective.  
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On the grounds of objectives set for this research and existing literature and 

theories on the topic, the main research question is formulated as following: 

How to define organization’s key resources and how complementary 

resources can be defined and integrated to create value? 

 

To be able to respond to the main research question, there have also some 

additional sub-questions been set that will help in answering the main one. The 

sub-questions are also more thoroughly explained as objectives. The sub-

questions of this research are: 

1. What are the case company’s current key resources? 

2. What are the resources the case company is seeking for? 

3. What kind of value the case company wants to create by using its 

resources? 

4. What are the complementary resources that the mother company 

is able to provide and how these resources could be exploited and 

integrated to create value? 

 

1.2 Methodology and data collection 

 

This research is a qualitative single-case study that had been chosen as a method 

because of the possibility to make the analysis based on non-quantitative data. 

According to Halinen and Törnroos (2005) the case study is the best option when 

conducting a research on the networks. The current situation analysis and results 

are based on the case company’s data and interviews; thus, this is being a real life 

single case study where the scientific background and research results can be 

mirrored directly to the real-life situation. 

 

The data of this research consists of literature background and theories on the 

topic and nine open in-depth and semi-structured interviews with the questions 
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conducted in advance to receive all the relevant data for answering the research 

questions (Tuomi & Sarajärvi, 2003). Thus, the theoretical background worked as 

a base for this research the primary data is collected by interviews. Also, some 

secondary data was used from the materials of the case company and its website 

as well as marketing information. Open interviews had been chosen as the main 

data collection measure, because it is being considered as the best way to receive 

deep and rich data for the empirical study (Eisenhardt & Graebner, 2007). In 

addition, the interviews enabled some differences to appear in a more flexible way, 

which helped to avoid misunderstandings in the dialogues. (Tuomi & Sarajärvi, 

2003). 

 

The data was collected by interviewing the employees of the case company and 

mother company, and the CEO of both companies to reach a throughout 

understanding of the current situation of resources, network relationship and the 

values that were wanted to be created through the integration of resources. 

Altogether, there were nine open interviews conducted. Three of the interviews 

were conducted by face-to-face meetings in Helsinki with the employees of the 

case company.  The other six interviews were conducted also by face-to-face 

meetings, but close to Vaasa where the mother company is located. All the 

interviews were recorded in order to reach more reliable interpretation of them 

afterwards, when working on data analysis. Each employee that was being 

interviewed represented a different position in the companies to achieve different 

level of thoughts and from different point of views.  

 

The idea of the literature review and different theories on the topic is to provide a 

base and framework for this research. It sets certain boundaries, explains the 

relationships in the networks, the resources that the companies hold and the value 

creation issues from the theoretical point of view. The theoretical background 

describes some relevant theories of the topic that can be mirrored with the 

interview data and results to find out similarities or indifferences with already 
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conducted researches. Methodology and data collection of this research will be 

described in more detail in sections 4.1. and 4.3.  

 

1.3 Key concepts of the study 

 

This section defines the main concepts used in this research. These are 

resources, value, value co-creation, value network and network relationship. Next, 

the definitions of these concepts are presented pithily and more thoroughly in the 

theoretical section of this research. 

 

Resources are something that through the generation of value leads to a 

competitive advantage of the company (Barney, 1991). These resources may be 

physical, legal, human, reputational, social, organizational or financial (Hunt, 

Lambe & Wittmann, 2002; Barney, 2001; Dollinger, 1995). They are somehow 

unique that are not easy to be imitated by competitors (Dobrzykowski et al., 2010). 

Resources can also be divided into two categories, tangible and intangible 

resources. Tangible resources are physical and concrete where the intangible 

resources are abstract and hard to define. (Hall, 1992) 

 

Value is something that may have different aspects, meanings and theories and it 

may appear in different forms. Walter et al. (2001) have defined value, as it is a 

trade-off between the benefits the company gains and the sacrifices it makes. 

Value as a word should be differentiated from the value creation because the 

creation is the process, where the value is the final product or outcome 

(Forsström, 2005). Value can be described as something that goes beyond the 

products and money (Michel, Vargo & Lusch, 2008). 
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Value co-creation is a process, where value of a product or service is increased 

through the cooperation with another company by exchanging resources (Zhang & 

Chen, 2008; Normann & Ramirez, 1993). The term is based on value activities that 

are being combined or exchanged through the activity links within the network 

beyond money and actual goods through the activity flows (Håkanson & Snehota, 

1995; Michel et al., 2008). In other words, the cooperation between the companies 

leads to information, knowledge or other sharing of resources that may lead to 

value creation or gaining the competitive advantage (von Hippel, 1977). Value co-

creation results in using the other company’s resources in additive way to increase 

or enhance the amount or quality of own resources (Powell, 1998). The logic 

behind it is that each company has different capabilities and resources that might 

be unique and unlike the competitors have (Wernerelt, 1984). 

 

Value network is a group of organizations that all have direct or indirect 

relationships with each other (Håkansson, 1989). It is a dynamic network where 

value is created through the cooperation with other companies by exchanging 

unique resources that add value to the activities and overall performance. Actors 

in the networks are competitors, suppliers, partners and customers. (Allee, 2003; 

Bovet & Martha, 2000a).  

 

Network relationship is a relationship, where two companies link through some 

kind of actions or collaboration within the network. This relationship makes two 

companies as partners. (Mele, 2008; Russo Spena & Colurcio, 2010) No company 

has control over all resources it needs and therefore the relationship provides an 

access to other company’s resources (Håkansson & Snehota, 1995). 

 

1.4 Theoretical framework 

 

This section presents the theoretical framework set up in advance for this 

research. It provides the framework for this whole project and limits it to concern 
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only specific theories and aspects. The framework of this study is demonstrated in 

the figure 1, where the resources and value are seen as the main subjects. The 

framework includes the main concepts introduced earlier such as value network 

and value co-creation. The concepts and subjects demonstrated in the framework 

figure reflect the idea that resources are created into value through value creation 

processes and network is leading to value co-creation through the integration of 

resources of the network relationship. In general, the framework and concepts 

cover case company’s internal resources, competencies and activities that create 

value and external resources of a mother company that could be used in value 

creation through the close collaboration (Dobrzykowski et al., 2010). 

 

 

 

 

 

 

 

 

 

Figure 1. Theoretical framework 

 

The theoretical frame has been limited to two theories; resource-based view and 

value creation theories. These theories are vital to conduct this research by 

providing the relevant theoretical base. These theories will work as a base for this 

whole research when mirroring them to the real-life samples. The framework 

demonstrated in the figure 1 is from all relevant perspectives supported by the 

literature. 

 

RESOURCES VALUE 
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Value creation 
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VALUE 

NETWORK 

VALUE CO-

CREATION 

Value creation 

Resource 
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As the time is a concept that creates a problem when conducting a research on 

networks, the framework of time has also been taken into consideration. Based on 

the research questions, this study is focusing on current situation of the case 

company and the future one that it is willing to achieve through the resources. It 

can be seen as the past affects the present and the present affects the future. To 

limit this research there is no emphasis put on the past.  

 

1.5 Limitations 

 

In this chapter, the limitations of this research are being defined. This research is a 

case study, which means it is mainly applicable to this specific company and 

therefore cannot be directly compared to other companies or other case studies. 

Because the results are based on the data of single company, they cannot be 

generalized (Stuart, McCutcheon, Handfield, McLachlin & Samson, 2002). The 

resources, values and network relationships are changing characters and thus, 

this research is valid and up-to-date now, but cannot be considered as actual after 

some time. The networks change together with their values, projects, problems 

and missions. Meaning when projects change, also the network relationships and 

cooperation change together with them.  

 

In this research present situation and the future situation of the case company is 

considered because the research questions are set aiming to finally find out, how 

the company would like to exploit resources better or to improve in value-creation 

in the future using the resources of the mother company. This means there is 

neither emphasis nor focus on the past situation of the case company. This 

research is focusing on resources and value creation only, and therefore, core-

competencies and capabilities of the companies are left out from the study. They 

are very important in resource exploitation matters, and I would suggest making a 

separate research in the future with a focus on the capabilities and core-

competencies of the case company and its mother company. 



18 

The business networks always consist of more than two actors, but this study is 

limited to concern only two actors in the network, the case company, its partner 

mother company and their resources (Halinen & Törnroos, 2005). Thus, other 

network actors are left out from this study, even though they exist in the network of 

the case company. This kind of theoretical perspective means that this research 

cannot be seen as resulting in the larger perspective of the network, but only a 

piece of it. The reason for this limitation is also the complexity of networks that 

may expand in such enormous way that this thesis would not be able to cover at 

once. This research is focusing on the cosmetic and hospitality industry, and 

therefore, value creation and resources that come up in this study cannot be 

generalized to other industries in the same way.  

 

1.6 Outline of the study 

 

The outline of this study is demonstrated in figure 2. As can be seen, the structure 

of the thesis is conducted in the general way. First, the introduction chapter, where 

the aim of the research, objectives, research questions, key concepts, framework, 

limitations and methodology have been discussed and presented. Second, the 

theoretical framework will be presented through the literature review made based 

on theories on resources, value creation and RBV providing different aspects on 

these topics to have all relevant aspects for conducting the empirical research. 

 

The theoretical part of this research will be followed by the empirical part. After the 

introduction of the case company and its relationship with the mother company, 

the current situation of the case company’s key resources, needs and aims will be 

discussed. Also, the identification of mother company’s resources and abilities will 

be researched out to understand what resources could be integrated to the case 

company. In addition, case company’s thoughts on the value they would like to 

create will be analyzed to find out solutions in achieving them.  
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Figure 2. Research process and outline of the study 

 

The discussion on all aspects, challenges, possibilities, thoughts and 

implementation ideas will be mirrored with the theories to create relevant and 

helpful information for the case company. In that section, all results will be mapped 

for clearer understanding of the current situation. Finally, after the analysis of the 

results has been made it will be followed by conclusion of the research, answering 

the research questions along with the improvement ideas for the case company 

and future research proposals. 
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2. ORGANIZATION’S RESOURCES  

 

In previous studies resources have been defined in different ways. According to 

Amit and Schoemaker (1993) resources are the “stocks of available factors that 

are owned or controlled by the firm”. According to Wernerfelt (1984) they are 

anything that works as strength or the weakness of the specific company or its 

activities. And in addition, Teece, Pisano and Shuen (1997) have described 

resources to be the assets that are difficult or impossible for other companies to 

imitate.  

 

Resources may be different, physical, legal, human, reputational, social, 

organizational or financial (Hunt, Lambe & Wittmann, 2002; Barney, 2001; 

Dollinger, 1995).  Examples of actual resources are customer and market 

knowledge, productivity, logistical or design competencies, innovativeness, 

equipment, graphical ideas and relationship with key players or market leaders in 

the certain market (Mele, Russo Spena & Colurcio, 2010). The importance of 

resources has recently changed from natural ones to the mental ones. In other 

words, the shift has occurred from physical resources such as employees to the 

knowledge resources. (Kandampully, 2002)  

 

Resources can be divided into two categories, tangible and intangible resources. 

Tangible resources are somehow physical and concrete whereas the intangible 

resources are abstract and hard to define. (Hall, 1992) The intangible resources 

and assets are becoming more important than before which leads to them being 

the crucial points of each company’s economic issues. They are dynamic by their 

character. (Allee, 2003) For example power, knowledge, skills and innovations are 

considered intangible assets (Kähkönen, 2012; Hall, 1992). Unfortunately, the 

intangible resources are often left out from the focus of managers even though 

everyone agrees that they are crucial for the company’s success (Allee, 2009).  
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Capabilities are seen as the processes that enable the resources to perform and 

interact between each other (Barney, 1991). They refer to the company’s abilities 

to use, combine and exploit its resources and are always intangible (Amit & 

Schoemaker, 1993; Foss & Eriksen, 1995). So, at the end it’s not the resources 

that lead to a competitive advantage, but the capabilities that exploit the existing 

and unique resources the company has (Grant, 1991). The explanation for this is 

that no resource creates value by its own, but through the combination with other 

resources (Harrison & Håkanson, 2006).  

 

Compared to the resources capabilities are working processes of development 

and carriage of resources within the firm and its employees (Amit & Schoemaker, 

1993). They refer to the capacity of certain group of resources to do or perform a 

task building the activity links (Grant, 1991). Capabilities of the firm are very 

important when talking about resources, as Amit and Zott (2001) have argued that 

there is no value in resource itself if there are no capabilities to exploit or combine 

them. In addition, capabilities have been identified as important determinants of 

companies’ overall profitability and performance levels (Amit & Zott, 2001).  

 

There have been a lot of definitions for competences and they have been 

described as hard to measure or identify in the companies’ (Tampoe, 1994; 

Hafeez, Zhang & Malak, 2002). However, they describe the needed ability, skills 

and knowledge of the company or its employees to accomplish what is required for 

certain function or process (Hafeez & Essmail, 2007). So, on the employee level 

they mean characteristics or skills to perform certain task, while on the 

organizational level they are defined as a capability to be effective in performing 

certain task (Hafeez & Abdelmeguid, 2003). Competences have often been 

defined as either tangible or intangible assets that the company holds (Hafeez & 

Essmail, 2007). According to Hafeez and Abdelmeguid (2003) the intangible 

competences are the ones vital in value creation and value adding activities. 

These are for example brands, patents and certain knowledge that work as base 

for competitive advantage (Hafeez & Essmail, 2007). 
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In exploitation of resources, technology has increased its role nowadays. 

