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Abstract 
The thesis examines how Swedish multinational corporations (MNCs) design their supply 

chain strategies to strengthen resilience against increasing global instability. The study 

focuses on how corporations balance efficiency and flexibility in a global business 

environment characterized by geopolitical tensions and disruptions. The thesis uses a 

qualitative research approach based on 14 semi-structured interviews at two MNCs operating 

in different industries.  

 

Drawing on global value chain (GVC) theory, transaction cost economics, supply chain 

configuration theory and supply chain resilience literature, the analysis shows that both 

corporations redesign their supply chain strategies in response to uncertainty. Nonetheless, 

resilience strategies differ depending on industry conditions and operational capabilities. The 

thesis identifies four recurring strategies: flexibility, redundancy, diversification and 

collaboration with external partners.  

 
One corporation emphasizes structural resilience through regionalization, multisourcing and 

internal coordination. The other corporation focuses on operational flexibility, inventory 

buffers and adaptive sourcing arrangements. The findings show that resilience depends on 

continuous adjustments, but also creates trade-offs related to flexibility, coordination and 

supply chain dependence.  

 

The thesis contributes to existing research by providing an empirical and comparative 

perspective on how Swedish MNCs design supply chain resilience strategies in practice.  

 

Keywords: multinational corporations, global value chains, supply chain strategies, 

resilience and disruptions.  
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Definitions 
 

Asset Specificity: Refers to the extent to which an asset can be reassigned to alternative uses 

without loss of value (Williamson, 1989: 142). 

 

Disruptions: Unexpected events that interrupt supply chain flows and negatively affect 

operations and performance (Ivanov, 2021: 11).  

 

MNC: A corporation operating value-adding activities in multiple countries through foreign 

direct investment (Mayrhofer & Prange, 2013: 2). 

 

Outsourcing: Refers to the practice of delegating logistics activities to external third-party 

providers (Rashid, 2018: 1). 

 

Redundancy: Pre-established safeguards such as inventory buffers, alternative suppliers and 

additional capacity used to maintain operations during disruptions (Ivanov, 2021: 38). 

 

Regionalization: Refers to the organization of production and sourcing activities on a 

regional rather than global scale (UNCTAD, 2020: 161). 

 

Resilience: A firm’s ability to withstand, adapt and recover from disruptions while 

maintaining operational continuity (Ivanov, 2021: 35).  

 

Supply Chain Governance: Refers to how authority and power shape coordination and 

allocation of resources within a supply chain (Gereffi & Fernandez-Stark, 2016: 10).  

 

Supply Chain Diversification: Refers to the extent to which a firm spreads its sourcing and 

sales activities across multiple suppliers and customers (Lin et al., 2021: 3).  

 

Supply Chain Flexibility: Refers to the capacity to quickly adjust and reorganize critical 

supply chain resources in order to sustain competitiveness (Pérez-Pérez et al., 2019: 1). 
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1. Introduction 

The introductory section outlines the research topic by presenting its context and relevance. It 

begins with a background discussion that provides an understanding of the subject. A 

problem discussion follows to narrow the focus and highlight key challenges. Finally, the 

section concludes by presenting the purpose of the study, the research question and 

delimitations. 

1.1 Background  

Over the past five years, supply chains have become increasingly complex due to a wide 

range of risks and disruptions. The expansion of supply chain risks has remained a recurring 

topic in academic research (López et al., 2025: 2). As a result, firms have continuously 

reconfigured their supply chain strategies. Globalization has contributed to these changes by 

reshaping logistics and supply chain management, requiring firms to adapt to emerging trends 

and challenges (Sudarshan, 2025: 39). While these changes have improved efficiency and 

competitiveness, they have made firms more vulnerable to disruptions.  

 

Such vulnerability has become more evident in recent years as global turbulence has 

increased uncertainty and risk. Examples include the COVID-19 pandemic, the war between 

Russia and Ukraine and trade tensions, such as tariffs introduced by the Trump 

administration. These disruptions have affected global supply chains and contributed to a 

transition in how supply chains are designed. Historically, supply chains were primarily 

optimized for efficiency, cost reduction and predictable operations under relatively stable 

conditions (World Economic Forum, 2026: 6). However, the turbulence of recent years has 

shifted attention toward resilience and adaptability. Factors that are now considered essential 

for navigating today's uncertain environment (UNIDO, 2025: 2).  

 

Consequently, supply chain resilience has become a central concept for MNCs. Firms are 

adopting strategies such as relocating or diversifying their supplier base. These proactive 

steps enable firms to reassess and manage risks within their supply chains (OECD, 2024: 24). 

Yet, improving resilience often involves trade-offs, as firms must balance short-term 

performance pressures with the long-term requirements of building resilient supply chains 

(Ejairu et al., 2022: 434). The need for balance creates a complex decision-making 

environment in which corporations must balance competitiveness with resilience.  
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Nevertheless, the specific strategies firms adopt can vary depending on industry 

characteristics and business models. For instance, industrial firms can potentially focus more 

on supplier networks and production localization. By contrast, firms in consumer goods 

industries may prioritize sourcing flexibility and inventory availability.  

 

Sweden provides a relevant context as a small and open economy that is dependent on 

international trade (Kommerskollegium, 2024). Swedish firms rely on international markets 

(Ekonomifakta, 2026) and are deeply integrated into GVCs, making them exposed to global 

disruptions. Equally important, these conditions highlight the importance of designing 

effective and resilient supply chain strategies.  

1.2 Problematization 

Supply chain resilience has emerged as a vital area of research. The increased interest reflects 

the growing strategic role of global supply chains in the economy and the production of 

goods (Szczepanski, 2021: 1). In recent years, MNCs have faced a more unpredictable 

environment. Geopolitical tensions, trade disruptions and demand fluctuations have 

increased. Accordingly, firms must adapt and evolve to remain competitive.  

 

Prior research underscores the significance of strengthening supply chain resilience (Pettit et 

al., 2010: 6). Several strategies have been identified, such as regionalization, supplier 

diversification and reshoring (Eurostat, 2025). However, several studies focus on defining 

and categorizing these strategies (Tukamuhabwa et al., 2015: 5592). Consequently, it may be 

difficult to gain insight into how firms apply them in practice.  

 

The lack of practical insights reflects a broader limitation in existing research. Resilience is 

often seen as central, but less attention is given to the trade-offs required to achieve it. 

Building resilience requires significant resources. According to Fisher (1997: 109), earlier 

literature on supply chain strategic management typically identifies efficiency as a key 

strategy. Nonetheless, recent disruptions have challenged the efficiency first view by 

demonstrating that efficiency-focused supply chains become vulnerable due to excessive cost 

reduction.  
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Although resilience is frequently presented as a strength (Padovano & Ivanov, 2025: 6252), 

in practice it can sometimes conflict with other strategic priorities. For example, internalizing 

operations can increase control but can potentially lead to higher costs. Similarly, the 

regionalization of supply chain networks and reshoring strategies reflect how firms are 

re-evaluating their sourcing decisions. These approaches are often presented as ways of 

increasing control over the supply chain (Feo-Valero et al., 2024: 7). Firms must therefore 

balance competing priorities over time. ​

 

Firms resilience strategies depend on the specific context in which they operate. As a result, a 

one-size-fits-all approach is not applicable, as each business faces a unique set of challenges 

(Marquard et al., 2022: 11). For instance, industrial firms often deal with complex and 

capital-intensive production. Consumer goods firms may alternatively face long lead times 

and volatile logistics costs. Despite the clear operational differences, there is limited research 

on how corporations in different industries make such choices.  

 

Another limitation is that resilience is sometimes implemented in practice through isolated 

strategies. The use of isolated strategies is often a result of inflexibility within the supply 

chain (Boonlua et al., 2023: 154). At the same time, changes in the global environment have 

affected business operations, forcing firms to reevaluate their supply chain strategies 

(Boonlua et al., 2023: 164). As a result, relying on a single resilience strategy might be 

insufficient for MNCs, leading corporations to combine several over time. Firms may 

regionalize parts of their production, diversify suppliers, increase stock levels in certain 

markets and maintain global sourcing in some areas. Existing frameworks consequently need 

to better capture complexity of modern supply chains. For instance, the supply chain 

structural dynamics constitute a non-stationary and non-linear process (Ivanov, 2018: 1). 

Linear representations risk oversimplifying the multifaceted nature of disruptions.  

 

These challenges illustrate the need for a comparative perspective. Since resilience depends 

on context, it cannot fully be understood by studying a single firm. Comparing firms in 

different industries can thus provide deeper insights into how alternative contexts shape 

strategic responses. The empirical gap is evident among Swedish MNCs that operate in a 

small and open economy. Consequently, they are highly integrated into GVCs and especially 

exposed to external shocks (Tillväxtanalys, 2016).  
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In contrast, global integration creates a strategic dilemma. While participation in GVCs 

facilitates the coordination and management of operations across borders, it increases 

vulnerability. This is because GVC configurations are complex and evolving in response to 

changes among countries, industries and firms (Hernández & Pedersen, 2017: 138). Due to 

the limited size of the home market, Swedish MNCs cannot easily reduce their global 

exposure. On the other hand, they must remain globally engaged while simultaneously 

strengthening their resilience.  

 

Despite these conditions, there is a limited empirical understanding of how Swedish MNCs 

respond to similar disruptions in practice. It is unclear why they adopt different strategies 

under similar conditions. Therefore, extended empirical research is needed to understand how 

Swedish MNCs design and manage supply chain resilience strategies in diverse industries.  

1.3 Purpose  

The purpose of our thesis is to explore how Swedish MNCs manage supply chain resilience 

in the context of increasing global disruptions. The thesis aims to understand how firms 

balance efficiency and flexibility under conditions of global uncertainty. By comparing 

corporations in different industries, the study seeks to identify how industry-specific 

conditions shape resilience strategies. It subsequently examines how Swedish MNCs 

implement these strategies in practice.  

1.4 Research Question 

Based on the stated purpose, the thesis addresses the following research question:  

How do Swedish MNCs design their supply chain strategies to enhance resilience in response 

to global disruptions?  

1.5 Delimitations  

The study is delimited to two Swedish MNCs operating in diverse industries. The purpose of 

the sample selection is to enable a comparative qualitative analysis of how supply chain 

resilience strategies are designed in different industrial contexts. By focusing on two firms, 

the study gains analytical depth. However, the results are valid only for the two cases under 

study. The narrow focus is important to consider when evaluating other Swedish MNCs, 

especially in industries other than production and consumer goods.  
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The thesis is specifically delimited to the Swedish context, as Sweden represents a relevant 

setting due to its globalized economy. Swedish firms are highly integrated into GVCs, which 

increases their exposure to global turbulence. The geographic delimitation means that the 

findings should be interpreted in relation to the specific conditions characterizing Swedish 

MNCs. The results are therefore not universally applicable to firms operating in other 

national contexts.  

 

The empirical material is delimited to 14 semi-structured interviews with respondents holding 

positions in supply chain management, executive management and related business functions. 

The data collection choice means that the findings are based on managerial and 

organizational perspectives. The thesis does not include interviews with external actors such 

as suppliers, customers, logistics providers or policymakers. Due to the choice, the study is 

limited to the internal perspective of the firms and does not capture the full supply chain 

network.  

 

Furthermore, the study is delimited to a qualitative and deductive design. It does not aim to 

test cause-and-effect relationships or measure outcomes, as in quantitative studies. Instead, it 

aims to provide a deeper understanding of how Swedish MNCs design supply chain strategies 

in practice. Finally, the analysis is limited to selected theories that are most relevant for 

examining a firm's strategies.  

2. Theory 

The theory chapter presents the theoretical foundations for the study of how firms design 

their supply chains in response to global disruptions. It integrates perspectives from global 

value chain theory, supply chain resilience literature, supply chain configuration theory and 

transaction cost economics in order to provide an analytical framework. Taken together, these 

perspectives enable an analysis of the trade-offs between efficiency and resilience.  

2.1 Global Value Chains (GVCs) 

According to Gereffi and Fernandez-Stark (2016: 7), a GVC refers to “the full range of 

activities that firms and workers perform to bring a product from its conception to end use 

and beyond”. These activities can be carried out across multiple countries and involve one or 
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several firms (Hernández & Pedersen, 2017: 138). In our thesis, nonetheless, GVCs are not 

only understood as geographically dispersed production networks. Rather, the study adopts a 

governance perspective in which firms coordinate and control activities across global 

production systems (Strange & Humphrey, 2019: 2). Strange & Humphrey´s perspective 

underlines how firms organize and manage international operations in response to changing 

external conditions. GVCs provide a theoretical perspective for understanding how Swedish 

MNCs design supply chain strategies during periods of uncertainty.  

 

To analyze this, the study draws on GVC governance theory which explains how firms 

coordinate inter-firm relationships within GVCs. The theory argues that coordination 

structures differ depending on transaction complexity and supplier capabilities (Gereffi et al., 

2005: 85). Different organizational forms emerge in order to manage control within the GVC 

(Gereffi et al., 2005: 83). The framework explains how decision-making and interactions are 

managed among independent actors (Ahlqvist et al., 2020: 383). GVC governance extends 

beyond transactional alignment. Rather than focusing only on trading and outsourcing 

activities, it emphasizes firm-specific integration within interconnected networks (Kano et al., 

2020: 578).  

 

According to Kano et al., (2022: 24), firms are forced to reconsider location and control 

decisions within GVCs in order to strengthen long-term resilience. Similarly, Buckley (2023: 

29) argues that firms must reassess both externalization strategies as global conditions 

change. Resilience therefore depends on the interplay and adaptation among interconnected 

actors.  

 

Decisions regarding which activities and technologies firms keep internally, outsource or 

locate in different regions are understood as governance mechanisms. These mechanisms are 

used to restructure supply chains under changing conditions (Gereffi et al., 2005: 79). In our 

thesis, these mechanisms are viewed as operational adjustments through which firms attempt 

to balance efficiency and flexibility. Rather than applying the full range of GVC theory, the 

study focuses on governing dimensions related to organizational control and geographical 

configuration within GVCs. Attention is given to outsourcing, internalization and location 

decisions as these mechanisms are connected to how firms design supply chain strategies in 

response to global turbulence.  
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Existing research frequently points to the challenge of balancing efficiency and resilience 

(UNCTAD, 2020: 127). The challenge is relevant especially during disruptive events. 

