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Abstract

Today’s competitive environment of computer components industry created a very
complicated situation for all relevant firms. This tough competition forced suppliers
to have a serious attention to Services and made them to apply it as an effective
marketing tool. After Sales Service is one type of the above mentioned services that
IS going to be discussed in this thesis.

The purpose of this study is to gain deeper understanding about the necessity of
after sales service department for computer components’ distributors. To reach to
the stated purpose, two research questions will be mentioned on why companies
should provide after sales service and how they can provide influential after sales
service center.

To be able to answer the research questions, a qualitative approach is going to be
used with a case study of computer components distributor by the name of SARIR
INTERNATIONAL in Iran. The observation and interview methods are used to
collect the data.

Finally our finding in this thesis will show that, there are many advantages for after
sales service, which encourages companies to provide it. We also explain few
potential advantages, which have not been properly used by most of the firms yet
and can be useful. Last part of our finding will show that selecting the proper
method and strategy are two main factors that are essential for creating an effective
after sales service center.
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1 Introduction

In this chapter of thesis, we would like to provide an introduction about our topic. The
chapter begins with a short background of research area followed by a problem discussion
that will guide reader to get the over-all purpose. From the purpose, some specific
research questions will be posed and at the end, limitations and outline of this thesis will be
presented.

1.1 Background

According to Hollensen (2003), over the course of the past 15 years, the fastest growing
segment of the American economy has not been the production of tangibles but the
performance of services. Spending on services has increased to such an extent that today it
captures more than 50 cents of the consumer’s dollar.

Blythe and Zimmerman (2005), also state that: According to the World Trade Organization
(2003), commercial services accounted for 19.4 percent of world exports in 2001, an
increase from 18.8 percent in 2000. Exports of commercial services totaled US$1.46 billion
in 2001.

In the competitive world of consumer goods, where products are similar and margins are
slim, service is one of the few differentiators. In this regards Bundschuh and Dezvane
(2003) mentioned; over the past few years, as sales growth for new products has slowed
and product margins have fallen, Service- typically with higher margins and returns on
invested capital- have become an increasingly attractive way to provide a point of
competitive differentiation.

It is clear that services are becoming a more important component of every firm’s business,
even if the firm’s main business physical products. (Blythe and Zimmerman 2005, p155).

In practice, “customer service has moved from descriptive and reactive activity of 1970s to
a proactive management task of the 1990s” (Lalonde etal. 1988). Recent evidence shows
that improving the quality of customer service is a key to achieving a competitive
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advantage; a good “ product” is necessary, but not sufficient to compete in today’s
marketplace (Barnes, 1993).

When importance of service has cleared, most of companies tired to create a combination
program of sales and service for improving the system. In this regards Bruce Peeling
(2004) States; Service and sales need to work together to understand the value we each
create and to develop programs jointly that will offer our targeted customers the added
value they need to maintain long-term relationships.

He also mentions; Services are in front of customers more often than other channel
partners and, as a result, generally have the greatest influence. That’s why we should start
using service for what it is...a valuable tool in our sales toolbox.

Posselt and Gerstner (2005) state that, there are two types of service for sales; service
before the sale take place (pre-sale service), and after the sales is over (after sales service).
Considering these categories of sales service- which each has marked unique characteristics
— we try to explain about after sales service by describing the research problem and
answering the research questions which will be discussed in the next section.

1.2 Problem Discussion

According to Asugman, Johnson and McCullough, 1997, customer service provides one
important means by which a company can tailor its offerings to the needs and desires of its
customers. By offering good service, a company assures consumers that it stands behind its
products and projects a reliable and high quality image.

Customer services offered after the sales transaction is completed are of crucial importance
in this respect. (Cohen and Lee 1990)

Porter (1980) has suggested that there are two ways that a firm can succeed relative to its
competitors- either become low cost producer or develop a sustainable differentiation of
the firm’s product. In his terms, “ Differentiation is the ability to provide unique and
superior value to the buyer in terms of product quality, special features, or after-sales
service”.

Product quality provides an effective path to differentiation and competitive advantage.
(Buzzell and Gale1987). One-way marketers have found to enhance consumer perceptions
of product quality is through after-sales service. After sales service adds to the value of the
product and can be considered as integral component of augmented product (Levitt 1983).

Meantime poor after sales service has big impact on company situation. There are
numerous incidences of how poor after sales service subverted the potential success of an
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excellent product in a foreign market; for example, Lela and Karmarker (1983) describe
how poor after sales service undermine the success of Olivetti products in the U.S. market.

Because of the after sales service problems, Olivetti has failed to make substantial and
sustainable inroads into the U.S. market.

They also mentioned that, consumers often downgrade high-quality products because of
poor customer service and unresolved post-purchase customer complaints. The outcome is
dissatisfaction, and loss of repeat sales follows.

Because of that Bundschuh and Dezvan (2003) state; for many manufacturing companies,
servicing products is an increasingly important part of the business. Manufacturers of
everything from elevators and freezers to security systems and transportation equipment-
products built to last- find that revenues from after-sales product installation, configuration,
maintenance, and repairs are 30 percent or more of their total revenues, and the proportion
Is increasing. In some industries, the service market is four or five times larger than the
market products.

But making profit directly from after sales service is not only the purpose of having this
service. In many cases, after sales service is used as a competitive tool for promoting the
product and creating the better image for company. Based on Herve and Roy (1999); for
long time, the preoccupation of after sales support has been equipment breakdown, and the
concomitant need for repair services and spare parts. Now, a change in concept can be
observed, especially in Europe, in an effort to obtain competitive advantage based on a
wider view of customer service.

It is also realized that after sales service can be used as a factor, which, increase the sales,
when the market is not good enough. Related to this point Herve and Roy (1999) mention;
Faced with declining margins in many industries, it is essential to find new ways of
reconstituting profits by providing a new concept of service in addition to sale of tangible
product.

The value of after sales service is not only important for manufacturers but is serious for
distributors. Arvinder (1996) states; the demand for service support in a distribution
environment has steadily increased in recent times. He also mention; Anecdotal evidence
suggest that in order to compete effectively in the market place, today’s firms need to re-
evaluate their existing distribution and after sales service support channels, and make
adjustments when necessary.

We may have many articles about necessity of after sales service for manufacturer but there
is little research about importance of after sales service for distributors, which we try to
discuss about it during this thesis.
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Although using the competitive advantage of after sales service is very important for all
firms, but it is not the only reason, which, convince them to have it. Type and nature,
complexity, sensibility, design, and life cycle of product can be other factors, which,
caused companies use after sales service (Arvinder 1996).

As we have targeted the computer hardware distributions in this thesis, we try to discuss
about all above factors related to computer hardware and try to analyze this type of product
along this thesis.

Arvinder (1996) also states that; market-or industry related attributes such as consumer
preferences, consumer v organizational customers, geography, market size, competition,
and nature and availability of channel intermediaries as one of the dimensional attribute of
after sales service, which, must be considered.

Because the case we have selected for this thesis is an Iranian company, we will try to
discuss about all above factors in Iran market environment and related to that market’s
customers.

At last, we use available literature for explaining all important different forms of after sales
service and by using the proper data collection methods and research strategy, we try to
explain the advantages of after-sales service which encourage firm for providing it and find
the main customers’ after sales service needs for computer hardware products within
market environment has been selected in this thesis.

1.3 Purpose and Research Questions

Based on the above problem discussion, the purpose of this thesis is to explain about
importance of providing effective local after sales service for computer hardware
distributors. Further, this purpose will be reached by answering the following research
questions:

e RQ1: Why computer hardware distributors need to provide local after sales
service support?

¢ RQ2: How computer hardware distributors can provide effective after sales service
support for their customers?
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1.4 Demarcations of the study

It is impossible to cover all aspects of the research purpose in this study due to our limited
time frame for this thesis. Consequently, this study will be limited to only investigating one
of the tops ten Iranian companies that engage in distributing computer hardware.
Furthermore, only the management perspective is investigated and not employee’s ones in
this study.

1.5 Outline of Thesis

This thesis consists of six chapters, which are showed in figure 1.1.

e Chapter one is an introduction with relative background to the topic, followed by a
problem discussion that in turn has been narrowed to the purpose, that two research
questions, and demarcations.

e In chapter two, an overview over the literature will be presented and the relevant
theories concerning the field of study based the research questions. This leads to
the conceptual framework that creates a foundation for the interview guide and the
rest of the thesis.

e Chapter three provides a description and justification of the methods used when
obtaining the data needed for this thesis. It begins with the purpose of the research,
continues with the research approach, the research strategy, the data collection
method.

e Empirical data collected for this study is presented in chapter four, structured in
order to follow the research questions.

e In chapter five, the collected data presented in the previous chapter will be
analyzed and compared with the conceptual framework in chapter two.

e Chapter six presents the findings from the analysis in chapter five, and the
conclusions that have been drawn and thus providing answers to the research
questions. The chapter ends with implications for management, theory, and further
research within this area.
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CHAPTER 1
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CHAPTER 2

Literature review

CHAPTER 3

Methodology

CHAPTER 4

Empirical data

CHAPTER 5

Data Analysis

CHAPTER 6

Conclusion

Figure 1.1: Outline of the Thesis
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2 - Literature

This part will consist of theories regarding the two research questions we have constructed
for this thesis where the first and second parts implies theories about Customer service
support and after-sales service advantages which make it important for any company. Next
parts focus on after-sales service key elements. In part four we will explain about After-
sales service strategy. And finally discuss about different offering models of after-sales
service, which any company may use.

2.1 Customer Service

End-user of many types of product, ranging from computer systems to domestic appliances,
require customer support at some time — assistance to help them gain maximum value from
their purchase. In fact customer support entails all activities “to ensure that a product is
available for trouble-free use to consumers over its useful life span”(Goffin 2001).

The concept of customer service has been a generic term used by industry and academia to
describe a set of activities in which a firm engages to win and keep customers. Simply
differentiation of customer service refers it to a variable that expands the image of a
product and thereby offers the possibility of giving the firm’s product market acceptance,
growth and the possibility of market dominance (Larissa, 1994)

In this prime role, customer service is viewed as an organized corporate philosophy
consisting of a comprehensive and related set of activities. Specifically, customer service is
not a generic abstraction, but rather a series of specific services prior to the transaction,
during the transaction, and after the transaction. Firms offer specific service elements, such
as “timely deliveries”, “efficient telephone handling of orders and queries”, “accurate
purchase statements”, and users receive customer service not in some abstract sense, but as
the “availability of an item”, “after-sales service and back-up”, “competent technical
representatives”, “demon-station of equipment” or “special product promotions”. While
there is broad agreement that these elements are commonly associated with customer
service, the degree of importance attached to each respective service varies from industry
to industry and company to company, depending on customer needs and the capability of
the service-providing organization (Larissa 1994).

There are two aspects of customer support, which particularly deserve management
attention. First, there is the need for customer support requirements to be fully considered
at the design stage — using what are called design for supportability techniques- in order to
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develop products, which are economical and easy to support. Second, the logistic of
delivering customer support through suitable channels is key. Companies, which are good
at both of these aspects have differentiated themselves from their competitors and won
significant market share.

According to Eppientte (1997), customer service has been emerging as a competitive
weapon for business firms. He mentioned “ it is becoming harder and harder to compete on
manufacturing excellence alone. Manufacturers who thrive... will compete by bundling
services with products.”. Of course, use of customer service, as a form of competition does
not apply only to manufacturers. With the economy becoming increasingly service based
and new kinds of services being offered continually (Schmenner, 1986), the input of
customer service may be even more dynamic for non-manufacturers. It is probably safe to
say that, in one form or another, all businesses are concerned with customer service. As
early as 1972, Levitt noted that everyone is involved in service and that the service sector
of the economy includes everything from banking and airlines to product-related services
and the sales-related services offered by manufacturers and retailers. Obviously, customer
service is a part of all facets of our economy and is especially important to the long-term
survival of companies.

The importance of customer service will be more recognized when Micheal porter (1980)
considers it as a parameter for his value — chain analysis model that make margin for
company. According to this analysis, which has shown in Figure 2.1, all the activities of the
entity are mapped into a value arrow. The right side of the arrow represents total value
created by the organization; in a competitive market, that is what customer are willing to
pay, i.e. revenue. To create those values, costs are incurred; the difference between revenue
and costs is the margin. To increase margin, the enterprise can, for example increase value
for customer (primary activities). Generically, primary activities are inbound logistics,
operations, outbound logistics, marketing and sales, and continuing service.

Good customer support is prerequisite for achieving customer satisfaction; it can increase
the success rate of new products and directly contribute to competitive advantage. In
addition, it can be a major source of revenue for manufacturers (Berg and Loeb; Hull and
cox; kneth, 1993). In fact, the total worldwide market for high-tech support is estimated at
$400billion (blumber, 1992) and the importance of support revenues to manufacturing
companies in a range of industries has been identified. Over the working lifetime of a
product, the support revenues from a customer may be far higher than the initial product
revenue (Knecht, 1993). Despite the importance of customer support as a source of both
revenue and profit, it is an area that has often only received scant attention from managers
(Goffin, 2001).
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Figure 2.1 - value - chain analysis, (Porter)

Jeniffer Potter (1994) also believes, service is valuable for reducing cost, which finally
increase company’s profit. She mentions: many high-performance companies consider
service a vehicle for reducing costs for customers. While many organizations have
streamlined operations or practiced some from of just-in-time production to reduce costs,
relatively few companies look at one of their biggest cost-saving tools: their service
providers. For years, the Japanese have been training bright, knowledgeable service they
receive from customer everyday.

