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Abstrak

Strategi berproduksi massal dan distribusi masal tidak lagi fleksibel dan responsive
untuk melayani pasar saat Inl. Teknologl informasi turut bertanggung jawab atas
perubahan ini. Banyak perusahaan sekarang mempertimbangkan untuk beralih dari
produksi massal ke kustomisasi massal. Kustomisasi massal adalah strategi untuk
menawarkan produk dan jasa sesuai dengan keinglnan Individu dalam skala besar.
(Pine, 1993} mengatakan bahwa kustomisasi akan memberlkan pelayanan yang lebih

relevan terhadap keinginan dan kebutuhan pembeli dan membedakan penawaran
dari pesaing, sehingga akan meningkatkan nilai penawaran. Namun demikian,
kustomisasi massal bukanlah hal yang sederhana. Tidaklah mudah beralih dari
produksi massal ke kustomisasi massal. Permintaan terhadap kustomlsasi massal
juga terbatas, yang mana tidak semua praduk dapat dikustomisasikan dan tidak
semua konsumen menghendaki kustomisasi. Kesiapan perusahaan untuk
mengrapkan strategl kustomisasi massal akan menentukan sukses tidaknya dalam
bersalng. Kustomisasi massal tidak selalu merupakan strategi terbaik dalam segala
situasl. Interaks! antara produksi massal dan kustomisasi massal bahian bisa
menfadi aiternatif untuk bersaing. Preduksi massal mungkin dikatakan kuno, tapi
preduksi massal masih tetap merupakan strategi yang efeldif untuk kondisi fertentu,

Kata kungi ;, kustomisasi massal, produksi massal.
(%NY organizalicnsbelievethat ~ 1989). Moreover, Sanchez (1995) argues

mass customization will be the new
paradigm (Sanderlands, 1394). The
mass production era where manufac-
turing standardized products was very
popular as it provides much {aster and
more efficient production system as well
as cosls can be kept down with econo-
mies of scale can no longer provide
competitive advantages {Taylor & Lyan,
1995). Firms compeling in industries
characterized by turbulent envircnment
and intense competition {ind that they
can no longer compete on the basis of
standardized producis and services
alone (Kotha, 1995). The mass produc-
tion system can no longer fulfill the na-
ture of today customer s" demand where
customers are shifled to the require-
ments of increasing product varieties,
more lealures, and higher quality (Kotler,

Ratna Roostika, MAC.,

Dosen Fakuflas Ekonomi Jurusan
manajemen, UPN “Veleran",
Yogyakarta

that an increased pace of technolegical
change and the simultaneous shorten-
ing of product life cycles also have led to
an increased proliferation of product
varieties. According to Edosomwan
{1996) as ciled in Radder & Louw {1999},
many firms teday are responding to lhis
furbulent environment by tremendous
changes to create environmenis where
every one can centribute theirbest, where
customer requirements are nol only met
but exceeded and where efficiency, ef-
lecliveness, produclivity, quality, cus-
tormer satisfaction and competitiveness
are taken seriously as crilical success
factars.

Mass cuslomizalion is the capability
to offer individually tailored preducts or
services on a large scale. Zipkin (2001}
points out that mass customization of-
fers a premier way ol achieving the best
method to deliver variety to customers.
Levi-strauss (An apparel manufaclurer),
for instance, sells custom-fitted jeans in
order 1o offer a closer malch to the per-
sonal need of customer's best fitled-

jean (Zipkin, 2001). There also many
personalized infermation services for
others from financial service lo travel
guidance proliferate on the internet.
Zipkin also contends that the reasans for
the transformaltion from mass produc-
tion to mass customization are that mass
customization offer slrategic altematives
which maich the need for continuous
performance improvement in this turbu-
lent envircnment. Mass production is
believed 1o be inflexible in fulfilling prod-
ucts and processes that meet the re-
guirement of an increasingly turbulent
competitive environmenl {Pine, 1993).
Instead, Pine suggested that compa-
nies must mass customize their goods
and services to create offerings more
relevant to the wanis and needs of indi-
vidual buyers, differentiate their goods
and services Irom the sea of look-alike
compelitors, and thereby increase the
value provided - and thus lhe price
charged - to users and clienis.