Technology is the key that enables the company to interact with its partners, 

customers and other partners related closely to business. The value of a resource 

is dependent on the information and knowledge that the company has at that 

specific moment. The emphasis is on the specific moment because as stated 

earlier, the value of a resource changes along time and value today is different 

from the value in five years. (Kandampully, 2002) Porter (1985) has described the 

company to be a set of technologies. These technologies are embodied in the 

knowledge and information, which lead to the actual products or services. 

Kandampully (2002) has divided resources to be related to three segments; 

technology, knowledge and networks.  Technology is important in value creation 

and generation, because it enables the innovations. (Kandampully, 2002) 

 

New innovations, on the other hand, require new knowledge which helps with the 

adaptation of new technologies. Knowledge is therefore the basis for value-adding 

activities (Peters, 1994). According to Peters (1994) the knowledge has also 

changed its existence shift into intellectual assets rather than the physical ones. 

Based on these facts, Hansen, Nohria and Tierney (1999) have emphasized the 

fact that managers cannot focus on the knowledge that is behind the success of 

the company but should focus on learning of how to manage the existing 

knowledge. Technology is the tool and enabler of the companies to expand their 

core capabilities and competencies with other companies around the world. 

(Kandampully, 2002) 

 

The competency of the company can be defined as the knowledge base that is 

realized through the correct utilization of internal or external resources and 

relationships. In summary, the competitive advantage is not achieved only by 

working hard, but by the ability to exploit existing knowledge, different 

technologies, networks and relationships. These are the three factors that make 

the company a service organization. (Kandampully, 2002) 
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2.1 Resource-based view (RBV) 

 

Resource-based view is a theoretical framework for understanding how firms can 

achieve competitive advantage and how they are able to sustain that advantage 

over time through the acquisition of and control over resources (Eisenhardt & 

Martin, 2000). In this chapter the definition and meaning of this theory is provided. 

It is a theory based on company’s competitive advantage and if the company does 

something that is appreciated and valued by its customers (Porter & Millar, 1985). 

It is based on the resources, abilities to be co-creator of value and the skills to 

develop value-adding processes and outcomes (Mele, Colurcio & Russo Spena, 

2014).  

 

In other words, companies are seen as bundles of resources that differ from 

others. The growth of the company is dependable of the exploitation of the existing 

resources. (Penrose 1959; Ray, Barney & Muhanna, 2003) The resources should 

be difficult for competitors to imitate to achieve a competitive advantage (Ray et 

al., 2003). Thus, this leads companies seeking for unique resources having that 

mind set (Wernerfelt, 1984; Amit & Schoemaker, 1993). Unfortunately, this 

advantage that is achieved over rivals is only permanent, as at some point 

competitors start to imitate the value-adding resources or end up products 

(Doherty & Terry, 2013).  

 

It has been stated by Barney (1991) that the competitive advantage is achieved 

when the value is created in a way better than the competitors have. That is the 

reason why companies are looking for “VRIN” resources that stand for valuable, 

rare, inimitable and non-substitutable ones. If having “VRIN” resources and them 

having complement each other at the same time, it is a very valuable tool for the 

companies to form the core competencies that the company is good at. This on 

the other hand leads for likelihood of gaining competitive advantage that is critical. 

(Dobrzykowski et al., 2010; Barney, 1991) VRIN resources can also be defined as 

strategic resources of the company (Warnier, Weppe & Lecocq, 2013). 
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In addition to resources, also core competencies, relationships, capabilities and 

existing assets are seen as part of resource-based theory. All these factors are 

also part of gaining a competitive advantage. (Kogut & Zander, 1992; Christensen, 

1996) These factors nurture each other and provide a possibility for synergistic 

results (Russo Spena et al., 2010). Core competencies are seen as vital capacities 

the companies have, because they enable the value delivery for the customers. 

The core capacities are formed by combining, exchanging and complementing the 

resources in a manner that suits the value creation purposes and thus are vital 

(Prahalad & Hamel, 1990) 

 

Companies should be closely operating with other companies to have the access 

to the other company’s resources and competencies (Wernerfelt, 1984). The 

collaboration enables this which in other circumstances would be unavailable. The 

idea behind is that companies differentiate by their capabilities, competencies and 

unique resources, and therefore, having access to another company’s resources 

helps in gaining a competitive advantage. (Penrose,1959; Barney, 1991; Gulati, 

1998)  

 

2.1.1 The extended RBV - theory 

 

Lockett, O’Shea and Wright (2008) have stated that there is a clear lack of 

recognition of different types of resources in the resource-based view. In RBV the 

main emphasis is on the VRIN resources that are considered as strategic 

resources. Even though strategic resources are seen as very important, Warnier et 

al. (2013) have also emphasized the existence and importance of the concepts of 

the “ordinary resources” and “junk resources” that will be defined later in the 

research (see chapter 2.1.2). Despite the VRIN resources and competitive 

advantage of the company - companies use also the ordinary and junk resources, 

which have been left out from the general RBV - perception. This is the reason 

why Warnier et al. (2013) have proposed the extended version of the RBV - 

theory. VRIN resources have been defined as rare that enable to achieve the 
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competitive advantage, but not all the resources are able to create value or bring 

advantages according to Barney (1991). In other words, in the general RBV theory 

the focus is put only on strategic resources (Foss & Ishikawa, 2007) while the non-

strategic resources are considered important ones in the extended RBV theory 

proposed by Warnier et al. (2013). 

 

Because VRIN resources exist only in the companies that do have a competitive 

advantage, there is only little known about the other resources that all the other 

companies have. These other companies are the majority of the companies, 

because not all companies have a competitive advantage. This fact doubts the 

importance of VRIN resources only. In addition, in RBV the price of the resource, 

productivity that is expected from the resource and the productivity that it is by fact 

should also be considered in RBV. (Warnier et al., 2013)  

 

2.1.2 Three types of resources in extended RBV 

 

Through the RBV perspective the resources have also been divided into three 

categories by Warnier et al. (2013); “strategic resources”, “ordinary resources” and 

“junk resources”. Because, as said, according to Warnier et al. (2013) RBV does 

not consider all different types of resources there are. Strategic resources in this 

case are important in achieving the sustainable competitive advantage and the 

better level of performance. Ordinary resources are the ones considered neutral in 

company’s performance levels, and junk resources are the ones that may even 

have a negative impact on the company’s performance. (Warnier et al., 2013) 

 

While VRIN resources are seen as the enablers of the competitive advantage, 

ordinary and junk resources can also create an advantage for the company, even 

though - mainly temporary. Still, it is important to emphasize these resources, 

because they are the most common resources that the companies have and have 
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access to. In the below figure 3, the extended RBV theory and its resources are 

demonstrated. (Warnier et al., 2013) 

 

Figure 3. The extended resource-based theory adapted from Warnier et al. (2013, 

p. 1367) 

 

The above figure 3 demonstrates the process and existence of the three different 

types of resources presented by Warnier et al. in 2013. The character of the 

resource is based on its pricing level on the market, which is led by the industry 

level. After that the resource is being evaluated by the entrepreneur level. At the 

end, the organization level is developing an action plan towards the wanted 

resource. 

 

Strategic resources are the ones that companies have rarely, but still, they have 

been studied more than any other form of resources, especially in RBV based on 

their inimitability. They are considered having a positive effect on the performance 

of the company and the expected productivity is higher on those resources 

compared to their costs. The resources may be strategic if they are available on 

the factor market and they are entitled to create value. It needs to be remembered 
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that the value comes from the strategic action and not only from the resource 

itself. (Warnier et al., 2013) According to Amit and Schoemaker (1993) the blend 

of strategic resources is enabling the competitive advantage to be achieved.  

 

Strategic resources are not easy to be imitated if they are related to the processes. 

Also, the resources that are available on the factor market have a price that makes 

it impossible to be available for all the companies due to varying financial 

resources and possibilities of the companies. At the end, the resource is best 

available for those companies that can generate is in the most profitable way. In 

other words, strategic resources might be available on the factor market, available 

for imitation, but they are only applicable dependent on company’s possibilities of 

generation and acquisition. Strategic resource may be for example, location of the 

warehouse or very different and enthusiastic sales people. (Warnier et al., 2013) 

What comes to the financial records of the strategic resources, the complexity of 

the firms cannot be explained because for example financial resources are not 

based only on actual numbers and reports but how they are exploited between 

each other or how they are combined with other resources. (Battagello, Cricelli & 

Grimaldi, 2016) 

 

Therefore, the proposal of Battagello et al. (2016) is that there should be involved 

certain strategic alignment of the resources as well that correlate positively with 

business performance level of the firm. Strategic resources should be effectively 

analyzed, combined, audited and assisted with relevant tools and methods to 

follow up the exploitation. (Battagello et al., 2016) Ordinary resources, on the other 

hand, are the ones that have not been considered in general RBV - theory. The 

companies that have a competitive advantage through the VRIN resources usually 

have the ordinary resources as well. Sometimes these companies have even more 

of ordinary resources than the actual VRIN resources. Ordinary resources are 

available on the factor market commonly because of their neutral impact on the 

performance. In addition, its cost on the factor market is the same as its expected 

rate of productivity. (Warnier et al., 2013) 
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These resources are available for most of the companies on the market. Because 

of this they are common and frequently used on the market, and therefore, have 

the same value, as the other companies, and therefore, do not generally lead 

towards a competitive advantage. Still, ordinary resources are vital for the 

companies to function well and use in different production processes for example. 

Because if the company does not have any ordinary resources, it may lead to a 

great disadvantage and make it impossible to create value. (Warnier et al., 2013) 

 

Junk resources are also included to the extended RBV theory by Warnier et al. 

(2013). These resources are the ones, that companies ignore, in other words, they 

are considered as not valuable resources. They have a negative impact on the 

performance levels with the lower productivity level compared to its costs. These 

resources may even be described as trying to destroy the value creation 

processes. However, either junk resources may exist in company’s operations, or 

they are transferring from ordinary resources into junk resources because of 

changing competition or technologies. (Warnier et al., 2013) 

 

Junk resources are commonly available on the factor market with the low price, 

and therefore, companies are trying to get rid of them. In the most of situations 

junk resources are unable to gain a competitive advantage for the company. Or in 

other words, entrepreneurs may get interested in junk resources if having an ability 

to create something valuable from them. Even though junk resources are not 

beneficial ones, still the most competitive companies usually own them as well. 

(Warnier et al., 2013) None of the resources should really be underestimated or 

ignored, because in fact it is the combination of the existing resources that creates 

value. Therefore, the performance of the company may really be due to resources 

with different characters in combination that first may seem like unvalued resource 

with the lower cost and desire. (Warnier et al., 2013) 
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2.1.3 Critisicm towards RBV 

 

The main problem that is being argued on the resource-based view is that the 

resources are distributed unevenly, and they differ from each other in their 

heterogeneous nature between the companies which make them difficult to be 

compared to each other (Peteraf, 1993). Other researchers have also criticized the 

idea that the resources only create value, while services should be seen as the 

value creator factors as well (Hansen, Perry & Reese, 2004).  

 

The characteristics of the resources are also being under some criticism. Even 

though the definitions and characteristics of the resources are quite objectively 

formulated, they cannot be compared directly to each other. The reason is the 

different environment they exist in as well as their allocation. (Warnier et al., (2013; 

Foss, Foss & Klein, 2007) In general the resources in RBV are seen as the 

strengths of the company, which has led other researchers to question if the might 

be the weaknesses of the company as well (West & DeCastro, 2001).  

 

After that, considerably lot of research has been made on the topic of negative 

side of the resources, in other words resources as weaknesses (Warniet et al., 

2013). Resources that have a negative outcome may affect the company’s 

performance in a poor way (Arend, 2004). RBV is based mainly on the VRIN 

resources, and therefore, it affects the companies that already have a competitive 

advantage or are seeking to achieve it. This means, companies that do not have 

an advantage and are happy about their current competitive position - RBV cannot 

be applied to them and is really a little help for them. (Kraaijenbrink, Spender & 

Groen, 2010) 
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2.2 External and complementary resources 

 

This section is focusing on the identification and definition of external and 

complementary resources that companies have. As stated earlier, resources and 

capabilities that are unique and different are vital for value creation. Amit and Zott 

(2001) have emphasized the complementary resources along with capabilities that 

create value. Complementary resources or potential resources are the ones the 

company does not have but has access to. Turning the potential or 

complementary resources into certain benefit is what is called a value creation. 

(Lusch, Vargo & Wessels, 2008) In comparison, Barney and Clark (2007) have 

emphasized that complementary resources are vital for the companies to function, 

but they do not really provide a competitive advantage and might even create a 

negative value. 

 

Combination and exchange of resources are seen as the processes through which 

the resources are actually created (Moran & Ghoshal, 1996). The shift has 

occurred from focusing on internal resources to the external ones to remain 

competitive on today’s market (Zhang & Chen, 2008). Because of increased 

competition on the markets, external resources have become vital because no 

company is able to create value, gain competitive advantage or meet the 

increased needs of customers by their own (van der Valk & Wynstra, 2005). 

 

Knowledge-based resources include non-economic types of factors such as 

status, power and sociability according to Granovetter (1985). By exchanging 

knowledge-based resources, the firms can enhance their power status and 

therefore the social capital may be seen as an important dimension of resources 

(Nahapiet & Ghoshal, 1998). In other words, the meaning of social capital should 

not be underestimated, as it comprises the assets that are available in the 

network. It is a channel, a connection, through which the resources are available. 