2.2 After-sales service

The last few decades have seen a growing trend toward aggressive global competition,
increased marketplace demands, and accelerated technological changes. These
developments are forcing organizations to take closer look at their marketing channel
strategy including addressing the issue of how to distribute their products and offer
associated after-sales service support. Many value-conscious consumers are demanding
that a company’s products offer more value than its competitor’s products not only in its
design and manufacturing, but also in product delivery and support. Increasingly,
distribution and service support options available for a product are key determinations in
consumers’ product purchase decision (Loomba, 1998).
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Products sale and distribution issues typically involve specific mechanisms for pricing a
product and distributing it to the end consumer. On the other hand, after-sales service
support issues entail all activities undertaken by service support providers (manufacturers,
retailers, and/or independent services) to ensure that a product is available for trouble-free
use to consumers over its useful life span. Management experts and marketing channel
analysts alike agree that distribution and after-sale service support functions do
increasingly warrant significant attention because they make up for an integral part of the
product package (Loomba, 1998).

Today competitive market caused that many company re-evaluate their strategy to be more
differentiate from others. After- sales service is one of the elements, which help all firms in
this matter. Many new breeds of high-tech companies are now discovering that they need to
differentiate themselves from rivals in appealing to customers and that technology alone
will not do it anymore. After-sales service support is being recognized as one of the
competitive differentiators for most firms, which now produce in the same low-cost regions
of the world (Lele and Sheth, 1987).

Herve Mathe (1999) also emphasizes on after-sales service as a strong marketing tools,
which help firms to be competitive in the market. He mentions; Service is proving to be a
source of competitive advantage that enables firms to remain leaders in a highly
competitive market or to create differentiation, which will enable a challenger to attack and
overtake the leader. Therefore for using this advantages in a best way specially in a
depressed or highly competitive market, the outcome of an inadequate balance between
service function integration and separation brings about conflicting objectives between the
different parties involved in the ‘service chain’: Marketing, Sales, R&D, Production,
Supply, After sales, etc. This may lead to internal conflicts which progressively intensify,
thus reducing the effectiveness, and profitability, of direct and indirect after sales support
activities.

Pual (1993) believes an essential part of marketing strength is service support. When
customers buy a product, they expect certain levels of post purchase support to go along
with it. Defining those expectation is critical to marketing success and will be even more
important when markets mature.

However, industry experts caution that too many companies mismanage the total cost of
providing superior after-sales service support and so undo part of the competitive edge won
via technology and pricing (Landau, 1995).

10
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According to Goffin (1999 & 2001) Customer support, which is also referred to as product
support, after-sales service, technical support, or simply service, is important for because it:

e Can be a major source of revenue, although it often receives too little management
attention.

e Is essential for achieving customer satisfaction and good long-term relationship — as
identified by a number of researches.

e Can provide a competitive advantage. This is true in most high-tech industries but
also in some low-tech sectors. As product differentiation becomes harder in many
markets, companies are increasingly looking to customer support as a potential
source of competitive advantage. A number of examples of how companies have
own market share through good support can be found in the trade press.

e Play arole in increasing the success rate of new products.

Needs to be fully evaluated during new product development, as good product
design can make customer support more efficient and cost- effective.

Increased competition within many industries has led to increased attention on customer
service. Various studies indicate that upset customers may have big effect on sales of
company. Therefore, all firms try to put all their attention to keep their customers satisfied
and fulfill their needs and wants as much as possible. One of the strong tools which help all
companies in this matter is providing best after-sales service.

In this regard Tore (2003) stats; companies developing products and services need to
understand what consequences and benefits product attributes have on customer needs and
value, and how they affect customer expectation and satisfaction. Customer satisfaction is,
in other words, not only decided by value and performance of hardware purchased, but by
the total value received, and by the quality of the interaction and relationship experience
throughout the service life of the product.

Service traditionally has been considered a post-sale capability, primarily focused on
problem resolution or providing technical assistance. Now, these definitions are too
limited. Customers — whether internal or external — consider service a collective,
organizational responsibility rather than a functional or departmental one. As the
relationships customers have with companies continue to widen, anyone who interacts with
a customer is in a position either to jeopardize or to enhance that relationship. To ensure
quality service, every person who interacts with customers in any way must have the
appropriate skills to respond, efficiently and effectively, to customer needs (Jennifer Potter,
1994).

11
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Providing good and reliable product, which is another main target of each company can be
achieved by good after sales service. Avinder (1996) believes; increasingly, after sales
customer service is becoming the order-wining criteria for most firms and is now being
recognized as an important research priority. According to a major study conducted by the
conference Board, the primary rationale of the manufacturers for offering after-sales
service is the need to support their products. In fact after sales service adds the product’s
value and is often treated as integral part of the product.

Proper after sales service helps companies in customer retention too. Many companies have
begun to align entire organization to deliver excellent service, since they know their
investment will pay off in terms of competitive advantage and customer retention. (Jennifer
potter, 1994)

Customer long-term retention will really helps companies to be more competitive in the
market and enable them to implement their entire marketing plan. The recent and ongoing
changes in the business environment — most notably escalating competition, increasing
globalization of markets, and more demanding customers — are making it difficult to
compete effectively on the basis of traditional marketing mix variables alone. This reality is
perhaps the primary impetus for the increasing attention that relationship marketing has
been receiving from both practitioners and researchers. And, given that long-term customer
retention is a key aim of relationship marketing, the focus is now shifting from merely to
customers to serving them effectively. (Parasuraman, 1998)

After sales service is often in response to a customer problem, e.g. product failure
restoration, problem diagnosis, expert assistance to resolve a problem, problem with using
the product, etc. Therefore, after sales service is a recovery process that attempts to resolve
a customer problem, which, if not resolved, causes dissatisfaction and less satisfied
customer. The service function therefore attempts to recover the customer satisfaction to
the level it was before the occurrences of problems (Gronroos, 2000).

Finally, we may see the main important effects of after-sales service in improvement of
each firm by Paul (1993) classification, which expressed the four main important aspects of
after sales service as follows:

e First, service is perceived as high-profit, high-growth opportunity. With profit
margins for equipment sales under pressure from foreign and domestic
competition, many U.S. firms target after-sales service as a key area for
investment, a sharp contrast to its historical image as a backwater meriting
little attention from top management.

e Second, managers are also beginning to realize that customers will buy more

often and more quantities from a company they feel will support them and
give maximum post sale satisfaction. After sale service, therefore, is an

12
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important aspect of a company’s marketing mix to build loyalty and repeat
business. The after market is a crucial ingredient for success in international
marketing.

e Third, Companies are also realizing that technological and feature advantages
are short lived. The rapid diffusion of technological change makes it
increasingly difficult to maintain a competitive advantage based on product
features or design. As a result, both customers and manufacturers focus on
service as the key differentiator. Moreover, firms’ abilities to provide service
support have increased significantly.

e Fourth, Customer expectations are increasing and buyers today are demanding
ever-higher levels of service support. Customer expectations will create
opportunities for innovative products that meet changing service support
needs and will increase competitive pressures to continually improve product
reliability and serviceability. They will make conventional service contracts
and endangered species, force manufacturers to unbundled the prices of
products and support services, and create a major profit squeeze in key
segments of such information age industries as telecommunications,
computers, and office automation.

In spite of all above advantages, which push distributors provide after-sales service there
some other reasons that justify not relying on suppliers services only and having local after-
sales service. According the Goffin (1999) an important aspect of customer support is the
distribution channels used and whether companies have their own customer support
organization, or use third parties. If customers are to be provided with good product
support, companies need to select and effectively manage their distribution channels.
Manufacturing companies may have their own — direct — organization for customer support,
or they may use alternative. The review of the trade and popular management press
confirmed the importance of good distribution channels.

In coordinating distribution channels through contractual arrangements; manufacturers
must deal with retailers who compete not only in price, but also in important non-price
factors such as in-store services, after sales support or faster check-out. Coordinating the
price and non-price competition among retailers can be a difficult task as illustrated by the
following example (Lyer, 1998).

13
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Arvinder (1996) mentioned that there different ways of after-sales service support for most
of firms and manufacturers which has to be selected:

Offering it directly at the factory,

Through their own network of service centers,

Through channel intermediaries,

Through authorized independent third-party service centers
By some combination of these organization.

For long time, the manufacturers preferred to use either the first or second above methods.
Distributors only had responsibility for selling the products in local market and after sales
service were handling through manufacturers. But this method is no longer useful. It was
likewise noted foreign customers have not received effective service from their suppliers
the tendency has been to leave these responsibilities to the importer in the host country
(Pual, 1993).

Besides local competitors have a natural advantage in their ability to provide such services
in their own domestic markets, they can use high quality after sales services to augment
their product, and increase value and quality perceptions of their products. This natural
locational advantage allows local competitors to parlay quality after sales service into
competitive advantage relative to foreign competitors (Cohen and Lee, 1990).

There is another classification, which introduced by Goffin (1999). In this classification he
states there are five main choices for customer support distribution channels and companies
need to determine the best combination to meet their needs and customers’ requirements as:

Direct support from the factory.

A direct after-sales network.

Channel intermediaries.

Authorized, independent third parties.

Some combination of the above possibilities.

arONOE

For selecting one of above methods, either direct from factory, local support service or
third party, companies have to consider other environmental factors. More complex
products usually require more support and therefore manufacturers will normally want to
exert maximum control over customer support by having their own direct customer support
organization. They also identify the limitations of particular distribution channels, for
example the high costs of a direct customer support channel and the lower degree of control
resulting from indirect channels, such as dealers. (Armistead and Clark’s, 1992)

14
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Finally Arvinder (1996) mentioned that the demand for service support in a distribution
environment has steadily increased in recent times and can be another reason for
distributors to have their own local after-sales service support. This trend can be accounted
for by several factors:

Products are now more complex and, therefore, more service-sensitive;
Greater customer awareness of rights regarding warranty servicing;
Inflationary pressures creating greater sensitivity to repair costs;

Decline in product consistency as well as instances of poor design;
Inexperienced and unqualified personnel maintaining and servicing products;
Increased, incidents of product misuse by the customer.

2.3 Key elements of After-sales service

Providing the proper after sales service is very important for firms and customers.
Traditionally, support merely constituted maintenance, service and repair. However, as the
scope of product support has broadened over the past decade, it has also included such
aspects as installation, commissioning, training, maintenance and repair services,
documentation, spare parts supply and logistics, product upgrading and medications,
software, and warranty schemes, telephone support, etc. (Tore and Uday, 2003)

An after-sales support strategy associated with a product may include elements such as
warranty provision, extended service contract provision, availability of repair service, loan
availability, toll-free phone support, etc. (Arvinder, 1996)

Study on each of these elements and choosing the best one(s) is a crucial activity for all
firms. According to Gulden (1997), after sale service consists of a number of dimensions or
elements. It is conceptualized as consisting of the following:

e The installation and start-up of the purchase product
e The provision of spare parts for products

e The provision of repair services

e Technical advise regarding the product

e The provision and support of warranties
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But Goffin (1999) explanation may be more complete, that states seven elements of after-
sales support which must be provided to customers over the working lifetime of products as
follows:

Installation: For many products, the first element of product support following the
sale is installation. This is usually performed for complex products (e.g. computer
systems), or where safety issues are involved (e.g. medical devices) by personnel
from the manufacturing company, or their representatives. Increasingly, where
product design allows it, customers themselves will install their purchases and
manufacturers face the challenge of making this easy for, often, non-technically
minded customers. A good example of the importance of easy installation is that IBM
recognized in 1990 that their personal computer customers wanted to be able to
unpack their purchases and have them running quickly. This led to products with pre-
installed software and which consequently could be unpacked, assembled, switched
on and in use within five minutes (Haug, 1990). Ease-of-installation can also be an
important consideration in sectors such as networking products, or computer systems.

User training. The complexity of some types of equipment necessitates that
manufacturers provide good training for users. For example, hospital staff need to
well-trained in the use of critical care devices and the successful implementation of
process innovations, such as new manufacturing equipment, depends on extensive
training being given over a long period. Many computer-based products include
functions which help users learn to use them more efficiently; these can range from
single Help functions, to full training packages as offered by manufacturers such as
IBM. However, training costs can still be very high business users have to invest
significant amounts of money in training their employees in efficient use of personal
computers. For simpler products, training is not necessary and details of product
operation are usually given in user documentation.

Documentation. Most products have some form of documentation and industries
such as medical electronics it playas key role. Typical forms of documentation cover
equipment operation, installation, maintenance, and repair. Good documentation can
lead to lower support costs and increased products is poorly written and hard to
understand. New technology is being applied to documentation and, for example, CD-
ROMs are making car servicing more efficient.