Mass customization is not a simple
sirategy. Determining what customizat-
ion 1o implement is nol an easy task.
Several guestions arising before firm is
embarking mass customization strat-
egy such as: which features or benefils
of lhe offering should be customized,
and which should be left standard?
where across lhe value chain would
buyers mast prize customization? how
is lhe industry and competitive environ-
ments? are firn's resources and capa-
kilittes available? how is organizational
readiness? These questions arise be-
cause the movemenl towards custorni-
zation affects on demand, which making
it more unstable and uncerain. Prod-
ucts in mass customized market have
shorl life cycles as products are custom-
ized based on customers' preferences.
In addition, it creates slrong conse-
quences for the manufacturing function
which has 1o devise means to cope with
an envircnment much more unstable
than the one characterislic of the mass
production model (Saisse & Wilding,
1987). Mass cuslomized induslries are
usually struggle to improve manufactur-
ing flexibility. Manufacturing flexibility can
be very complex, and should be sup-
ported by appropriate management
tools, Mass customization requires
unique operational capabilities. Levi-
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strauss for example has adopted the
technolagy that can produce cusiom-
fitted jeans. it should be noted that Levi-
strauss has developed lhe technology
and strategy for over decades, while giher
products are likely to be very slow in lheir
evolution to cuslomize even though e-
commeice and technologies will ease
some constraints in some cases (but
not all) (Zipkin, 2001). More importanitly,
demand for customization is limited.
Zipkin reported that current technology
can support large-scale customization
at reasonable prices with reasonable
response times for only a few attributes
of a few preducts. For mass customiza-
fion lo deliver real value, product's at-
tibutes must be one on which people's
preferences differ sharply — one that are
easy to discemn. Certain industry mel this
conditions such apparel, sports equip-
ment, and computers. However, ilis clear
that mass customizalion is not for every
industry.

There are many challenges for the
firm to adopt mass customization. Firms
cannot jusi simply leap from mass pro-
duction to mass custemizalion. Adop-
tion to mass cusiomization is usually
doene through evolution where firms have
previously response to improve their
posilions through rightsizing, TQM, Just-
in-time, reengineering, and time-based
compelition (Saisse & Wilding, 1997).
Thus, belere embarking on the decision
for mass customization, the firm should
evaluale the degree of firm's readiness
for coping with so many challenges pos-
sibly emerged. Mass customization has
ils challenges and limits. Several ele-
ments have to work well to make mass
customization a plausible business
strategy. Il is important to consider thal
there are several ways 1o deliver varnety,
and mass customnization may not al-
ways be the besl. Mass customization is
an oplion only for the companies which
already implemented evolution such as
effeclively implemented TOM programs
{Hart, 1995). Mass cuslomization is not
a strategy lo replace mass production.
As cited in Radder & Louw (1999), a
study by Kotha {1995} in one of the Japa-
nese bicycle industry lound that the inter-
aclion belween mass production and
mass customizalion can be a source of
knowledge creation and in the process

create a strong competilive advaniage ta
reap superior performance benefits. Most
importantly, firms must understand that
mass customization itself is a highly
customized strategy. We cannot imilate
someone else's successful mass
customization slrategy. Al every level,
mass customnization must be custom-
ized to our particular organization's
needs, customers, production capabili-
ties, competitive situalion and lhe new
lechnology available to our firm. Mass
customization is not a one-size-fils-all
strategy.