Traditionally, supply chains have been designed for cost efficiency and stability. However, 

such configurations are challenged by growing volatility in global markets (World Economic 

Forum, 2026: 6). Efficiency-oriented structures often involve concentrated production, lean 

inventories and limited supplier networks. These configurations may increase dependence on 

specific suppliers or regions, thereby creating vulnerabilities during disruptions. Research 

suggests that firms need to move beyond focusing only on minimizing global costs and rather 

prioritize more flexible supply chain configurations (Christopher & Holweg, 2011: 64). As 

global volatility increases, Swedish MNCs are therefore redesigning their operational setups 

to improve adaptability.  

 

In contrast, resilience-oriented management emphasizes flexibility, backup resources and 

diversification in order to mitigate risk (Guo et al., 2025: 450). Such strategies might involve 

combining regional and global sourcing structures, while maintaining buffer inventories to 

reduce vulnerability to disruptions. Although these measures can increase operational costs, 

they may strengthen firms ability to adapt over time, particularly for Swedish MNCs 

operating within globally dispersed GVCs.  

2.1.1 Governance Mechanisms in GVCs 

Within GVC governance theory, firms must determine how activities and relationships should 

be organized and controlled along the value chain. There is no single best way to organize 

GVCs (Gereffi et al., 2005: 97). In contrast, governance structures vary depending on how 

firms manage oversight and control (Gereffi et al., 2005: 81). Different industrial conditions 

may therefore influence how Swedish MNCs organize and govern activities within their 

GVCs. As industries differ in terms of strategic requirements and supply chain 

characteristics, firms might adopt different structural arrangements within their GVCs. 

Comparing firms from distinct industries makes it possible to analyze how industry-specific 

conditions shape global value chain activities.  

 

One dimension addresses how firms manage logistics and operational activities. Firms must 

decide whether activities should be performed internally or through collaboration with 

third-party providers. Outsourcing might reduce costs through economies of scale and 

provide access to specialized expertise. It can potentially increase dependence on external 
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actors and reduce direct control. In contrast, internal operations may strengthen management 

and oversight. Although they often require higher operational costs and greater internal 

resources (Rashid, 2018: 1). These trade-offs are valuable for the study as firms operating in 

separate industries may balance differently depending on their supply chain conditions and 

strategic priorities.  

 

Nevertheless, GVCs have become more fragmented with activities spread to more locations 

and separated into more organizations than before (Strange & Humphrey, 2019: 2). Firms 

may consequently choose to internalize critical activities in order to strengthen integration 

and reduce dependence on external actors during disruptions. Even when corporations do not 

directly own an activity, governance arrangements and contracts must remain fit for purpose 

and be re-evaluated as external conditions change (Buckley, 2023: 29). A second dimension 

focuses on where activities are geographically located. These decisions influence firms' 

exposure to geopolitical instability and logistical disruptions. Lead firms play a central role in 

determining the location and allocation of activities within the GVC (Strange & Humphrey, 

2019: 4).  

 

In practice, these control mechanisms are interconnected rather than separated. According to 

Buckley (2023: 28-29), economic disruptions require firms to regularly reassess the 

interaction between location strategies and outsourcing decisions. Managerial structures and 

contractual arrangements must therefore be regularly adjusted as external conditions change 

(Buckley, 2023: 29). Relocating previously offshored activities back to domestic or regional 

locations may form part of these adjustments.  

 

These governance mechanisms are important because they illustrate how firms operationally 

restructure GVCs under uncertainty. The focus is on how firms combine and adjust 

organizational and geographical arrangements in order to balance control and resilience over 

time. These aspects are central to the thesis since supply chain resilience is influenced by how 

firms structure, coordinate and govern activities across global value chains. Decisions 

regarding internalization and the geographical distribution of activities influence firms ability 

to respond to disruptions. Focusing on these dimensions makes it possible to analyze how 

Swedish MNCs design supply chain strategies that balance efficiency and resilience in 

response to external disruptions. 
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2.2 Transaction Cost Economics (TCE)  

Transaction Cost Economics (TCE) is a governance theory that helps explain firms' 

make-or-buy decisions (Ketokivi & Mahoney, 2020: 1011). The theory is applicable in our 

thesis since Swedish MNCs must consider whether supply chain activities should be managed 

internally or through external suppliers. Research suggests that TCE has evolved over time 

and has been extended to explain international expansion and the organizational structure of 

multinational enterprises (Cuypers et al., 2021: 112). From Cuyper´s perspective, governance 

decisions within GVCs are shaped by firms' attempts to balance flexibility and operational 

costs.  

 

Rather than assuming that firms always choose the most cost-efficient production structure, 

TCE highlights the trade-off between efficiency incentives and transaction costs (Bech & 

Pedersen, 2005: 6). Firms must consider the costs of negotiating and managing contractual 

relationships (Bech & Pedersen, 2005: 7). Bech and Pedersen's (2005: 7) perspective is 

important for the research since Swedish MNCs operating within GVCs regularly re-evaluate 

sourcing structures and supplier relationships under changing global conditions. According to 

the theory, firms organize activities and define organizational boundaries in ways that reduce 

transaction costs (Hennart, 1987: 157). In practice, firms must evaluate whether activities 

should be managed internally or through external suppliers depending on factors such as risk 

exposure and flexibility. TCE is therefore used in the thesis to examine how firms balance 

internal administrative costs with external transaction risks under conditions of market 

instability.  

 

According to the theory, firms internalize activities when external transaction costs become 

too high. In contrast, firms may outsource activities when internal management costs are 

higher than the costs of using external suppliers (Yousuf, 2017: 134). Williamson (1989: 142) 

states that governance choices are primarily shaped by three dimensions: asset specificity, 

uncertainty and transaction frequency. The dimensions of asset specificity and uncertainty are 

relevant as they influence how firms evaluate supplier dependence and structural 

arrangements within global supply chains.  

 

Asset specificity refers to the extent to which an asset can be reallocated to alternative uses or 

by alternative users without losing productive value (Williamson, 1989: 142). High asset 
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specificity increases dependence between actors because assets, technologies or competencies 

become tied to specific suppliers or transactions. Asset specificity becomes important when 

one or both parties make transaction-specific investments that create lock-in effects and tie 

them to a specific exchange relationship (Ketokivi & Mahoney, 2020: 1015-1016). Such 

dependencies may increase firms' vulnerability if disruptions affect critical suppliers or 

regions. 

 

Uncertainty concerns the difficulty of predicting future conditions and controlling contractual 

outcomes (Boudreau, 2006: 1126). Rindfleisch and Heide (1997: 31) distinguish between 

environmental uncertainty and behavioral uncertainty. Environmental uncertainty refers to  

difficulties in adapting to changing circumstances, while behavioral uncertainty concerns 

challenges related to evaluating performance within inter-firm relationships. Higher volatility 

increases the difficulty of coordinating cross-border transactions and may reduce the 

effectiveness of market arrangements. 

 

In our study, these dimensions are important because they help explain why firms reorganize 

governance structures within GVCs during periods of instability. Firms might choose to 

internalize strategically important activities when unpredictability increases. On the other 

hand, external sourcing can still be preferable for activities characterized by lower asset 

specificity and lower oversight risks.  

2.3 Supply Chain Configuration 

Supply chain configuration refers to how firms design and organize supply chains (Melnyk et 

al., 2014: 40). The configuration of supply chains can therefore be understood in terms of 

their structure and key attributes (Khan et al., 2023: 174). It includes decisions regarding 

supplier selection, geographical allocation, production capacity, logistics flows and inventory 

systems. Configuration describes how different parts of the supply chain are connected and 

coordinated. It explains how firms structure supply chains to support operational objectives 

and respond to external conditions (Wasiak et al., 2019: 367). 

 

Research has gradually emphasized the interrelationships between company functions, 

markets, industries and the broader economic environment (Mentzer et al., 2001: 2). In our 

study, supply chain configuration is understood as the structural arrangement of sourcing 
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networks. The analytical model includes supplier relationships and production activities 

within GVCs. Changes in one part of the network may simultaneously affect alignment, 

complexity, operational flexibility and exposure to disruptions.  

 

Gurzawska (2020: 268) argues that supply chains are understood as dynamic and complex 

business networks rather than linear structures. Traditional linear supply chains are often 

considered insufficiently flexible when responding to dynamic conditions and changing 

ecosystems Gurzawska (2020: 274). As a result, the increasing complexity of supply chains 

creates pressure for firms to innovate and adapt their supply chain structures and operations. 

Supply chain configuration theory provides an important perspective because it helps explain 

how Swedish MNCs design supply chains in response to global disruptions. The chosen 

standpoint is directly linked to the research question as supply chain configuration captures 

how Swedish MNCs design and adjust their supply chain configuration in response to global 

instability.  

 

Existing research extends the core theoretical focus, arguing that configuration consists of 

interrelated patterns of strategy and processes rather than isolated operational decisions 

(Neher, 2005: 76). The process oriented view means that sourcing strategies, inventory 

policies, supplier relationships and geographical allocation together influence how the supply 

chain operates. Configuration becomes central for understanding how firms balance 

efficiency and resilience within global production networks. Christopher and Holweg (2011: 

70) further argue that firms not only need to adopt a broader efficiency-oriented approach. 

Instead, they need to develop more adaptable supply chain structures.  

 

Research distinguishes between functional and structural dimensions of supply chain 

configuration (Khan et al., 2023: 174). Functional attributes relate to core supply chain 

activities such as procurement and distribution. In contrast, structural attributes concern the 

overall design of the network, including its structure and the degree of integration among 

components (Khan et al., 2023: 174). In practice, these dimensions are closely interconnected 

because firms' operational decisions are limited by the structure of the broader network. The 

structural overlap becomes essential in geographically dispersed supply chains where 

multiple suppliers are involved, increasing coordination complexity (Chae et al., 2025: 807). 

Operational decisions are connected to the structure of the supply chain network, as structural 

characteristics influence how firms can modify and manage their supply chains.  

17 



 

 

Additionally, for our thesis, supply chain configuration is not treated as a static organizational 

outcome. In contrast, it is understood as a restructuring process in which firms adjust supplier 

networks, sourcing arrangements and production allocation in response to market changes. 

Ivanov and Dolgui (2020: 5) additionally argue that supply chain complexity is directly 

connected to resilience. Complex networks may become more vulnerable to severe 

disruptions, which can alter supply chain structures. Firms must therefore frequently evaluate 

how supply chain structures influence operational continuity and resilience over time. 

​

The importance of configuration has increased alongside rising uncertainty within global 

production networks. High supply chain concentration may affect managerial 

decision-making when firms become overly dependent on a limited number of suppliers or 

customers (Li et al., 2026: 8). Accordingly, firms reconsider supplier concentration and 

regional dependencies in order to improve adaptability. Within configuration research, 

resilience is commonly analyzed through the concepts of reliability and robustness (Khan et 

al., 2023: 179). Reliability refers to the ability of the supply chain to maintain expected 

operational performance over time. Conversely, robustness concerns the ability to continue 

functioning despite disruptions affecting suppliers, logistics systems or production activities. 

These dimensions are important because they connect supply chain structures directly to 

firms' capacity to manage uncertainty. Configuration is not only about achieving efficiency 

under stable conditions. It relates to how operational structures enable firms to absorb 

disruptions, maintain continuity and adapt operations over time.  

2.4 Supply Chain Resilience Framework 

Supply chain resilience describes firms' capability to maintain and adjust supply chain 

operations during disruptions (Guo et al., 2025: 450). Furthermore, research defines 

resilience as the capability to return to or move toward a more desirable state after disruptions 

occur (Christopher & Peck, 2004: 4). Within resilience research, the concept is not limited to 

recovery after disruptions. It includes firms' potential to prepare for volatility and maintain 

operational continuity under changing conditions. Decisions within the supply chain can be 

divided into proactive and reactive stages (Ivanov, 2018: 2). Sheffi and Rice (2005: 42-43) 

additionally emphasize that resilient supply chains require both preparation before disruptions 

and effective recovery capabilities after disruptions occur. In our study, resilience is 
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understood as both an operational and organizational capability that enables firms to manage 

disruptions and adapt supply chain activities over time. Resilience does not only depend on 

flexibility but on how firms design supply chain configurations that maintain continuity under 

unstable conditions.  

 

Existing research argues that resilience has become more important due to the growing 

interconnectedness of global supply chains (Christopher & Peck, 2004: 1). Geographically 

dispersed production networks and lean sourcing structures increase firms' exposure to 

disruptions while making recovery processes more difficult to coordinate. Asafo-Adjei et al. 

(2023: 2) argue that supply chains should be understood as complex systems consisting of 

multiple internal and external components. Overall performance is shaped by the interaction 

between these different elements. Resilience therefore becomes linked to how firms organize 

sourcing structures, supplier networks and integration mechanisms before, during and after 

disruptions occur.  

 

Within resilience theory, two central dimensions are commonly identified: resistance and 

recovery (Ivanov, 2021: 35). Resistance describes firms' potential to absorb disruptions and 

maintain operational performance through preventive measures. Recovery on the other hand 

focuses on the capacity to restore and reorganize operations after disruptions occur.  

 

The distinction highlights that resilience is not only about reacting to crises after they occur. 

It depends on how firms structurally prepare supply chains for uncertainty through 

governance and configuration decisions. The contrast between resistance and recovery is used 

to analyze how Swedish MNCs design resilient supply chain structures. The approach helps 

to explain how firms proactively build operational stability into their global networks before 

disruptions emerge.  

 

Furthermore, research emphasizes that resilience depends on the relationship between 

vulnerabilities and capabilities within the supply chain (Pettit et al., 2010: 6). Vulnerabilities 

refer to structural conditions that increase exposure to disruptions, whereas capabilities refer 

to organizational attributes that enable firms to respond and adapt. Consequently, supply 

chain structure is directly connected to firms' resilience capacity.  
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The increasing complexity of disruptions underscores the importance of resilience within 

GVCs. Disruptions rarely remain isolated and may spread throughout the supply chain 

network. In integrated GVCs, a factory closure in one country can quickly affect operations 

in other regions. Disruptions might create cascading effects among suppliers, logistics 

systems and production activities, thereby amplifying their overall impact (Ferdous et al., 

2025: 2). Firms operating within globally dispersed supply chains therefore require alignment 

mechanisms and adaptive governance structures capable of managing uncertainty across 

multiple regions.  

 

Within resilience frameworks, capabilities are often divided into redundancy-oriented and 

adaptation-oriented mechanisms (Ivanov, 2021: 38). Redundancy concerns pre-established 

buffers such as a large inventory and backup suppliers that allow firms to maintain operations 

during disruptions. Adaptation, in contrast, explains the firm's ability to reorganize sourcing 

structures, production allocation and operational processes under changing conditions.  