(Burt, 1992) Social capital and regular exchange of resources is the base for the 

development of the common system of value creation. Low social capital may lead 
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to weakening the relationship. Therefore, no advantage nor can effectiveness be 

achieved. (Vainio, 2005) 

 

2.3 Resource integration 

 

However, unique resources themselves are not the ones that create value by their 

own existence. Resources need to be integrated or exploited in a best possible 

manner in order for them to become value. This means resources are not the 

same as value but through the correct integration and exploitation they become 

value by first becoming a benefit. (Lusch et al., 2008) Barney and Clark (2007) 

have even emphasized that if the resources are not exploited well, they even lead 

to a competitive disadvantage, which is harmful for the company. This verifies the 

fact that owning resources is not enough, but the correct exploitation, integration 

and combination is the matter that creates value (Warnier et al., 2013). 

 

As said, the main idea in value creation is integration of resources. The best 

possible result is achieved when integrating resources from several actors in the 

network. The resources should be integrated according to the company’s goals, 

needs, existing resources, capabilities and expectations. Resource integration can 

be divided into three categories; mixing of resources, redundancy of resources 

and complementary resources. This means the value creation is not only 

dependent on the integration of resources, but also on the company’s skills to 

match the correct resources between one another and integrate resources from 

not all the correct actors in the network but only the most suitable ones. (Mele, 

2009) 

 

It is also important to note that in this resource integration process it is important 

how the company itself is positioned in the network and what are the efforts the 

company makes in order for the whole network to be competitive and generate the 

wanted value in the end. (Mele, 2009) The challenge in resource integration for the 
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company is to learn how should the internal or external resources be integrated or 

exploited (Tidd, 2003). It has been researched that it would be good if customers 

could become partners and active network actors to create new innovations and 

develop ideas that create value for them. The process where the customers are 

taken in in the value creation processes can be beneficial and lead to the wanted 

competitive advantage. (Mele et al., 2010) 
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3. VALUE CREATION 

 

Value creation is a topic that has increased its importance level and achieved a 

wide interest towards it. The question about what the value is and what are the 

parties that generate it - is still undergoing range of theories. (Mele et al., 2010) 

According to resource-based view resources, core competencies and capabilities 

are vital for value creation. Value is created by combining and exchanging unique 

resources through the network, and thus, is not something that is created by each 

company or actor separately. Therefore, it has been assumed that value is created 

through the exchange of resources with value network actors. (Lakemond, van 

Raaij & van Weele, 2004) 

 

Borys and Jemison (1989) have also described value creation as a process, where 

not only the resources are exchanged but the capabilities as well. Value can be 

described as something that goes beyond the products and money (Michel et al., 

2008). It is important to make a difference between the value and the value 

creation. Value creation is the process of creating value through cooperation, while 

value itself is the final product or the outcome of it. (Forsström, 2005) As it has 

been divided by Forsström (2005) there are different aspects through which the 

value can be measured or analysed. The first one is value of an offering, which 

can be measured in real numbers or money. The second one is the value of the 

relationship, which can be measured either in money and numbers or any in any 

other abstract unity. The third one is the value that is created within the 

relationship, where value can be measured by monetary factors or abstract 

factors. (Forsström, 2005) 

 

Value creation, especially through the network relationships, happens through the 

value activities that the actors in the network perform. These resources are moved 

through the activity links between the actors. Håkanson and Snehota (1995) have 

divided the value creation to two different types. First, is exchange and 

combination of the knowledge the actors have and the knowledge that already 
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exists. The second type is a process of innovating new activities and resources 

that can create value. Dobrzykowski et al., (2010) have highlighted that it is 

important to note that not all activities that are transferred in the networks are 

something that create value. Maglio and Spohrer (2008) have also pointed out that 

actors in the network are seen as resource integrators that all are connected to 

each other through the different activities or processes of value creation.   

 

Value creation always begins from the company and its employees first. After that 

the relationship with customers, partners, suppliers and stakeholders are built. 

Before the co-creation is possible, the stakeholders as well as leadership of the 

company should adapt the mind-set for the value co-creation. Management of 

organization’s is vital in value creation as it enables and reinforces the co-creative 

thinking, collaboration and communication with the other network actors. It has 

even been said that value cannot be created at all without the correct 

reinforcement and involvement of management. Before the value can be 

transferred to unique customer experiences for example, the employees should 

feel the value within the organization first, because people are the greatest asset 

the company has. (Ramaswamy, 2009) 

 

Value can be seen as the set of experiences rather than the physical product itself. 

Active communication and collaboration makes it possible for company to react to 

changes and needs of customers. Previously, value has been thought existing 

within the company but today the value exists outside the company, which makes 

it important for company to have the access to them. (Ramaswamy, 2009) 

 

3.1 Value network 

 

Value network has been described as a set of dynamic relationships in the same 

network which create value through the close cooperation and exchange of 

resources that are unique and add value for all the parties involved. These 
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relationships may be direct or indirect. (Håkanson, 1989; Allee, 2003; Parolini, 

1999) The network actors may be competitors, suppliers, partners and customers 

(Allee, 2003; Bovet & Martha, 2000a). As Campbell and Wilson (1996) have also 

defined the value-chain that creates strategic advantages through the 

collaboration for all the firms within the network. Customers are the centre of the 

value network and all the activities are built around them. The customers are the 

ones that bring out the needs which flow to the knowledge of other network parties 

for them to respond to them. This way the value is created for the customer within 

the network. (Bovet & Martha, 2000a) 

 

3.1.1 Industrial network approach 

 

ARA-model is seen as an interactive model of value network from the industrial 

network point of view. It focuses mainly on the relationships that exist within the 

network. It has been presented by Håkansson in 1986 among others. It describes 

the value network dividing it into three groups; actors, resources and activities that 

are all in connection with one another through the links and relationships providing 

the framework for the value network approach. (Håkansson, 1986; Gadde & 

Håkansson, 2001). Figure 4 presents the ARA- model with all three components.  

 

Actors as illustrated in the figure 4, are the ones that do and perform the activities 

in the network having and controlling the resources (Håkansson, 1986). They may 

vary from individual companies to the groups of companies existing in the same 

network. These companies that are called actors can be any company or part of 

the company such as competitors, suppliers, customers, partners and so on. 

(Håkansson, 1986; Allee, 2003) Actors differentiate between each other by their 

levels and resources. They control the resources, perform them or have the 

relevant knowledge about the activities conducted in the network. The goal of 

actor within the network is to increase its control over the other actors’ resources, 

increase the network position or build fruitful relationships. (Håkansson, 1986) 

Lenney and Easton (2009) have also emphasized importance of common goals in 
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the network that drive towards the mutual benefits. Therefore, the relationships are 

important because they define the network position of each actor (Johanson & 

Mattsson, 1992). 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4. ARA-model adapted from Håkansson (1986, p. 17) 

 

Activities as illustrated in the figure 4 are the actual acts of exchanging, combining 

and developing resources using other actor’s resources. Activities are needed in 

order to move the resources. Håkansson (1986) has divided these activities into 

two categories; transformation activities and transaction activities. Transformation 

activities are the acts that are performed and controlled by one actor. The main 

idea in transformation activity is to increase the value of one resource by using 

other resources. Transaction activities, on the other hand, link the relationship 

creation activities as well as the transformation activities conducted in the network. 

Through all these activities the value chain is created because all activities are in 

some connection with each other directly or indirectly and they may also be 
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repeated through the whole value chain. For this chain to be complete it usually 

requires both types of activities to be used. (Håkansson, 1986)  

 

According to this ARA-model, resources are the assets that are controlled or 

owned by the actors. The resources may be different, for example, physical, 

human and financial. Knowledge and experience are considered as important 

resources, as they may concern technology, customer’s needs or some finance 

related issues that are important in value creation or may work for new innovations 

through the combination. Resources may be divided as well to transformation 

resources and transaction resources according to Håkansson (1986). What is 

important in both types of resources is that they are dependent on how they are 

mutually combined or used in the value network (Håkansson, 1986). The more 

unique resources the actor is controlling the better power position it is in in the 

network (Johanson & Mattsson, 1992). 

 

3.1.2 Strategic value network approach 

 

Strategic value network approach, on the other hand, describes those value-

creating systems (VCS) that generate value for the end-customers. These 

systems may also be called as processes that create value. The process consists 

of different resources that through the integration flowing through the processes 

become value. Value-creating system consists of different economic parties that 

may exist in different systems at the same time. The main idea in strategic value 

network approach is to create value for customers, but not involving them in the 

network activities. (Parolini, 1999) 

 

The base for strategic value network approach is within the value-chain model 

introduced by Porter in 1985. The value-chain model consists of the activities that 

are carried out on the companies’ operational level.  The activities are divided into 

primary activities and supportive activities. As illustrated in the figure 5, the primary 
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activities introduced by Porter are operations, out- and inbound logistics, 

marketing and sales, and finally, services. The secondary activities, on the other 

hand, are company’s infrastructure, human resource management (HRM), 

development of technology and procurement. (Porter, 1985) 

 

 

 

 

 

 

 

 

 

 

 

Figure 5. Value chain illustration adapted from Porter (1985, p. 55) 

 

As can be seen from the figure 5 company is a set of activities which main goal is 

to produce, deliver, market, support and design its products. According to Porter 

(1985) company should manage these all activities better, with the better quality or 

the better price than its rivals to become competitive. According to this model, the 

value is added on every step along the process (Fjeldstad & Haanaes, 2001). 

However, there are researchers that have been criticizing this value chain model 

of Porter. The reasons for the criticism are the high emphasize made on the 

individual companies instead of network and too low customer perspective that is 

being the basic idea of the value chain model. (Hines, 1993; Kothandaraman & 

Wilson, 2001; Huemer, 2006) Porter has emphasized mainly the activities of value 

creation but not the resource flow or links between the companies within the chain 
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or network. Value network’s idea is to create value by collaborating with other 

companies and this value chain model of Porter’s only emphasizes the individual 

company’s value creation activities. (Kothandaraman & Wilson, 2001; Normann & 

Ramirez, 1994; Ehret, 2004)  

 

Other reasons for criticism of value-chain model is that the companies are only 

part of one value chain and that it does not focus on customer’s satisfaction and 

value delivering for the customer but focuses only on the companies’ profits even 

though the main idea is to create value for the customers (Gadde & Håkansson, 

2001; Hines, 1993). Bovet and Martha (2000a) have emphasized that by creating 

value for the customer, the company creates value for itself as well, and, this is 

being the basic idea behind the general value network approach. The customer 

should be the key factor in the network and everything else should be built around 

it which leads to actual value creation. (Bovet & Martha, 2000a) Through this 

approach the success can be achieved to all the actors in the network (Allee, 

2003).  

 

The general industrial network approach is therefore, able to respond to all the 

needs of customers because the customers are part of value creation, compared 

to the value chain model, where customers are left out from the chain but still as 

the aim is to create value for customers. This means the value chain model is, 

therefore, not able to rapidly react to changes of customers’ needs or changing 

buying behavior or preferences. (Bovet & Martha, 2000a; Möller, Rajala & Svahn, 

2005) 

 

3.2 Complexity in value networks 

 

The problem may occur in the value creation if the exchange of resources is not 

fully implemented and the transfer of knowledge has not been turned into learning. 

This leads to undeveloped or only little new developed products or services. 
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(Vainio, 2005) Håkansson (1986) has also pointed out that the relationships built in 

the network may be positive or negative. Mele et al. (2010) have emphasized that 

value adding innovations are achieved when in the network, the process of the 

value creation is understood well, and all the network actors have a chance to 

participate, integrate, contribute and exchange resources for the good of all 

parties. 

 

However, according to Vargo and Akaka (2009) not any network can create value 

on its own. In the network, all the parties involved should generate their own 

unique resources for the good of the company itself and for the good and benefit 

of others (Vargo, 2008). The competitive advantage within the network is 

achieved, when all the resources and capabilities are fully and correctly 

implemented. The implementation and exploitation of resources is dependent on 

the network’s ability to learn and exchange existing knowledge. (Mele et al., 2010; 

Johnston, Peters & Gassenheimer, 2006) This ability of learning and having strong 

relationships has a positive outcome in the new value innovations and prepositions 

(Ritter & Gemunden, 2003). 

 

Networks, however, are not easy phenomena. There are many problems 

concerning networks because of more than one actor involved in them. This leads 

network processes to be complex. One problem in the network is to set up its 

boundaries, another one is that it is complex, and the third one is that the time 

affects the networks. The complexity of the network is to limit it to concern the 

close actors that are in the close relationship with each other based on their 

exchange of business or social capital. Network consists of big number of actors 

that all have a direct or indirect relationship with each other and this leads network 

to be very widely spread. (Halinen & Törnroos, 2005) 

 

The time has a big impact on the network, because the change in projects and 

situations which all make the company to work with different partners and actors 

according to the current needs and expectations. (Halinen & Törnroos, 2005) To 
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provide a deeper understanding of the changing character of value Ramaswamy 

(2009) has referenced Albert Einstein for asking the same questions about physics 

from his students every year. The reason was that the questions are the same, but 

the answers are different. Ramaswamy (2009) illustrated the same thinking in 

value creation. The questions on the topic are still the same, but value is 

considered different from the last year (Ramaswamy, 2009.) 

 

3.3 Value co-creation 

 

Value co-creation process is where the value of a product or service is increased 

in its value through the participation of other network actors such as partners, 

customers or suppliers (Normann & Ramirez, 1993; Zhang & Chen, 2008). Co-

creation differs from the general value chain concept that was in 1985 proposed by 

Porter in a way that customer is part of the value creation processes and therefore 

is an important actor in the network (Normann & Ramirez, 1993). The purpose of 

value co-creation is that it results in the value additive way for the company’s 

already existing resource base (Powell, 1998). 