This article explorss any challenges
that firms must pursue when embarking
mass customizalion stralegy. It also dis-
cuss that mass customization has limils
that it is nol a slralegy that makes mass
produclion obsolete. First, the meaning
of mass customization is delivered to
provide a better insight. Next, why mass
customizalion is imporlant, ils benefit
and its demand are discussed. The main
part will be focused on challenges and
limits. The last part is conclusicn to reap
the whole discussion.

Wiat is Mass Customization
Mass customization is a lerm to de-

scribe a trend towards the production

and distribution of individually custom-
ized goods and services for a mass
market (Davis (1987) as cited in Ahlstrom

& Westbrook (1999)). The concept of

mass customizalion was first fully ex-

pounded by (Pine,1993), based on a

survey ol US firms. The term mass

customization is then manifested in a

Nissan Corporation’s proncuncement:

“Any volume, any time, any body, any-

where and anylhing” (Pine & Maskel,

1998). The pronouncemenl is essen-

tially consists of two interrelated parts.

1. Visionary approach. The ability to
profilably provide customers with
anything they wanl, any lime they
want il, any way they want it and
anywhere they want it.

2. Practical approach. Flexible process
and organizalional structures
geared to producing varied and
individually customized products
and services at the low cost of
standardized, mass production
system.

Elﬂ USAHAWAN NO. 06 TH XXXI1I JUNI 2003

According lo Pine & Maskell (1998),
the first approach may be hard to realize,
even by the most dedicated customizers.
The second approach implies lhat
customization is provided within a pre-
determined varety, where the goal is to
ascertain, from {he customer's perspec-
tive, the range within which a given prod-
uct or service can be meaninglfully cus-
tomized or differentiated for that cus-
tomer, and lhen to facilitate the
cuslomer’s choice of options from wilhin
that range. The ullimate is, however, the
ability to provide uniquely individualized
products and services satisfying any
requirement, but in a cost-effective way.

Mass cuslomization is associated
wilh greater variety, flexibility and lower
prices, a continued focus on faster and
fasier processes and procedures to tum
customer requesls into products and
services required. To make mass
customization a sound strategy, personal
and electronic integration of the value
chain through instant communication
linkages, common data-bases, and
multi-funclional as well as cross-orga-
nizational teams are required. Estab-
lished mass production technologies
can be used for manulacturing efficien-
cies, but new informaticn technologies
and a different managerial perspective
are needed to bring mass customization
to fruition (Connell, et.al., 2002). Mass
cuslomizalion requires agile manufac-
turing processes that are hoth flexible
and diverse (Mohammed, 2001). Pred-
uct modularity, the manufacturing of prod-
ucts in multiple finished modules that
can be combined in various permuta-
tions, is the key to achieving mass
custornizalion (Mohammed, 2001). Low
cost is reached lhrough economies of
scope rather than scale. Economies of
scope are realized by applying a single
manufacluring process to a greater vari-
ety of products and services, cheaply,
and quickly.

Why Mass Customization

In a situalions of unstable environ-
menis and markets that are fragmented
into many niches consisting of customer
needs which are not only harder to gen-
eralize bul also more and more prone to
changes and shifts, a strategy of mass
customization is said to make more




sense (Har, 1995). In today business
environment, ongoing syslamalic
changes within companies are manda-
tory. Hart (1995) argues that there are
many reasons [or this, but the most im-
portant ane is the breakdown of the stable
mass market of yesterday, the mass
market that give birth to the concept and
system of mass production in the first
place. The following statement should
make clear for the need to shift lo mass
customization.

“The fragrmenlation of the mass mar-
ket is an ongoing, inexorable phenom-
enon, breaking down with it the previ-
ously smoothly running production sys-
temn that was based on efficiency, slabil-
ity and control. Not only are customers
harder to generalize, with homogeneous
markets Increasingly a thing of the past,
bul the individual wanls and needs of any
one customer are more and more prone
to change and shifis. Mass market break-
down has been lurther abetted by tech-
nology. Product live cycles have become
shorter and shorter, while keeping up
with techneological change has become
increasingly difficull for both manulac-
turers and customers. Whal is more, the
changes that have created such upheaval
in the markelplace are accelerating.
Faced with these new markel realilies,
yesterday's approach to the production
and delivery of goods and services ap-
pears inflexible and unresponsive at
best, if not completely doomed to failure.
Companies stuck in a mass-production
system cannol grasp ihe nalure of the
upheaval and cannot ascerlain a proper
response (Harl, 1995)",

Several benefits are associated with
mass customization (Pine (1993) as cited
in Radder & Louw (2000)).