 

Existing research argues that flexibility, visibility and collaboration are central resilience 

capabilities. These capabilities improve firms ability to coordinate responses between supply 

chain actors (Pettit et al., 2010: 12). Resilience capabilities are vital because they explain how 

firms operationally respond to volatility within GVCs. It becomes interesting since the two 

firms in the thesis operate in separate industries. For this reason, they may prioritize and 

apply resilience capabilities in different ways depending on their operational requirements.  

 

Vulnerability factors such as turbulence and supplier dependence interact with one another 

and might collectively increase exposure to disruptions. Resilience must therefore be 

analyzed in relation to supply chain structure and governance. In our study, resilience is 

therefore understood as dependent on how firms align resilience capabilities with the specific 

vulnerabilities created through their GVC configuration and governance structures.  

2.5 Conceptual Framework  

Our thesis develops an integrated conceptual framework (see Figure 1) by combining insights 

from GVC, TCE, supply chain configuration theory and supply chain resilience literature. 

The framework explains how firms redesign and manage supply chains during periods of 

global instability. It does not view supply chain restructuring as a linear or independent 
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decision. Instead, it shows how governance, configuration and resilience are connected within 

globally distributed supply chains.  

 

The framework begins with GVC theory and explains how firms organize production and 

sourcing activities in different countries. The goal is to use comparative advantages, lower 

production costs and improve efficiency. Still, geopolitical instability, trade restrictions, 

pandemics and supply disruptions have exposed vulnerabilities in global production systems. 

For this reason, firms must reconsider sourcing structures, supplier relationships and 

production locations. As firms reassess their GVCs, governance related decisions become 

more important. TCE contributes to the framework by explaining how firms weigh 

transaction costs, administrative requirements and supplier dependence. These factors 

influence decisions about how activities should be organized and controlled. Under 

unpredictability, firms must rethink the balance between internal and external control. The 

purpose is to manage operational risks while maintaining flexibility.  

 

These governance considerations create strategic trade-offs between efficiency and resilience. 

Efficiency-oriented supply chains emphasize cost reduction and global optimization. In 

comparison, resilience oriented focus on flexibility, redundancy and security of supply. Firms 

need to balance these competing priorities when redesigning supply chain structures. These 

considerations shape supply chain configuration decisions, including supplier diversification, 

regionalization, reshoring and redundancy strategies. Supply chain configuration theory 

explains how these strategic choices become part of the overall supply chain structure. It 

shows how they affect firms ability to manage disruptions and operational uncertainty.  

 

Finally, supply chain resilience literature contributes by explaining the outcomes of these 

collaboration and configuration decisions. Resilience is understood as the ability of firms to 

adapt to changing conditions and recover from supply chain shocks. The framework 

illustrates how firms restructure and reconfigure supply chains in response to market 

disruptions. Overall, the conceptual framework provides an integrated and simplified 

overview of the relationship between GVC governance, transaction cost economics, supply 

chain configuration and resilience outcomes. It illustrates how external disruptions shape 

firms' supply chain decisions and the balance between efficiency and resilience within global 

supply chains.  
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Figure 1: Conceptual framework based on selected elements of the theoretical framework, 

developed by the authors.  

3. Method Section 

The method section outlines the methodological approach of the study. It presents the 

research approach, data collection and sampling strategy. Furthermore, it explains the 

analytical method used and concludes with considerations of research quality and ethical 

aspects.  

3.1 Research Approach  

The section presents the overall research approach of the study. It includes the abductive and 

qualitative research approaches that guided the research process. These approaches were 

selected to support a nuanced analysis of how Swedish MNCs design their supply chain 

strategies in response to global turbulence.  

3.1.1 Abductive Approach 

The research is based on an abductive approach, characterized by an iterative process 

between theory and empirical observations (Bell et al., 2022:25). The approach allowed 

empirical insights and theoretical perspectives to shape the analysis throughout the research 

process. According to Patel and Davidson (2019: 27-28) abductive research is characterized 
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by an ongoing interaction between theory and empirical material. The use of thematic 

analysis is further reflected in the approach, as patterns in the empirical material were 

identified and structured into an analytic framework. Triangulation was also applied through 

the use of multiple data sources including company reports and business press articles. In 

addition, 14 respondents with different roles were interviewed to provide different 

perspectives.  

3.1.2 Qualitative Research Approach 

To explore how global disruptions influence supply chain resilience strategies, our thesis 

adopts a qualitative research method. The qualitative approach is suitable as it allows a 

deeper understanding of social processes by focusing on respondents' experiences and 

perceptions (Yin, 2013: 19). The focus on experiences makes a qualitative methodology 

appropriate for examining how external disruptions influence corporations supply chain 

decisions related to resilience. These decisions are shaped through organizational processes 

and interactions between different actors within the corporation. ​

​

An additional advantage of qualitative research is flexibility. Flexibility allows researchers to 

avoid being constrained by predetermined structures. In contrast, they can adapt processes as 

new insights emerge during data collection (Bryman et al, 2021: 576-577). Accordingly, 

researchers are able to explore unexpected aspects of the phenomena. The adaptable nature of 

the method was beneficial for the study as it made it possible to explore emerging aspects 

related to how firms manage supply chain disruptions. A qualitative approach makes it 

possible to understand the phenomena in its natural context, which can provide insights that 

otherwise are difficult to capture (Bryman et al, 2021: 573-575).  

 

Nevertheless, the qualitative approach has some limitations. One limitation is the potential for 

researcher bias. Prior knowledge and expectations may influence the interview process 

(Davies & Hughes, 2014: 184). A related limitation is that a qualitative study can be hard to 

replicate. Replication is difficult because the findings may be influenced by our 

characteristics and perspectives as researchers (Bell et al., 2022: 376). Such challenges are 

partly due to the unstructured nature of qualitative data, where interpretation is shaped by the 

researcher's understanding. A last limitation is the limited generalizability of the results. 

Generalizability of the results might occur when qualitative studies are based on a small 

number of interviews within specific organizational contexts (Bell et al., 2022: 376).  
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3.2 Data Collection 

The data collection was based on primary data gathered through 14 semi-structured 

interviews. Patel and Davidson (2019: 104-105) underline that semi-structured interviews are 

categorized as qualitative research methods. Patel and Davidson (2019: 106) emphasize the 

significance of preparation and a well-grounded understanding of the research topic. To 

prepare for the interviews, relevant literature within the research field was studied. Public 

information about the two MNCs and methodological literature were also reviewed. 

Semi-structured interviews were chosen because they allow flexibility (Bell et al., 2022: 

428). At the same time, they ensure that topics derived from the theoretical framework are 

covered. The coverage is achieved because the interviews are based on an interview guide 

with prepared questions (Bell et al., 2022: 428). In addition, it allows for follow-up questions 

that are not included in the interview guide. The flexible format allows new perspectives to 

emerge during the interview that initially were not considered (Bell et al., 2022: 375).  

 

An interview guide consisting of 10 main questions was used to ensure consistency 

throughout interviews. At the same time, flexibility was maintained through follow-up 

questions. The full interview guide is provided in the Appendix. It was based on the 

theoretical framework to ensure a clear link between theory and data collection. It was 

structured around key themes from GVC theory, TCE, supply chain configuration theory and 

supply chain resilience literature. From GVC theory, questions focused on how firms 

structure their global supply chains, which included decisions related to for instance 

distribution, outsourcing, insourcing and sourcing. From TCE, the guide included questions 

related to decision-making under uncertainty. For example, the choice between internal 

production and external sourcing. From the resilience framework, questions focused on how 

firms prepare and respond to disruptions. Additionally, the interviews explored how they 

build resilience through strategies such as flexibility and adaptation.  

 

The semi-structured format allowed respondents to elaborate freely in their own terms. The 

questions were not shared with the respondents in advance. The decision was made in order 

to encourage genuine answers. Furthermore, to reduce the risk of overly prepared answers 

that could influence the reliability of the data.  
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Prior to each interview, respondents were asked for permission to record the conversation in 

order to ensure that they felt comfortable with the process. Not all respondents agreed to 

being recorded. Hence, notes were taken during all interviews to ensure that important 

information was captured. It should be underscored that recorded interviews were preferred 

when possible. According to Bell et al. (2022: 436) recording interviews reduces the risk of 

interviewer bias. It can help improve the accuracy of collected data.  

 

The interviews were conducted both in-person and through Zoom and Microsoft Teams. 

In-person interviews were preferred. However, online interviews made it possible to 

interview relevant respondents who travel frequently or are based at geographically distant 

offices. The interviews lasted around 45-60 minutes each, which allowed for deeper 

discussions and detailed insights. The interviews were conducted in Swedish and English 

depending on preference of the respondents.  

 

The recorded interviews were transcribed shortly after the interviews. The purpose was to 

avoid losing important details and ensure that suitable information was preserved. 

Nevertheless, Patel and Davidson (2019: 136) point out that the transcription process may 

introduce some researcher influence. The transformation of spoken language into written text 

involves interpretation. Interpretation may influence how the data is represented. Despite the 

potential for bias, transcription was considered as the most appropriate approach. It allows for 

a more detailed analysis of qualitative data and offers additional advantages (Bell et al., 2022: 

436).  

3.3 Case Selection 

The interviews were conducted with two Swedish MNCs. These companies were selected 

due to their exposure to complex global supply chains. They are prone to international 

disruptions, making them appropriate cases for studying supply chain resilience. Moreover, 

the two companies operate in diverse industries. The difference provided a broader 

understanding of how resilience strategies may differ based on operational structures. 

Additionally, it allowed for a deeper understanding of supply chain environments.  

 

The respondents were selected through generic purposive sampling. Generic purposive 

sampling means that the participants were chosen based on their relevance and expertise (Bell 
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et al., 2022: 393-394). More specifically, the respondents were selected due to their 

specialized knowledge in supply chain decisions and senior positions in the corporations. For 

instance, the respondents held positions within areas such as supply chain management and 

executive management. By selecting appropriate participants, the data remained meaningful 

to the thesis purpose. It provided insights into how global turbulence influences supply chain 

strategies. A total of 15 individuals at each corporation were contacted, resulting in 30 

individuals contacted overall. However, not all responded or agreed to participate. The 

interviews lasted between 45 and 60 minutes, with an average duration of approximately 51 

minutes.  

​

The respondents were contacted through email and SMS. The majority of the contact details 

were gathered through the companies websites and LinkedIn searches.  

 

Table 1: List of respondents, position, corporation, interview type, interview date and 

interview length. 

Respondent Position Corporatio

n 

Interview 

Type 

 Interview Date Interview Length  

R1 Group CEO Corporation 

B 

Zoom 30/03/2026 45 minutes 

R2 Head of 

Finance in a 

Division 

Corporation 

A 

Teams 31/03/2026 45 minutes 

R3 Head of a 

Division 

and Chief 

Technical 

Officer 

Corporation 

A 

In-person 31/03/2026 45 minutes 

R4 Investor 

Relations 

Corporation 

A 

In-person 1/04/2026 45 minutes 

R5 Chief Corporation Zoom 1/04/2026 50 minutes 
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Financial 

Officer 

(CFO) 

B 

R6 Procuremen

t specialist- 

Subsidiary 

Corporation 

B 

Zoom 2/04/2026 55 minutes 

R7 CEO - 

Subsidiary 

Corporation 

B 

Zoom 2/04/2026 45 minutes 

R8 Supply 

Chain 

Manager  

Corporation 

B 

Zoom 7/04/2026 50 minutes 

R9 CEO - 

Subsidiary 

Corporation 

B 

Zoom 7/04/2026 45 minutes 

R10 CEO - 

Subsidiary 

& Regional 

Manager 

Corporation 

B 

Zoom 8/04/2026 50 minutes 

R11 Head of 

M&A and 

Partnerships 

Corporation 

A 

Teams 10/04/2026 45 minutes 

R12 Investment 

Director 

Corporation 

A 

Teams 10/04/2026 45 minutes 

R13 Head of 

Logistics 

Corporation 

A 

Teams 22/04/2026 45 minutes 

R14 Executive 

Assistant 

Corporation 

A 

In-person 23/04/2026 60 minutes 

​

Although a total of 14 interviews were conducted, the data collection process was guided by 
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the principle of empirical saturation. In the later stages of data collection, recurring 

discussions related to topics such as sourcing, regionalization and supply chain challenges 

became evident throughout the interviews. As additional interviews mainly confirmed 

previously expressed perspectives rather than introducing new insights. It indicated that a 

sufficient level of depth and understanding had been achieved. As a consequence, we as the 

authors considered that empirical saturation had been reached.  

3.4 Analysis Method 

The analysis was conducted through an organized and systematic approach in order to ensure 

transparency and credibility throughout the research process. Given the qualitative nature of 

the study, emphasis was placed on carefully organizing the collected data. In addition, the 

data was interpreted to generate meaningful insights.  

 

The first step of the analysis involved preparing and structuring the empirical material. All 

interviews that were recorded were transcribed into written form to allow for a thorough and 

accurate examination of the data. According to Bell et al. (2022: 436) transcription is a vital 

step in qualitative research. It helps the researcher to retain crucial details and allows for 

more thorough examination of what the interviewees have said (Bell et al., 2022: 436). 

Interviews conducted in Swedish were translated into English to ensure consistency in 

interpretation. Translation was essential in transforming the initially unstructured data into a 

format suitable for subsequent analysis. The empirical material was systematically analyzed 

to identify patterns. Key statements and observations from the interviews were highlighted 

and categorized. The aim was to capture central aspects related to supply chain resilience and 

strategic decision making.  

 

The process enabled a structured organization of the data and facilitated a clearer view of the 

findings. The identified themes were interpreted in relation to the theoretical framework of 

the study, including GVC theory, TCE, supply chain configuration theory and supply chain 

resilience literature. The theories enabled a comparison between the empirical results and 

existing theory. Such a comparison provided a more comprehensive understanding of how 

corporations design their supply chain strategies in response to global turbulence. Both 

authors were involved in reviewing and discussing the interpretation of the data in order to 
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strengthen credibility. The collaborative process helped reduce subjective bias and 

contributed to a more transparent analysis.  