 

It has been researched by Mele et al. (2010) that good cooperation and interaction 

between network actors are the main enablers of the resource integration, 

knowledge transfer and experience transfer that all lead to value creation. Through 

the close cooperation valuable innovations and value can be created not only for 

the parties themselves but for the end customers as well. (Mele et al., 2010) 

Innovations in the context of this research are the results or outcomes of the 

processes where the contribution of resources happens between the network 

relationships (Mele et al., 2014). 

 

In value co-creation with customers the easiest tool is to open the communication 

with them. Customers can create value together with the company when they are 

able to be involved in the processes, product designs and other issues that create 
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unique experiences for them and a competitive advantage for the company. This 

co-creation is a two-way road, where both parties in the relationship can achieve a 

certain value and benefits. (Ramaswamy, 2009; Prahalad & Ramaswamy, 2004) 

Nambisan and Nambisan (2008) have divided the possible role of customers in the 

value co-creation. The customer can work as a designer, conceptualizer, tester, 

marketer or a support specialist of any product. The technology today enables the 

active customer or any other network actor’s involvement in the processes or 

product development issues. This works in a similar way when co-creating value 

with another network actor. (O’Hern & Rindfleisch, 2010) 

 

 

 

 

 

 

 

 

 

 

Figure 6. Value co-creation constituent parts adapted from Saarijärvi et al. (2013, 

p. 10) 

 

Value co-creation, however, is seen as complex phenomena because of its 

diversity. Grönroos and Ravald (2011) and Saarijärvi, Kannan and Kuusela (2013) 

have divided value co-creation into three parts (see figure 6); what kind of value 

for whom, by what kind of resources and through what kind of mechanism. It is 

important that these objectives are set clear before doing the actual co-creation 

because it is easier to follow the goal, the process and acknowledge the actions 
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needed. It is often unclear whether the value is created for the customer, for the 

company or for both parties at the same time. Because of this, it is important to 

acknowledge to whom the value is co-created, what the value really is that is being 

in the co-creation process and define what is in it for the customer and what is in it 

for the company. (Saarijärvi et al., 2013) 

 

When the earlier mentioned questions have been answered, it is important to 

acknowledge by whom the value is created in cooperation. In the deeper context 

also, the resources should be identified that are needed or used for the co-creation 

of the wanted value. It means the existing resources, complementary resources or 

other capabilities from the network. (Saarijärvi et al., 2013) Finally, it is important 

to acknowledge what kind of actions, activities or processes are needed in the 

resource integration to create value. The mechanism defines the way through 

which the wanted result is achieved. (Saarijärvi et al., 2013) The needed 

mechanisms may be co-development or co-production according to Sheth and 

Uslay (2007).  

 

Figure 7. Product development co-creation process adapted from Saarijärvi et al. 

(2013, p. 14) 
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In the above figure 7 the real-life example is provided to this value co-creation in 

the similar way as demonstrated in the figure 6 similarly according to Saarijärvi et 

al. (2013). In the figure 7 the product development process is illustrated through 

this simplified process figure where the parties are the company itself and its 

customer. This same situation and process can be applied to the value network 

partnering as well. In addition, it is applicable for service development. (Saarijärvi 

et al., 2013) 

 

3.3.1 Partnering in value network 

 

Partnerships are built within the networks. The bigger the company the better 

impact it has on the network participation. However, small companies in the 

network are seen tempting because of their ability to be flexible on innovations and 

changes, which leads to better results and important assets. (Hamel, 1991) The 

motives for building partnerships and becoming a part of the network are usually 

the better access for the target market, to fasten the process of perforation, reduce 

the time to market and share the knowledge and experience of the others. 

Through all of this the chance to gain certain advantages is more likely. 

(Hagedoorn, 1993) 

 

The partnerships and collaborations within the network can be vertical (external) or 

horizontal (internal). The vertical network relationship is focusing on problem 

solving, on the steps to improve efficiency and actively moving the products or 

services to the market. Horizontal network relationship on the other hand is 

focusing to find a solution to common problems of the market and analysing the 

current market through resource integration. (Vainio, 2005) 

 

Quelin and Duhamel (2003) have pointed out that beside the core competencies 

that are vital to competitive advantage, also, external resource such as 

cooperation with suppliers, partners and customers in the network is important. In 
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addition, the focus should be changed from the company itself to the value 

network it is positioned in, where the co-creation of value happens (Windahl & 

Lakemond, 2006). The characteristics of the value network today are essential 

from the point of view of business and competition on the market. Kähkönen 

(2012) has for example pointed out cooperation between buyers and suppliers 

focus on end-customers, flexibility of the network, the usage of technologies and 

intangible assets to be the main characteristics. And to obtain these factors, value 

business model should be obtained. (Kähkönen, 2012) 

 

3.3.2 Value-creating corporation 

 

As this research concerns the case company and its mother company, it is 

important to acknowledge and understand the value creation in corporation. 

Meagher and O’Neil (2000) have emphasized that aligning company strategies, 

employees, knowledge and technologies in corporation helps to manage the 

uncertainties that the corporation may face when creating value for the 

stakeholders or in general. Previous studies have shown that lack in the 

knowledge of corporation, especially in exploiting resources, is a significant 

problem. (Meagher & O’Neil, 2000) The link between the organizational level and 

the company level should be identified what comes to its structure and workability 

(Allee, 2009).  

 

Each company within the corporation has its own role and the value to give to the 

network. These roles and values that are offered aim to lead to the wanted 

outcome in the favour of the whole corporation. According to Allee (2009) the 

value within the corporation, as in the general network, is created through 

interactions and exchanges between the different resources. In the value-creating 

corporation the internal value creating processes happen through the 

relationships, individuals or certain teams. These relationships may be built around 

product development departments or sales departments. While the external value 

creation happens through suppliers or customers. (Allee, 2009)  
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Allee (2009) has emphasized the role of relationships between the co-workers in 

the same corporation in value creation. These relationships may be based on the 

individual workers or groups. These transactions of resources that happen through 

the cooperation between the co-workers may be analysed through value network 

analysis (VNA), which shows the actual flow of transactions. By mapping this 

network transaction flow and realizing the participation of each party in certain 

process is essential to make it effective within the corporation. Usually in the 

studies made on value creation topic, the business transactions are put as a 

priority when the human interactions are often left out. Allee (2009), however, 

emphasized that human interactions and business activities are the ones that 

create the process of value creation and lead it to the wanted outcomes from the 

point of view of corporation. Thus, these two aspects should not be split in the 

practises of business. (Allee, 2009) 

 

Exchanges that happen through the tangible resources are conducted through the 

interactions that lead to the revenue. When the exchange of intangible resources 

is conducted through the information acts such as information or support, they 

become critical. (Allee, 2009) Study made by Razak, Rahman and Borhan (2016) 

has shown that intangible resources, tangible resources and capabilities should all 

exist within the corporation for all of them to complement each other. Through this 

complementation these dimensions strengthen one another and lead the 

corporation to the positive results and outcomes. (Razak et al., 2016) Some 

researchers have still estimated that intangible resources and value, for example 

social capital and overall reputation of the company are about 50-70 % out of total 

value which make these resources significant for corporations (Wild, 2009).  

 

3.3.3 Value network comparison to general supply chain 

 

Network is part of the company’s strategy. It enables fast flow of knowledge from 

the customer to the company or any other way around, which leads also to fast 

responding possibility to the customer’s needs. This, on the other hand, leads for 
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increasing customer’s satisfaction rate. Networks are often compared with the 

general supply chain. The difference lays in the speed of knowledge flow between 

these two approaches. The traditional supply chain may be described as slow and 

linear where the customer’s needs or demands may only be at the level of 

guessing and providing them with longer waiting times. And, in the case of 

traditional supply chain companies are often left with the stock that was guessed 

or estimated wrongly. (Bovet & Martha, 2000b) 

 

As Bovet and Martha (2000b) have put it (see figure 8), the traditional supply chain 

is slow, rigid, does not serve each customer according to their needs and is very 

manual. Value network on the other hand enables serving each customer 

according to their needs, is digital and fast. According to the Bovet & Martha 

(2000b) value networks provide clear competitive advantage for the companies 

and therefore should be applied. Customers’ expectations are growing day by day 

and competition gets harder. People expect faster deliveries, better quality, new 

innovations and better service and this little something that makes the company 

better over its competitors, in other words, added value. This is where the value 

networking becomes critical and important. (Bovet & Martha, 2000b) 

 

Understanding the importance of value networking companies have started to 

cooperate with other companies more than before in order to have access to the 

resources that are out of their reach (Grant & Baden-Fuller, 2004). Besides, 

having the access to the resources of another company, the exchange of 

information and knowledge are seen as keys for risk management and product 

development according to von Hippel (2007). Through the integration of resources 

actors within the networks can create new kind of value (Mele et al., 2010). 
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Figure 8. Comparison of traditional supply chain and value network adapted from 

Bovet & Martha (2000b, p. 23) 

 

Figure 8 illustrates the general value network as well. Based on it, value is not 

created in certain segments or separate value chain but all together through the 

activity links between each actor. (Normann & Ramirez, 1993; Bovet & Martha, 

2000a) In addition, the emphasis in value network is on the overall performance of 

the whole network rather than emphasizing each transaction separately. The idea 

here is that the actor that has the best ability and capability to perform certain 

activity or add extra value to it, then this actor should execute it. (Bovet & Martha, 

2000a) 

 

 

 

 

Traditional supply chain 

Customer 

Company 

Suppliers 

Customer-aligned 

Collaborative and non-linear 

Digital 

Fast 

Agile 

Global 

One-size fits all 

Arms-length and linear 

Manual 

Slow 

Rigid 

Domestic 

VALUE NET 



49 

3.4 Value creation through innovations 

 

To create innovations and value, knowledge and capabilities are considered 

important. The idea behind it is that a company needs abilities to have the 

knowledge and skills to transfer it into value-adding products or services that 

create value for customers. (Hall & Andriani, 2002) Especially, adding value to the 

services is crucial because nowadays companies compete by service and not so 

much on the real products (Grönroos, 2000). The ability to create and use the 

knowledge efficiently comes from the company’s capabilities and routines as 

cultural factors (Dougherty, 2004).  

 

Many researchers have emphasized the factors that enable innovations from the 

company’s point of view. The innovations are born through the cooperation and 

interaction between three different factors of the capability of the company. First 

factor consists of company values, management systems and the general norms. 

The second factor consists of market competence and its position on the market. 

The third factor, on the other hand, consists of technology competencies that 

come within the company for example through research and development 

activities. (Leonard-Barton, 1995) 

 

As noted, relationships are seen as an important part of value creation and 

innovations. Firstly, well-established relationships along the supply chain are part 

of the optimization of processes through the whole supply chain. Secondly, the 

relationships enable the external resources for using in all stages of innovation 

development. (Möller, Rajala & Westerlund, 2008; Colurcio, Kocher, Wolf & Russo 

Spena, 2011) How deep the relationships are having a positive effect on the 

outcomes of innovations and value creation (Johnsen & Ford, 2006). 
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3.5 Value creation in the hospitality industry 

 

In this chapter, the value creation in hospitality industry is discussed because the 

case company of this research is acting in this specific industry and the value 

creation of the case company is focused on its customers that are acting in the 

hospitality industry. In other words, the value that the case company co-creates 

with its value network partner, mother company - is aimed for its customers - the 

hotels. Therefore, it is important to understand the value that is appreciated in this 

specific industry. 

 

Value creation in the hospitality industry is not much differentiating from the 

general value creation processes as the main goal is to achieve a competitive 

advantage and differ from the competitors. As in other industries, the internal and 

external resources of the hotels have a big impact on the competitiveness and 

overall performance. (Alvarez, de Burgos & Cespedes, 2001) This leads hotels to 

try to access new resources through the collaboration with other organizations, for 

example suppliers (Ahmad, 2005). Especially, external resources are emphasized 

in value creation (Casanueva, Gallego & Revilla, 2015). Managers, employees 

and customers of the hotels are all part of the value co-creation processes by 

sharing and generating information between one another. Based on their internal 

value co-creation processes, the hotel managers, for example, are able to co-

create the value with other network actors, such as their suppliers based on the 

knowledge received from the customers. (Lo, 2013; Ahmad, 2005) 

 

The problem, as in other industries, is the capability to transfer the external 

resources into value or certain benefit (Casanueva et al., 2015). The resources in 

the hospitality industry may be of different categories. As demonstrated in the 

table 1, some researchers point out physical resources, such as number of rooms, 

services and the hotel categories to be of a value. (Baum & Mezias, 1992; Chen & 

Tseng, 2005) The others point out the human resources, such as skills, language 

skills, experience, and number of the employees (Yang, 2010; Zigan & Zeglat, 
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2010). Also, the information technologies and marketing resources have been 

brought up as important ones (Chen & Tseng, 2005). Some researchers have 

even emphasized the skills more than the resources in gaining the competitive 

advantage on hospitality industry (Watson & McCraken, 2002).   

 

In a summary the most common resources that are considered relevant in the 

hospitality industry (see table 1), whether internal or external, are physical 

resources, reputational resources, such as the brand and image of the hotel, and 

marketing resources, such as price level and distribution channels. Earlier 

mentioned resources have been identified by few different researchers, which 

make them partly convenient.  