Maintenance and repair. Historically, maintenance and repair has been an important
element of product support, which has required companies to invest significant
resources. For example, an estimated 500,000 car mechanics are employed in the
USA. If equipment fails, fast and efficient repair is essential in many markets because
“ down-time costs run typically at anywhere from 100 to 10,000 times the price of
spare parts or service”. In markets where product failure has strong implications — for
example, computer systems for financial institutions- companies need to offer either
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equipment, which is very reliable (or even never fails), or a rapid response to expedite
repairs. One way to achieve a fast response is to provide customers with loaner
equipment in the event of breakdowns, where this is feasible. Another strategy for
maintenance and repair is to design disposable products; the approach used by some
companies for watches, torches and other products. Where repair costs do not exceed
a significant percentage of product replacement costs, having repairable products is
the best strategy for companies. For repairable products, it makes sense for companies
to develop good diagnostics- efficient means to test for problems and identify the
causes. However, where products are becoming cheaper and more reliable, as is the
case with Pcs, service is becoming less viable. In order to repair faulty equipment,
companies need to have efficient logistics for the management and movement of
spares, the parts used in repairs. Some companies have focused strongly on this area,
to gain an advantage over their competitors.

Maintenance also referred to as preventive maintenance is undertaken to clean,
refurbish or replace parts of equipment which otherwise would be liable to fail.
Mechanical parts, for example, normally require regular maintenance as in the case of
cars. In the computer sector, where fewer mechanical parts are involved, remote
support technology enables computers to be * updated...diagnosed and repaired” by
linking them to manufacturers support centers via telephone lines. The US earth-
moving equipment manufacturer Caterpillar, which focuses on product serviceability
— products that are easy to maintain and repair- is using similar approaches. This has
led them to develop products, which can be remotely monitored so that maintenance
can be performed before fault occurs.

Online support. Telephone advice on products is a major element of customer
support in many industries. Product experts give online consulting to customers to
help them use products more efficiently or, sometimes to trace the cause of fault
(troubleshooting). Whenever problems can be solved over the telephone, costs are
much lower than an engineer having to visit the customer site. Online support is
particularly strongly utilized for software products (software support). For example,
companies such as Microsoft have invested significant resources in telephone centers
and support costs are typically 6 percent of revenues in the software industry. Many
software products can now be remotely configured, so that they more exactly match
customer requirements — for example, Microsoft’s Windows 95 product has this
capability.

Warranty. Manufacturers of most products offer warranty and, in some markets such
as automobiles, manufacturers may try to gain a competitive advantage by offering
longer warranty periods. Warranty reduces the financial risk of owning products and
therefore it is an important element of customer support. Over the lifetime of product,
support costs may be greater than the initial purchase price. In the computer sector
these costs are referred to as cost-of-ownership and “the costs of buying and
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operating computer hardware for the office is rather like an iceberg — most of them
are hidden”. Consequently, as products have become more complex and support costs
have increased, customers have started to demand more economical and effective
support. To reduce the risk of expensive repairs, many manufacturers offer customers
the possibility to purchase extended warranty. However, in the domestic appliance
sector, manufacturers have been accused of charging excessively for this cover.

e Upgrades. Offering customers the chance to enhance the performance of existing
products can be an important aspect of support. For example, computer manufacturers
offer upgrades because they increase the working lifetime of products and can be a
significant source of revenue. Original equipment manufacturers have a competitive
advantage in this business because they normally have records of where equipment
has been sold which could benefit from upgrading.

After selecting the after-sales service method it is important that company choose the right
strategy for after-sales service too. Both of these elements are essential for any company to
have the most effective and efficient after-service center. For implementing a top quality
after sales service plan it is necessary to select the proper strategy too. The decision of how
to distribute products and to after-sales service support such as warranty, service contract,
repairs, etc. is linked to the overall strategy of the organization regarding its products and
the markets it plans to serve (Arvinder ,1996)

According to Arvinder (1996), after study in various texts on marketing/ logistic/
distribution channels, the elements, that manager examine as they formulate their physical
distribution and after-sales service support strategies can be grouped into various
dimensional attributes. These include:

e Product-related attributes such as its life cycle, complexity, value, physical
dimensions, and consumer perceptions;

e Firm-related attributes such as managerial objectives, resources, desire for control, and
breadth of product line; and

e Market- or industry- related attributes such as consumer preferences, and consumer v.
organizational customers, geography, market size, competition, and nature and
availability of channel intermediaries.

There is another classification for service strategies, which is introduced by Milind (1997).
He classified service strategy in three basic groups:
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Product or design related: these focus on increasing product reliability, building in
redundancy, and adopting a modular product design.

Service support system: these concentrate on changing the way manufacturers
provide service. These approaches can address either improvements in system design
or reductions in equipment repair.

Reduce customer risk: it reduces risk chiefly through warranties and service contracts

Goffin (1999) also has a research that determines which factors influence companies’
customer support strategy (after-sales strategy). From his analysis, it appears that there are
at least four important components to customer support strategies:

Identifying customers’ support requirements. Understanding the customer’s need for
support is an intuitively obvious aspect of deriving a support strategy. However, it
could well be that many companies neglect this. Most of the case study companies
said they actively conduct market research into opportunities. One respondent
summarized this as: “the whole accent on support as far as we are concerned is
getting to know your customer and helping them get the best out of our product. To
ensure this we (the manufacturer) can offer to examine the customer’s operation and
provide advice on how he can get the best from the product. This can be technical,
operational or commercial advice”.

Design for supportability. Since product design strongly influences how easy it is to
support products, it is essential to consider customer support at the design stage.
Some of the sample companies concentrate significant resources on this and have
been successful at improving the supportability of their products.

Choosing/managing distribution channels. The distribution channels used for
support can have a strong influence on the quality of support received (and perceived)
by the customer. Therefore, the choice of the channel is an important one and
sometimes the high costs of a direct channel are more than offset by the revenues it
generates and the competitive advantage it creates. Once a channel or channels have
been chosen, companies face the challenge of ensuring that all customers receive
good support. This requires good logistics; for example in the management of spare
parts and ensuring that customers support engineers are quickly available to conduct
maintenance and repair. Companies also need to invest in systems for monitoring the
performance of their customer support organizations.
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e Promoting support for competitive advantage. Inspection of company and product
brochures from the sample companies showed that they all promote the quality of
their support to their customers to some degree. However, customer support needs to
be skillfully marketed and one respondent company stated they needed to improve in
this area.

So all firms who are offering service must consider one or some of above factors and select
the best and appropriate service strategy for their firm. Choosing the right strategy may
give a good opportunity to company to supply best service and get maximum satisfaction
from customer and finally be successful in the market.

2.4 Conceptual Framework

In the previous chapter, literature relevant to the research area was presented. From the
collected literature we have chosen the theories most pertinent to serve the research area
and to answer the research question; theories which will be presented in this chapter. The
theories selected will form a conceptual framework, which will be the foundation for the
data collection used a basis for analyzing the collected data. This chapter ends with a
graphical illustration of the emerged frame of references.

RQ1: Why Computer hardware distributors need to provide local after sales
service support?

There are several models and theories accessible when it comes to evaluating the after-sales
service advantages. We have mentioned some of them in last chapter and in we select some
of them for analyzing.

According to Goffin (1999 and 2001) theory; competitive advantages, Creating customer
satisfaction and long-term relationship, and having effective role in developing the new
products are some of advantages of after-sales service, which persuade firms for providing
such a service. Paul (1993) theory added some other benefits to above advantages like:
making profit, speed up growth of company, build up customer loyalty, and making
differentiation in terms of product and service. Customer retention is also one the more
useful advantage of after-sales service, which introduced by Parsuraman (1998) theory.
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We decided to use all of above three theories in this research. The combination of these
three theories will provide us with a general view of all factors, which determine existence
of after-sales service for computer distribution companies, and will give us the opportunity
to recognize after-sales service advantages for these types of firms. So considering all
above theories and deleting all the overlap items we are able to define the RQ1 variables as
shown in Table 2.1.

Table 2.1 — Variables extracted from theory related to research question 1

RQ 1 - Why computer hardware distributor need to provide local after sale service?

Competitive advantages
Differentiation (product and service)
Customer Satisfaction

Customer Retention

Customer Relationship

Customer Loyalty

New product development

Profit

Growth

RQ2: How Computer hardware distributors can provide proper and effective
after-sales service?

As we stated in literature there are two main subjects which must be considered for having
an effective after-sales service center for any companies; The strategy of after-sales service
which must be selected by company and Types of after-sales service which are offered by
companies. Both of these subjects are related together and have direct influence on each
other.

A lot of research has been conducted within the area of after-sales service methods that
emphasizes on some differences elements. According the Goffin (1999) theory, there are
seven methods for after-sales service:

Installation

Training
Documentation
Maintenance & repair
Online support
Warranty

Upgrades

NogakrownE
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Another theory has introduced by Timothy (1999), which includes six activities
compromised after-sales service:

Installation

Training

Routine maintenance

Emergency repair

Part supply

Soft ware service.

ok wdE

These two theories and their elements will provide us with a good foundation for analyzing
how after-sales service methods should be selected for any computer distribution
companies. A summery of the dimensions and their factors can be viewed in Table 2.2.

Table 2.2 — Variables related to after-sales service methods.

e Installation e Online support

e Training e Warranty

e Documentation e Upgrade

e Maintenance & e Parts supply
repair e Software service

Mean time, as stated before after-sales service strategy should also be studied along the
methods. There are number of theories that explain types of after-sales service strategy.
Goffin (2001) theory mentioned four components, which must be considered when we
select the strategy:

Identifying customers’ support requirements.
Design for supportability
Choosing/managing distribution channels
Support as competitive advantage

el NS

Arvinder (1996), will also grouped various dimensional attributes which formulate the
after-sales service strategy for a company as:

1. Product related attributes

2. Firm-related attributes
3. Market- or industry-related attributes
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There is another theory, which introduced by Minlind (1997) with same idea as Arvinder
but he only adds reduction customer risk attribute. For having better result we preferred to
use all above theories and combine all factors for selecting the variables. By this
combination we will be able to define the variables as four attributes, which has shown in
Table 2.3.

Table 2.3 — After-sales service strategy variables

Product related attribute.
Firm related attribute.
Market related attribute.
Customer risk reduction
attribute.

To summarize this chapter, an illustration of the theoretical frame of reference can be found
on the following page (Figure 2.2)
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RQ 1- After-sales service Advantages

- Competitive advantages Goffin
- Customer satisfaction <:: (1999 &
- Long-term customer relationship 2001)

- New product success and developmer

- High Profit

- High Growth

- Differentiation

- Customer Loyalty

- Customer retention

Paul
(1993)
Parsurman

(1998)

i

After- sales service necessity
and effectiveness

RQ 2- Proper and effective after-sales service

After-sales service Methods:

- Installation

- Training

- Documentation

- Maintenance & Repair
- Online support

- Warranty

- Upgrades

- Parts Supply
- Software service

Goffin
(1999 &
2001)

Timothy
(1999)

After-sales service Strategy:

- Supportability design
- Distribution channel
- Being competitive

- Product oriented
- Firm oriented
- Market/industry oriented

- Customer Risk
Reduction

- Customer support requirement

-

Goffin
(1999)

Arvinder
(1996)

Millind
(1997)

Figure 2.2 — Illustration of the emerged frame of reference.

24




Methodology

3 Methodology

In this part the methodology used for conducting this research will be presented. First the
research purpose will be discussed, followed by what kind of research approach is used.
After this the research strategy and data collection method is being discussed, as well as
sample selection and analysis of data. Finally, the quality standards will be discussed.

3.1 Purpose of the Research

Research can be divided into different categories of studies ( Saunders, 2000). The different
types of studies mentioned by the authors may be categorized into following three groups:

Exploratory research

This type of study aims to explore what really is happening and seek new insights
Further the authors say that the exploratory research is especially useful if you
expect to clarify the understanding of problem (Saunders et al, 2000). The purpose
of an exploratory research is to gather as much information as possible about a
specific problem. This type of studies is often used when a problem is not known or
the already available knowledge is not complete (Patel & Teblius, 1987).

Descriptive research

According to Aker and Day (1990); descriptive research aims to provide an
accurate picture of the market environment. It can concern past or existing
relationships and is recommended when searching data, often secondary, in order to
describe aspects of a clearly structured problems. Descriptive research is used to
determine the answers to: who, what, when, where and how questions (Zikmund,
1994). Normally the descriptive research is used when a problem is well structured
and there is no intention to examine the casual relationship. In this method,
researcher wants to know which aspects of a problem are relevant and wants to
describe these aspects more thoroughly. (Ibid)

Explanatory research
Research with an explanatory approach establish casual relationships between

variables according to Saunders et al (2000).Yin (1994) also mentions that for
explanatory research we should focus on cause-effect, relationships, explaining ad
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show which cause produces which effect. In this method, researchers make
assumption on what kind of correlation exists between variables.

Our thesis is partially exploratory since we are trying to explore our purpose to gain a
deeper understanding of why computer hardware distributors should provide after-sales
service. This study is also descriptive as we will describe what proper types of strategy and
methods of after-sales service must computer hardware distributors should chose to have
best performance.