1. A premium price can often be
charged because new products
more closely meet customers’
desirg. This extra profit margin
offsets any loss of efficiency due to
lhe lower volumes of praduction.

2. Lowercosts canbe achievedthrough
economies of scope. ie. the
application of a single process to
produce a greater variety of producls
or services more cheaply and more
quickly.

3. Economies of scope and economies

of scale can be achieved. The latter
could result from standard
components that are combined in
myriad of ways ta creale economies
of scope.

4. Mass customizalion is associaled
with advances in management such
as lean produclion lechniques, lime-
based competition and cross-
lunctional teams which can snhance
flexibility responsiveness and
lherelore the ability to increase variety
and customization without the
parallel in cosls.

The Limits for Demand of Mass
Customization

So far, demand for mass customiza-
tion is limited and there is only limited
gvidence available for products with the
potential for ‘largescale’ custemization
demand {Zipkin, 2001). A mass market
requires many people willing to pay for
special, unique fealures. Clothing is a
good example. Customers demand va-
riety when they differ sharply in their pref-
erences for certain attributes of a product
(Zipkin, 2001). People have different
shapes, and they care deeply aboutl a
garment's fit. When products require
matching ditferent physical dimensions
- customization may truly add value.
However, Zipkin idenfifies that there is
an indication of candidates for mass-
customization from lhe custormized (bul
not mass customnized) products avail-
able today. Research for ‘custom' by
Zipkin in Yahoo's business section
yielded the following categories: apparel,
construction and home furnishings,
compulers {many companies in each
category), publishing, and printing.
Those are examples of producls lhat can
be a candidate for mass customization.
Furthermore, Zipkin studied thal an
internet company called 'digiCHOICE'
also pronounces lhousands of cuslom
products in hundreds of categories. The
major categories, with examples of sub-
categories, are as follows: apparel {cloth-
ing, foolwear, jewelry, accessories),
home and office {furniture, artwork, com-
pulers, carpets), media {music, lelevi-
sion, books, phetographs), personal
care (cosmelics, vilamins, soap, bath
iterms), services (vacations, training,
mortgages, parties), sports (golf, base-

ball, soccer, bicycles, skis) and other
(vehicles, gifts, focd, pet items, boats).
Many of the items above are merely
customizable along physical dimen-
sions that they do nol always offer solu-
tions for customers’ unique needs and
customers' saciifice {customers® unigue
needs and customers’ sacrifice will be
discussed shortly). Zipkin (2001) argues
that many custom products above are
essentially novellies, lhat they do not
warrant for mass customization. Par-
lies, artworks, carpels, soap, boals, etc
are only novelties that they do not warrant
to call for mass demand. However, pre-
requisites of “mass” customization can't
bee seen only from product's physical
dimensions. ltisbeyond that, thatitshould
also consider aspecls such: elicitation
{digging customer's information so that
preduct is actually designed by custom-
ers not producer), customer sensitivity
which will delermine numbers of de-
mand, delivery/logistics and process flex-
ibility (all of lhese aspects will be dis-
cussed later). Bear in mind that we need
to fully undersiand the different between
offering mass customized producls or
services and varielies of product or ser-
vices.