3.5 Research Quality 

To strengthen the quality of the research, the three criteria of reliability and validity were 

applied as suggested by Bell et al. (2022: 48-49). These criteria provided a structured 

framework for evaluating the credibility of the research process and its findings. Reliability 

refers to consistency of the research process and the extent to which the results can be 

reproduced (Bell et al., 2022: 174). To enhance reliability, an interview guide was used to 

ensure consistency in all interviews. Furthermore, the interviews were recorded and 

transcribed or summarized shortly after being completed. In addition, the research process 

and methodological choices have been described in detail in the thesis to increase 

transparency. The use of semi-structured interviews ensured that common themes related to 

supply chain resilience were covered in all interviews. 

 

Validity describes whether the study examines what it aims to examine (Bell et al., 2022: 

48-49). To improve validity, the interview guide was based on the theoretical framework. 

Moreover, respondents from Swedish MNCs were selected based on their extensive 

experience and knowledge in supply chain management and executive management. The 

strict selection was done to ensure that the data was pertinent to the research purpose and that 

the interviews provided insights directly related to the research question.  

 

In addition to the criteria of reliability and validity the quality of the study was enhanced by 

applying the concept of trustworthiness as stated by Lincoln and Guba (1985: 290). 

Trustworthiness can be assessed through credibility, transferability, dependability and 

confirmability (Lincoln & Guba, 1985: 300-301).  

 

Credibility refers to how well the findings reflect reality and can be trusted (Lincoln & Guba, 

1985: 301-316). In our study, credibility was ensured by conducting semi-structured 

interviews and by selecting respondents with specialized competence. Prolonged engagement 

with the research topic enabled a deeper understanding of the context. In line with Lincoln 

and Guba (1985: 301-316), credibility was strengthened by prolonged engagement, 

triangulation and peer debriefing. This allowed for a more in-depth understanding of how 
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firms design their supply chains and manage disruptions. Triangulation involves the use of 

multiple sources and perspectives to validate the findings. In our thesis, triangulation was 

applied through both respondent triangulation and data triangulation. Respondent 

triangulation was achieved by comparing perspectives from interviews in the two 

corporations to find similarities. Data triangulation was further applied by complementing the 

interview data with secondary sources such as business media articles and corporate reports 

to strengthen credibility. In addition, we as authors conducted peer debriefing. Peer 

debriefing contributed to a more critical reflection of the analysis and strengthened the 

credibility of the overall findings. ​

 

Transferability refers to the extent to which the results can be applied in other contexts. 

Rather than aiming to generalize the outcomes, the researcher should provide a clear 

description of the research context. The detailed information helps others to assess whether 

the findings are transferable (Lincoln & Guba, 1985: 316). In our study, transferability was 

strengthened by describing the empirical setting in detail, including the selected companies 

and respondents. Describing the empirical setting provides the reader with a necessary 

context, enabling them to evaluate whether the findings can be applied to similar contexts.  

 

Dependability relates to the consistency of the research process over time, the focus is on 

ensuring that the process is transparent and well documented (Lincoln & Guba, 1985: 

316-318). In our study, dependability was ensured through a detailed description of the 

research approach, data collection and analysis process. The degree of detail makes it 

possible for others to follow the research process and evaluate its consistency. ​

​

Confirmability describes the extent to which the findings are based on the data and ​

not researcher subjectivity. The focus is on ensuring that the results can be traced back to the 

data (Lincoln & Guba, 1985: 318-327). In our study, confirmability was supported by clearly 

linking the empirical data to the analysis. The close link made it possible to trace the findings 

back to the original sources and reduce researcher influence. In accordance with Lincoln and 

Guba (1985: 318-327), this approach reflects the use of an audit trail and audit processes. The 

research steps and data are documented in a transparent way. An audit trail refers to the 

systematic documentation of the research process, while the audit process involves evaluating 

those steps (Lincoln & Guba, 1985: 319-321). The audit trail and audit processes enable 

others to follow and verify the analytical process.  

30 



 

3.6 Ethical Considerations 

The thesis follows the guidelines outlined by the Swedish Research Council that are also 

discussed by Patel and Davidson. They describe the four main ethical requirements that 

concern the overall responsibility of the researcher when conducting research (Patel & 

Davidson, 2019: 83-84). In line with the information requirement all respondents were 

informed about the purpose of the study and how the data would be used (Patel & Davidson, 

2019: 84). Furthermore, in accordance with the consent requirement all respondents agreed to 

take part in the study before the interview (Patel & Davidson, 2019: 84). Permission was 

obtained before any interviews were recorded.  

 

To ensure the confidentiality requirement, the identities of the respondents and companies 

have been anonymized. The anonymization was done to allow respondents to speak freely 

about their supply chain strategies and resilience practices. The respondents are therefore 

referred to using numerical identifiers such as respondent 1, respondent 2, etc throughout the 

study. Besides this, the data collected from the respondents have been securely stored in 

accordance with the principle of confidentiality and has only been accessible to us as 

researchers (Patel & Davidson, 2019: 84). Specifically, the data was stored in a Word 

document and were only accessible to us as authors of the study. Our approach regarding data 

handling is consistent with the General Data Protection Regulation (GDPR) and the data 

management policies of the University of Gothenburg. In addition, after the completion of the 

transcription process, all audio recordings were deleted to ensure confidentiality and to 

comply with data protection regulations. Lastly, in line with the usage requirement, the 

collected data have only been used for research purposes (Patel & Davidson, 2019: 84).  

 

It should be noted that ethical considerations were taken into account throughout the entire 

research process. Ethical reflection is an important part of good research practice and 

involves considering potential risks related to the process (Swedish Research Council, 2024: 

92). The study was therefore conducted in a responsible and transparent manner in line with 

these recommendations.  

3.7 Use of Generative Artificial Intelligence (AI) 

The use of generative AI, mainly ChatGPT, was limited and primarily supportive in our 

thesis. It was used in a limited capacity as a language support tool. It assisted in refining 
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wording, improving clarity and identifying spelling and grammatical errors during the writing 

process. It was also used to suggest relevant keywords.  

4. Empirical Data 

The empirical section of the thesis begins with an overview of the two Swedish MNCs 

included in the study, focusing on their supply chain structures and international operations. 

The second part presents findings from the interviews, illustrating how these corporations 

manage supply chain resilience in response to global challenges. Particular attention is given 

to how these strategies are designed. The section additionally explores how these strategies 

are influenced by firm-specific capabilities and industry context.  

4.1 Overview of the Participating Corporations 

The empirical section begins with an overview of the two anonymized Swedish MNCs 

included in the thesis, referred to as Corporation A and Corporation B. The purpose of this 

section is to provide an understanding of their respective supply chain structures and 

international operations. Due to the anonymization of the participating corporations, the 

descriptions are presented at a general level.  

 

Corporation A operates within a capital-intensive industry characterized by complex and 

globally integrated supply chains. The firm has a strong international presence, operating in 

numerous regions with a broad network of production units and suppliers. Its supply chain is 

designed for large-scale operations and requires alignment between various markets and 

organizational levels. Additionally, the firm maintains a high level of internal integration 

between production, sourcing activities and logistics.  

 

Corporation B operates in a market that combines business-to-business sales and consumer 

sales. The firm is active in multiple regions and collaborates with a wide network of external 

suppliers. The supply chain relies heavily on outsourcing and is structured around 

coordination of sourcing, logistics, distribution activities and to a limited extent production. 

Therefore, the firm depends largely on external partners for sourcing and production. 

Operating within multiple markets increases the need for alignment, which in turn requires 

flexible approaches to supply chain planning.  
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4.2 Supply Chain Resilience Strategies 

The interviews indicate that the corporations use several resilience strategies. These strategies 

help the firms to respond to disruptions such as delays and shortages. Throughout the 

interviews, four recurring strategic themes were identified: flexibility, redundancy, 

diversification and collaboration with external partners. Both corporations apply these broad 

categories of strategies. However, their implementation differs depending on the industrial 

context and supply chain structures.  

 

4.2.1 Flexibility 

A central strategy for both corporations is flexibility. Nevertheless, it is applied differently. In 

Corporation A, flexibility is both operational and structural. Many of the respondents 

underlined that the company can move production and sourcing between regions when 

external conditions change such as tariffs, geopolitical tensions or shortages of key inputs. 

Respondent 2 pointed out that “as soon as they see an opportunity to act in the short-term, 

they do it” . The statement refers to decisions about where products should be produced and 

where components should be sourced. In the short-term, actions can be taken toward a 

long-term strategy. 

 

Flexibility is also built into product design. Participants underscored the value of 

standardization. Products are designed to reduce dependence on unique suppliers or 

specialized parts. Respondent 3 noted that “if a component becomes too customized, you are 

basically locked to one supplier”. Over customization can make the supply chain more 

vulnerable. Standardized components instead create more sourcing options and lower 

switching costs. Resilience is therefore considered early in the design phase rather than only 

after disturbances occur.  

 

In Corporation B, flexibility is mainly operational. The company responds to disruptive 

events through logistics, sourcing and planning adjustments. Many of the respondents 

described how transport routes were changed during global shipping disruptions and how 

lead times increased. Respondent 8 stated that “shipments which previously took around 30 

days can take up to 40-50 days depending on route and congestion”. Respondent 8 added 

that “you cannot just wait for normal flows to return, you need alternative solutions 

immediately”. Respondents indicated that flexibility was supported through internal 
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synchronization between subsidiaries and warehouses. Products could be reallocated between 

markets when local shortages occurred. Respondent 6 said that “if one unit doesn't have 

inventory, we can sometimes solve it through another company internally”. The quote 

illustrates how internal integration can help address inventory shortages.  

 

Many of the interviews indicated that sourcing volumes can be moved between suppliers or 

regions when freight costs, tariffs or capacity conditions change. Respondent 6 elaborated 

that “we continuously evaluate where we should place orders based on the market situation”. 

Inventory levels likewise support flexibility, since available stock allows deliveries to 

continue while new sourcing or transport solutions are arranged.  

4.2.2 Redundancy 

Another important resilience strategy is redundancy. Redundancy is mainly achieved through 

multiple sourcing and inventory buffers. In Corporation A, redundancy is primarily created 

through multi-sourcing and backup production capacity. Many respondents stated that the  

company has reduced dependence on single suppliers for critical components. Instead, it 

works with suppliers often located in different regions. Respondent 3 stated that “you usually 

have two or even three suppliers, sometimes the same supplier but with multiple factories”. 

Respondent 3 explained that the goal is to avoid situations where “one shutdown stops the 

whole supply chain”.  

 

The interviews show that redundancy is used selectively. Components that are difficult to 

replace or important receive stronger backup solutions. Respondent 3 noted that “you cannot 

build buffers for everything, so you need to know what really matters”. The statement reflects 

a risk-based approach where resilience is balanced against cost efficiency. Many of the 

respondents referred to backup production sites and alternative capacity, indicating that 

redundancy is built into both sourcing and manufacturing.  

 
In Corporation B, redundancy is mainly based on inventory buffers rather than a wide range 

of suppliers for the same products. High inventory levels are a natural part of the business 

model and support service levels, fast delivery and stable availability. Respondent 8 

explained “we are a stock-keeping company that wants to ensure the availability of 

products”. Respondent 5 stated that “if customers need something tomorrow, it has to be on 

the shelf today”. Statements from respondents indicated similar patterns regarding the 
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strategic necessity of inventory buffers and product availability. Affärsvärlden (2022) 

described Corporation B's business model as being characterized by high inventory and fast 

deliveries.  

 

During periods of unpredictability, these buffers become even more essential. Respondents 

linked the development to longer replenishment cycles in recent years. As lead times 

increased, higher inventory levels became crucial in order to maintain service levels and 

reduce costly emergency solutions. Respondent 6 stated that “when lead times become 

longer, you need larger stock”. Longer lead times, transport delays or delayed supplier 

deliveries can be managed through stored goods. Respondent 8 pointed out that “when lead 

times move out, inventory buys you time”. Inventory is distributed among markets and that 

reduces the risk that one local disruption creates wider shortages. Affärsvärlden (2022), 

highlights that Corporations B’s main strategy of maintaining high inventory levels has been 

remarkably successful. According to the reporting, inventory availability constitutes a 

competitive advantage as it enables the firm to deliver products quickly to customers. Rapid 

delivery and high service levels are described as fundamental to the firm's operations 

(Affärsvärlden, 2022).  

4.2.3 Diversification 

Diversification, especially geographic diversification, is another strategy used by both 

corporations. In Corporation A, diversification has developed into a broader regionalization 

strategy, as described in numerous interviews. Instead of relying on one globally optimized 

network, the company is gradually organizing its supply chain around regional markets. 

Respondents stated how production and sourcing are placed closer to where products are 

sold. A shorter distance reduces transport dependence, tariff exposure and geopolitical risk. 

Respondent 3 explained that “what we sell in a region is increasingly sourced and produced 

locally”. Respondent 11 described the ambition as creating “more self-sufficient regional 

setups”. Dagens Industri (2024) describes how Corporation A is progressively regionalizing 

its production and sourcing closer to end markets. Such a strategy aims to reduce dependence 

on global flows and especially risk related to exposure of tariffs (Dagens Industri, 2024).  

 

Various respondents indicated that the transition happens gradually. Large industrial supply 

chains cannot be redesigned overnight. Respondent 4 noted that “you move step by step, 

because these are large systems with long commitments”. Regionalization can thus be seen as 
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a long-term resilience strategy that increases responsiveness and continuity in each key 

market. Respondent 13 described the shift as “a game changer” within the corporation's 

broader strategy. The ambition is to combine regional responsiveness with global scale 

advantages while reducing exposure to geopolitical and trade-related disturbances.  

 

Corporation B uses diversification differently. A recurring pattern in the interviews was that 

sourcing locations have steadily shifted over time. Respondents emphasized that the firm 

seeks to reduce concentration risk, manage changing cost structures and secure access to 

production capacity. Respondent 6 in Corporation B elaborated that “you need to spread the 

risk in both countries and factories”. Nevertheless, newer sourcing markets may involve 

longer lead times and less developed logistics systems.  

 

The company sources from numerous countries in different regions and maintains a global 

sourcing network that can be adjusted when conditions change. Many respondents from 

Corporation B explained that sourcing locations have shifted over time due to tariffs, 

geopolitical risks and changing cost structures. Respondent 10 stated that “you always need 

alternatives if one market becomes too expensive or too uncertain”. Various respondents 

emphasized the importance of avoiding excessive dependence on a single location. The firms 

therefore maintain a flexible sourcing strategy that allows sourcing locations to be adjusted 

over time rather than relying on one single market. The perspective is supported by reporting 

in Dagens Industri (2025), which notes that Corporation B conducts manufacturing 

operations in a range of Asian countries. The firm continually relocates sourcing between 

factories and markets to mitigate concentration risk and to adapt to evolving risk conditions 

(Dagens Industri, 2025).  