3.2 Research Approach

According Denscombe (2000) claims that the definition of qualitative versus quantitative
research explains the researchers approach to the study. Yin (1994) also mentioned; when
conducting research there are two different methods that can be used; Qualitative and
Quantitative. These methods refer to the way the researchers’ treats and analyses the
collected data. Davidson & Patel (2003) also stats by using one of these approaches the
researcher will know how to treat and analyze the gathered information.

e Qualitative research

Holme & Solvang (1997) state, that qualitative research approach is less formal and
based on unsystematic and unstructured observations. This can be for example in-
depth interviews or an interview guide with open answers. According to Davidson
&Patel (2003), qualitative verbal analysis is often used in order to gain better
understanding. The purpose of this approach is to understand and analyze the
situation as a whole. Holme & Solvang (1997) state moreover that the qualitative
research must be kept flexible and the possibilities to change the planning open
during the whole research process.

e Quantitative research

According to Davidson & Patel (2003), the quantitative research is based on
numerical data, which then are analyzed and presented in figures with statistics. For
the reason that the quantitative research often is more structured than qualitative
one, the planning of quantitative research is more standardized. A positive aspect of
the quantitative approach is that it is rather easy to generalize from the gathered
information. However, according to Holme & Solvang (1997) it must be kept in
mid that the gathered information should always be relevant for the problem
definition.
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The qualitative approach has been used | this thesis, since deeper and broader
understanding is aimed to be reached within the research area. From our point of view it is
necessary to let the interview respondent freely describe the entire research area from his
point of view. The reader should however keep in mind that the empirical data in this thesis
is highly based on the company’s and the respondent’s attitudes and perceptions, and
therefore the empirical data will be easier to demonstrate in words instead of statistics.

3.3 Research Strategy

According to Yin (2003), there are five research strategies to choose among when
conducting social science. These are experiment, survey, analysis of archival information,
histories and case studies. Each strategy has advantages and disadvantages and can be used
for the same research purpose. The difference between the strategies is the different way of
collecting and analyzing the empirical evidence.

According to Yin (2003) the differences between the strategies depend on three conditions:

e The type of research question.
e The level of control an investigator has over actual behavioral events.
e The focus on contemporary as opposed to historical phenomena.

Relevant situations for the research strategies are illustrated in Figure 3.1.

Strategy Form of research questions | Requires control Focuses on
over behavioral contemporary
events? events
Experiment How, why Yes Yes
Survey Who, what, where, how No Yes

many, how much

Archival Who, what, where, No Yes/ No

analysis How many, how much

History How, why No No
Case study How, why No Yes

Figure 3.1: Relevant situations for different research strategies (Yin, 2003).
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According to Davidson & Patel (2003), an experiment is a term, which implies that only
few variables are studied. Other things that might affect variables must also be determined.
Surveys are conducted with help of a questionnaire or an interview and the goal of the
survey is to reach a large demarcated group. Survey researches give the possibility to
gather information about a greater number of variables, as well as a lot of information
about a limited number of variables. Archival analysis is based on secondary data that was
developed for another purpose than helping the problem at hand. However, it does not
necessarily mean that focus id given to past events. A historical strategy is not focused on
contemporary events according to Yin (2003). Case studies aim to gain an extensive
knowledge about a single case or a small number of cases (Saunders et al, 2003).
According to Denscombo (2000) the main advantage with this approach is that the
researcher gains a rich understanding of the context of the research. Yin (2003) states that
case study can be single or multiple. The single-case study investigates on an entity, a
company, a decision or a region, in depth. In a multiple-case study, two or more entities are
studied which gives the opportunity for comparisons. On the other hand, each entity will be
less in-depth investigated.

In our study, the research questions are based on “ how-questions”, which we will have no
control over the actual behavioral events and our focus on the study will be on a modern
event. We can either conduct a survey or a case study (or studies). As stated earlier in our
thesis we will have a qualitative approach, so a survey is not suitable, as surveys are
quantitative in nature. For this reason, our selection of research study is to work with case
studies. Besides, the qualitative approach calls for a more fully understanding of our
purpose, which can be best achieved by implementing this strategy. According to
Denscombe (2000) the characteristic for a case study is that it comprises a large amount of
details, which a surrey usually not is capable of.

3.4 Data collection method

According to Erikson & Wiedersheim-Paul (2001), to be able to understand the research
area more in detail, empirical data must be collected. There are two different types of
empirical data that can be collected: Primary and secondary. The primary data is collected
for specific problems, while the secondary data is collected for a more general purpose.

When collecting empirical data, the researcher has to choose between using question
methods; like questioners, personal interview, using observation or documents according to
Davidson & Patel (2003). The questions are often less structured in a questionnaire and the
respondent answers to them without any explanation and without any influence from the
researcher’s part. However, by using telephone or personal interviews the researcher can
pose more complex questions and explain possible misunderstandings. The duration of an
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Interview is often limited when doing telephone interviews; therefore personal interviews
are from this point of view more preferable. Concerning observations the researcher can
only observe ongoing processes, situations and behaviors. The positive aspect of
observations is that they do not depend on the respondent’s willingness to reveal more
personal information. Documentations are primarily used to collect secondary data. For
example statistic, registrations, official publications, letters, diaries, newspaper, journal,
branch literature and brochures can be used for collecting secondary empirical data.

Yin (1994) brings up six different sources of evidence that can be used when collecting
data for case studies. On the next page, the strengths and weaknesses of these sources of
evidence can be found in table 4.2.

Archival records are mostly used for quantitative studies and since this study is qualitative
it will not be used a source of evidence. Direct observations and participant observations
are also eliminated as a source of evidence because of the time limitation and financial
resources. Furthermore, there is no need to look at the cultural features or technical
operations and we therefore chose not to use physical artifacts as source of evidence. This
leaves us to the two last sources of evidence that have not been brought up yet, which are
interviews and documentation.

Yin (1994) states that documentary information is likely to be relevant in every case study.
Documents can take many forms, such as administrative documents involving for example
progress reports and other internal documents. In this study, we mainly used websites,
written material about company’s after-sales service for documentation so we will have
clearer understanding of this type of activities.

According to Yin (1994), Interviews are the most important source of case studies. He
clarifies that aspects with the interview are that it is “ targeted” because it concentrates
directly on the case study topic. According to Encumber (2000) interviews may be
conducted if the researcher needs deep and detailed data from a few respondents
(Encumber, 2000), Further on, interviews are a flexible way of collecting data and it
focuses directly on the case study topic (Yin, 2003).

An interview is conversation, which gives the possibility to actively participate in the
interview. Interview may have three forms (ibid):

e Open-end interviews
e Focused interviews
e Structured interviews

Yin (1994) describes that in an open-ended interview the key respondents asked for facts as
well as for their options. The structured interview is best suited for survey and this type of
interview follows a structured questionnaire. The focused interview is also performed in a
conversational manner but follows a set of questions derived from the case study protocol.
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This type of interview takes only short time compared to the first one. In this study we
conducted the open-ended interview since we have some open questions, which need to
have the respondent’s idea about them. But the interviews also had nature of focused one
because there are some certain questions, which should be answered by respondent. We
believe that the questions in this research would be answered properly by interview, as this

method is suitable when in-depth information is desired.

Source of
Evidence

Strengths

Weaknesses

Documentation

Stable: can be viewed repeatedly
Unobtrusive: not created as result of
the case

Exact: contains exact names,
references, and details of an event.
Broad coverage: long span of time,
many events, and many settings.

Retrievability: can be low
Biased selectivity: if collection is
incomplete.

Reporting bias: reflects
(unknown) bias of author.
Access: may be deliberately
blocked.

Archival records

The same as documentation.
Precise and quantitative.

The same as documentation.
Accessibility due to privacy
reasons.

Interviews Targeted: focuses directly on case Bias due to poorly constructed
study topic. questionnaires.
Insightful: provides perceived casual Response bias.
inferences. Inaccuracies due to poor recall.
Reflexivity: interviewee gives
what interviewer want to hear.
Direct Readily: covers events in real time. Time consuming.

Observations

Contextual: covers context of event.

Selectively: unless broad
coverage.

Reflexivity: event may proceed
differently because it is being
observed.

Cost: hours needed by human
observers.

Participant
Observation

Same as direct observation.
Insightful into interpersonal behavior
and motives.

Same as direct observation.
Bias due to investigator’s
manipulation of events.

Physical artifacts

Insightful into cultural features.
Insightful into technical operations.

Selectivity: unless broad
coverage.
Availability.

Figure 3.2 — Six sources of evidence: strength and weaknesses. (Yin, 1994. P.80)
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3.5 Sample Selection

Selection the sample is next step after collecting the data. There are several ways of
choosing the samples for a case study (Yin, 2003). Judgmental sampling is when the
researcher selects cases that are best suited to answer the research questions. It is often used
when studying small samples such as in a case study when the researcher wants to select
cases that are particularly informative (Saunders, Lewis and Thrnhill, 2000). According to
Hlme and Solvang (1997), selection of respondents is also crucial. If the wrong respondents
are interviewed, the research may turn out to be invalid or insignificant (Ibid). In order to
fulfill our purpose, it was very important that we reached the persons who possessed
accurate knowledge when dealing with the corporate identity and how it is communicated.

In this study we tried to use judgmental sampling for selecting appropriate sample. For this
reason some requirements had to be fulfilled by the chosen sample in order to be suitable
for this study: the company should be active as computer hardware distributor in the
market. It must have the after-sales service system and have long time experience in this
field. By considering this condition we selected the Sarir International Co, which is one of
top three computer hardware distributors and provider of one of best after-sales service in
Iran .We arranged interviews with Sarir service center manger, sales manager and
managing director of company, which we believe they are the most suitable persons to
answer our questions.

3.6 Data Analysis

Data analysis implies examining, categorizing, tabulating, or otherwise recombining the
collected data (Yin, 2003). Every investigation should involve a general analytical strategy
in order to come in terms with what to analyze and why. Further, the main goal is to treat
the evidence fairly, to produce compelling analytic conclusions and to rule out alternative
interpretations. (Ibid)

Yin (1994) states that researcher must choose between two following general analytic
strategies:

e Relying on theoretical prepositions which in this method researcher drives the
research questions from the studies conducted earlier and after that the previous
studies are compared. This implies that the focus can be on relevant data and ignore
irrelevant data.
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e Developing a case description, which is seen as an alternative when there is little
previous research conducted in the area of research.

The first strategy will be used for this thesis as there are previous studies conducted on the
subject and the focus can therefore be on the relevant data.

Miles and Huberman (1994) state that when writing about qualitative data the focus is on
data in the form of words and that the analyses consist of three simultaneously different
activities, namely:

1. Data reduction: The process of when data is focused, selected, abstracted,
simplified and transformed. The purpose is to organize the data in a way that allows
conclusions to be drawn and verified.

2. Data display: Taking the reduced data and displaying it in an organized and
compressed way enabling conclusions to be drawn.

3. Conclusion drawing and verification: This is the final stage that researcher decides
what things mean by nothing regularities, patterns, explanation, possible
configurations, casual flows, and propositions.

In this study we rely on Miles and Hberman three steps process. In purpose of reducing the
data, a within case analyses was conducted. Then by comparing the empirical findings with
existing theories the conclusion will be drawn for answering all the research questions.

3.7 Validity and Reliability

According to Erikson & weidersheim-Paul (2001), reliability and validity of the
information received within a research are highly important aspects of a scientific study.
Reliability shows the trustworthiness of the measuring instruments. This means that
another researcher with the same approach should be able to come up with the same results.
Validity is the ability of the chosen instrument to measure what it is supposed to measure.
According the Yin (2003), the reliability and validity are often difficult to ensure when
conducting qualitative research. The subjects and variables in a qualitative research are
often abstract and the personal experiences and perceptions are involved, which makes it
difficult to measure the grade of reliability and validity of the research.
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In order to ensure the validity of this research, the interview guide was formulated from the
emerged frame of references in order to answer to the research problem and the research
questions. The interview guide used was read and commented by several other persons in
order to test the comprehension of the questions and in order to improve the formulation of
the questions. The interview was conducted face-to-face in order to get better
understanding of the situation and to be able to explain the possible misunderstandings of
the questions. The interview guide was sending to the respondent by e-mail few days
before the actual interview in order to let the respondent to read through the questions and
prepare somewhat his answers. The aim of the personal interview was to obtain
comprehensive answers from the respondent’s side and to let the respondent describe the
entire research area from their point of view.

Considerable efforts were made in order to find the most suitable and knowledgeable
respondent, who was competent and capable to answer the interview questions within the
company selected. The time aspect was also considered and a telephone interview, as a
shorter type of interview, did not feel like a suitable option for this research. Careful notes
were made during the whole interview and in order to ensure the validity and both
researchers made their own notes, which then later on were conducted, to gather. Multiple
sources of evidence, like the interview and other documentations, were used during the data
collection in order to ensure even further increased validity. The documents were
furthermore used to verify the answers given by the respondent.

In order to ensure the reliability of this research, Persian was made as the interview
language in order to avoid language barriers and to let the respondent freely and thoroughly
answer to all of the questions. Nevertheless, it should be noted that some unintentional
translation interpretations may have occurred when translating the results from Persian in
English, as the English is not the native language of the either the researchers or the
respondent. A tape recorder was also used during the interviews that enable the researchers
to double check that the respondents had relevant answers in regard to the actual questions.
This provide us also with the opportunity to double check our answers and made us sure
that we did not miss any important information.

During the evaluation and handling the data collected the researchers have tried to be as
objective as possible to ensure the reliability of the thesis. However, it should be taken in to
consideration that the same interview guide and then same respondent still might not lead
to the exact same result as in this thesis, for the reason that the subjectivity has always
some influence in an interview and a research. Thus, subjectivity may have in some extent
affected the reliability o this thesis, but it has been beyond the control of the researchers.
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Figure 3.3 - Graphical summary of Research Methodology.
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4- Empirical Data

This chapter provides the empirical data that has been collected through an interview with
Mr. Qumars Akbari, manager director of Sarir international Pte Ltd. First the chapter
begins with Sarir International presentation, which will be followed by the relevant data to
each research questions based on the interview guideline.