Mass Customization Is Not For
Everyone

Customization sirategy is applicable
lo many product fields, but it is not appli-
cable to all product calegories. If cus-
tomers are not willing to pay the addi-
tional costs for customized producis,
demand will not warrant firm's manufac-
ture and distribution {Goldsmith, 1999).
This view strengthen the opinion that
mass customnization is limited. Sorne-
limes customization also requires cus-
tomer to reveal personal information in
order for the process to work. If custom-
ers resist doing so, hey will not be able
to join ihe customized segment. Some
products resist for being cuslomized. A
number of compantes have already run
into problems while trying 1o make lhe
leap to mass cusiomization (Pine, 1993).
Finding from Pine (1993) indicated that
when Nissan reportedly had 87 different
varieties ol steering wheels and most of
which were great engineering feats, cus-
tomers did not want many of them and
disliked having to choose from so many
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optiens. It is thus important that firm
ensures that its customers really desire
customized products or services and
that it has access lo the required pro-
cesses, procedures and capabilities
before embarking to the shift to mass
customization. Some products benefit
fromm mass production, so in this case
the most attraclive product affering is an
identical copy off all he clhers {Gold-
smith, 1999). Mass production may be
outmoded, but it is still the most viable
strategy in some instances.

Challenges of Mass Customization
On embarking a program of mass
customization, Organizations face chal-
lenges and limils. Hart (1995} acknowl-
edged that there are five major areas
regarding challenges that organizalions
have to tackle before pursuing mass
customizalion stralegy. The live major
areas are customer customization sen-
silivity; markeling; technology, design,
production and distribution; competitive
environment; and organizalional readi-
ness.
a. Customer Custornization Sensilivity
As customers loday are more de-
manding of aifordable customization,
firm must determine whelher custom-
ers care that f[irm offers more
customization (Hart,1995), Hart further
argues lhal if custorners do not care, the
mass customization potential in particu-
lar arena may be limited. There are two
basic factors indicaling customer care
which usually called customer
customization sensitivity (Hart, 1995):
- The first is the uniqueness of our
customers’ needs.
For example, customers for ‘salf’
with customers for ‘investment
counselling'. There are salt for table
and for industry. Gustomers may ned
have needs more differentiated than
those two kinds of *sal’. Wilh regard
lo ‘invesiment counselling’, it is
obvious that each customers needs
are absolutely unique. No customers
in ‘investment counselling’ would
be willing lo settle for anything not
perceived as tailored precisely to
lheir needs.
- The second factoris custemer sacrilice.
This refers that the firm must look al
‘the gaps’ between the praduct or

service benefits desired by
customers and the product or service
benefils actually provided by the
suppliers in the markel. These gaps
are usually called “customer
sacrilice”. Customers of all kinds
often put up {up set} with all kinds of
sacrifices: hassles, inconveniences,
discomfort, long waits, product or
service deficiencies, high cost,
difficulty of ordering, lack of fulfilment
oplions, and much more. A high level
of unique needs and/or customer
sacrifices will produce a high
custornization sensitivity level. The
higher the customer cuslomizalion
sensitivity, the better customization
strategy fits in.

There are some lists need lo be
asked for organization willing to adopt
mass customization. A ‘yes' answer
should indicate that customization strat-
egy will be worlhwhile.
® Do the customers really have unique

needs?
® Do the customers really care abaut

more customization of their products

! services?
® Do they really want more choices or

will they be overwnelmed by a large

variety?

® Are lhe cusiomers prepared to
accept certain sacrifices in order to
buy from 1he specific organization?

® Willthey be prepared to pay more / to
wail?

® Isthere a positive growth potential in
lhe cuslomized market?