4.2.4 Collaboration with External Partners 

Collaboration with external partners is another crucial resilience strategy. In Corporation A, 

the focus is on long-term partnerships rather than purely transactional purchasing 

relationships. Respondents pointed out that suppliers are involved early in product 

development. This allows joint problem-solving, technical input and innovation. Respondent 

2 described the shift as moving “we are moving away from purely transactional relationships 

toward long-term partnerships where we develop together". Respondent 3 noted that core 

suppliers are expected to “develop together with us, not only deliver parts”. 
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Such collaboration can include shared investments or deeper technical cooperation when 

capabilities are strategically vital. Respondent 13 explained that in more complex areas “you 

need suppliers close to you because solving issues together is faster”. Closer relationships 

provide quicker communication and stronger alignment during disruptions. Respondents 

elaborated that collaboration becomes more intensive during unexpected events. If a supplier 

faces serious operational problems, the company may send teams on-site. Respondent 13 

additionally stated that “we go there physically and sit together” in order to solve issues 

faster. Likewise, statements from several respondents indicated similar patterns regarding the 

priority of close supplier collaboration during uncertainties.  

 

In Corporation B, respondents primarily described collaboration with suppliers and logistics 

partners in operational terms. Various respondents highlighted the impact of continuous 

communication and regular follow-ups in managing ongoing flows. Respondent 10 

elaborated that “we have always aimed to maintain open and transparent relationships with 

our suppliers”. Collaborative efforts were focused on aligning delivery and transport 

planning with external partners. Respondents underlined the relevance of understanding not 

only direct partners but also upstream dependencies, including sub-suppliers and transport 

networks.  

 

At the same time, respondents underscored that relationships remain performance-based. 

Respondents described how suppliers are regularly evaluated on price, quality, reliability and 

delivery performance. Respondent 10 summarized the sourcing model by stating that “today, 

we work with multiple suppliers and production options”. Respondent 10 said “if one 

supplier cannot perform or meet standards, volumes need to move quickly”. Statements from 

various respondents regarding close supplier collaboration were reinforced through secondary 

data from Corporation B's official website. The website outlines regular supplier visits, 

monitoring and long-term relationship building (Corporation B, 2026).  

4.3 Design of Supply Chain Resilience Strategies 

The interviews show that supply chain resilience is shaped not only by which strategies 

corporations choose. It is influenced by how these strategies are designed and implemented in 

practice. Three recurring themes were identified: decision-making processes, planning 

structures and alignment mechanisms. The empirical discussions demonstrate differences 
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between the two corporations. Corporation A relies more on internal structures, long-term 

planning and cross-functional control. While Corporation B uses a more externally oriented 

model based on supplier networks, market responsiveness and operational adjustments.  

4.3.1 Decision Making Under Uncertainty 

A key finding is that resilience strategies are closely linked to how decisions are made under 

instability. In Corporation A, decision-making appears formalized and integrated into the 

company's internal structure. Similar views expressed in interviews indicated that short-term 

operational actions can be taken quickly, while larger structural decisions follow longer 

planning processes. Respondent 2 stated that “we never build a factory based on a tweet”. 

Respondent 2 additionally noted that “it is much easier to adjust sourcing than to change 

where and how you produce”. The respondents' statements illustrate how sudden geopolitical 

events may trigger action, but major investments require careful internal evaluation.  

​

Respondents discussed the growing need for predictive decision-making. Respondent 13 

pointed out that the company aims to become “much more predictive and find signals 

earlier” in order to identify risks before they escalate. Scenario planning was described as 

becoming more crucial. Respondent 13 elaborated that the company seeks to remain “two 

steps ahead” when evaluating potential disruptions.  

 

In Corporation B, resilience decisions are more market-driven and externally focused. 

Perspectives expressed in respondent discussions indicated that tariffs, freight prices and 

political uncertainty continuously affect sourcing decisions. Rather than relying on large 

internal structural changes, the company adapts in other ways. It changes sourcing locations, 

suppliers and logistics setups when conditions change. Respondent 1 explained that “things 

happen all the time that affect our strategy”. Respondent 7 noted that “you need to adjust all 

the time because the market does not stand still”. The operational flexibility can be 

understood as a more dynamic decision model where planning is continuously adapted.  

 

At the same time, many respondents emphasized that not every external event leads to 

immediate action. Respondent 8 explained that the company does not enter crisis meetings 

automatically but rather responds when disruptions begin to affect “freight agreements, 

service or delivery capability”. Respondent 7 stated that “one underlying reason for this 

approach is that supplier changes can themselves introduce additional risks related to price, 
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quality, process stability and compliance with requirements”. Rapid adaptation must be 

balanced against the potential to introduce more vulnerabilities.  

 

Planning in Corporation A is closely linked to capital allocation and long-term 

competitiveness. Respondents highlighted that resilience investments must be balanced 

against profitability. Respondent 2 in Corporation A elaborated that “you cannot invest in 

everything at the same time”. Respondent 12 stated that “there is always a cost to building 

more resilience into the system”. Decisions about capacity expansion, internalization or 

control are therefore evaluated both from a risk and financial perspective. The findings were 

reinforced by Corporation A's public reporting. The corporation emphasizes that long-term 

investments and operational development must be balanced against profitability, financial 

performance and market uncertainty (Corporation A, 2026).  

 

The interviews indicate that internal alignment is important. Respondents explained that 

many employees want to contribute during uncertain times but decentralized decisions do not 

always support the company as a whole. Respondent 2 explained that “many employees want 

to contribute and do something good, but when everyone acts on their own perspective, it's 

not always what the company needs”. Respondent 2 added “the company sometimes needs to 

pause and adjust, as employees do not always see the full picture”. The internal friction 

highlights that the resilience planning requires prioritization and coordination throughout the 

organization. It underscores the importance of maintaining centralized oversight to ensure 

that individual initiatives align with the overall organizational priorities.  

 

Throughout the interviews, planning in Corporation B emerged as adaptive and continuously 

revised in response to changing conditions. Instead of large long-term structural investments, 

the company adjusts sourcing volumes, logistics setups and supplier allocations based on 

current market conditions. The flexibility allows the firm to respond faster when disruptions 

affect lead times, tariffs or transport costs. Respondents elaborated that planning horizons 

have become longer. In addition, products that previously required shorter lead times now 

often need to be ordered significantly earlier. Respondent 6 noted that lead times had 

increased from “around six to seven months” to “eight to nine months, sometimes even up to 

a year”. Respondents further explained that production locations had to be adjusted between 

countries as tariffs and geopolitical conditions changed. The geographical shifting illustrates 

how planning and sourcing decisions are continuously revised. Similar developments were 
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described in Dagens Industri, where Corporation B’s CEO discussed how sourcing had been 

shifted between countries due to tariffs (Dagens Industri, 2025).  

4.3.2 Coordination Mechanisms & Supplier Governance 

Coordination mechanisms in Corporation A were described by many of the respondents as 

varying depending on the type of supplier and the level of dependency in the relationship. 

Various respondents emphasized that different governance mechanisms are applied based on 

how critical the supplier is. For some suppliers collaboration is more transactional. In these 

contractual arrangements, agreements are established to secure a certain production capacity 

or predefined volumes over a specific period. In other cases, where suppliers hold a stronger 

position or represent a significant share of production. In these situations, the focus shifts 

towards building long-term and sustainable relationships. As respondent 1 said “it becomes 

more important to work with long-term, sustainable relationships where partners are 

profitable and able to invest in their business”.  

 

Several of the respondents indicated the company relies on external collaborations rather than 

internalizing all activities. Respondent 1 said “instead of developing everything internally, we 

have started different types of external collaborations or partnerships with suppliers to create 

closer ties”. The transition highlights a move to a more partnership approach. These 

relationships are not based on full control or ownership, but primarily on closer collaboration 

without the same level of investment. Furthermore, decisions regarding sourcing and 

production are closely linked to supplier governance. Choices about where to produce and 

which components to source externally significantly influence alignment efforts. As 

respondent 1 said "decisions about where to produce and where to purchase certain 

components affects us to a great extent”. The statement underlines the strategic role of 

supplier relationships in shaping operational outcomes. Similar perspectives are highlighted 

on Corporation A's official website, which emphasizes strategic supplier partnerships and 

close collaboration throughout the supply chain (Corporation A, 2026).  

 

Coordination in Corporation B is strongly externally oriented. The firm was described by 

participants as relying on a broad network of suppliers, subsidiaries and distribution partners 

in multiple markets. A large share of production is outsourced. Due to the high outsourcing 

levels, supplier governance is central to ensuring operational stability and resilience. Rather 

than relying on centralized control, alignment is achieved through a decentralized 
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organization structure. The structure means that individual subsidiaries retain a high degree 

of autonomy. The autonomy allows local units to adapt to supplier relationships and sourcing 

strategies to specific market conditions. At the same time, they benefit from scale and 

resources from the parent company. Respondent 7 noted “our business relies on a broad 

network of suppliers and partners, managing these relationships across different markets is 

essential for maintaining stability”. As described on the firm's website, Corporation B has 

established its own purchasing offices in several Asian production countries to maintain close 

and continuous contact with suppliers (Corporation B, 2025). This strengthens the previous 

reasoning by illustrating how collaboration is achieved through local presence and 

decentralized supplier management.  

 

Supplier governance is not standardized in Corporation B. As described by respondents, it 

varies between regions, product categories and market dynamics. Alignment is supported 

through shared corporate functions such as purchasing, logistics and brand management. The 

shared functions facilitate integration and knowledge transfers between subsidiaries. In 

addition, the firm's dual-channel strategy increases operational complexity by requiring 

alignment between different sales organizations and customer segments. As respondent 9 

pointed out “one approach does not work globally, each market requires adaptation”.  

4.4 Influencing Factors on Strategy Design 

The interviews show that supply chain resilience strategies are not designed in the same way 

between the two corporations. Although both firms face similar global disruptions, the design 

of their strategies is influenced by different international conditions.  

4.4.1 Resource Base & Operational Capacity 

One important influencing factor is the availability of internal resources. A clear pattern 

emerging from the interviews is that Corporation A had good opportunities to design 

resilience through internal assets. These assets include production capacity, engineering 

competence, purchasing scale and financial strength. Consequently, the company can choose 

between strategic options when disruptions occur. Respondent 14 in Corporation A explained 

that “if you have a larger business, you have more opportunities to act”. Respondent 14 

noted that the corporation can sometimes manage disruptions more effectively because “there 

is a different kind of endurance in large systems”. 
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This means that resilience can be built not only through external sourcing choices. It can be 

developed through internal adjustments such as reallocating production, redesigning 

components or investing in additional capacity. Respondents in Corporation A highlighted 

that size creates bargaining power. Larger purchasing volumes can improve supplier access 

during shortages. They can increase influence in negotiations when capacity becomes 

constrained. 

 

The interviews consistently highlighted that Corporation B operates with a different resource 

base. The corporation relies on outsourced production and external suppliers. As a result, 

resilience depends less on internal capacity and more on access to flexible partners. 

Respondent 9 in Corporation B explained that “we do not own all the resources ourselves, so 

relationships become the resource”. Respondent 10 further emphasized the importance of 

agility, noting that “our strength lies in the flexibility of our sourcing and logistics network 

rather than in owning production”. Consequently, resilience strategies are centered on 

supplier selection, logistics flexibility and inventory positioning rather than internal 

production reconfiguration.  

 

Internal warehousing and logistics capabilities were identified as critical, especially the 

ability to move stock between locations and utilize shared storage capacity. Respondent 8 

explained that “we support each other between companies”. This collaborative approach 

enhanced flexibility throughout the network, allowing the firm to mitigate local shortages and 

maintain continuity in supply. This reasoning is supported by the firm's annual report. The 

report emphasizes coordination between subsidiaries through shared functions such as 

purchasing, warehousing and distribution in order to create synergies within the entire firm 

(Corporation B, 2025).  

4.4.2 Organizational Structure & Decision Logic 

Another key influencing factor is organizational structure. Corporation A as described by 

respondents operates through a complex internal organization with several business units, 

functions and geographic operations. While the internal structure enables strong capabilities 

and specialization, it also increases the need for alignment when designing the resilience 

strategies. Respondents highlighted the challenges of coordinating decisions within such a 

large organization. Respondent 4 noted that “when many parts of the organization are 

involved, clear priorities become essential”. Respondent 11 explained that “decisions that 
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make sense locally do not always make sense from a global perspective”. The friction means 

that decisions may not work well for all parts of the organization. A similar reasoning is 

reflected in Corporation A's sustainability report. In the report Corporation A described 

flexibility and local adaptation as important for managing global operations and maintaining 

resilience in various markets (Corporation A, 2024).  

 

As a result, Corporation A´s resilience design is closely linked to governance structure and 

internal synchronization. Strategic changes may require support from several functions such 

as sourcing, production, finance and logistics. Interdependence can increase the challenge of 

decision-making and often requires a more structured approach. At the same time, various 

respondents point out that organizational complication does not necessarily lead to 

inflexibility. Instead, the organization is often able to remain flexible despite its complexity. 

 

Corporation B operates with a relatively centralized and long-term structure. The framework 

is supported by a strong ownership position and stable financial conditions. Many of the 

respondents emphasized that decision-making is guided more by long-term objectives, even 

in times of temporary uncertainty. Respondent 1 explained that “we will proceed with one of 

our major investments despite the financial uncertainty linked to the current political 

situation”. Respondent 1 added “it takes decades to build a company, so you always have to 

think long-term, even when things feel uncertain for a while”. The perspective highlights the 

organization's focus on maintaining a consistent strategic direction. A similar long-term 

orientation regarding investments is reflected in the firm's press release in April 2025. In its 

public reporting, Corporation B emphasized continued expansion and ongoing investments 

despite global uncertainty and concerns regarding tariffs (Corporation B, 2025).  

 

Nevertheless, many respondents described a solution oriented approach to external 

unpredictability. Rather than attempting to predict unpredictable events, the organization 

focuses on adapting when necessary. Respondent 8 stated “there is no point in spending too 

much energy on things we cannot influence”. The organizational setup supports resilience 

through control and preparedness rather than rapid structural changes. Instead of frequently 

adjusting strategies, the firm maintains flexibility through operational mechanisms such as 

diversified sourcing and inventory management. Respondent 2 highlighted the importance of 

inventory, “we can only sell what we have in stock”. The quote underlines the role of 

preparedness in ensuring continuity. Consequently, Corporation B’s resilience strategies are 
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less about quick structural changes and more about the ability to deliver under changing 

conditions. At the same time, the operational choice requires continuous monitoring of 

external developments. Monitoring is especially important in areas such as logistics, tariffs 

and currency fluctuations.  