4-1 Company Background

Sarir International is a Singapore based company and one of the successful computer
components’ distributors in Iran. Being close to Hong Kong, as heart of south Asia trade
center and access to china, as main source of manufacturing, created special strategic and
geographic situation for Singapore and made it a hub for sourcing and distributing
computer components in the 1990’s. Therefore in 1991, Sarir International Company
skillfully exploited the chance and established its office in Singapore to use this
opportunity and accomplish this demand, for Iran’s market. The premium goal of the
company has been set up to fulfill the Iranian customers’ demand for computer parts.

Sarir International’s accessibility in finding sources in the region (South Asia) gave it a
good chance to take advantage of the daily uprising demand & consumption rate and
brought up exclusive growth opportunity for the Sarir in a short term. Meantime, imports’
barriers and limitation in trading rules and regulations for computer parts in Iran at that
time brought opportunity to this company to make good profit and increase its capital
rapidly. Moreover this situation inspired the company to take over the sole distribution of
some reputed international computer brands for Iran’s market very soon.

With relying on this captured capital and market opportunity, Sarir International got an
excellent reputation for its high-quality goods and outstanding after sales services within
short period of time too.

Creating an intensive distribution networking helped Sarir International. Co. to made an
exclusive profile in sales and marketing in the field of computer components and being
introduced as one of the first three successful companies in Iran for providing and
distributing computer parts.

Meanwhile growth capability of Iran’s market provided a good opportunity for Sarir Int.
Co. to build up a sincere and trustable relation with big manufacturers for OEM business
and made the path of expansion and entering into other markets (including Middle East and
South Asia) as smooth as possible.



Empirical Data

Today, this company, with, more than 290 staffs (including experienced managers and
engineers), five Sales branches in other countries like Dubai, Iran, New Zealand, Indonesia
and Malaysia and 300 Channel partners can allege itself, as one of the successful
computer component distributor not only in Iran but in above mentioned countries.

4-2 Why after sales service?

According to Mr. Akbari, after the Iran’s businesses golden time (during 1990-2000),
market situation and environment has totally changed. Most of imports’ barriers canceled
and because of Internet, collecting information and creating relationship between customers
and suppliers get easier than before. Therefore market competition became more tense and
compact. Due to this tough competition, computer product profit decreased and distributors
tried to promote their goods with minimum of margin and maximum of marketing efforts.

The distributors experienced all modern and updated product’s promoting plans, allocated
big budget for their marketing program and hired expertise for this purpose just keeping
their previous market shares in the market as much as possible. But in spite of all these
efforts, market was still tough and business became more difficult than before. They
needed something new and different.

By force of this need, some companies have shifted part of their marketing budget and
efforts to service. Service was the missing action in that market at that time. By relying to
this point some leader distributors have launched their * after sales service” for all of their
computer products as a new way of differentiations and good way of product promotion
which was more effective than other normal advertisement and marketing plan. Hence, this
successful action attracted other companies to do the same. After some times, having “after
sales service” and supporting customers by all kinds of sales service got compulsory in that
market. Nowadays a company that can supply products with after sales service has a
strong competitive edge over distributors who are not able to provide it. Sarir International
also recognized this necessity and tried to be more competitive by providing such a service
to its customers. After some times the market accepted this after sales service as a
differentiator factors compare with others and company used it as a competitive advantage
in the market. The result was completely acceptable. The company sales have grown
around forty percent after six month. This grow was more for items which were more
complex or had more rate of disorder.

Mr. Akbari believes that after sales service had many advantages for improvement of Sarir

international. He mentioned; providing after sales service has impressive effects on
customers’ attitude. Good after sales service will make a reliable and trustable relation
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between customers and the company. When company offers all sales services which
customers need, they will be completely satisfied. This satisfaction will cause customer to
rely on company’s name and service and a good trust will be created between customer and
company.

This created trust, helped customers in other way too. As Mr. Akbari said, there are so
many brands, available in the market for same products. Most of these products have
introduced with same appearance and features. It is not easy for customer to recognize the
quality of goods from product appearance alone and they have to buy and after usage they
will notice the probable technical problem. Therefore the customers always were worried
about the quality of products they bought. Complexity of computer products and lack of
customer technical information were another factors, which made customers more confused
as it is very common that computer components get a technical problem, sometimes, after
usage. Sarir international has solved all these customers’ problems by offering the after
sales service.

By offering such service, customers made sure that they would be supported for any
product’s disorder by company’s after sales service department and they will rely on
company name and products. This trust tided up customer relation with distributor as
strong as possible and made long-term relationship and customer retention for company,
which actually is grate success for any company. The best example of customer retention
and relationship for Sarir is selling the YAMAHA optical drive. Sarir International started
selling this brand of optical drives in the market around 8-9 years ago. This drives was very
new technology and very expensive at that time and customer were very sensitive about the
quality and after sales service. By offering the best service, Sarir, not only improved its
sales for this product but also proved its company is a reliable supplier of optical drive to
customers. Now after many years, which this brand stopped production, still the old
customers request to buy the new similar product from Sarir.

Mr. Akbari believes that providing an accurate service is equal to getting more focused on
the market and avoiding any rambling in it. In fact an after sales service creates an
environment, which encourages consumers to accept a particular product in their mind.
Any claim or promise given by the company about the product, which is unique or genuine,
must be supported by evidence, which is after sales services’ job and of course such a
promise will need to be kept as reliable as possible to create trust among customers and in
the market.

In spite of all the above-mentioned advantages, Mr Akbari would like to point out the
effects of after sales service on the product itself. It is necessary to ensure that the product
identity is match and according to customers demand and neither too young nor too old,
neither too high nor too down in the market for the customers. In other words, the exact and
most suitable products for end user must be recognized.
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This proper selection is only getting possible when we have full information about
customer needs in one-side and products features and technical specification in other side.
Such information can only be provided through good after sales service system and through
customer feedback.

When there is direct link between end users and after sales service system the company
gets informed about the customer product expectation directly. The customers will give
their idea about product problems and request their need directly. Service center statistics
also shows facts the company about main product’s problem and disorders.

Furthermore, technology in computer industry is changing very fast. Customers and
distributors are facing with new products each day and product life cycle is very short.
Variety of products with different kinds of applications and features make difficulties for
both distributors and customers to select proper, efficient and best choice.

In this case only after sales service information can help company to use customer
necessary information and provide best product. This information, which has gathered
directly from customers, complains about old products, lead the company to have idea
about the demanded and necessary features of products and by using these data, selecting
the right items will be possible and most probably can be launched successfully in the
market.

Sarir has many successful experiences about this matter. The best example was promoting
Plextor brand optical drive. The price for this brand has designed for high-end market with
good quality. So because of its high price it was difficult to sell into the market. But after
some times by customer feed back to Sarir service center, they found some of product
features are extra for this market and can be deleted. By eliminating these extra functions
products prices have adjusted and sarir was able to sell this brand successfully in the
market.

Mr. Akbari in response to our question about effects of after sales service on company’s
profit, mentioned:

In many industries after sales service is one of the profit maker centers of organization.
These companies will make good profit by selling the spare parts and providing after sales
service to the customers. Specially in some industries like car manufacturing, the
companies only focusing on after sales service profit and may sell their product without
margin to get more market share and then make profit from after sales service.

For Sarir international and other computer parts distributors, situation is different.
Computer components have short life cycle and change very fast. Means, customers are not
using their some computer products for a long time because of new models, which are
getting introduced to the market very fast. Besides, the new software pushed customers to
keep their computers update with new devices; otherwise they are not able to use the new
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Programs. For all of these reasons, most probably, customer has to replace his computer
parts before facing any serious problem and needs to be serviced.

Considering this issue, customers always expect to receive full support during this
changing period and they are not willing to pay any extra money for servicing. Meanwhile,
because of the same reasons, there is not that much demand for spare parts business in the
computer components. The product price will drop fast and old components are not
available all the time. So cost of repairing is high and customers usually prefer to buy new
products.

Therefore, there is no possibility direct profit making from after sales service providing for
Sarir international. But good after sales service makes our customers happy and creates
continues sales and customer retention, which totally effects on our sales and finally create
profit for company.

Mr Akbari also pointed out to the effect of after sales service on branding as one of the
important advantages of after sale service. This is very critical subject in computer
component distributors in Iran’s market now days. Most of companies have not trust to
international manufacturers or distributors for promoting their brands. There are many
cases that after sometimes suppliers switched their customers or appointed other agents for
their products and spoiled all local distributors’ marketing efforts and money. For this
reason, local companies are very interested in promoting their own brand (if possible) just
having more control on their product. One of the tools that give them opportunity to create
a successful brand is, providing a reliable and capable after sales service. Reliable services,
gives more support, better understanding of the new brand and simply make success and
will capture the market share.

He, meanwhile, referred to the Sarir experience in distributing its in-house brand, “Suzuki”
as an example. This company has started promoting this brand since three years ago and
got very good market share. Today, this brand is easily competing with most of available
international brands in the Iran market. Mr. Akbari believes, the main reason, which helped
this brand be successful, evoked customers and attracts them to buy, was strong warranty
and good after sales service provided by Sarir International co. Customers always don’t
easily trust to new brand and this is the main barrier for promoting it. But Sarir could give
confidence to customers about quality and reduce their purchase risk by providing the good
warranty and after sales service. Company proved that with such a service customer would
not get nay difficulties if any technical problem happens after purchasing the SUZUKI
product and convince the customers to try this new brand.

At the end he mentioned to the effects of after sales service in product positioning.
Computer product positioning became an art that must persuade and fit in given place in
the customer’s minds. Positioning is not created by the market, but rather by the consumers
themselves. What the market dose, is creating an environment, which encourages consumer
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to accept a particular product in their mind. For successful positioning, number of factors
need to be considered and one of them is after-sales service, which effectively helped Sarir
to position its products properly in the market and improved rapidly.

4-3 Efficient after sales service

As it was mentioned before and according to Mr. Akbari, after sales service is very
important for computer components distributors in Iran and management should have very
precise control on that. He believes after sales service is the biggest cost center in Sarir
Company, which should be supervised properly to provide efficient service and have
maximum output. If company doesn’t get desirable result from this center, company would
lose its product reputation, reduce their sales, jeopardize company’s relation with its
customers, and face with huge expenses, which brings down all company’s profit.

According to Sarir International experience, one of the main factors, which prevented such
a problem and helped the company to have efficient after sales service was selecting the
proper method(s) of after sales service. There are lots of factors, which must be considered
carefully when we wants to select the best after sales service methods, like: market
situation, nature of company, customer’s attitude, and product characters... Actually these
factors enable management to choose right methods that finally help them to serve best and
provide most effective service for customers.

Considering this importance, Sarir International’s management also carried out lots of
researches and by using their vast experience tried to provide the best method(s). They
found that one of the important issues, which should be considered carefully when
selecting the after sales service method is, nature of computer products. Computer products
are getting more variable every day and are improving rapidly. This issue makes the
products life cycle, shorter and increases the expectation of customers to look forward
more advance products in a short period of time. Actually the average computer products
life cycle is considered, one to two years and after this period, every customers expecting
the launch of new model in the market. On the other hand due to the nature and sensitivity
of electronic parts the probability of dysfunctions parts are expected to be a lot.

The best and effective after sales service method that Sarir selected for solving the problem
was providing warranty for this fast improving and sensitive computer components. Expiry
date and the terms and conditions of the warranties are varies and depends on the
complexity or sensitivity of the products itself as well as the market situation. But mostly,
warranties are valid between one to two years for the computer products. There are, of
course, some other parts, which need more years of support or warranty. For example
memory modules are under the product lifetime warranty by Sarir. In fact any models of

40



Empirical Data

these products are under warranty of Sarir as long as they are available on the production
line.

During the warranty period the after sales service department is responsible to receive the
disordering parts and substitute them with accurate parts or repairing them without
charging customers. Meanwhile, Sarir tried to have extra support and repair service for
defected products after their warranty expiry date, which is between one to two years
maximum. It means, after the warranty period, Sarir gives one to two years extra service
support for the most of products and within this period, company is responsible to repair
the product in case of any problem. This extra two years warranty won’t be free and
customer will be going to pay the expenses but Sarir will only charges the cost of service
and not making the profit from this service just to make customer more satisfied and be
more competitive in the market.

Although the warranty is main and most important method of after sale service, which Sarir
International uses but there are some other methods that Sarir thinks are useful and tried to
satisfy their customers more by combining all these methods.

One of these services is providing accurate and eloquent information for customers. By
these information customers can be more updated about products and company services
and finally better customer relationship will be created for Sarir. Therefore, Sarir’s website
was designed to provide supplementary information for clients and end users.

In the website, customers can find such information like installation guide, maintenance
and trouble shooting methods of the products and lots of other information. There are also
some latest software’s available in the website that can be downloaded for free for the
products, and helps end users to update their product and gives them more independency.
Meantime, some useful brochures and catalogue, which guide the customer, would be
added to all products.

Providing hotline is another way of service, which sarir found it useful for their end users
and started providing it from last year. Actually 80-90 percent of Sarir products are
distributed in capital and other big cities. These cities are very crowded and traffic is huge
in there. Traveling among the cities is very costly and time consuming. Considering this
situation, this hotline service help customers to get solution for their disordered products
fast and over the phone. According to Sarir statistic almost %50 of customer problems can
be solved by this methods. This accurate guideline saves customers’ time and money for
civic traveling too.