(Source: radder & Louw, 1999)

Regarding to the third queslion, Pine
(1994) as ciled in Hart {1995} argues that
it is axiomatic in mass cuslomization
Lhal “customers do not want choice; they
want what they want". While lhe attraction
in lhe custormizalion process is to give
customers many oplions (sometimes
too many}, too much offering may lead to
psychological shutdown (Wind &
Rangaswamy, 2001). The key is just to
offer the right amount of variety so cus-
tomers are presented with the righl
choices without being overwhelmed.
Study by Wind & Rangaswamy (2001)
showed 1hal customers were over-
whelmed by the cheices when 'CD Now'
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offers customized CD that can be as-
sembled by selecting single tracks from
a CD library, il provided customers with
a search engine. The company had bet-
ter success when it used a banner ad-
verlisement to offer a customized Christ-
mas CD during the holiday seasons.
Sales increase when customers were
presented with a more manageable set
aof oplions or more specilic set of option.

Howevaer, also bearin mind that mass
customized products do not always com-
mand a premium price. Levi's personal
pair and CD Now found hat they could
not charge a large premium for their
customized products. In lact, a recent
study shows that customers actually paid
about 9 to 16% less when purchasing
CDs and baok online as compared to
ofitine purchases (Brynjolisson & Smith,
1999). This creates a challenge for com-
panies who have to make additional
invesiments to support mass customiza-
tion. A mass customization slrategy
should offer opportunities for marketers
to find crealive ways to bundle products
and services

b. Marketing and Strategy

Marketing competence within the or-
ganization is always a crucial matter.
Does the markeling department have
access to the level of delail regarding
customer needs required for mass
customization, and are lhe people there
capable of analysing such informalion?
In serving mass cuslomization strategy,
the overall structure of the firm's industry
can have an impact, especially when it
comes lo the number of intermediaries
who may exist between firms and cus-
tomers. The more intermediaries and
steps in the needs-assessment pro-
cess, the greater lhe possibility that some
elerment of "customer sactifice” will oc-
cur. Custoner sacrilice can be minimize
by gaining the required level of knowl-
edge about customer need and prefer-
ences. Callaborative relationship with
customers, involving highly interactive,
virtually “one-to-one" dialogue should
be an alternative 1o carry out. Collabora-
tive relationship among supply chain
participants also critical to ensure that
orders are properly met. Another oppor-
tunity from information age to support
marketing competence is a possibility




that not only product could be personal-
ized, but also product delivery, pricing
and promotion if these proved to be prafil-
able strategies. In some degree,
customization of the other elements of
the marketing mix may be possible even
thought the product itsell is not (Gold-
smith, 1999). Thus, marketers should
aware that information lechnology
change the way firms compete in the
market.

c. Technology, Design, Production and

Distribution

The essence of mass cuslomization
lies in maximizing the congruence of the
manufacturers capabilities with the win-
dow of customers needs related to tar-
get market niches in a timely manner,
that is, a manufacturer has to perceive
and caplure hidden markel niches and
correspondingly develop its technical
capabilities to meet diverse customers'
needs (Tseng & Jiag, 1998). Without the
technologies thal have enabled to ac-
cess and analyse individual customer
needs and 1ailor producls or services in
direct response to these needs with the
efficiencies of a mass-production sys-
tem, mass customization is impossible
(Hart, 1995). Firm must assess whelher
it has access to information concerning
individual customer needs and, whelhar
it has the ability to understand these
needs. Crealing ‘customer advantage'
today begins with understanding what
customers’ want {Galbreath & Rogers,
1999). One of the ways to asses informa-
tion is elicitation. Elicitation is an artful
means of leading customers through
the process of identifying exactly what
customers' want {Paul Zipkin, 2001},
Elicitalion reduces the costs associated
with customers' laborious searching.
The intemet {e-commerce) in this case
has a tremendous impact on exchang-
ing information and on optimizing busi-
ness process (Savoie & Raisinghani,
1999). The difficulty of eliciting customer-
specilic information varies wilh informa-
tion required. To give customers exactly
whal they want, firms have o lirsl learn
what that is. It sound simple but it is not.
Customers often have trouble deciding
what they want and then communicating
or acling on their decisions. For example,
many mass-customization systems are

also elicit informalion about physical
measurements in order to fit a garment
ta a body (Zipkin, 2001). So far, nearly all
ol those systems still limited or slill use
expensive manual methods. In certain
case, automation is replacing such
manual methods, lor example, Levis is
trying an optical body scanner at one
store. This automaled body measure-
ment, nevertheless, remains at the ex-
perimental stages, and ils development
is turning out to be demanding and slow.