4.4.3 Experience from Previous Disruptions 

Additionally, many of the interviews indicated that previous disruptions strongly influence 

how resilience strategies are designed today. Respondents in both corporations referred to 

earlier crises as learning moments that changed priorities and routines. Various respondents in 

Corporation A emphasized that disruptions are no longer perceived as isolated events. In 

contrast, crises may occur simultaneously and reinforce each other. Respondent 13 explained 

that “before, we were used to handling one crisis, now we manage several on top of each 

other”. This indicates that resilience capabilities have become more important as firms must 

prepare for overlapping geopolitical, logistical and operational disruptions. Respondent 13 

elaborated that “after every major disruption, you ask yourself what should have been 

different”.  

 

In Corporation A, previous shortages and transport problems appear to have strengthened the 

focus on dual sourcing, standardization and regional production capabilities. An emerging 

theme in the interviews was that disruptions are used as structured learning opportunities.  

Respondent 13 noted that the company always conducts “lesson learned" reviews after major 

events. The aim is to understand what could have been identified earlier or handled 

differently. The empirical discussions imply that resilience design is updated through 

accumulated operational experience rather than only through one-time strategic decisions. 

Respondents indicated that resilience thinking has become more embedded over time. 

Respondent 12 explained that “before efficiency was often enough, but today continuity has a 

higher value". 

 

In Corporation B, earlier disruptions seem to have reinforced the importance of inventory 

buffers, supplier alternatives and route flexibility. Respondent 8 stated that “we learned that 

low stock can become very expensive when flows stop". In addition, respondent 8 explained 

that “once you have seen containers standing still, you plan differently". These responses 

indicate that resilience strategy design is partly path dependent. Past experiences shape risk 

perception and influence which capabilities corporations prioritize in future disruptions. The 
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effectiveness of the inventory-oriented strategy is likewise supported by external sources. For 

instance, an article published by Affärsvärden in (2022) described the firm's high inventory 

levels as a factor behind its competitive advantages.  

4.4.4 Institutional & Geographic Context 

Institutional and geographic factors were described by respondents as influencing how 

corporations design their strategies. Especially regarding decisions related to facility location 

and investments. Geopolitical developments have emerged as a big source of uncertainty that 

has affected both variables. Respondent 4 explained that, following the outbreak of the war 

between Ukraine and Russia, Corporation A decided to shut down operations in the Russian 

market. The exit occurred despite having spent many years building up the business. At the 

same time, respondents emphasized that substantial investments are based on long-term 

strategic considerations rather than temporary political developments. Respondent 3 noted 

that “a factory is built because the company believes in it over a long period of time". Further 

explaining that political events do not necessarily justify business decisions.  

 

The institutional complexity was illustrated by respondent 2, who highlighted the friction 

between short-term political actions and long-term supply chain design by stating “we cannot 

assume that everything will run as smoothly as it does today, when a president of some 

country makes certain decisions, it creates chaos in the system. The entire principle and 

process right now is to become free from that". Corporation A´s ambition to design a network 

that is less affected by local political disruptions influences how the corporation evaluates 

regional boundaries. When establishing operations in today's global environment, the firm 

must manage divisions between protectionist trade regions.  

 

Respondent 2 contextualized the issue by discussing Corporation A's manufacturing presence 

in South America and how locations in different countries are affected by tensions between 

trade blocs. The respondent stated “think about why Donald Trump imposes tariffs against 

Mexico. One of the big underlying reasons is that Mexico is an entry point for China. In the 

regionalized world, countries are increasingly divided into blocs, especially between the USA 

and China".  

 

Despite current trade tensions, Corporation A continues to follow its long-term regional 

strategy rather than reacting to political changes. Respondent 3 stated “in the long-term 
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Trump's tariffs do not affect the factory we have established in Mexico, since we need 

production capacity in North America”. The statement shows that the corporation prioritizes 

regional stability despite growing geopolitical instability.  

 

Similar observations could also be seen in Corporation B, where institutional disruptions 

forced the firm to closely monitor geographic regulations and market changes. Respondent 1 

explained that “the war in Ukraine led to the closure of the operations in Russia, which 

resulted in lost sales”. The respondent described the withdrawal as a significant adjustment 

since the corporation had already established business activities in the market. The disruption 

consequently affected the firm's operational structure. However, because Corporation B 

mainly relies on outsourced production, its exposure to country specific institutional risks is 

mostly connected to tariffs and rising costs. Respondents explained that international trade 

conflicts, such as the earlier tariffs between the US and China, directly affected the financial 

attractiveness of certain markets. Instead of responding by building regional factories like 

Corporation A, Corporation B relied on its decentralized structure to manage institutional 

disruptions.  

 

To manage resilience without making large structural investments, Corporation B operates 

through localized purchasing offices in several production countries. According to 

respondents and secondary data from Corporation B (2025), these offices help the firms 

maintain close contact with suppliers and follow changing regional regulations. Respondents 

also explained that subsidiaries within Corporation B have a high level of operational 

autonomy. The operational autonomy allows them to adjust sourcing volumes locally based 

on changing country specific costs. At the same time, respondents stated that corporation B 

continues to base major investments decisions on long-term market expectations despite 

geopolitical uncertainty. Respondent 1 explained that the firm is "convinced that the United 

States will become the largest market moving forward”, which has motivated investment in 

the country for many years. The strategic commitment indicates that decisions regarding 

market presence and resource allocation are influenced by both geopolitical instability and 

long-term market opportunities.  

4.4.5 Industry Context & Customer Requirements  

A last identified influencing factor is the industry context in which the corporations operate. 

During the interviews, respondents described Corporation A operating in a capital-intensive 
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environment with technically complex products, long investment cycles and high switching 

costs. The capital-intensive environment limits how quickly structural changes can be made 

and increases the significance of long-term planning. Respondent 3 in Corporation A 

explained that “you cannot rebuild industrial systems overnight". The future oriented 

industrial structure is connected to product complexity and specialized technology. 

Respondent 2 explained that the manufacturing process depends on advanced supplier 

networks. The respondent stated “advanced technical components are a good example, as 

there are many of them in each product. Depending on the specific components you have 

chosen, you face different levels of difficulty handling disruptions. If you have selected 

standardized components, it is easier to find alternative suppliers who can deliver. However, 

if you have chosen a unique component that only your company's manufacturers, it is 

significantly easier to run into problems". As a result, Corporation A must integrate resilience 

directly into product development and engineering. Since the corporation depends on large 

industrial investments and specialized components, it cannot quickly change its supply 

network during crises.  

 

In multiple interviews Corporation B was described as operating in a more demand-driven 

environment where speed, availability and seasonal market responsiveness are crucial. 

Respondents highlighted that customer expectations require products to be available despite 

external disruptions. Respondent 5 stated that “customers do not care why something is 

delayed, they expect delivery". Respondent 8 explained that “some customers can wait a 

week, others cannot". Many of the interviews suggested that resilience priorities vary among 

product segments. In some areas, customers are more willing to wait. In other areas, 

immediate product availability is more critical. In other words, strong pressure from 

consumers influences how Corporation B responds to logistics and transportation disruptions. 

The pressure arises because the industry allows very little room for long lead times. The 

fastmoving market also affects how the corporation manages cost increases caused by 

external shocks. 

 
In contrast, Corporation A manages disruptions through large R&D investments and slow 

regional production adjustments. Corporation B operates under a different reality and is 

driven by customer demand. High customer expectations for product availability in a 

complex market creates many additional costs. These include expensive air freight solutions 

and large safety stocks. Respondents from both corporations explained that the industry 
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context influences who in the end carries the extra costs. Respondent 3 from Corporation A 

summarized the situation by stating “it is the customer who pays in the end, when the world 

situation is complicated, it will increase costs and they are being transferred to the final 

customer". 

 
The empirical evidence shows how the industry context shapes strategic decisions. In 

Corporation A’s specialized industry, structural limitations require long-term component 

standardization and regionalized production structures. In contrast, Corporation B’s 

consumer-oriented industry is more strongly influenced by changing customer expectations. 

The market pressure forces the corporation to prioritize rapid transport adjustments and high 

product availability. 

4.5 Summary of Empirical Findings  

The empirical findings show that both corporations actively work with supply chain 

resilience strategies in response to global instability. From the interviews, four recurring 

themes were identified: flexibility, redundancy, diversification and collaboration with 

external partners. However, the findings demonstrate that these strategies are designed and 

implemented differently depending on industry context and operational structure. Corporation 

A focuses on long-term structural capabilities. These for instance include regionalization, 

multisourcing, internal integration and strategic supplier partnerships. In contrast, 

Corporation B relies more on operational flexibility, inventory buffers, sourcing adjustments 

and adaptive planning.  

 

The findings additionally indicate that resilience strategy design is influenced by 

organizational structure, internal resources, geographic context and previous disruption 

experiences. Corporation A is characterized by centralized oversight and internal operational 

control. Corporation B instead operates through a more decentralized and externally oriented 

model. The firm focuses on responsiveness, supplier flexibility and inventory availability. 

Previous disruptions, such as tariffs and geopolitical uncertainty were described as important 

learning experiences in both corporations.  

 

To strengthen credibility of empirical findings, triangulation was applied in the empirical 

section. Respondent triangulation was achieved by comparing perspectives among interviews 

within both corporations. Recurring themes emerged for instance regarding sourcing 
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flexibility, inventory management, regionalization, supplier collaboration and adaptive 

planning. This reduced the risk of relying on individual perspectives. In addition, data 

triangulation was applied by combining interview findings with secondary data from 

corporate reporting, business media such as Dagens Industri and Affärsvärlden and the 

corporation's websites. These external sources supported the patterns identified in the 

interviews. Nevertheless, the triangulation process was somewhat limited by the nature of 

available secondary data. Business media primarily report on external operations and 

strategic developments rather than internal processes. Consequently, not all aspects identified 

in the interviews could be fully validated through external sources.  

5. Analysis 

The analysis section examines the empirical findings by applying the theoretical framework 

presented in the previous chapter. By applying global value chain theory, transaction cost 

economics, supply chain configuration theory and supply chain resilience literature, the data 

are analyzed. It aims to understand how Swedish MNCs design their supply chain strategies 

in response to global instability. The chapter begins by analyzing how corporations structure 

their supply chains in relation to efficiency and resilience trade-offs. It then explores how 

strategies are implemented and how these are influenced by firm-specific capabilities and the 

industry context.  

5.1 Managing Resilience under Global Uncertainty 

The empirical material indicates that uncertainty has progressively become a permanent part 

of strategic planning rather than a temporary challenge. Instead of responding only after 

crises occur, firms more and more integrate uncertainty into sourcing, production and 

coordination decisions. The proactive shift demonstrates that traditional assumptions of 

stability are becoming more difficult to maintain under current market instability. The result 

supports Christopher and Holweg's (2011: 70) argument that firms require more adaptable 

supply chain configurations rather than relying solely on efficiency-oriented models.  

 

Both corporations operate under similar external pressures including geopolitical instability, 

tariffs, transport disruptions and longer lead times. Despite the shared challenges, they 

redesign their supply chain strategies differently. These differences are shaped by industry 

conditions, organizational structures and operational priorities. Rather than following one 
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standardized model, the corporations develop distinct approaches balancing efficiency and 

flexibility. 

 

The respondent discussions demonstrate that firms develop their own resilience approaches 

that fit their operational needs and risk exposure. The strategic diversity supports Kano et al. 

(2022: 24) argument that firms must reconsider how production and control are organized. 

Respondents described how their firms adjust sourcing, logistics and production decisions as 

a new disruption emerges. Corporation A addressed environmental volatility mainly through 

regionalization and restructuring of sourcing and production activities. Meanwhile, 

Corporation B adopted resilience as maintaining high inventory levels at all times and 

diversifying their sourcing. The difference between the corporation's approaches shows that 

the firm's industry decides what they actually do in practice. For Corporation A, it is 

expensive but possible to move production and suppliers closer to home to secure their 

supply chain for the future. For corporation B, their industry makes relocation harder. In 

contrast, they choose to keep large inventories, accepting the high cost of storing goods just 

to make sure they never run out. Each company is forced to pick the strategy that fits their 

specific industry and organization best.  

 

Our study additionally extends some previous research by showing how these adjustments 

take place in practice. While some earlier research focuses on long-term and planned 

restructuring, the respondent discussions show that firms often adapt through ongoing 

adjustments. The respondents described how corporations must manage new market 

turbulence before previous problems have been resolved. Ongoing turbulence appears to be a 

relatively new situation for the firms, as problems before were treated as single events that 

could be managed one time before new challenges emerged. The respondents also added in 

the discussion that resilience is becoming more than just protection against sudden crises. 

Firms that can maintain stable deliveries and continue operating during uncertain periods may 

strengthen customer trust and improve their long-term market position. The operational 

stability means resilience can also function as a competitive advantage. Furthermore, 

resilience is often described as the ability to recover from disruptions and return to a desired 

operational state. This highlights its importance for long-term organizational performance 

(Christopher & Peck, 2004: 4). Although both corporations pursue resilience they do so 

through different mechanisms. Corporation A increases resilience through structural changes 

to its supply chain network, while Corporation B relies on operational buffers. This illustrates 
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that flexibility can be achieved through multiple pathways depending on industry 

characteristics and organizational constraints. 

 

Another crucial observation from the empirical material is that resilience strategies may also 

create new organizational challenges. The downside supports Ivanov and Dolgui (2020: 5) 

argument that resilience and supply chain complexity are closely connected. For example, 

closer supplier relationships might improve flexibility and communication. However, these 

changes also require more coordination and planning inside the organization. Another 

example as mentioned is increasing regional presence. In Corporation A, regionalization 

reduced exposure to global transport disruptions. Simultaneously, it increased the need for 

internal coordination between units. The insights also reveal that resilience does not fully 

remove vulnerability. Instead, vulnerability changes form and become more connected to 

governance. For example, dependence on global transportation networks may decrease, while 

dependence on effective internal coordination increases. Similarly, Corporation B's inventory 

based strategy reduces the risk of supply shortages but increases costs and places greater 

emphasis on accurate forecasting and inventory management.  