 

Table 1. Relevant resources that have been identified by researchers 

Resource groups Description Researchers, authors 

Physical resources building, location, rooms, 
goods 

Baum & Mezias, 1992; 
Ahmad, 2005; 
Chathoth & Olsen, 2003 

Financial resources  Ahmad, 2005; 
Chathoth & Olsen, 2003 

Human resources competencies, training, 
experience, creativity, 
language skills 

Zigan & Zeglat, 2010; 
Causin & Ayoun, 2011 

Technological resources  Chathoth & Olsen, 2003 

Reputation/organizational 
resources 

brand, category, quality Chen & Tseng, 2005; 
Zigan & Zeglat, 2010; 
Claver-Cortes, Molina-
Azorin & Pereira-Moliner, 
2006 

Marketing resources price, distribution channels Chen & Tseng, 2005; 
Carlbäck, 2012; 
Baum & Mezias, 1992; 
Clever-Cortes et al., 2006 

Knowledge resources new trends and business 
ideas 

Carlbäck, 2012 

Capabilities outsourcing Wan & Su, 2010 

 

External resources, that the partner companies hold, and the external relationships 

influence the performance of the hotels in the industry. Therefore, the relationships 

the hotels have with their external resource holding companies can be seen as 



52 

beneficial through resource integration. (Magnini, 2008; Romeiro & Costa, 2010) 

Ahmad (2005) have even emphasized that little hotels are even dependent on the 

resources from the network it operates in.  
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4. EMPIRICAL FINDINGS 

 

In this chapter the existing key resources and value co-creation of the case 

company and its mother company are discussed. The findings and discussion are 

based on the nine interviews conducted from different departments in these two 

companies. First the methodology of this research is provided working as a base 

of the whole project. Second, the case company and the mother company are 

described in more details to better understand the industries, the existing purposes 

and network of the companies they are operating in. The industries and the 

existing purposes affect the value creation habits as well as what kind of value is 

really created. Third, the data collection methods and the data used in this 

research are explained in more detail to understand based on what information the 

analysis and findings are made on. Finally, the findings and results of the research 

made are provided. 

 

4.1 Methodology 

 

This research is a qualitative single-case study. The qualitative study had been 

chosen for the research method because the analysis can be made based on non-

quantitative data and it enables to find out something new behind the answers 

(Hirsjärvi, Remes & Sajavaara, 2013). The qualitative research provides a 

possibility to analyze data from different aspects and levels which enables more 

interesting and deeper results to appear (Alasuutari, 2007). The qualitative 

research method had been chosen for this research also based on the research 

questions that require the explanatory type of answers (Yin, 2003).   

 

The case study is one research option when conducting a qualitative research 

(Kähkönen, 2011). As it is stated by Halinen and Törnroos (2005) the case study is 

the best option when conducting a research on the networks. In addition, the case 

study conducted on the interviews provides deeper background, consequence and 
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reason explanations based on the questions that cannot be answered with a single 

word, which leads to better understanding of the research problem. (Kähkönen, 

2011) When conducting a case study, it also provides a possibility to remain close 

to the object of the research, and therefore, to achieve more in-depth analysis and 

information (Halinen & Törnroos, 2005). The current situation analysis and results 

are based on the case company’s data and interviews, thus this is being a real life 

single case study, where the scientific background and research results can be 

mirrored directly to the real-life situation. 

 

4.2 Data collection 

 

In total, nine face-to-face semi-structured interviews were conducted for this 

research. Each interviewee represented different or partly same departments in 

the companies. The interviewees of mother company represented quality 

management, marketing, product development and communications departments. 

Also, CEO of the mother company was interviewed. The interviewees of the case 

company represented quality management, sales, purchasing and logistics, 

product development and marketing departments. Here, CEO of the company was 

interviewed too.  

 

In the below table 2, the interviewees are divided according to departments they 

represented. Some of them were part of several departments. All the interviewees 

hold an expert or managerial position at the companies, and therefore, can be 

considered as qualified and experienced employees to involve in this research 

project. Interviewees 1-5 represented mother company (highlighted in orange) and 

interviewees 6-9 represented the case company (highlighted in grey).   
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Table 2. Division of interviewees according to their departments 

Interviewee 1 2 3 4 5 6 7 8 9 

CEO X     X    

Sales        X X 

Product Development    X   X X X 

Communications     X     

Quality Management  X     X   

Marketing   X     X  

Purchasing         X 

 

All the interview questions asked from the employees of the case company and 

the mother company can be found from appendices 1 and 2. For both companies 

there were slightly different interview questions developed as the aspect is 

different depending on the company the interviewee is representing. For the case 

company interviews the focus was more on the current resources and the 

complementary resources they would need from the mother company. For the 

mother company, on the other hand, the focus was more on the existing 

relationship with the daughter company and how could the company be of a help 

in value creation concerning the resources. 

 

Six interviews were conducted near Vaasa; close to mother company’s premises 

and the rest interviews were conducted in Helsinki at the case company’s 

premises. All the interviewees were sent the interview questions couple of days in 

advance in order to get prepared for the interview if wanted. Also, the theoretical 

part of the thesis was sent to interviewees in addition just to have a chance to get 

more familiar with the concepts and topics of the research. The empirical data was 

collected during March 2018 in both locations. All the interviews lasted, on 

average, 30 minutes, varying from 20 minutes to 55 minutes. 
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Both companies as well as interviewees remain confidential in this thesis and 

everyone was informed about it when starting the interview. All the interviews were 

conducted by face-to-face meetings which enabled the easy flow of discussion on 

the topic as well as additional questions and explanations to appear. All the 

interviews were audio-recorded and transcribed in order for interviewer to get back 

to details discussed afterwards as well as using the word for word in the 

discussion and analysis of the results of this research. These same words for word 

quotes have been translated to English in the analysis and discussion sections of 

this thesis, and therefore, might lack a bit the original in-depth meaning, which can 

obviously affect the reliability of this research.  

 

4.3 Case company and value network 

 

The case company of this research is a Finnish privately owned small-sized 

company powering in guest amenity industry in Finland, Russia, Baltics and partly 

Nordics. The case company has been acting since 1988 and therefore can be 

considered as an experienced actor on the specific market. The case company 

provides different assortment of comfort products in the B2B-concept mainly to 

hotels but also to the air- and cruise lines. The comfort products include in-house 

cosmetics and world known brands as well as accessories for hotel bathrooms as 

an example. The case company holds environmental ISO 9001 and quality 

management ISO 14001 - certificates that guide the overall operations and 

everyday routines. Company has a representative office and own warehouse in 

Saint Petersburg, Russia, as well.  

 

Mother company, on the other hand, powers in cosmetic industry since 1988 in 

B2C concept having operations and representative offices in Russia, Sweden and 

Estonia. The case company and the mother company both operate in the same 

corporation with a turnover of 29 million € in 2016. The mother company as well as 

the daughter company are both developing and selling the cosmetic products, 
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differentiating only in the final customers. Mother company also holds ISO 9001 

and ISO 14001 - certificates that guide the operations and everyday routines. 

 

 

Figure 9. The value network of the case company 

 

The role of the case company in its network is to deliver guest amenities to the 

customers. As can be seen from the figure 9, closest network actors of the case 

company are logistic partners, cosmetic producers, brands and suppliers, IT and 

web shop service providers, customers, and finally, the mother company. All these 

network actors are part of value delivering processes for customers. As informed 

in the limitations, this research is focused only on value creation processes of the 

case company and its mother company. Both companies’ network roles, however, 

is to develop and sell the cosmetic and guest amenity products to the final 

customers. What came out in the interviews is that the network of the mother 

company is relevantly like the one’s of daughter company that is illustrated in the 

figure 9.   
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4.4 Findings and results  

 

In this chapter the findings and results are demonstrated based on the primary 

data collected by the interviews. As well as the interview questions, this chapter is 

also divided into three main topics; resources, network relationship and value 

creation. According to Yin (2003) the reliability of the research could be increased 

if the data was categorized. This was done in this research as well, the data was 

divided into three categories; resources, cooperation and value creation. A lot of 

similarities and were found between the interview answers and interviewees. This 

is described in more detail in the next three sub-chapters. As the resources and 

aspects are different at case company’s and mother company’s the results are 

also described from both perspectives.  

 

There was a difference in the replies of interviewees of both companies. In the 

case company, it being a small company, everyone was familiar with all the 

activities that happen within the company. In the interviews of the mother 

company, it being a big company in comparison, it was clear that interviewees 

were familiar mainly with their own department’s activities, and therefore, many 

interview questions were replied from their own department’s point of view and not 

from the whole organization’s point of view which might affect the results. The 

main idea, however, was to have interviewees from different departments to 

understand the overall picture.  

 

All of the interviewees of case company agreed on the offerings of the company 

provides to their customers. They are cosmetic products and sideline products, 

and most importantly it is service. The customers of the case company are mainly 

hotels but also airlines and cruise lines, and occasionally some other companies 

that are in need of the products. The role of the mother company in its network 

according to the interviewees is a competent cosmetic products provider that is 

strong in the web shop activities. It differentiates itself by selling through web shop 

and this way having a different concept. It provides quality products for 
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considerably affordable prices that serves the need of customers at different age 

categories.  

 

4.4.1 Resources 

 

For all the interviewees it was slightly difficult to define the meaning of the 

resources in terms of what they really are as the definition is quite wide. Still, most 

of the interviewees were able to divide the resources into internal and external 

ones. Main internal resources of the case company that were brought up were 

almost all related to human resources - knowledge and skills of the employees. 

These were sales skills, industry’s know-how especially locally, quality orientated 

service and operations, partial marketing knowledge including web shop and 

design matters, logistical knowledge, long-term experience and finally, 

professionalism. All the interviewees agreed that based only on internal resources, 

company cannot meet the needs of customers and gain a competitive advantage. 

It was also brought up by one interviewee that: 

“Because our knowledge is very local, our in-house resources and knowledge are 

not enough to be competitive abroad because there always occurs a need for 

more resources compared to local companies acting there and knowing their 

market”.  

 

Main external resources of the case company were mutually identified as IT - web 

shop services, ERP - systems, warehousing, packing, logistics in terms of actual 

transportation, brands and their products, manufacturers and producers of goods, 

graphic designers and their skills, photographers, financial management including 

invoicing and payment of salaries and cosmetic legislation knowledge. These are 

the resources that do not exist in-house and the services and knowledge are 

bought from external actors. The external resources that are available and 

provided by the mother company are graphic designers, product development, 

mother company’s “brand” and their products, financial management and 

invoicing, HR and management and cosmetic legislation knowledge.  
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Considering competition, the most important resources in the hospitality industry 

are high level of service, local know-how, speed in deliveries, availability of 

products, trustworthiness, quality management led operations, products and 

assortment, exclusivity in certain brands, locality and domesticity. These are seen 

as resources over which the customers choose the case company’s services. It 

was also agreed that all the resources are not exploited in the most effective way 

and there is always a place for improvement, however it is difficult to measure the 

effectiveness of services. When the human resources play a big role, the 

resources can never be 100% exploited according to one interviewee.  

 

To remain market leader and be competitive in the future the resources that are 

defined by case company are creativity in product development and design issues, 

developing new trends, courage, be ahead of others, more active use of project 

management tool, digitalism that enables customers to engage in processes and 

better export prices of transportations abroad to have more operations 

internationally. These are also the resources that the case company would need in 

the future to be more competitive. As one interviewee stated: 

“We need more cooperation with brands that would not restrict our selling areas, 

rights and customers that would lead to more sales and easier cooperation” 

 

In addition, brands and cooperation with them was brought up by one interviewee. 

There should be more brands to cooperate with that would not have so tight 

restrictions on the customers and areas where the case company has rights to 

operate. There have been situations where the case company’s resources were 

not able to serve the needs of customers. The resources that the company was 

missing were certain product categories or brands that were not available in the 

assortment. In addition, little number of employees was seen as a problem with 

not enough time and resources for creating new ready-made concepts. Customers 

are moving forward to a trend and willingness to buy all products from one supplier 

which is something that case company does not have resources for now with a 
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limited product category. Reason behind this is the specialization only on certain 

product catalogue. 

 

Mother company’s internal resources were identified to be warehousing premises, 

packing, financial stability that has enabled new innovations and trying out 

something new, inspiring location of premises and good equipment. All the other 

internal resources were linked to human resources concerning graphic designer 

skills, marketing and communications knowledge, web shop know-how, product 

development, own chemist, talented customer service skills and products. One of 

the interviewees brought up specialized skills owning employees that are not 

available everywhere in Finland. What comes to the external resources they were 

identified to be logistical services, ERP – system itself and consultation, web shop 

platform services, actual manufacturing of products, printing services of marketing 

materials, safety assessments and photographing activities including the stylists 

and makeup artists.  

 

It was also agreed by all the interviewees of mother company that competitive 

advantage cannot be achieved only by using internal resources, which 

emphasized the role of external resources. According to the interviews the 

resources that make the mother company better than its rivals are web shop 

know-how, strong brand, trustworthiness, service and that the company is not that 

big, which enables more flexible reactions to the situations. In addition, company 

sells only its own brand and cooperates closely with its customers. This close 

cooperation with customers makes the company to really know its customers and 

customers to have a face of the company they are buying from. On the general 

retail business, the companies do not know their customers because they just buy 

from the shelves of supermarkets.  

 

 “We use our resources well, but it can always be improved. It is the matter of how 

to combine the existing resources and monitor the external resource providers.” 
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As in the case company, the mother company also agrees on not exploiting the 

existing resources to the fullest and there is always room for improvement. It is 

very difficult to monitor external resource providers, because with most of them 

there have been many years of cooperation when you become immune to the 

service and don’t know how to demand more. Usually the work is conducted in 

very big groups, which could be more effective if it was done in smaller groups.  