After selecting the method of after sales service choosing the strategy is another factor,
which should be considered is an efficient and best performance after sales service. Based
on interview guideline, after discussing about after sales service strategy, we will talk about
after sales service strategy with Mr. Akbari. He believes selecting the best strategy for after
sales service is next step, which company should go through, to make a high performance
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after sales service. In fact, strategy will show the direction of system and help to implement
all related plans.

Sarir International team realized the importance of after sales service strategy very soon
and decided to have proper definition of it before running this department. First, they
studied other successful companies profile that were providing the good after sales service
in the market, second they analyzed the market needs and requirements about service. By
combination of these two, supplier tried to define their strategy. The result was very
interesting. They understood, it is competition and market demand forced companies to
provide after sales service. Providing such a service is very costly and none of the
companies interested to have such cost center in their organization, unless if they got
pressure from market. As most of companies started to provide such a service so customers
thought those suppliers who do not provide after sales service are not reliable. Besides it
has been proved that after sales service made a very good marketing effects in the market
and can be used as an effective marketing tool. For this reason we can say that, market
nature and demands, customer needs and expectation forced suppliers to provide service to
make company survive in the market and create maximum customer satisfaction. These are
the main factors, which Sarir International recognized as influencer on service center
strategy, and always consider them for defining its strategy.

As it was mentioned in above, market and customers have a serious influence on
company’s after sales service strategy but product character and nature should be
considered if company wants to have precise and proper after sales service strategy.
Different types of products need different ways of services. One group of products like the
servers is very complicated and need more service and maintenance but other group like
graphic cards or modems are simple in nature and do not need any maintenance at all.
Some products like optical drives have long life cycle so company should prepare itself for
long time servicing and providing all staffs and spare parts for longer time and another
group like memory modules have short life cycle which needs service for less time.
Meantime, the product range should be considered too. More products with different nature
needs more staff, machinery, spare parts, engineers, investment, ... which company must
considers all when they are defining their strategy.

Moreover, this industry is always under pressure of entering the new products with new
technology. Most of service provides must update their system (in terms of soft ware and
hardware) and be ready to give all related services (for these new products) to the
customers. If they cannot satisfy the customers for such a new services, their sales team
would have big trouble to sell the new products and finally they will lose their market
share.

For this reason Sarir International management evaluated all above conditions and tried to
consider them when defining their after sales service strategy. They completely understood
these situation and importance of product character on the after sales service strategy and
management team tried to organize their system in such a way of fulfilling these
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requirements. Sarir has set up an engineer team, which work on new products and
technology.

They provided all new software for customers and informed company to provide necessary
machineries and components which might be needed in future and make company ready for
any probable service. Besides, by evaluating the products failure record and also
complexity and life cycle of product, they recognize how many buffer stock needed for
each product to prevent any shortage when they want to change the disorder items for
customers.

At the end it is mentioned by Mr. Akbari that product and market have strong pressure on
company for defining the after sales service strategy and this pressures make management
disappointed if they want to determine the strategy according to their own ideas. In other
words this is not the management, who define the organization strategy, according to their
interest and idea but it is the market will force them how to determine strategy or guideline.
If management wants to have proper after sales service they have to concern the market
competition environment and customer demands and then adjust their idea based on.
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5 Data Analysis

In this chapter we are going to analyze the collected data based on theories, which
presented in literature chapter. A within-case analysis is made for one study and gathered
data in last chapter is compared to the previous research discussed in the frame of
reference.

5-1 Within-case Analysis

In this chapter a within-case analysis will be conducted. The analysis relies on the
theoretical propositions and analytic strategy is pattern matching and proposed by the
author, according to Yin (1994). It means the empirical data is compared to theories and
previous research presented in frame of references. The emphasis in this within-case
analysis is to explore similarities or differences between the collected data and previous
theories, which, in this chapter it will be analyzed accordingly to the two research
questions.

5-1-1 After sales service advantages

According to the literature there are some advantages for after sales service, which
persuade distributors to provide these types of services in their organization. In this regard,
we used all related factors, which introduced on three theories of Goffin (2000), Paul
(1993), and Parsuman (1998). We eliminated all similar factors and extracted nine different
after sales service advantages among these three theories, which will be compared with the
gathered data here.

Competitive advantages.

Goffin (2001) considered this factor as one of the biggest advantages of after-sales service.
He believes many companies are looking for after sales service as a potential source of
competitive advantage. He emphases on service support as an essential part of marketing
strength. He said the customers expect certain levels of after sales service support when
they buy the products. Fulfillment of these expectations is an important key to marketing
success and will be even more important when markets get matured.

Goffin (2001) also believes after sales service can provide competitive advantages for any
firm and considers it as an important aspect of a company’s marketing mix.
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According to the empirical data, after sales service is very important for Sarir international
as a one of the marketing tools to promote their products. As it was mentioned, because of
tough competition in the market, most of companies (including Sarir International) tried all
types of marketing methods, just, to keep their market share. But the problem was, all the
companies used the similar marketing activities and failed to be different in customers’
mind for effective attraction. For this reason some companies (including Sarir
International) tried to improve their customer service system and use it as another method
of marketing, which was a new method and different with other companies marketing tool.
After some while Sarir International realized that they are getting stronger impact in
customer minds when they provide more and better services. At this time Sarir
management completely recognized that their after sales service is more effective than any
other marketing activities that they had before. In fact after sale service must be considered
as a one of competitive advantages in the market for Sarir Intl. because of their
experiences.

Increase of sales quantity after six months was a good proof for Sarir to understand the
effect of after sales service on marketing and enabled this company to compete with other
companies in the market better than before.

Now we can get that the both theory and data are matched in this regards and there is not
any discrepancies.

Customer Satisfaction

Another factor, which Goffin (2001) mentioned in his theory as an advantage of after-sales
service, is customer satisfaction. He believes that achieving the customer satisfaction is one
of the important issues for all companies and after sales service is a prerequisite for this
achievement. In fact, customer satisfaction is, not only decided by value and performance
of hardware purchased, but by the total value received, and by the quality of the interaction
and relationship experience throughout the service life of the product.

According to interview and data, loyal customers are the most valuable assets of Sarir
International and the company can’t make any sales and profit without them. This company
did any possible effort to satisfy their customers as much as possible. Providing after sales
service was on of these actions, which was so thoughtful. Sarir International did
comparison the customer satisfaction when they didn’t have such a service with the time
they provided it and found that their customers are more satisfied and finally the company
performance is better than before. The good example is the Warranty on product, which
Sarir offered for all of its products. It gave enough confident to customers for reliable
purchasing and more satisfaction.

Therefore customer satisfaction, definitely, were one of the after sales service result for
Sarir International company and we can say data will prove the theory in this regard.
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Long-term customer relationship, customer retention and customer Loyalty

In both theories of Goffin (2001) and Parsumen (1998) stated that good after sales service
creates long-term customer relationship with company and makes customer retention.

Parsuman (1998) says, if any company focuses on customer service effectively, defiantly is
able to make customer retention and this will really helps company to be more compatible
in the market and enable them to implement their entire marketing plan. Goffin (2001), also
believes that after sales service is one of the reason that customer keep their relationship
with company and prevent them to try other competitors similar products.

Paul (1993), is also believes on after sales service as important aspect of a company’s
marketing mix to build loyalty and repeat business and considered it as a crucial ingredient
for success in marketing for any firms.

According to data, good after sales service has impressive effect on customers’ mind. It
really makes a reliable and trustable relationship between customer and company for a long
time, which totally is precious for company’s future. Sarir International’s experience
shows, service has been an important factor in customer retention, and its role is more
critical than ever continue grow. This company found that when they provide good after
sales service to customers, they have more confidence to repeat their purchase. The best
example for this advantage has mentioned by Mr. Akbari about Yamaha brand optical
drives. He mentioned supplying of this product has stopped for more than 4 years but there
are lot of customers which ask Sarir for similar product and it is just because of good after
sales service which offered to customers at that time and they believe that Sarir is the best
company for purchasing of optical drive in Iran.

Meantime, Sarir’s after sales service built up good relationship between customers and
company. It was recognized that customers are happy to buy the similar products with
Sarir’s Warranty even in higher expensive than the similar one in the market, just, because
of the trust feeling to company’s service. This shows that customers built up good
relationship with company and have confident to repeat their purchase or extend their
relationship and in other word customers’ loyalty have been created. Therefore we see that
both theories and empirical data can be matched together for these three factors.

New Product Success and development

According to Paul (1993), customers are more demanding now a day and need higher level
of service support. These expectations create opportunities for new innovative products that
meet changing service support needs and will increase competitive pressures to continually
improve product reliability and serviceability. Actually service needs to be fully evaluated
during new product development, as good product design can make customer support more
efficient and cost effective.
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Based On Sarir International data, after sales service is the system which company will be
in formed about the customer new product expectation. The manager said that vast varieties
of computer products cause difficulties for selecting the proper and right product both for
customer and company. But after-sales service system which have direct and up-date
information about product features and models which are needed by customers, give this
chance to company to select the proper item which most probably can be launched to
market successfully and get customer confirmation.

Sarir International has many successful examples for introducing the new products to the
market, which was evaluated according the after sales service data and feed back. The best
example is introducing one model of DVD writer in the market by Sarir which got very
good market share just because, the service center had recognized the features of the items
that customers need and cut down the cost by eliminating other extra features and make it
very compatible with similar products and presented it in the market successfully.

Besides Sarir international took a lot of advantages from service center for improving its
current products. Usually Sarir after sale service center report the customer’s feedback
about quality, function of product to the purchase department and they will improve the
product according to the customer request. This procedure causes better product, which
satisfy customer needs more and help the sales department to sell the product easier. This
procedure was very useful for selecting the proper products for sarir in-house brand
SUZUKI and helped them to have the best selection of product for this brand.

All the above after sales service experiences in Sarir International shows that, good after
sales service, will defiantly help to develop current products and create successful new
product’s imaging, which actually proves the theories in this matter.

High Profit

According to both Paul (1993) and Goffin (2001), after sales service considered as one of
major sources for making profit for company. Paul (1993) mentioned; service is perceived
as high-profit opportunity. With profit margins for equipment sales under pressure from
foreign and domestic competition, many firms target after-sales service as a key area for
investment, a sharp contrast to its historical image as a backwater meriting little attention
from top management.

Sarir International experience about this advantage is different. Usually the companies may
make good profit from after sales service in maintaining and repairing their products but
this is not applicable for Sarir international products, according to Mr. Akbari interview.
He mentioned to some reasons that prevent this company to have such a profit-making
center.
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e First, computer components have very short life cycle and they must substitute with
new product very fast. The new technology will also take over the old one rapidly.

e Second, soft wares are getting improved and new programs would be introduced in
to the market on daily bases. Most of the times old soft wares are not compatible
with new hard wares so there are external pressure on customers to change the old
hardware or upgrade it to a new one very soon.

e Third reason is the components for computer products are not always available
especially for new products.

Meanwhile prices for old components are also not cheap and because the computer
products prices are rapidly drop so usually cost of components for repairing is not suitable
compare with the new brand product prices. All these reasons create barriers for making
profit by repairing or providing spare parts for all computer products, which Sarir
International has. Furthermore the data shows, distributors used the after sales service as
marketing tools for promoting their products and usually offering free services within the
warranty period time (which is normally the whole life cycle of products). So it is very
difficult to make money from after sales service from customers when the market expects
free service.

Therefore, not only Sarir international’s service center is not making profit from its after
sales service directly but also it creates more expenses for company.

Considering the above situation we recognize that there are differences between the theory
and data for this issues. Theory believes in after sales service as profit making factor and
data reveals it is not a profit-making factor for Sarir International Company.

Differentiation

Another issue that must be analyze, as an advantage of after sales service is differentiation.
Paul (1993) believes that Companies are realizing that technological and feature advantages
are short lived. The rapid diffusion of technological change makes it increasingly difficult
to maintain a competitive advantage based on product features or design. As a result, both
customers and manufacturers focus on service as the key differentiator. Moreover, firms’
abilities, to provide service support have increased significantly. In fact, service is proving
to be a source of competitive advantages that enables firms to remain leaders in a highly
competitive market and create differentiation, which will enable a challenger to attack and
overtake the leaders.

The same idea exists in the Sarir International Co. too. Sarir had normal marketing and
advertisement plans like other competitors for long time, which was creating same image in
customer mind, like other competitors and nothing more. In customers’ point of view the
efforts were not exclusive and suppliers followed the same method. This was the time that
Sarir International decided to provide after sales service to its customers with hope of
attracting them and being more different compare with other competitors.
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The initial result was completely acceptable. The customers had good feedback to after
sales service and considered it as one of differentiation factor in their purchase attitude.
Because of this feedback, Sarir tried to initiate more methods and did lot of effort to
provide different types of services to increase the gap of competition in the market. The
result was absolutely positive.

After some times, market accepted the Sarir’s service warranty as a different and extra
advantage of products and interested to buy its products even with higher price than the
similar brands or products. As a result we can see that there is also a similarity between
theory and data in this category too.