5.2 Resilience as a Governance Challenge within GVCs 

Although both corporations aim to strengthen resilience, the empirical material shows clear 

differences in how they organize control and coordination within their supply chains. The 

variation supports Gereffi et al. (2005: 97) argument that there are many ways to organize 

GVCs depending on their industry and operational needs. Additionally, the empirical 

evidence shows that resilience in GVCs is linked to how decision making is distributed in the 

network. Corporation A increased internal coordination and regional control to reduce 

exposure to global instability. In contrast, Corporation B relied more on operational 

flexibility. The strategic divergence shows that firms manage resilience through different 

governance structures, as diverse industries require different operational priorities.  

 

The empirical material further shows that both corporations balance the advantages and 

disadvantages of outsourcing versus keeping operations in house. For Corporation A, 

maintaining tighter regional control and keeping production closer to the firm improved 

stability and reduced exposure to global transport delays. The regional focus gave the 

corporation greater control over assets and production during periods of global transport 
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instability. On the other hand, increased regionalization may also reduce access to cost 

efficient global suppliers and limit the corporations ability to benefit from international 

specialization. In the long-term, this could weaken competitiveness if competitors maintain 

lower production costs through globally distributed supply networks. Additionally, the setup 

develops risks connected to high fixed investments, especially if regional demand decreases. 

In other words outsourcing could lower costs, but would also reduce control over specialized 

production and supplier relationships.  

 

For corporation B, the governance challenge looked different. Their governance structure 

depends on external supplier networks and operational flexibility. The decentralized model 

allows the corporation to respond quickly to disruption by shifting sourcing between 

suppliers and regions. However, the ability to switch suppliers might be more limited in 

practice than assumed. This as alternative suppliers often face similar disruptions under 

global uncertainty. During geopolitical conflicts, transport disruptions or raw material 

shortages, several suppliers may experience the same problems at the same time. As a result, 

supplier diversification does not always reduce risk, but may instead spread it across larger 

supplier networks 

 

Operating across long global distances can increase lead times and exposure to transport 

problems. This indicates that Corporation B´s flexibility remains dependent on the 

functioning of global supply chain networks, which are beyond the firm's direct control. 

However, it can be positive for the corporation to remain flexible without being tied to costly 

production facilities. The comparison shows that resilience strategies involve different 

trade-offs between control and cost depending on industry conditions and governance 

structures. It also supports that no governance structure fully removes risk, as firms must 

balance the factors. Corporation A accepted higher fixed costs in exchange for greater 

control, while Corporation B accepted higher inventory costs in exchange for greater 

flexibility. 

 

The empirical findings also support Buckley's (2023: 29) argument that global disruptions 

force firms to reconsider how production and sourcing are organized. For Corporation A, 

decision making was more centralized and closely connected between sourcing, production 

and regional planning. Centralization creates stronger internal control over activities and 

supplier relationships. It may also slow decision making processes and reduce the ability to 
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respond to a rapidly changing market. Alternatively, Corporation B operated through a more 

decentralized structure with greater dependence on external suppliers. The corporation 

adjusted sourcing and logistics based on changing market conditions. This strategy instead 

might increase responsiveness but can make coordination more difficult.  

 

A nuanced finding is that resilience is not only created through active strategies but also 

through the advantages that come with firm size. In Corporation A, size itself acted as a form 

of protection. As Respond 14 explained, “there is a different kind of endurance in a large 

system“. The corporation could use its large purchasing volumes to secure supplier priority 

during global shortages in ways that smaller firms could not. The analysis suggests that 

bargaining power becomes an important resilience resource within GVC governance. In line 

with Gereffi et al. (2005: 83), governance is connected to authority and resource allocation. 

Nevertheless, our findings further show that scale itself can strengthen resilience by helping 

firms secure stable access to important resources during difficult times. The scale effect 

demonstrates that for large capital-intensive MNCs, resilience depends not only on reacting 

quickly but also on having the size to maintain stability within the GVC. However, 

dependence on purchasing power as a resilience mechanism may create a false sense of 

security. This as even dominant firms remain vulnerable when disruptions affect entire 

industries or critical raw materials become unavailable.  

 

Corporation B also benefited from its size and established market position. Respondents 

described how long-term supplier relationships and strong market presence improved the 

corporation's ability to secure supply. Additionally, to coordinate sourcing activities during 

disturbances. Despite these operational benefits, Corporation B faced a different type of 

challenge. Its decentralized sourcing structure improved flexibility during market instability, 

but also increased the need for forecasting between suppliers. Respondents explained that 

diversification improved adaptability while also making the supply chain more difficult to 

manage. Corporation B handles these challenges within a small home market context. Rather 

than owning foreign production facilities, the firms essentially act as a coordinator by closely 

managing flows of goods. The role suggests that governance control in GVCs does not only 

depend on ownership.  

 

A further implication of these geographic trade-offs is that firms are even more forced to 

decide not only how to reduce risks, but also which risks they are most willing to accept and 
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manage internally. Corporation B accepted longer transport distances, supplier dependence 

and higher inventory costs in order to maintain global flexibility and cost advantages. In 

comparison, Corporation A accepted higher regional investments and operating costs in 

exchange for greater control, shorter lead times and reduced exposure to global transport 

problems. The analysis indicates that neither company has eliminated uncertainty, both firms 

have selectively chosen which risks they are willing to tolerate. Corporation B reduces supply 

chain exposure but increases financial flexibility. This while Corporation B maintains 

flexibility but stands more vulnerable to external actors and disruptions.  

 

Gereffi et al. (2005: 81) describe governance as a way to manage coordination and control. 

However, the empirical material suggests that governance is increasingly used to manage 

uncertainty itself. Customer proximity, political uncertainty and reputational concerns have 

also become vital factors. The shift suggests that resilience is becoming more connected to 

broader strategic goals such as competitiveness and market position. 

5.3 Transaction Cost Economics & Shifting Governance Boundaries 

The two corporations organize supplier relationships and sourcing structures in various ways. 

These differences can be understood through TCE. Williamson (1989: 142) argues that 

governance structures are shaped by uncertainty, transaction complexity and asset specificity. 

The interviews reveal that all three factors influence how the corporations organize sourcing 

and production under global turbulence. Within TCE, current global instability can be 

understood as a transaction cost that makes traditional outsourcing more difficult to manage. 

The efficiency advantages of outsourcing are challenged by disruption risk and increasing 

monitoring of global supplier networks.  

 

For Corporation A, high asset specificity created strong dependence on certain suppliers. 

Respondents explained that many components were customized and required long-term 

technical cooperation, specialized production equipment and large investments. The high 

customization made it difficult to quickly replace suppliers during disruptions without risking 

production problems. The customization also created risks of lock-in effects, where important 

technical competencies became tied to specific suppliers. While supplier specialization can 

improve quality and technological performance it might simultaneously reduce the firm's 
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strategic flexibility. Consequently, resilience may become dependent on maintaining stable 

relationships with a limited number of suppliers rather than reducing vulnerability overall. 

 

These findings reflect the behavioral uncertainty discussed by Rindfleisch and Heide (1997: 

31), where complex supplier relationships become difficult to monitor. To reduce these risks, 

Corporation A relied more on long-term partnerships and closer supplier collaboration. The 

collaborative shift suggests that governance boundaries lean toward more integrated supplier 

relationships. The analysis demonstrates that resilience was strengthened by reducing 

coordination complexity and increasing control within important supplier relationships. At 

the same time, increased integration may generate new coordination costs and reduce the 

firm's ability to rapidly adjust its supplier base when market conditions change. This 

highlights a central TCE trade-off where greater control can come at the expense of 

flexibility. 

 

In Corporation A resilience influences product design and component choices. Respondents 

explained that standardized components reduced switching costs and made it easier to replace 

suppliers during disruptions. Nevertheless, the strategy might create tensions between 

resilience and competitiveness. Standardization can reduce opportunities for product 

differentiation and technological innovation. However, component standardization also 

created trade-offs, as reducing asset specificity could limit technical specialization and 

product differentiation. In the corporation resilience considerations are integrated into early 

product development and sourcing decisions. The industrial context can make supplier 

changes costly and difficult. Respondents described how dependence on specialized suppliers 

creates risk during disruptions. The risk was particularly high when components were 

complex to replace. From a TCE perspective, this finding raises the question of whether the 

corporation can ever fully mitigate transaction risks associated with highly specialized supply 

chains. Rather than eliminating uncertainty, the firm's governance choices appear to 

redistribute risk between efficiency and supply security. 

 

Corporation B faced a different situation. The corporation relied heavily on outsourced 

production and globally dispersed suppliers, which meant that internal asset specificity was 

lower. Unlike Corporation A, Corporation B was not strongly tied to specific production 

facilities or suppliers. However, lower asset specificity does not necessarily eliminate 

dependency. Instead, the corporation becomes increasingly dependent on its ability to 
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continuously coordinate external suppliers across different markets and institutional 

environments. 

 

The separation supports Yousuf’s (2017: 134) argument that outsourcing remains preferable 

when the costs of internal coordination are higher than the costs of managing external 

suppliers. Nonetheless, the empirical material also shows that unpredictability itself creates 

new transaction costs. From a TCE perspective, these challenges can be understood as 

increasing monitoring costs (Rindfleisch and Heide 1997:31). This indicates that outsourcing 

may not always reduce transaction costs but can instead shift them from production activities 

to monitoring and supplier management. 

 

Although Corporation B benefits from flexibility through outsourcing and a diversified 

supplier base, the firm must invest considerable resources in operational coordination during 

periods of uncertainty. This illustrates how governance choices involve trade-offs between 

flexibility and transaction costs. Therefore it challenges the notation that outsourcing 

automatically leads to greater efficiency, as the benefits of flexibility may be accompanied by 

substantial hidden governance costs.  

 

Respondents described how geopolitical instability and transport delays complicated 

forecasting, production planning and communication across supply chain networks. 

Managing uncertainty required extensive coordination between procurement, logistics and 

operational planning functions. Corporation B also relied on more standardized production 

structures, which reduced dependence on specific suppliers and physical locations. Instead of 

owning production facilities abroad, the corporation exercised control through localized 

sourcing and purchasing offices positioned close to supplier markets. While this approach 

reduces investment risk, it might also limit direct control over production processes compared 

to more vertically integrated governance structures. 

 

Respondents explained that these regional sourcing offices supported supplier monitoring and 

quality control while maintaining high sourcing flexibility. However, the effectiveness of this 

governance model depends on good communication and information sharing between 

suppliers and local sourcing offices. As supply chains become more global, coordination 

becomes more difficult despite the presence of local offices. This indicates that Corporation 

B prioritizes flexibility over direct control and therefore remains dependent on external 
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actors. From a TCE perspective, resilience is achieved by accepting different types of 

transaction costs and risks rather than eliminating them. 

5.4 Continuous Supply Chain Reconfiguration 

When a comparison between Corporation A and B is made we can see that the design of 

supply chain strategies is connected to the overall configuration of the supply chain. The 

connection supports Neher's (2005: 76) argument that supply chain configuration includes 

connected sourcing, logistics and production decisions. An important observation is that 

improving one part of the supply chain can potentially create problems in another part of the 

network. For example, when Corporation B moves their sourcing to a new country, the 

transportation cost could increase and the tariffs for bringing the goods into the markets 

where the sales take place. On the other hand, the corporation may reduce dependence on one 

supplier and become more flexible if instability occurs. Corporation B can in other words be 

described as relying on supplier diversification and operational flexibility. The corporation 

maintains a globally spread network where sourcing volumes and logistics flows can be 

changed if disruptions occur and that strengthens reliability in the supply chain. However, 

managing a large supplier network may also increase coordination challenges. As the number 

of suppliers grows, maintaining visibility and control across the supply chain becomes more 

difficult. Furthermore, a corporate focus on flexibility and cost efficiency may encourage 

sourcing decisions that prioritize economic performance over social and environmental 

considerations. While supplier diversification reduces operational risks for the corporation, it 

can also make it more difficult to monitor labor conditions, environmental standards and 

compliance throughout the supply chain. According to Khan et al. (2023: 179), reliability 

concerns the ability to maintain expected operational performance over time. However,  

greater flexibility also creates operational pressures. A globally diverse supplier structure 

increases dependence on forecasting accuracy and synchronization. 

 

The operational pressure becomes even more visible since the two corporations prioritize 

such different configuration choices. For Corporation A, regionalization and structural 

integration improve control and robustness within the supply chain. Khan et al (2023: 179) 

describe robustness as the ability to maintain operations despite market disruptions affecting 

suppliers, logistics systems or production activities. By locating sourcing and production 

closer to their largest markets, Corporation A reduces dependence that can be affected by 
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geopolitical instability. The reduction in dependency makes Corporation A less vulnerable 

and able to deliver their products to customers. For example in the practice, Corporation A 

has recently located production facilities in Mexico closer to one of their largest markets 

North America. Consequently, the corporation improves delivery continuity towards 

customers and ensures the production of goods. At the same time, regional investments are 

difficult to reverse. Large production facilities require substantial resources and cannot easily 

be relocated if market conditions change. This indicates that the strategy strengthens stability 

but may reduce adaptability over time. 

 

From a critical perspective, regional integration can also create new challenges over time. As 

production and sourcing become more concentrated in certain regions, the corporation 

becomes more dependent on those locations. This can make it harder to respond to future 

changes in markets and technology. As a result, a strategy that improves resilience today may 

reduce flexibility in the future. 

 

Stronger regional integration may also create new structural risks within the supply chain 

configuration. According to Khan et al. (2023: 174), structural attributes define the physical 

structure and geographic location of the supply chain network. The definition means that 

when Corporation A places large production facilities in specific regions, the corporation also 

becomes more dependent on those locations over time. If geopolitical instability or trade 

restrictions affect these areas, production systems cannot easily be moved to another location. 

Large industrial facilities, specialized machinery and advanced production systems require 

long-term investments and are difficult to relocate quickly. At the same time, these 

investments might reduce the corporation's ability to quickly change its supply chain 

structure when markets change. Corporation A therefore improves robustness and regional 

control, while also becoming more dependent on fixed structures. In comparison, Corporation 

B keeps higher sourcing flexibility through its large supplier network. Although, it reduces 

some control. The strategy therefore improves adaptability but may make disruptions more 

difficult to manage when multiple suppliers are affected at the same time. Overall, the 

comparison points to how different supply chain configurations can create trade offs between 

flexibility and control.  