 

Table 3. Summarization of findings on resources 

Case company’s current 

resources 

Needed resources for 

case company 

Resources available at 

mother company’s 

Industry know-how Creativity and courage in 

design matters 

Graphic designer skills 

Quality orientated 

mindset 

Marketing and social 

media skills 

Web shop know-how 

Long-term experience Project management tool Strong domestic brand 

Professionalism and 

knowing the market and 

customers 

More developed 

digitalization 

Marketing, content know-

how and skills 

Locality More brands and wider 

product catalogue 

Knowledge of trends and 

customers 

 More knowledge on latest 

trends 

Innovations 

 

As a summary, in the above table 3 are the findings of resources chapter 

illustrated. In the first paragraph the current resources of case company are 

described, in the second paragraph the needed resources of case company’s 

identified and in the last paragraph the available resources of mother company’s 

are described. Based on the results current resources are industry know-how, 

quality orientated mind-set, long-term experience, professionalism and knowledge 

of market and customers, and finally, the locality. The needed resources are 

creativity, courage in design matters, marketing and social media skills, project 
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management tool, more developed digitalization, more brands and wider product 

catalogue, and finally, knowledge and keeping track on latest trends. Resources 

that are available at mother company’s, on the other hand, are graphic designing 

skills, web shop know-how, strong domestic brand, marketing and content know-

how, knowledge of trends and possibilities for innovations.  

 

4.4.2 Network relationship 

 

In this chapter the results and findings are described on the value network 

relationship aspect that there is between the case company and its mother 

company. The time aspect in the interviews was the current situation and the 

situation where both companies want to be in the future in their cooperation. It 

came up in the interviews that not every employee of the mother company could 

really deepen into this relationship aspect with daughter company because not 

every interviewee had been working with the case company enough to answer 

certain questions. Still, some findings have been made with similarities. 

 

According to the case company, they cooperate with mother company in product 

development and graphical issues, co-branding, financial management, IT - 

issues, mutual deliveries to Russia and cosmetic industry legislation transfer of 

knowledge. Co-branding issue came up several times as case company is selling 

products of the mother company with exclusive rights in B2B - context, which in 

other words means cooperation and exchange of resources between the two 

companies. In general, the cooperation has been described as very distant and 

based only on email exchange with couple of people but still with values that are 

mutual for both companies. There are also very little meetings and mutual 

activities between the companies which would lead to more close relationship.  

 

The distance between the companies came up rather often. By this, interviewees 

did not mean only geographic distance but real distance in the cooperation and 
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real knowledge of other company’s purpose and existence. Companies work in 

different industries, with different customers and therefore having different working 

methods. Even though the companies work in different industries, they still have 

more or less same product categories. New employees of the mother company 

may not know what the daughter company is doing, how little resources they have 

and how dependent they are on the mother company’s activities. It is not well 

understood that activities and decisions that are made at mother company’s 

influence the daughter companies too, especially with the co-branding matters of 

their products.  

 

According to another interview: “There is no real cooperation. Not knowing what 

the mother company does and what new innovations they are working with, it is 

difficult to ask for help.” 

The cooperation being so distant, the willingness to help is missing and very little 

happens without intervene of the management. The transfer of information is little 

or nothing at all and it leads to not knowing or realizing to ask for help. There are 

many things that affect the daughter company’s activities as well. Mother company 

goes always first, and it is, therefore, difficult to cooperate smoothly when the 

urgent requests emerge.  

 

It was said in one interview that: “If mother company has developed, researched or 

found out something it would be important to let the daughter company also know 

about it - otherwise we do double work and the resources are not efficiently 

exploited.”  

There are so little employees in the daughter company that there are no resources 

to use time, explore certain things when there are specialized people at the mother 

company’s that are anyway doing certain specialized jobs and tasks. 

 

Based on these issues, the case company would like to have deeper and closer 

relationship with the mother company in the future. There should be identified the 
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areas where the cooperation could be deeper. The cooperation should be easy, 

part of general activities enabling creation of more ideas together. There should be 

certain platform or forum developed where the transformation of information and 

knowledge could happen rather easily. That every employee would have access to 

all happenings and projects of both companies to know what everyone is working 

on and by this to exchange the relevant resources that could be of use to other 

company as well. The idea would be that information and matters that are relevant 

for both companies would be identified at early stage in order to get involved in the 

process and decision making well in advance. If this does not happen it may be 

too late to intervene when everything is already decided and ready. This would 

work not only for the benefit of the daughter company but vice versa too. It should 

be easy way of communication that would not require employees a lot of time.  

 

It is difficult for case company to grow with the existing resources, and therefore, it 

would be important if mother company would be more willing to help instead of 

doing things only because it is mandatory. It would be beneficial if employees of 

mother company had time to get to know the end customers of daughter company 

and through that knowledge develop new ideas, innovations and designs that suit 

their needs. Case company needs more support, understanding, mutual product 

development, and marketing knowledge including social media aspect from the 

mother company. In other words, there is a need for resources in business areas 

that mother company has a dedicated person working with them, for example 

social media accounts or communications matters where the contents are anyway 

quite similar because of mutual product categories.  

 

How the complementary resources could be integrated into case company’s 

processes is deepening the relationship between the companies. This may require 

conversations, meetings, visits to other’s premises and exchange of information 

and knowledge. It also requires a decision from management’s side to emphasize 

the importance of cooperation and making it clear that it should be integrated into 

general activities. Exchange of emails is not creative, and it does not lead to value 
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creation. Resources that could have already been integrated to daughter 

company’s operations but still have not been for some reason are web shop 

knowledge, digitalization matters and a lot of things that case company does not 

even know there exists.  

 

According to the mother company’s interviews there were certain similarities in the 

replies concerning cooperation with the daughter company. There is certain 

cooperation on product development’s side, logistics and deliveries to Russia, 

mutual products, legislation matters, ERP-system and product information sharing. 

One interviewee, however, pointed out that there is not that much cooperation 

between the companies. As it was stated in one interview: 

 

“Cooperation was much tighter some years ago between the companies, and 

today, there is almost no cooperation at all. Still the companies share same 

financial management department, CEO and values. There is a strong relationship 

between the companies, even though it is not always realized. The understanding 

of what the daughter company really does, is something that should be explained 

to the new employees as well.” 

 

Companies are distant from each other, and by this, it is not only the geographical 

distance, but the real distance between the operations and people involved. One 

interviewee pointed out that cooperation is based only on the inquiries of the 

daughter company. Without these inquiries there would be no cooperation at all. 

Companies have different concepts, business models and customers. The product 

categories, however, are like each other. The biggest issue in the cooperation is 

the fact that very little the companies know about each other’s projects and 

processes which came up in the daughter company’s interviews as well. 

 

One more reason for little cooperation was the fact, that employees who could 

really be in close relationship with the employees of daughter company – have 
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their hands full. There is not enough time to deepen the relationship and be more 

active in it even though there was a will. What increases the chance of little 

cooperation is that there are problems in timetable and inquiry deadlines. When 

the deadlines are so short the input of employees is very limited and this, on the 

other hand, does not lead to any benefit of any company in the long run. This 

means the deadlines are just met but not additional value is put on the resource 

and knowledge exchange. This has been noticed on the graphic designer – 

schedules especially. If there was more time and the timetable would be 

adjustable, the input could be greater. Working habits and timetable is different in 

both companies because of different industries, and therefore, it is difficult to 

match them together for the benefit of both.  

 

In the future, employees of the mother company hope the relationship could be 

closer, deeper, disciplined, easily integrated and that there would be more 

cooperation both ways. Daughter company could sell more products of mother 

company in B2B-context, which would lead to more co-branding related projects 

and through it for deeper cooperation. The actual resources of mother company 

that could be integrated to the daughter company’s processes are digitalization 

knowledge, social media knowledge, web shop knowledge and marketing activities 

including graphic designs. In the product development side, there could be more 

proposals coming from mother company’s with the product ideas that could 

possibly fit the B2B – sector. Also, if the timetable would be adjusted, there could 

be a lot of help on marketing side concerning contents, articles and texts. 

Concerning web shop there could be relevantly more help if the web shop platform 

would be the same.  

 

When understanding more clearly what the daughter company works with it would 

be easier to share certain information and ideas that way. Mother company’s 

employees are more experienced and dedicated in these, which could be a real 

benefit for the daughter company. Also, there is a whole department of customer 

service people available at mother company’s that could for sure work for daughter 
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company’s side as well, if trained and explained well to understand all the issues 

related to the business of the daughter company.  

 

Based on the results, the cooperation points for companies would be product 

development, graphic design co-creation, co-branding, cosmetic industry 

regulation knowledge and development of mutual products. The problems that 

have occurred in the relationship are distance, lack of meetings, cooperation 

points and knowledge, different concepts and customers, and lack of time for 

cooperation. Therefore, the improvement proposals can be defined as mutual 

platform, getting to know each other through meetings, conversations and visits, 

decision from the management on deepening the relationship and above all new 

corporation structure enabling the easy flow of resources.  
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Figure 10. Summarization of findings on cooperation between the companies 

 

In the above figure 10 the findings on cooperation between the two companies are 

summarized. In the first paragraph the cooperation points are gathered, in the 

second paragraph the problem points are established and in the third paragraph 

the future improvement ways that came out in the interviews are illustrated. 

 

 

•Product development 

•Graphic design creation 

•Co-branding 

• Financial management 

•Cosmetic industry regulation 

•Mutual products 

COOPERATION 
POINTS 

•Distance geographically and mentally 

• Lack of meetings & cooperation points 

• Lack of knowledge about other 
company and its operations 

•Different concepts, industry & 
customers 

• Lack of time for co-op & deepening 
relationship 

PROBLEMS 

•Mutual platform/intranet 

•Getting to know each other 

•Conversations, visits & meetings 

•Management decision and lead 
towards cooperation 

•New corporation & company 
structures enabling co-op & resource 
exchange 

IMPROVEMENT 
PROPOSALS 



70 

4.4.3 Value creation 

 

In this chapter the results and findings are handled through the value creation 

perspective in terms of what value really is, to whom and with whom it is created 

and what kind of value would the case company want to create in the future by 

using the complementary resources of the mother company. Value that is 

considered to exist in hospitality industry are responsibility, quality of products and 

services, speed, wide assortment, Finnishness, sustainability, ethics and safety of 

products. Value may differ for every customer but in general the value for case 

company’s customer is something that is value for an end customer as well. This 

was stated in one of the interviews as well: 

“Something that is valued by a hotel customer is considered value for the hotel 

itself which means the value for our client is something that comes from the end 

client.” 

 

This describes well the value-giving of the case company. The customers of case 

company, e.g. hotels, value things that create value for their customers as well. It 

may differ from the customer segment, hotel segment and so on. The value that 

the case company is creating today is loyalty, trustworthiness, wide assortment of 

specific category products, being a good partner that serves the customer 

according to its needs in terms of quality, fast deliveries and Finnishness. In 

addition, ISO 9001 and ISO 14001 certificates lead the working manners that are 

sustainable. This creates value for the customer as well because the cooperation 

is done only with suppliers that share the same values in the whole supply chain. 

 

Obviously, the value is created for the customers of the case company; hotels, 

airlines and cruise lines. And value is seen as created in the cooperation with all 

the partners, for example logistical partners, factories and suppliers. However, at 

the moment value is not directly created with the customers, because of B2B - 

aspect, but it certainly could be in the future. Still, certain value creation happens 
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through the meetings with customers where the needs and information is shared 

and exchanged.  

 

In the future case company would like to expand the product catalogue and add 

more brands to it. It would like to be on top of things, develop new innovations, get 

creative and be ahead of competitors. This includes environmental and 

sustainability issues. Also, digitalization plays a big role in the value creation of 

future and it should be developed to match the time being for example by 

developing an application for orders. Value creation in the future is seen as 

something that could be created together with the mother company. In other 

words, to create even more co-branding value by growing and developing new 

things together and through all of that to become closer to customers. 

 

To create earlier mentioned value, certain need of resources have been identified 

by the interviewees of the case company. Creativity and courage has been 

brought up by one interviewee. Others have emphasized the need of external 

resources on digitalization and product development areas. The external 

resources may be found by visiting fairs related to the industry, meeting with other 

suppliers and to follow the hospitality industry through the social media channels. 

Through all of these the up-to-date trends and knowledge can be found out. Also, 

cooperation with current suppliers needs to be sharing the same value creation 

goals and purposes.  There is a time limit to follow all the trends and keeping up 

to-date with everything that happens on the industry and therefore the information 

exchange, for example, with mother company is vital.  

 

The most important resources in value creation have been identified to be as 

industry’s know-how – it is very important to know the market and to know the 

customers. It is important to know how the sales work differently in B2B – context 

compared to retail sales. All the complementary resources of the mother company 

could be integrated in value creation purposes by making corrections on 

organizational structures of the companies. There should be more open 
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communication in terms of meetings, more cooperation, more management 

involvement and more transformation of knowledge and information. Also, earlier 

mentioned digital platform where all the information would be available and in use 

of other employees both ways would work as a way of integrating resources.  

 

Somebody should start the process of integration of resources and encourage to 

it.  It is difficult to ask for information if there is no information about anything new 

happening in the mother company. Resources and value creating purposes in 

case company can be summarized by the following citation from one of the 

interviews: 

“The biggest problem is that our company is small, and all the value-adding 

activities happen alongside the sales activities, which means the time used for 

value creating purposes is off the sales. At mother company’s, on the other hand, 

there are employees that are dedicated to do these value-adding activities which 

would be great if they worked towards the value of both companies through the 

resource integration.” 