Branding

Branding was another issue that Sarir International initiates it, as another important
advantages of after sales service for itself, although it was not referred among the theories
of this thesis. According to empirical data, Sarir international has successfully launched its
in-house brand “SUZUKI”, in the market from three years ago. Mr. Akbari, Sarir
International managing director believes that the other important issue, which helped Sarir
to promote its new brand in the market successfully and achieved good market share
rapidly was only, because of providing the best after sales service for its brand. In fact by
providing best support, Sarir has created the image of trust in the customers’ mind and gave
the confidence to customers that if they purchase this brand they will never face any
problem in future. The prove for this matter can be some other computer distributor
companies who followed the same strategy after successful experience of Sarir and tried to
use after sales service as a force for promoting their new brands. Actually Suzuki is the first
OEM brand, which has produced locally and easily competed with all other international
computer brands in the market. The company’s management team believes that after sales
service had essential role in this regard.

5-1-2 After sales service strategy

After Advantages of after sales service we are going to analyze the empirical data and
theory about after sales service’s strategy. According to the theory it was determined that
without proper strategy, supplier cannot be able to have efficient after sales service. In our
literature we explained three theories in this regards: Goffin (1999), Arvinder (1996),
Milind (1997). In all these three theories, the researcher mentioned different factors and
variables which have influence on company for selecting the after sales service strategy. In
all these theories some variables and factors has explained which apparently are different
but basically can be considered in three main following groups and help us to evaluate
them more precisely with related theories:
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1- Product oriented factors:

In Arvinder (1996) theory, product related attributes has directly mentioned as a main
factor, which has effect on selecting the after sales service strategy for a company. It means
elements related to product like, life cycle, complexity, value, physical dimension ...must
be considered when after sales service strategy is going to be defined. In this method

Product related factors have main roles and other factors will be considered in second
priority. The same idea has explained in Millind (1997) theory too. He named elements like
increasing the product reliability, building the redundancy, and adopting a modular design
as important product related attributes, which have influence when company wants to setup
their after sales service strategy according to product characters.

Meantime, Goffin (1999) added the design for supportability factor, which can be
considered as, product related attribute to above elements. He believes product design
strongly influences how easy it can be supported, so good design make the support
procedure easier which company can consider it as one the main facts for setting up their
after sales service strategy.

Product related factors have direct influence on Sarir International’s after sales strategy.
According to empirical data, computer components, which are distributed by Sarir
international, have vast varieties with their own individual specifications and nature. Some
of them have long life cycle and some have short ones. Some of products are very
complicated which need more maintenance and services and some are very simple without
the necessity of maintenance. Meantime, computer technology is changing very fast so
products are usually replaced with new models rapidly. These changes put the company
under pressure for providing services for these new items as well as the old ones. Besides
this company has been always working on the best design and features because they
believe these issues will affect on the rate of faulty items and finally helps the after sales
service center. All these product specification and situation were important for Sarir and
they had been considered while setting up their after sales service strategy. It is completely
obvious for Sarir international management that it is impossible to have good and effective
after sales service without strategy and impossible to have good strategy without
considering the product’s nature and data as well. Therefore we notice that all the factors,
which mentioned in the theories as influence factor on determining strategy of after sales
service match with the empirical data.
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2- Market Oriented strategy

According to Arvinder (1996) some firms may define their after sales service strategy
based on the market situation and environment. In this case the issues like; Consumer
preferences, consumers v. organizational customers, geography, market size, competition,
and nature and availability of channels intermediaries may have influence on companies
after sales service strategy.

Goffin (1999) also mentioned to choosing or managing distribution channels and
promoting support for competitive advantage as two other market or industry related
attributes, which have impact on selecting the after sales service strategy for a company.
Meantime we can add customer risk reduction as another attribute, which introduced by
Milind (1997) and effects on after sales service strategy too. He believes; for some
companies reducing the customer risk through warranty and service contracts is principal
and important target. So they will consider this factor as main influencer when they want to
define the after sales service strategy for their companies.

According to data, market situation and attitudes have big role on after sales service
strategy, for Sarir international. Based on interview, it was the market pressure, which
pushed distributors to establish their service center at first, and after that, it was the market
that imposed them to select the types of services that they have to provide. Sarir had to
adjust itself with competition pressure in the market. When other distributors started
offering after sale service, there was no other choice for Sarir international to deny
providing same services as well.

Meantime, one of the reasons that Sarir International started providing after sale service
was, being competitive in the market and got more customer’s satisfaction. As it
mentioned, there were many different available products and brands in the market with
similar appearance but different in quality. Recognizing the quality was not easy task for
customers unless they buy and test the part. So customers always had the risk of purchase,
which prevented them to buy products comfortably. Sarir understood this problem and
offered the best after sales service package and tried to reduce this risk for customer and
create trust and reliability about its products in customers.

According to interview, Mr. Akbari said, it was completely obvious for Sarir international
that if the organization wants to have active and update sales service it must follow the
market competition environment, customer demands and then define their strategy
according to these conditions. Therefore, we can say that Sarir International consider the
market elements as a main influence for defining their after sales service strategy. In other
word, their strategy is mostly market-oriented types.
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3- Firm related attribute

The third category is firm related strategy, which is defined according to the firm characters
and attributes. According to Arvinder (1996), managerial objectives, resources, desire for
control, and breadth of product line can be considered as some of this factors. Usually,
company will only notice to company internal situation and target in this case, and will
define the strategy according to its firm’s related characters. Therefore, the management
attitudes and their ideas has big role for defining the after sales service strategy in this case.

Although this type of factors may have influence on some firms for defining the strategy
but according to data they cannot be considered as main influencers on after sales service
strategy in Sarir International. As it mentioned in empirical data, the external variables like
market competition, customers’ desires and product related factors make serious pressure
on the company for defining their strategy. Therefore the managements do not get the
chance to present their individual concerns and controls while defining the strategy for after
sales service. They have to follow the market environment, competitors, and products’
situation to setup company’s strategy to fulfill the demands. In fact the company
management team always should adjust their idea with above mentioned factor and we can
say firm attributes has not any role to define the after sales service strategy in Sarir
International company.

5-1-3 After Sales service Methods

As it mentioned earlier in the literature, after sales service methods are another factors
which effect on quality of service and should be considered if company wants to have the
best performance in its system. In this regards we presented the Goffin (1999) theory and
we will compare this theory with empirical data in this section.

According the Goffin (1999), there are eight methods for after sales service support which
each has its own character:

Installation and Training

The Installation and training are two methods of product support following the sales
according to Goffin (1999). Usually installation is a type of service, which is performed by
Personnel from the manufacturing or its representative for the complex products or where
the safety issues are involved.

Training, normally used when the equipments are complex and there is necessities for

providing the good training to end-user. For simple products, training is not necessary and
details of product operation are usually given in user documentation.
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In Sarir International these two types of service are not used. The main reason is that the
products, which are distributed by Sarir International co., are not very complex to be
needed to provide training for them. The installation of these goods are also very simple
and only needs very basic knowledge, that most of the time, end users or system assemblers
are able to manage it by themselves without any training. For this reason there is no
necessity to provide such a service in this company.

Documentation

According to Goffin (1999), most products have some forms of documentation that cover
equipment operation, installation, maintenance, and repair. Most of the companies will
concern this method of after sales service, because usually good documentation can lead to
lower support costs and finally improve company’s situation.

In Sarir international also such documentation is used as one type of service, which offered
to customers. Most of products have documents, which guide users how to install, use and
maintain the products. Normally these types of documents are provided through catalogue
or some installation guide with all Sarir international products. Meantime all the new
technology information is being applied into the documentation package of Sarir
International products. For example all necessary information (like installation, product
software...) have considered in CDs, which comes along with the products. Sarir has gotten
good feedback from this method of after sales service and considered full and complete
information for end users to decrease problems and finally reduced the cost of after sales
service in company.

Warranty

Warranty is another method of after sales service, which are provided by firms according to
Goffin (1999). He believes warranty reduces the financial risk of owing products and
therefore it is an important element of customer support. Actually the warranty concept is
reducing the perceived risk of dissatisfaction for the customer. Meantime, by using the
service warranty firms:

e Are able to learn from complains,

e Are forced to respond to customer feedback,

e Are able to measure quality failures as it happen and critically analyze the data in a
meaningful way.

Goffin (1999) mentions when a product have become more complex and support costs
have increased; customers have started to demand more economical and effective support.
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Although theory considers this method as important as other after sales service methods but
according to data, warranty is the most important and effective method of after sales
service for Sarir International Company. As it was stated in interview, customers normally
have some problems to purchase computer components.

e First, customer should take the risk to buy the components. Most of products failure
or incompatibility get clear after some times of usage. It is very difficult for
customer to recognize the best and compatible product at the first stage.

e Second there are many products with same appearance and even feature under
different names but in different quality. Recognizing the good quality product is not
possible from its appearance and they have to buy, use, and then after testing with
different softwares they will understand the quality level.

e Third, computer components are complex in nature so it is not easy for customer to
recognize the product failure and maintain it.

Sarir international recognized all above customer problems and tried to provide a method
of after sales service, which reduces the customer purchase risk as much as possible and
prevents all above problems. After some analysis the company understood that warranty is
the only and acceptable method, which is applicable for both Sarir International and
customers. By offering warranty, within the specific period of time, companies committed
themselves and give confidence to their customers that they are safe by purchasing their
products and in the case of any problem, company take over the responsibility. Sarir
International recognized that its warranty is an indication, which shows its company and
products value in the market and, only by offering good warranty, company is able to
capture market share.

As it stated in empirical data, Sarir international management believe that their products’
warranty helped them to improve the company sales by seventy percent and let them to be
a serious competitor for big international brands like Sony, LG and Samsung in the local
market. In fact, customers are ready to buy any products with Sarir warranty even more
expensive than the similar items just because of good service they are receiving in warranty
period. Even sometimes, other distributors are ready to pay money to Sarir for selling their
products under Sarir warranty name. The reason is, they completely understood that they
are able to promote their products easier and faster if they get Sarir warranty stickers.

As a result we can say that warranty is the most important after sales service’s method
provided by Sarir international and is according to described theory in this thesis literature.

Online support

Goffin (1999) believes that online support is a major element of customer support in many
industries. Usually the experts give online advise to customers about the using the products
more efficient and sometimes to help them to troubleshooting. The cost of online problem
solving is much lower than physical visit and customers are happier for getting the result
fast and with lower spending of time and money. This type of service mostly is used for
software problems and also for technical problem in installation and usage of product.
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Sarir International also provided such a service to their customers. According to empirical
data, most of Sarir international’s products are selling to the capital city (Tehran) or other
big cities in other provinces. All of these big cities get jammed with heavy traffic. It is very
costly and time consuming for customers to travel inside the city for explaining their
technical problems to company and ask for solutions. Sending the goods from other cities
also takes time and is costly for customers as well. Sarir International’s after sales service
found some minor problems, which were possible to be solved over the phone. So service
system start providing all possible solution for customer problems by online customer
service system. The result shows, customers are very happy if they trouble shoot their
products problems on-line as they will save their time and money as well. Meantime,
company is able to create better image in customers mind about its products name, which
finally improves the sales of company as well. Therefore there is match between the theory
and data for this section.

Maintenance and repair

These two methods are other ways of after sales services, which are provided by companies
in many industries. According to Goffin (1999), in markets where product failure has
strong implications, companies need to offer either equipment, which is very reliable, or a
rapid response to expedite repairs. When products are more repairable, it makes sense for
companies to develop good system for recognizing the failure and repairing that.
Maintenance also referred to cleaning, refurbish or replace parts of equipment which
otherwise would be liable to fail. Example can be maintenance of mechanical parts in car
industry or remote support technology in computer sector when the fewer mechanical part
are involved.

Maintenance is not the service, which Sarir International is providing according to
empirical data. Most of the products, which Sarir distributes, are used in normal personal
computers and have normal usage. This group of goods normally doesn’t need much
maintenance and only customer should know how to use them properly to prevent any
problem. But Sarir provides repairing service for some of the products, which have longer
life cycle and may face some failures after the warranty period. In this case Sarir is ready to
offer repair service for these products and solve their problems and of course will charge
the customers. Normally the value of these products should be high enough that justify
repairing cost (which is not usually less) after some years.
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Upgrades

The last method of service is Upgrading. Goffin (1999) says that upgrading is type of
service, which gives opportunity to customer to improve the performance of their existing
products for longer and more useful usage. For example, computer manufacturers offer
upgrades because they increase the working lifetime of products and can be a significant
source of revenue.

Sarir International also realized the demand for this type of service very soon. Sarir’s
service center management understood that, computer software and application are
changing very fast and meanwhile the hardware should be updated. For response to this
customer’s demand, Sarir international created their websites and tried to give such a
service. They included all the data for suitable products in a new software in the website
where customers can easily download them for free and understand hot to upgrade their
product. This effort makes customers more happy and independent. Meanwhile they
provided all new information about installation, maintenance and troubleshooting in the
web site, which customers would be, able to use them and solve their problem without
spending extra efforts and money. The information of products which are suppose to be
introduced in the market by company in near future would also be available in the website.
These types of information give customers more confidence about the company products’
range and retain them for any further purchase in future.
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6 Findings and Conclusions

In this final chapter, the research questions stated in the first chapter will be answered
based on the data collected from Sarir International Pte Ltd. Thereafter, implications for
management and further research will be provided. The research questions will be
answered in separate sections respectively which hopefully will lead to a fulfillment of the
research purpose:

* The importance of After-sales service for computer hardware distributors”

6.1 Research Question One: Why computer components distributors should provide
the local after sales service?

The first question of this thesis has been arranged to explain after sales service advantages.
These advantages evoked distributors to provide after sales service system in their
establishment. The first criteria, which came out of empirical data and data analysis was,
applying after sales service as a marketing tool.