 

Supply chain configuration decisions are additionally influenced by institutional and 

geographic conditions. Respondents explained how geopolitical instability and tariffs affect 
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decisions regarding facility locations and long-term investments. For example, Corporation A 

decided to close operations in Russia after the outbreak of the war between Russia and 

Ukraine, despite many years of investments in the market. At the same time, respondents 

emphasized that large industrial investments are mainly based on long-term regional demand 

and production needs rather than short-term political changes. The prioritization became 

visible through the corporation's continued investments in North American production 

capacity despite uncertainty related to U.S. tariffs. The interview material implies that 

regionalization strategies are not only operational decisions, but also responses to changing 

institutional and geopolitical conditions. This observation supports the view that supply chain 

decisions are closely connected to market conditions and industry developments, rather than 

being shaped solely by corporate priorities (Menttzer et al., 2001: 2). However, responding to 

current geopolitical conditions may create challenges if political and market conditions 

change again in the future. 

 

Similar patterns can be observed in Corporation B, although the corporation responds 

differently to geopolitical uncertainty due to its more externally oriented supply chain 

structure. Sourcing locations and market commitments are reassessed based on market 

condition. At the same time, the corporation maintains long-term investments in the United 

States that is an important market. The investment continues despite uncertain economic 

policies and threats of tariffs.  

5.5 Resilience as a Dynamic Capability 

Resilience seems to develop gradually through organizational learning. It becomes connected 

not only to operational preparedness, but also to how earlier crises influence managerial 

decisions over time. Respondents in both corporations often described previous disruptions as 

experiences that changed future planning processes. One respondent explained the shift by 

clearly stating "once you have seen containers standing still, you plan differently". The quote 

indicates that crises do not only create operational problems, but also change organizational 

assumptions about supply chain management.  

 

Additionally, the learning process implies that resilience is not a fixed attribute but a dynamic 

capability, as described by Pettit et al. (2010: 12). Respondents in both corporations described 

previous crises as learning experiences that influence future decisions. Buckley (2023: 29) 
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argues that supply chain threats change over time, which means that firms must adapt their 

frameworks and strategies. Consequently, resilience develops through accumulated 

operational experience. The developmental distinction also reflects Ivanov's (2021: 38) 

differentiation between adaptation oriented and redundancy oriented resilience mechanisms. 

Resilience appears less as a predefined strategy and more as a continuous organizational 

process shaped by learning and experience. However, resilience that is based on previous 

experiences might also create limitations. Organizations often prepare for disruptions similar 

to those they have already encountered, while future disruptions may emerge in unexpected 

forms. As a result, learning from past crises does not necessarily guarantee preparedness for 

future challenges. 

 

The comparison between the two corporations indicates that resilience is shaped differently 

depending on organizational structure and governance. Corporation A relies more on 

structural control and large-scale operations. Respondent 14 explained the dynamic by stating 

that "there is a different kind of endurance in large systems". The corporation can use its 

purchasing power to secure supplier priority during shortages. The scale advantage gives the 

firm stronger supply chain control during crises. At the same time, large-scale structures may 

reduce organizational flexibility. Extensive investments, standardized processes and complex 

production systems can make it more difficult to respond quickly to new types of disruptions. 

 

Corporation B alternatively relies more on relationships and external networks. Since the 

corporation does not own most of its production, resilience depends more on cooperation 

with suppliers and partners. The operational difference indicates that Corporation A owns its 

resilience through structural control, while Corporation B must continuously negotiate its 

resilience through external relationships and supplier flexibility. This also creates a potential 

challenge, as resilience becomes dependent on the performance and commitment of external 

partners. If several suppliers experience disruptions simultaneously, the corporation may have 

limited ability to influence the situation directly.  

 

For Corporation A, previous disruptions mainly influenced long-term engineering and 

product development decisions. Because the corporation operates in a capital intensive 

industry with large investments, it cannot quickly relocate production during market 

disruptions. Instead, organizational learning has increased the focus on early planning phases 

and component standardization. Respondents explained that standardized components make it 
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easier to change suppliers during supply chain disruptions. The proactive approach shows 

how Corporation A tries to reduce future vulnerabilities already during the product 

development phase.  

 

Corporation B developed resilience differently. The corporation operates in a rapidly 

changing industry that is demand driven. The firm's customers expect constant product 

availability despite market turbulence. Earlier crises and trade conflicts have because of that 

increased the corporation's focus on sourcing flexibility and rapid operational adjustments. 

Respondents explained that the corporation manages the instability through decentralized 

structures, and local purchasing offices. The decentralized model allows the corporation to 

quickly adjust sourcing volumes and inventory levels when disruptions occur.  

5.6 Analytical Contributions 

Our analysis points to the fact that the corporations design their supply chain strategies 

differently in response to global disruptions. While earlier research often discusses resilience 

strategies more generally, the result indicates that resilience is shaped mainly by two factors: 

industry conditions and operational structures. Corporation A focuses more on long-term 

stability and structural control when designing their strategies. Resilience is built into the 

supply chain through regionalization, large investments and structural control. The proactive 

focus creates stability during global uncertainty, but also reduces flexibility over time because 

the big investments and specialized production structures are complicated to adjust quickly 

when market changes occur.   

 

Corporation B navigates and designs their resilience strategies differently. The corporation 

relies more on responsiveness, supplier relationships and operational adjustments. Instead of 

making large structural changes, the firm adapts high inventory levels and sourcing 

flexibility. The approach allows faster responses during interruptions, although it increases 

dependence on suppliers and forecasting.  

 

The analysis additionally indicates that resilience does not fully remove vulnerability. 

Previous studies often describe resilience as a way to reduce supply chain risk. However, our 

analysis shows that new challenges can potentially emerge when firms attempt to strengthen 

resilience. Greater flexibility may increase coordination problems, while stronger control may 
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increase costs and reduce adaptability. The analysis further suggests that resilience should not 

be understood as a solution to supply chain disruptions. Instead, resilience involves 

continuous trade offs between competing objectives such as efficiency and flexibility. 

Decisions that reduce one type of vulnerability might also create new risks elsewhere in the 

supply chain.  

 

Another important contribution challenges how unpredictability is understood within supply 

chain management. Earlier research often treats disruptions as temporary events, whereas our 

thesis suggests that uncertainty in today's global world is a permanent condition. A condition 

that influences sourcing, production, logistics and investment decisions over the long run. 

Respondents described how earlier disturbances changed the way corporations evaluate risk 

exposure and future planning. The shift in mindset further indicates that resilience develops 

over time through organizational learning and accumulated operational experience. At the 

same time, organizational learning does not eliminate uncertainty. Future disruptions may 

differ from previous crises, which means that strategies developed from past experiences may 

not always be effective in new situations. This highlights the ongoing challenge of balancing 

preparedness with the unpredictable nature of global supply chains. 

6. Conclusions  
The conclusion section presents the key findings of the study and directly addresses the 

research question by linking the empirical data to the theoretical framework. The findings are 

analyzed and discussed in relation to the research question, highlighting how they contribute 

to answering it. Practical and theoretical implications are also considered, followed by a 

discussion of the thesis limitations. The section concludes with suggestions for further 

research. 

6.1 Conclusions & Implications  

Our research has examined how Swedish MNCs design and implement supply chain 

strategies to strengthen resilience in a period marked by increasing global disruptions. 

Through a comparative analysis of two corporations operating in different industries, the 

study shows that supply chain resilience is shaped by organizational structures, governance 

mechanisms and industry specific conditions.  
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Our findings identify four main strategies used to manage uncertainty: flexibility, 

redundancy, diversification and collaboration. These strategies were present in both 

corporations, but they were applied in different ways depending on each firm's industry 

conditions and business models. Corporation A operates in a capital intensive industry with 

high asset specificity. Its strategy focuses on supply chain stability through regionalization, 

multisourcing of critical components and standardized product design. These measures 

reduce dependency on single suppliers and strengthen long-term stability within the supply 

chain. Corporation B has a more outsourced and market driven business model. Instead of 

focusing on structural robustness, the company prioritizes operational flexibility. Its resilience 

strategy is based on maintaining high inventory levels to secure product availability and using 

an adaptable sourcing network that can quickly respond to disruptions, tariffs or logistical 

changes.  

 

A central finding of the study is the clear shift from efficiency driven supply chains toward 

more resilient supply chain structures. Traditionally, companies focused on lean and globally 

optimized supply chains to minimize costs and improve efficiency. However, the results show 

that firms increasingly prioritize greater adaptability during disruptions. The new priority 

often comes at the cost of higher operational expenses and reduced economies of scale. The 

strategic shift reflects a broader change in how companies view risk and long-term 

competitiveness. Today, resilience is viewed as a central component of strategic supply chain 

management.  

 

Another important contribution concerns how unpredictability is conceptualized in supply 

chain management. Whereas prior research often viewed disruptions as short events, the 

thesis argues that uncertainty in the current global context is a persistent condition. The thesis 

also demonstrates that resilience is a dynamic capability that develops over time. The 

corporations continuously adapt their strategies based on previous crises and accumulated 

experience. Lessons learned from disruptions such as pandemics, geopolitical tensions and 

supply shortages have influenced how organizations assess risk and plan future global 

operations.  

 

From a theoretical perspective, the study contributes to existing research on supply chain 

resilience by showing how resilience strategies differ depending on organizational context 

and industrial conditions. The analysis supports previous research arguing that resilience 
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must be aligned with the firm's specific vulnerabilities and strategic positions within GVCs. 

From a practical perspective, the study highlights the significance for managers to balance 

efficiency with robustness and adaptability. The results suggest that firms can no longer rely 

on solely lean and cost efficient supply chain models. Instead, firms must develop responsive 

structures that can handle increasing uncertainty in the global business environment.  

6.2 Limitations  

The thesis also has certain limitations that should be acknowledged when interpreting the 

result. First, the research is based on a qualitative analysis of only two corporations. While a 

two case study enables a deeper understanding of organizational processes and strategic 

decision making, it also limits the generality of the results. The findings are context specific 

and might not fully reflect how other firms or industries approach supply chain resilience. In 

addition, the study focuses exclusively on Swedish MNCs operating within particular 

industrial settings. National business culture and regulatory environments can potentially 

influence how resilience strategies are designed. As a result, the result may differ in other 

geographical contexts where firms face different market conditions, institutional structures or 

supply chain risks.  

 

Another limitation is that the thesis captures resilience strategies during a specific period. The 

chosen timeframe has been shaped by recent global disruptions, including geopolitical 

tensions, supply shortages and the aftermath of the pandemic. Since supply chain strategies 

continuously evolve over time, the result should be viewed as reflective of a changing 

environment. The thesis is also based on managerial perspectives, which may influence how 

resilience practices and strategic priorities are presented. Consequently, it might reflect 

organizational intentions rather than the full complexity of operational challenges within the 

supply chain.  

6.3 Suggestions for Future Research  

Future research could broaden the understanding of supply chain resilience by examining 

firms operating in different industrial, geographical and institutional contexts. Since the thesis 

focuses on Swedish MNCs, future studies could explore how resilience strategies are shaped 

by different regulatory environments or political conditions. Such comparisons could 

contribute to a deeper understanding of whether resilience capabilities are primarily driven by 
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internal organizational factors or by external market and institutional pressures. Additionally, 

further research could also investigate how resilience strategies vary depending on levels of 

globalization and degree of supplier dependency. Firms operating in highly centralized supply 

chains may face fundamentally different vulnerabilities compared to firms with more 

regionalized or decentralized networks. Exploring these differences could provide greater 

insights into how organizations prioritize and balance efficiency, flexibility and robustness 

under varying operational conditions.  

 

Another relevant direction for future research would be to include additional actors within the 

supply chain, such as suppliers, logistics providers and customers. Including external partners 

could provide a greater understanding of resilience as a capability shaped by relationships in 

the supply chain. Such an approach may also contribute to explaining how collaboration, 

information sharing and interorganizational dependencies influence the ability of supply 

chains to respond to disruptions. Finally, future research could further explore the long-term 

implications of the ongoing shift from efficiency-oriented supply chain toward resilience 

focused configurations. As geopolitical unpredictability continues to reshape global trade 

patterns it becomes increasingly important to understand how organizations manage the 

strategic trade-offs between cost efficiency, adaptability and operational continuity. 
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Appendix. Interview Guide 

Interview questions - Swedish version  
1.​ Kan du kort beskriva din roll i företaget och hur den är kopplad till företagets 

internationella verksamhet? 

2.​ Hur är företagets supply chain uppbyggd internationellt, exempelvis när det gäller 

produktion, sourcing, leverantörer och distribution? 

3.​ Vilka typer av globala strömningar eller externa händelser har påverkat er supply 

chain mest under de senaste åren?  

4.​ På vilket sätt har dessa störningar påverkat företagets supply chain exempelvis 

kostnader, leveranser, ledtider eller tillgång till insatsvaror? 

5.​ Har ni gjort förändringar i er supply chain strategi som svar på dessa störningar? Om 

ja, på vilket sätt? 

6.​ Hur påverkar osäkerheten i omvärlden ert strategiska beslutsfattande när det gäller 

supply chain frågor? Vilka överväganden är särskilt viktiga?  

7.​ Vilka strategier använder ni för att stärka resiliensen i er supply chain? 

8.​ Hur hanterar ni avvägningen mellan kostnadseffektivitet och behovet av flexibilitet 

och resiliens? 

9.​ Har globala störningar påverkat era beslut kopplade till outsourcing/insourcing eller 

offshoring/onshoring? Om ja, hur? 

10.​Vilka viktiga lärdomar har ni dragit från de senaste störningarna när det gäller hur 

supply chain bör utformas i framtiden?  

 

Interview questions - English version  
1.​ Can you briefly describe your role in the company and how it's connected to its 

international operations? 

2.​ How is the company's supply chain structured internationally, for example in terms of 

production, sourcing, suppliers and distribution? 

3.​ What types of global trends or external events have had the greatest impact on your 

supply chain in recent years? 

4.​ How have these disruptions affected the company's supply chain, for example in 

terms of costs, deliveries, lead times or access to inputs?  

5.​ Have you made any changes to your supply chain strategy in response to these 

disruptions? If so, in what ways? 
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6.​ How does the uncertainty in the external environment affect your strategic decision- 

making regarding supply chain issues? Which considerations are particularly 

important? 

7.​ What strategies do you use to strengthen resilience in your supply chain? 

8.​ How do you manage the trade-off between cost-effectiveness and the need for 

flexibility and resilience? 

9.​ Have global disruptions affected your decisions related to outsourcing/insourcing or 

offshoring/onshoring? If so, how? 

10.​What key lessons have you learned from recent disruptions regarding how supply 

chains should be designed in the future? 
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