 

Considering the cosmetic industry, where the mother company is operating in the 

most important value is seen as cooperation with customers and being in close 

interaction with them. In addition to it, also the nature or the habit of the products is 

seen as important one. This may include domesticity, pure ingredients, 

naturalness, allergy or parfum friendliness and usage of packing materials in them. 

Sustainability and environmental friendliness becomes more and more important 

in the cosmetic products, which was pointed out in the daughter company’s 

interviews as well. Some of the interviewees added also the price level of products 

to the value matters today.  

 

Mother company is creating value for its customers focusing on the all earlier 

mentioned things that are considered value by them. Also, fast deliveries were 

added to the value that is created together with the transport company. In general, 
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the value is created mainly with customers by interacting with them. In addition, 

the value is created with all the partners and web shop service providers. It came 

up, that little value is considered created together with the daughter company. 

Only couple of interviewees were able to point out the co-branding cooperation 

through which the value is created for both companies. The fact that daughter 

company is selling its mother company’s products to hotels works well as a 

marketing channel for the mother company and sales benefit for the daughter 

company.  

 

In the future, however, this co-branding value creation is seen as an important 

aspect. The cooperation between the companies should move more towards this 

tight relationship where co-creation of value could take place. The current situation 

needs to be changed to really benefit from the co-creation of value activities and 

attempts. The ways how this resource integration between companies could 

happen according to the interviews of mother company is that all the processes 

could be structured in the way that would include the daughter company in them 

as well. It should be normal to include daughter company into the activities of the 

company. Management needs to make this decision of close cooperation and lead 

the operations towards it. The matter of cooperation could be brought up more 

often in the board of directors or shareholders meetings.  

 

What comes to the employees they could visit more often the premises of 

daughter company and have general meetings where the communication and 

sharing of ideas and information could take place. The visits should be done vice 

versa as well. The meetings should be organized regularly at least through skype 

if not physically. In addition, some workshops could be organized. These could 

make the information sharing easier and established which would lead for define 

understanding of both companies’ activities. There certainly is a will to help from 

mother company’s side but the change in cooperation should be structured, 

organized and led by management.  
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In general, the problem of cooperation could be summarized in the below quote 

from one interview of mother company’s employees: 

“I could be more self-imposed if I knew whom I could help and what there is 

happening at the daughter company’s. My hands are full of job, and therefore, by 

myself, I have no time to investigate what is it they are doing or working on in 

Helsinki.” 

 

Table 4. Summarization of findings on value co-creation  

 

 

In the above table 4 the findings on value creation chapter are summarized. In the 

first column are gathered the points that are considered value in hospitality and 

cosmetic industry, in the second column is pointed the value that the case 

company wants to create in the future by using complementary resources and 

finally, in the third column the complementary resources of mother company are 

identified that are needed for this value co-creation purpose. Matters that are 

considered value in hospitality industry are quality, speed in deliveries, wide 

assortment, Finnishness, sustainability, cooperation with customers and 

digitalization. Value that is wanted to be created by the case company in the future 

VALUE IN 
COSMETIC/HOSPITALITY 

INDUSTRY 

• Quality of products 
and services 

• Speed in deliveries 

• Wide assortment 
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• Sustainability 

• Cooperation with 
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VALUE THAT IS WANTED 
TO BE CREATED IN THE 

FUTURE 

• More brands 

• Wider product 
catalogue 

• New innovations 

• Be ahead of 
competitors 

• Digitalization 

COMPLEMENTARY 
RESOURCES TO SERVE 
VALUE CO-CREATION 

• Co-branding 

• Creativity & courage 

• Innovations 

• Knowledge on 
digitalization, product 
development 

• Sharing information, 
trends & knowledge 

• Deep cooperation & 
support 
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is having more brands, wider product catalogue, new innovations, be ahead of 

competitors and digitalization. Complementary resources that are available and 

would suit the value co-creation purpose based on the results are co-branding, 

creativity, courage, innovations, knowledge of digitalization, resource flow on 

trends and finally, deep cooperation and support.  
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5. DISCUSSION AND CONCLUSIONS 

 

In this final chapter the analysis of the findings is made, and conclusions provided. 

First, the findings of the empirical research are compared to the theoretical 

findings. Second, some improvement suggestions are provided for the case 

company. Third, the research questions are being answered, fourth, the validity 

and reliability of this research are analyzed, and finally, the limitations and future 

research proposals are identified.  

 

5.1 Comparison of theoretical and empirical findings 

 

As Wernerfelt (1984) identified resources, they may be anything that works as 

strength or weakness of the specific company or its activities. Tangible and 

intangible resources are varying from physical, legal, social, human, reputational 

and ending to financial ones (Hall, 1992; Hunt et al., 2002; Barney, 2001; 

Dollinger, 1995). According to the findings made based on the interviews, the 

resources the case company has are most importantly human resources. These 

are local and industry know-how, experience, quality orientated mindset and 

professionalism.  

 

According to the theoretical study, the shift has occurred from focusing on internal 

resources to the external ones to remain competitive on today’s market (Zhang & 

Chen, 2008). Because of increased competition on the markets, external 

resources have become vital because no company is able to create value, gain 

competitive advantage or meet the increased needs of customers by their own 

(van der Valk & Wynstra, 2005). This was agreed on also in the findings made 

from the empirical data. Company is not able to be competitive and serve the 

needs of customers only by using internal resources according to the interviewees 

as well. Therefore, on the external resources of the case company’s side there are 

most importantly identified IT- and web shop service providers, fast deliveries, 
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brands, graphics and design, and relationship with manufacturers of the products. 

The resources that are used from mother company’s are mainly graphic designer 

skills, product development, the brand and legislation knowledge.  

 

According to the table 1 and theoretical background, the important resources in 

hospitality industry are goods, competencies, creativity, training, experience, 

brands, quality, new trends and business ideas. There were similar resources 

identified in the interviews concerning hospitality industry. Resources identified by 

the interviewees as important ones were speed in deliveries, know-how, 

trustworthiness, quality, brands and wide assortment. And concerning future, for 

company to remain market leader it needs to be more creative in the product 

development, be ahead of competitors, develop new trends and work on 

digitalization. Of these, the creativity and courage in design matters are available 

at mother company’s. Knowledge of trends and customers were also identified to 

be available at mother company’s, which could be integrated into the daughter 

company’s, and through this it would gain or keep its competitive advantage.  

 

Based on the importance of the external resources, according to Kandampully 

(2002) the technology is seen as the key enabler of exploitation of resources 

within the companies or customers. This emphasizes one finding that came out in 

the interviews about certain platform or intranet that could be used within the two 

companies for information and knowledge exchange. A place, where all the 

information could be shared, news updated, projects reported in a way, those 

employees would have an easy access to it. It would lead for the companies to 

know what is happening in the other company and this way enable employees to 

ask for help or automatically share needed information that is relevant to others. 

This works also as a need of resource at the daughter company’s – in the form of 

digitalization. It needs to be updated and worked on. There should be a way for 

smooth exchange of knowledge from one company to another. The solution for 

this can be found behind technology and digitalization. It would end up in 
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efficiency, resource integration, information exchange, knowledge sharing and 

winning time – leading for the benefit of both companies.  

 

According to Kogut and Zander (1992) relationships are included in the RBV and 

therefore leading a company for competitive advantage over rivals. Close 

cooperation is the enabler of the usage of other companies’ resources (Penrose, 

1959; Barney, 1991). As found out, there is certain relationship between the case 

company and its mother company. The cooperation is conducted in co-branding 

terms, financial management, graphic designing matters and product 

development. However, the cooperation is very distant and based only on email 

exchange. Companies are not aware of each other projects, customers, activities 

and on-going matters. There is also lacking the understanding of how certain 

decisions affect the other company. And as Meagher and O’Neil (2000) pointed 

out the lack of knowledge within the corporation in the resource exploitation is a 

significant problem.  

 

As Allee (2009) pointed out, the value within the corporation as in the general 

network is created through interactions and exchanges between the different 

resources. In the value-creating corporation the internal value creating processes 

happen through the relationships, individuals or certain teams. As it came up in the 

interviews, the interactions between the companies are only based on the inquiries 

of the daughter company. There is no exchange of information or knowledge 

happening on the regular basis which makes the cooperation weak and use of 

resources inefficient as the same tasks or information searching are conducted 

twice. In addition, every minute spent for value-adding activities at the daughter 

company’s are off the time used on actual sales which emphasizes the need of 

knowledge and information from the mother company as there are dedicated 

people looking and working for this value-adding activities and information.  

 

In the future, employees of both companies agreed on wanting deeper relationship 

with the other company. As Allee (2009) pointed out, human interactions and 
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business activities are the ones that create the process of value creation and lead 

it to the wanted outcomes for the whole corporation. This means, more meetings, 

conversations, visits and cooperation should be organized and integrated into 

everyday routines. Especially, creativity, new trends and innovations that are seen 

as key resources in gaining competitive advantage in the future would have a 

place to appear as the email exchange is not enough for them to born. Also, 

theoretical background emphasizes this as activities are needed in order to move 

the resources according to Håkansson (1986).  

 

As time was mentioned to be a significant problem in the cooperation there should 

be some time dedicated to the cooperative tasks. The earlier mentioned digital 

solution in form of platform or intranet would work well – for fast resource 

exchange -  without taking too much time. The mutual and common goals were 

emphasized in the theoretical background driving the companies for mutual benefit 

(Lenney & Easton, 2009). It came up in the interviews that companies share the 

same values and have common goals, which is advantage for the companies if the 

cooperation worked better. Also, the product catalogue is like one another which 

could help in mutual projects and gaining the benefits for both companies in terms 

of marketing related issues and contents as the topics are relevantly similar to 

each other.  

 

As it was already brought up, knowledge is the basis for all the value-adding 

activities according to Peters (1994). Turning the complementary resources in 

terms of knowledge into certain benefit is what is called a value creation. (Lusch, 

Vargo & Wessels, 2008) Value is created by combining and exchanging unique 

resources through the network, and thus, is not something that is created by each 

company or actor separately. (Lakemond et al., 2004) This is something that is not 

fully understood in the case corporation as the value is seemed to be created 

separately according to the findings made. Employees are not considering value 

creation with the daughter company because of lack of time. But at the same time, 

it was agreed on that competitive advantage cannot be achieved only by using 
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internal resources. Through the close cooperation valuable innovations and value 

can be created not only for the parties themselves but for the end customers as 

well. (Mele et al., 2014) And this is important to acknowledge, as it was agreed in 

the interviews that value is created mainly for the end customers.  

Management of organization is vital in value creation, as it enables and reinforces 

the co-creative thinking, collaboration and communication with the other actors 

(Ramaswamy, 2009). It came up in the interviews as well that nothing happens 

without intervene of management. In addition, this change towards more 

cooperation should be decided and led by management, which came up in the 

interviews as well. Active communication and collaboration makes it possible for 

company to react to changes and needs of customers for example (Ramaswamy, 

2009).  

 

Table 5. Improvement points and measures 

 

 

Based on all the findings and analysis made, the improvement points have been 

identified. For companies to be competitive and create value together for the 

benefit of both there are clear measures that need to be taken. In the above table 

Management's decision and lead towards new 
corporation structure and cooperation 

Companies should become aware of each other, know 
each other and get familiar with the businesses 

More meetings, visits, communication possibilities 
should be integrated into everyday routines 

Digital solution for fast information & knowledge 
exchange enabling resource integration 

Making it clear for employees that cooperation should 
be part of general working routines 
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5 the future improvement measures are gathered. The most important step has 

already been taken in terms of willingness to have deeper cooperation and exploit 

mutual resources in more efficient way based on the employees of both 

companies.  

 

5.2 Answering the research questions 

 

The main idea of this whole research project was to answer the research 

questions set for this research in advance. This required to get familiar with 

theoretical background on resources, value networks and value co-creation 

processes first, then collecting data from the case company and the mother 

company by interviews, then analyzing data and finally, answering the research 

questions. In this chapter the answers for the questions are provided finalizing this 

research and emphasizing the validity of it in terms of if the goal was achieved.  

 

The main research question set for this research was: 

How to define organization’s key resources and how complementary resources 

can be defined and integrated to create value? 

A summarized answer for the main research question will be provided at the end 

of this chapter after answering the sub-questions that helped in finding and 

understanding the answers for the main one. Below are gathered the answers for 

each sub-question separately.  

 

1. What are the case company’s current key resources? 

Case company’s current resources according to the interviews made are local and 

industry know-how, quality orientated mind-set along products and services, long 

term experience, professionalism and really knowing the market and the 

customers and finally, the locality compared to the competitors. Case company 

knows its customers and industry bringing it a competitive advantage. In addition, 
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wide assortment of cosmetic products and availability of them are seen as key 

resources. Case company is operating on the local market it knows and is familiar 

with while the competitors are operating based on the foreign trade. Based on the 

human resources, there are marketing, sales, logistics, designing and quality 

management skills. In addition, Finnishness, quality and environmental certificates 

are the key resources that bring competitive advantage for the company. 

 

What comes to the external resources the case company has access to are IT – 

and web shop services, local warehouse, relationships with brands and product 

manufacturers, fast deliveries in transportation and financial stability. In addition, 

there are resources of the mother company that are being actively used. These 

are product development and graphic designing skills as well as cosmetic 

legislation and regulation knowledge. Also, the brand of the mother company is an 

important resource in terms of product catalogue and co-branding.   