Tough market competition made profit to the least for suppliers. On the other hand
marketing tools, which used by suppliers, were quiet similar to each other and it didn’t
attract the customers. At this point, distributors found that after sales service can be used as
a new service to differentiate them, increase the quality of service and increasing the rate of
sales in a company.

We have also found that after sale service has an effective impression on customer’s mind.
A strong and steady relationship built up between company and customers by providing
good service as well. At this step, customers relied on products based on the quality of the
services that company provide and made their purchase decision-making easier (specially
in the similar products of different brands). This also made them more loyal to the
company. Reliability increased loyalty and brought long run sales for a company.

We have also found that different brands provide similar components for sales in the
market. Customers should take the risk or responsibility of selecting the right components
and mostly after purchasing or using the products they’d got the accurate knowledge. This
made a high risk of purchase for customers and create tension in them to select the right
brand.
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The outcome of this thesis shows that providing a feasible and accurate after sales service
can decrease the risk of loosing and will end with not only customer’s satisfaction, but also
increasing in sales rate and of course profit. The proof of this claim is customer’s desire to
buy Sarir’s products in spite of their high prices in compare to its competitors in the
market.

We have also found that after sales service has a strong affect on products of different
companies. Vast varieties and features of products created more confusion in selecting the
type of product for both companies and customers. Right decision making for purchasing
of a type and feature of a part and being update about customer’s need is very important
and would increase companies’ capabilities.

Empirical data has proved the existence of after sales service as a successful factor in
companies. Direct relation between customers and service center enabled distributors to get
more involved with customers’ exact requirements, find the right products and make the
customers more satisfied than ever.

The above circle is completely applicable, even when the company wants to launch a new
product. For example, computer parts have short life cycle and must get update soon. This
fact shows that company can compare the new parts specification (which is going to be
launched) with customer’s update requirements through after sales service’s information
and data gathering and make the right decision. This knowledge makes low risk in
launching new products and guarantees success for company in the market.

From the other hand, the information about applicable and useful features in a product,
which have been gathered by service center and customers, can decrease the product’s cost
for supplier. This means that suppliers can eliminate extra and unnecessary features in a
product and substitute it with improved or more suitable one, which are the most wanted in
the market. This issue will end to launch a successful and useful product in the market and
prevents any rambling.

We have also found that we cannot consider after sales service department as a profit
source, although the image was so and suppliers established such a service center to make
profit. Due to sources of this thesis, we have found that computer components technology
is getting update very fast and each product has a very short life cycle.

On the other hand, variety of daily improving software’s in the market, necessarily required
update parts and technology. This obligation made customers and suppliers to purchase or
provide the latest models or features. This circle forced customers to deny buying same and
old products when the parts got disordered. Customers have more interest to substitute it
with the latest or most update models.
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Meanwhile the old model computers’ price decreased in the market but their spare parts got
high price and short in availability. This made customer to buy update or new models for
any substitution, instead of spending lots of expenses for repairing their old computer.

We found that after sales service can have initial influence on Branding. Based on
Empirical data, one of the factors that can make a new brand successful and popular is a
very practical back up or after sales service. This service gives reliability and confidence to
the customers and tempts them to try the new products. The good example, which was
mentioned earlier in this thesis, is the Suzuki brand.

At the end we have found that after sales service is a must for computer components’
distributors in Iran. In fact promoting or launching a product without after sales service is a
hard task. It is impossible to find a successful distributor without providing after sales
service.

From these findings we can more specially conclude:

e After sales service can be used as a very effective marketing tools for each firms,
which help them to be more differentiate than others.

e Good after sales service creates more customer satisfaction, reduce customer risk of
purchase, and increase customer retention, which all help a firm be more successful
in the market.

e Products will be more updated according to customer needs by using proper after
sales service data and knowledge. This will cut off extra cost of product and make it
more competitive in the market.

e Being an active and successful computer components distributors is not possible
unless by providing the good after sales service.

6.2: Research Questions Two: How computer hardware distributors can provide
effective after sales service

From the result of this thesis we have found that, in order to achieve a successful after sales
service center we have to consider two main factors, which are selecting a proper method
and deliberate strategy for after sales service center in a company. To select an appropriate
method for after sales service, there are some definite ways that can be helpful for some
companies in a different situation. In fact companies must select the best and most
applicable plan for their service center upon their type of products, market conditions and
feasibility of the company itself.
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In this thesis different services were mentioned. Based on the Empirical data it’s been
found that the most successful one is providing the warranty. Outcome of the market
showed that the warranty is the most effective method and attract customers easily and
evoke them to buy. As it was mentioned before, variety, terms and conditions of spare parts
in the market, increased the risk of selecting and purchasing of a component for both
customers and companies.

Meanwhile customers always got scared to select wrong part. Proper warranty can bring
down the risk of purchase for customers. In fact, by providing this service, customers can
be assure that company is responsible for any possible difficulty, at least for a limited
period of time. The influence of this method was become more obvious when the
customers showed their interest to buy a product with a reliable warranty with a higher
price than the same available one in the market with a lower price.

We have also found that, although warranty is the best and the most recognized method by
the customers, but there are other methods that could probably have the same positive
effect on a company and customers.

One of them is documentation. Documentation is an effective after sales service method for
the components, which are more complicated. Providing variety of written information in
the form of catalogue and user manual or practical information in CDs by companies
solved the different problems of customers. The most result of documentation has been
seen in installation or trouble shooting and made customers to solve some of their technical
problems.

Meanwhile we’ve found that due to fast growth of soft wares and substitution of update one
within a short period of time, customers faced with the problem of installation and
adjusting the new parts in their hardware. This problem wasted customers’ time and money
(due to transport expenses, traffic jams) and created extra job for service center’s
technicians. Most of the problems were easy to solve but customers had no idea or
confidence about how to fix or solve the problem.

Therefore distributors decided to provide online services to inform customers about their
required information or give the proper guideline as fast as possible and make them more
satisfied than ever.

We have also found that, a complete and suitable website can solve customer’s problem in
updating their new parts and also can provide them adequate information on probable
changes on a type or feature of a product. The result of this effort can explain how the
company built up a direct and suitable relation with its customers through its website. This
also helped company to gather relevant and applicable data as a guideline.
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From the other hand we have also found that there are some other methods that might be
helpful for some companies and products. Those methods are training, maintaining and
repairing, which have no role in this industry to be explained in this thesis. The reason is
that products are not complicated to require any professional training. Due to the nature of
the computer components, which are getting fast updated, short life cycle, limited in
production, fast entrance of update systems and high expenses in repairing old components,
made the repairing and maintenance method, meaningless.

Therefore due to above findings we can jump into this conclusion that:

e Selecting proper after sales service methods is a prerequisite for having effective
after sales service in each firm.

e Warranty is the best and most important methods of after sales service, which
company can provide. Other methods like documentation and website come after
this method.

e Other methods of after sales service like training, maintaining and repairing may
not be applicable for group of products, which are simpler.

We have also found that the other important factor in after sales service is determining a
suitable strategy for company. Due to data analysis we have found that market condition
was the best element for adjusting a suitable strategy. In fact, market recession and tough
competition made companies to use this service as a marketing tool. Then due to this
matter of competition and being survive in market, other suppliers used this method as
well. This issue made customers aware of such a service existence in the market and
increased their expectation of product or company. The result of this issue doubled
companies’ responsibility on providing this service. At this step, customers denied buying
components without backup or support. Therefore those companies, who didn’t provide
such a service, lost their competition.

This method of service or support built up a relation between customers and company to
understand their customers’ requirements, which automatically shaped the strategy of the
company.

We also found that besides the market factor we can’t ignore the role of product conditions
and specification in planning the strategy.

We can point out to product life cycle, product complexity, product nature and value and
product range, which all have their own affect on planning after sales service strategy.

Due to data in this thesis, we have also found that computer products are in different
variety and need their own specific service. Some of them are a bit complicated and are
required to be serviced continuously and some are simple and need lesser and temporary
services.
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Meanwhile fast moving technology of computer and its components required launching
new feature of the product in market in a daily basis. This made obligation for companies
to provide update services. Companies should continuously take the responsibility to
provide customer’s requirements. Therefore strategy and policy should be considered in
after sales service. In fact we found parallel usage of both market and product factors,
create a suitable strategy for successful after sales service.

At the end we have found that due to serious influence of the above-mentioned two factors;
(market, product) management elements have not had any key role in planning of strategy.
In fact the first two factors were strong enough on planning the strategy that did not let any
managers impose or bring out any idea. In this case the company and the managers should
follow the two main factors and can’t affect on the strategy by their own plans and ideas.

In view of the above discussion, the following conclusion can be made:

e Selecting after sales service strategy is essential factor for providing better service.

e Product and market related factors, are two groups of influencers, which should be
considered when selecting the after sales service.

e After sales service strategy is mostly determined by external environment factors
(like market) and internal factors (like management idea) have less effected on.

6.3 Implications

This is the last and final section of this thesis. As a result, and based on the empirical
findings, we make some recommendation for policy implication for management and
practitioners; this will be followed by implications for theory and future research.

6.3.1 Implication for management

In this study, the purpose was to achieve insight understanding and importance of
providing after sales service for computer components distributors. Even though the aim of
this study is not to generalize our findings, we believe that it has worth to come out with
some findings. We think it will add valuable information to the sampled company and other
computer components distributors, which implemented after sales service in their company.
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Finding and Conclusion

First the sampled company has shown beyond any reasonable doubt that providing after-
sales service has grate impact on overall improvement of the company. It helps company
find better position in the market and has better sales and profits. Several advantages of
after sales service convinced management to accept it as an effective factor for increasing
the sales.

Second it was cleared that providing after sales service was very helpful in company’s
marketing plan. In fact in tough competition situation, such a service, help management to
make them different and create better position in the market. In the other word, eliminating
the after sales service for any computer components’ company is not possible if company
management want to have successful business in the market.

Third, it has shown that management must consider after sale service as factor, which,
enable them to create trustable relationship between company and customers. Providing
better service is equal to more customer retention and satisfaction, which, is any company’s
target for growth.

Moreover, the sampled company data has shown to management that selecting proper
products will be very difficult and risky without having after sales service. By using this
service management is able to find problem of existing products, eliminate extra and
unnecessary future to decrease product cost and being more competitive, and have precise
understanding about market needs for introducing new products, successfully. In other side
such a service gives more confidence for easier product selection and reduce customer
purchase risk.

6.3.2 Implication of theory

The purpose of this thesis was to gain a better understanding of after sale service necessity
for computer distributors. The study has been to some extent explanatory since we have
gained a deeper understanding of the research area through gathering information.

It has also been a descriptive nature since we have been able to describe what factors
influence on selecting after sales service strategy and what type of methods should be used
through data collection.

Investigating and analyzing the advantages, methods and strategies of after sale service,

and comparing them with existing theories which, provided the basis of this study,
contributes to previous theory and research.
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Finding and Conclusion

The differences between theory and empirical data have not been discussed deeply yet.
This will serve as a basis for further research about after sales service. Also, since this is a
real practical experience of testing what previous theories and research have established the
findings in this thesis contributes to theory in this regard.

6.3.3 Implication for future research

This study has provided us with an idea of find out the after sales service advantages which
encourage firms for using it. It also tried to analyze factors, which help a firm to have more
effective service. We believed that this is very vast and appealing topic, which can be,
analyzed more from different angels for future researches.

In this study we mentioned some advantages for after sales service, which have extracted
from the literature and previous researches. But there are other advantages, which can be
very effective for any, firm and didn’t discuss here. One of them, which has introduced in
empirical data was “ usage of after sales service in branding”. According to data the
studied company used after sales service in this matter, which would be a very good topic
for further research.

Meantime, in spite of theory indication it was recognized that after sales service was not a
direct profit center for this case. This issue can be used for future research and discussed to
understand “ How we can make direct profit from after sales service in computer
components distribution firm”.

Further more, it has recognized that the studied case was using their own after sales service
center, which needed many human, money and management sources. But there is such a
chance for such a company to use the third party company for providing such as service.
Therefore analyzing for providing after sales service directly through the company or using
other third party company would be a good topic for further research.
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Appendix A

INTERVIEW GUIDE:

Name :

Position:

Education:

Years in the Company:

Research Question One:
Why computer hardware distributors need to provide local after sales service support?

Q1- which one(s) of following factors caused your company has more attention to after-sales
service and provide such a service? And how?

- Market:
e Competitive advantages
e Differentiation

- Customer:
e Customer satisfaction
Customer long-term relationship
Customer retention
Customer royalty

- Product:
e New product development
e New product success

- Firm:
e Profit
e Growth

Q2: Are there any other factors, which are important for your company for having after-sales
service and not mentioned in above list? Please mention them and explain how?



Appendix A

Research Question Two:
How computer hardware distributors can provide effective after sales service support for their
customers?

Q3- which one(s) of the following after —sales service method your company is using? Why?

Installation
Training
Documentation
Maintenance
Online support
Warranty
Upgrades

Parts supply
Software service

Q4- Are there any other methods you are using and not mentioned in above list? Please mention
them and explain how?

Q5-Which one of the following after-sales strategy method(s) does your company use? Why?

Product oriented strategy

Firm orientated strategy

Market oriented strategy
Customer risk reduction strategy

Q6-Are there any other strategies that you are using? Please mention the name and explain why?
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