 

2. What are the resources the case company is seeking for? 

For case company to remain a market leader and serve the increased needs of 

the customers, it needs additional resources. Creativity in product development 

and design issues were brought up several times. Also, development of new 

trends, courage, additional marketing and social media trends, to be ahead of 

others in innovations, better project management tool, and digitalization were seen 

as the resources it would need. There is also a clear need for more brands and 

better cooperation with them alongside the wider product catalogue. And most 

importantly, more knowledge on the latest trends was seen as a resource needed 

for gaining competitive advantage.  

 

3. What kind of value the case company wants to create by using its 

resources? 

Considering the competition on the hospitality industry case company would like to 

create value in the future by enlarging product catalogue and by adding more 
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brands to it. Case company would like to be ahead of competitors on the 

environmental, sustainability and digitalization matters. The digitalization point is 

something that would create value for the customers in terms of fast information 

movement and easing the order making or involving customers in the product 

development. For example, application was seen as a solution. Case company 

would like to increase the co-branding value creation with its mother company by 

developing new trends and innovations together for the benefit of both companies.  

 

4. What are the complementary resources that the mother company is able to 

provide and how these resources could be exploited and integrated to 

create value? 

The complementary resources that the mother company owns or has access to 

are graphic designing skills, product development knowledge, creativity and 

courage in terms of earlier mentioned skills. Mother company is also more ahead 

on digitalization aspect and on top of new trends of cosmetic industry. In addition 

to these, also marketing related issues and contents are on the level that could 

easily work as a benefit for the daughter company as well. It is able to provide a 

brand for deeper co-branding context. 

 

The resources could be integrated and exploited through the digitalized solution in 

terms of platform or certain intranet, through which the knowledge and information 

resources could be moved. Deepening the cooperation in terms of meetings, 

visits, collaboration, communication, information sharing enabling the creativity to 

happen were seen as methods of making the resources move from one company 

to another and vice versa. Also, managerial implication was found out to be a 

starting point of deepening the cooperation and movement of resources. The 

processes of the companies should be structured in the different way enabling the 

integration of cooperation and resources happen.  
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Summarizing all the above-mentioned answers of the sub-questions the answer 

for the main research question can be gathered. Defining the organization’s key 

resources happens by dividing them into internal and external ones. These are 

something that are unique and make the case company different from its rivals. 

Complementary resources of the mother company were defined in the similar way 

– how it does differ from the competitors and what kind of knowledge and 

information it owns. The integration of the resources happens through 

collaboration and cooperation as pointed out in theoretical background. 

Cooperation enables resources to move from one company to another. This way, 

by combining resources the value becomes created.  

 

5.3 Validity and reliability 

 

Reliability of the research can be thought of as if this same research would be 

conducted again, would there appear same kind of results or would they be 

different. This means that the results should be truthful and not depend on the day 

or the research maker.  The validity on the other hand is thought of as is the 

research answering the questions and goals set for it in advance. 

(Metsämuuronen, 2007; Yin, 2003) Considering this research, all the steps, 

evidence, emails, interviews questions, audio records are stored and documented 

– that increases the reliability of this research. 

 

A validity of the research according to Stuart et al. (2002) is when using several 

sources of data and all the steps of the process are well documented. This 

research was conducted as a single case study concerning two companies in one 

corporation. There were altogether nine face-to-face interviews conducted which 

considering the size of the case company was enough. Nine interviews enabled to 

gather all relevant information and aspects from both companies providing the in-

depth analysis. All the interviewees received the case reports on theoretical 

background before the interviews took place to prevent misperceptions. The 

interviews were recorded and transcribed which made sure the research maker 
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could make the findings based on actual information gathered making this 

research validate on this aspect. All the evidence concerning this study is stored. 

The interviews were also conducted face-to-face that enabled the deep 

conversation to appear, confusions to be corrected and terms to be explained. 

Interview questions were same for everyone working in the same company.  

 

Based on the findings made, the only department that should have been 

interviewed in addition was the graphical designer department as that being the 

department that is in most cooperation with the case company. It could have 

provided important aspect to this research. However, all the interviewees 

represented different departments which provided different aspects to this 

research. On the other hand, what comes to the cooperation aspect, not every 

employee of the mother company could really deepen in the theme, because of 

only little cooperation made in the department with the daughter company. This 

may have affected the findings. In addition, the point that may have affected the 

reliability of this research as well - were the interviews conducted in Finnish and 

afterwards translated to English for this thesis.  

 

5.4 Limitations and future research 

 

Like in general, this research has also limitations that need to be acknowledged. 

This was a single case study, which does not make it possible for generalization of 

the findings on other companies or other industries (Stuart et al., 2002). The 

findings are based only on the data collected from the case company and its 

mother company, which refers to a single phenomenon in the specific context of 

this research, and the findings, should be treated as such.  

 

This study focused and was limited to concern only two actors of the value 

network, and therefore, the other network actors were not considered, even 

though they actively exist in the network and operations of both companies. This 
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means the factors that may have affected this research by other value network 

actors or activities were not found out in this research because of this limitation. 

The general topics of this research such as resources, values and network 

relationships are changing characters, and therefore, this research can be 

considered as valid for today, but it may not be actual after some time 

(Kandampully, 2002). The reason for this is that value today is different from the 

value that will exist after many years, as the competition, innovations, technologies 

and business environments change. In this research, there should be time 

limitation acknowledged as well. All the interview questions and findings 

concerned the present time and the future aspect of the themes, which left out the 

past sentence out from the study. 

 

In general, on value creation topic, I would suggest future research on the whole 

value network research of the case company or its mother company as they were 

left out from this study. This would mean the identification of the whole network as 

well as finding the value co-creation points in the wider context. Future research 

proposal would be to research the capabilities and core competencies of both 

companies after the resources and value creation purposes have been identified. 

Reason for this is that after the actual and complementary resources have been 

identified it is important to understand do the companies have competences to use 

or integrate the identified resources. Or if there are certain resources that are not 

part of companies’ core competences, and therefore, they might not be focused on 

in the future, even though they came up in this research as important ones. 

 

In addition, the future research would be good to include the research on how 

actually the complementary resources have or have not been integrated to the 

case company’s processes after some time. From the theoretical perspective point 

of view as transaction cost economics theories and resource dependency theory 

were left out from the study because of decision made to focus on RBV, industrial 

and strategic network approaches – there could be a place for the research 
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structure combined with the TCE or RDT – theories in combination with core-

competencies and capabilities in the future research. 

 

5.5 Conclusions 

 

As stated by van der Valk and Wynstra (2005) companies are no longer to meet 

the needs of customers by their own. The shift has occurred from focusing on 

internal resources to the external ones because of increased competition. This 

statement holds true when assessing the results of this study. The value of 

external resources is important, and therefore, they should really be exploited 

efficiently. The case corporation of this study has a privilege of having certain 

external resources within the same corporation and management. There are so 

many resources available at the corporation that would result in advantage if 

exploited correctly. As it resulted in this research, the resources are not used 

efficiently between the companies and there are points of improvement in 

cooperation needed. 

 

Value co-creation happens through exchange of resources and activity links 

between the companies according to Håkansson and Snehota (1995). In order for 

these activity links to take place – the cooperation plays a big role because it 

enables the resources to move. Therefore, based on the results of this research – 

the focus should be in deepening the cooperation and through that achieve the 

real exchange of resources that would bring the whole corporation a competitive 

advantage or wanted results. 

 

According to results the most important matter is that companies agree on value 

co-creation benefits and understand the importance of it which is already halfway 

of going there. Now, there should some improvement points taken for really enable 

efficient exchange of skills, knowledge and information flow that would result in 

benefits for the whole corporation deepening the mother company’s brand and its 
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value on the market. At the same time this value co-creation would provide the 

case company value by strengthening its position in the competition.  

 

Value creation has achieved wide interest towards it lately. It is still undergoing 

range of theories but in general value is not created by each company separately 

anymore but in cooperation with other companies. (Mele et al., 2010) As it was 

assessed in the results of this research value is considered something that goes 

beyond money and physical products more towards the set of experiences that are 

valued by the end customer. This should be today’s focus on the market. 

Companies should move from general supply chain towards networking, 

strengthening their own network position and co-creating value by exchanging 

unique and valuable resources.  
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APPENDICES 

Appendix 1. The listing of interview questions of case company 

1. What is your background and current role in the company? 

2. What kind of resources there are in general? 

3. What kind of resources your company has? 

4. What are the offerings of your company to the end client? 

5. Who are your customers? 

6. What are the key internal resources of the company? 

a. Is the company able to be competitive by only using the internal 

resources? Describe a situation or an example. 

b. Is the company able to serve the needs of customers only by using 

internal resources? Describe a situation or an example. 

7. What are the key external resources of the company? 

a. What are the resources of other companies in the network that your 

company uses on a daily basis? 

b. What are the resources of the mother company you are actively 

using? 

c. Are there some resources that you feel the company needs but there 

are no such resources available in the network? 

d. With what kind of companies are you cooperating at the moment? 

For what? 

e. Do you see the cooperation with other companies providing you any 

competitive advantage on the market? If so, please describe why. 

f. Do you think using external resources is fruitful for the company? If 

so, please describe why. 

g. What do you expect from the partnering company? 

8. What are the resources over which the clients choose your company? 

9. What resources make your company different from the competitors? 

10. Is the company exploiting its existing resources well? Are they effectively 

used and combined in order to create value or achieve certain goals? 

a. How about external resources? 
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11. What kind of resources you feel the company needs in order to better serve 

the increased needs of customers? 

a. How about in order to become more competitive? 

12. Have there been situations where the resources of the company were not 

able to serve the need of customer in certain situation? 

a. What resources were your company missing in the situation? 

b. Were these resources available in the network/at mother 

company’s? 

c. If they were available, how easy it was to use the resources? Were 

there some problems regarding the increased need of external 

resources? 

13. What kind of partnership relationship you have with the mother company? 

a. Are you happy with the cooperation? 

b. What kind of cooperation there is between the two companies? 

c. What kind or cooperation would you like to have with the mother 

company in the future? 

d. What are the most valuable aspects in this relationship? 

e. Are there some issues regarding cooperation? Or problems? 

14. What kind of resources do you think there are at the mother company’s? 

15. What are the actual resources you think you would need from the mother 

company’s? 

a. How should these resources be exploited and integrated into the 

company’s processes? 

16. Are there any resources at the mother company’s that could be integrated 

into the company’s own resources, but have not been integrated or 

exploited for some reason? 

17. What do you think is your mother company’s role in the network? 

18. What are the most important resources at the moment in value creation? 

Considering the hospitality industry and competitors. 

19. What is value in general? 

20. What kind of value your company is creating at the moment? 

21. To whom the value is created? 

22. With whom the value is created? By what kind of resources? 
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23. What are the company’s mission, strategy and values? 

24. How do the mission, strategies and values of the company affect the value 

creation? 

25. What kind of value would the company need to create in order to remain a 

market leader and serve the increased needs of customers? 

a. What kind of value would the company want to create? 

26. What kind of resources the company needs in addition in order to create 

this earlier mentioned value? 

27. What kind of resources there already exist serving this value creation 

purpose? 

28. What is your company’s role in the hospitality industry network? 

29. What kind of companies are part of your network? The closest ones and the 

further ones. 

30. What resources do you consider the most important ones in order to create 

wanted value? 

31. How should the complementary resources be exploited and combined with 

the existing ones? 

32. How does the corporation image affect the value creation? 
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Appendix 2. The listing of interview questions of the mother company 

1. What is your background and current role in the firm? 

2. What kind of resources there are in general? 

3. What kind of resources your company has? 

4. What are the key internal resources of the company? 

a. Is the company able to be competitive by only using the internal 

resources?  

b. Is the company able to serve the needs of customers only by using 

internal resources?  

5. What are the key external resources of the company? 

a. Are there any resources of the daughter company you are actively 

using? 

b. Do you see the cooperation with other companies providing you any 

competitive advantage on the market? How about for the other 

party? Please describe why. 

c. What do you expect from the partnering company? 

6. What resources make your company different from the competitors? 

7. Is the company exploiting its existing resources well? Are they effectively 

used and combined in order to create value or achieve certain goals? 

a. How about external resources? 

8. In what kind of partnering relationship your company is with the daughter 

company? 

a. Are you happy with the cooperation? Please, describe why. 

b. What kind of cooperation you would like to have with the daughter 

company in the future? 

c. What are the most valuable aspects in this relationship? 

d. Are there some issues regarding cooperation? Or problems? 

e. In what kind of situations does your company cooperate with the 

daughter company? 

9. What kind of resources you feel your company would be able to provide the 

daughter company?  

10. Have there been situations where the resources of the company were not 

able to serve the demands of the daughter company? 
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a. What resources were your company missing in the situation? 

11. Are there any resources at your company’s that could be integrated into the 

daughter company’s own resources, but have not been integrated or 

exploited for some reason? Or the other way around? 

12. What are the most important resources at the moment in value creation? 

Considering the cosmetic industry. 

13. What kind of value your company is creating at the moment? 

14. To whom the value is created? 

15. With whom the value is created? By what kind of resources? 

16. Do you co-create value with the daughter company? 

17. What kind of resources there already exist serving this value creation 

purpose? 

18. What kind of value would you like to create together with the daughter 

company? 

a. What would be the benefit for the company? 

b. What would be the benefit for the daughter company? 

19. What is your company’s role in the cosmetic industry network? 

20. How should the complementary resources of your company be integrated 

and exploited to the daughter company’s? 

a. How can you help in your position the co-creation of value with the 

daughter company as well as resource integration? 

 