In reality, customized products often
fail by focusing on the product itself rather
than on the cuslomer perceplions and
preferences for desired product and
service aftribules and their associaled
benefits. One of the reasons for the fail-
ure of ‘Cuslom foot’, which offered mass
customized footwear, is the subjective
naturg of [itling shoes (Wind &
Rangaswamy, 2001). Two customers
mighl be measured for a size 10 shoe,
but one might prefer a tight fit while the
other prefers a loose one. Some as-
pects of the styling and feel of the fit may
not be captured by simply measuring
foot size. ldentifying intangible dimen-
sions is essential. In a shoe slore, the
customer tries on several pairs to find
the right ‘feel' using measurernenis only
as a starting point.

Regarding to many lechnical chal-
lenges and difficulties in matching be-
tween technology and customers’ pref-
erences, there are questions need to be
considered before embarking on mass
customization strategy.
® Does the organization's process

technology allow it to tailor its

products/services to individual
cuslomer needs, or could such
technolegy be easily incorporated?

® |3 lhe organizalion’s design
conducive to and flexible enough to
translate consumer’s needs into
specific specifications?

® Flow extensive an overhaul is
required to incorporate this techno-
logy into firm’s existing processes?

® Would the impact on the cost
siructure ol incorporating and
maintaining such technology be
reasonable?

® Would the increases cost still allow

a compelitive price for the

customized products / services?

® How much investment will be
required? In general, the greater the
investment, the greater the risk, but
a successful, wall-capilalized
company might find a greater
investment requirement to be well
worlh it if it is thereby able to be the
first in the market with mass customn-
izalion. There is a huge “first-mover”
advantage to mass customi-zalion.

® Are subsiantial in-house engineer-
ing expertise and manufacturing
capabilities available?

® Are the intermediaries that the
arganization has to depend on part
of and supportive ol mass cuslomiza-
tion?

#& |f there is no direcl contacl with final
consumer, are there sound colla-
borative relationships wilh custom-
ers involving highly inter-active
communication?

® Are the organization's suppliers
located strategically and can
requirements be supplied frequently
and reliably, so thal minimurm
inventory can be carried?

(scurce: Radder & Louw, 1998)

Based on survey thal has been done
by Ahlstrom and Westbrook {1999), the
top four barriers to increased customiza-
tion are found in subsequently these
areas: Inflexible factories, Producls will
be loo costly, Informalion technology,
and Change management. The item
inflexible factory is ranked as the top
barriers to increased customization. This
means that advances in manufacturing
function are the greatest importance in
achieving mass customizaticn (Spira &
Pine, 1993). The second ilem ‘whether
praoducts will ullimately too castly or not’
is also related 1o the perdormance of the
operation function whelher it is flexible
encugh to cover econcmigs of scope.
The third item ‘informaticn lechnology'
indicates the need for integrating infor-
mation systems (matching between
custormer's needs and production capa-
bilities) to enable customized products
meet their demands. The readiness of
firm's information technology is vital to
support mass cuslomizalion slrategy.
Information technology will supporl the
need for improved dialogue belween
marketing and manufacturing to find

USAHAWAN NO. 06 TH XXXIIL JUNI 24413 l53




proper elicitation from customers as well
as to handle firm's supply chain man-
agement (distribulion system), legistics,
and preduction processes. The fourth
itern, Change managemenl will be dis-
cussed within organizational readiness.

Regarding logistics, even though
readiness in information system has
been a greal help, bul still this is a tricky
job especially for the firm which is mov-
ing from mass production lo mass
customization. Finding from Zipkin
{2001) indicales that, at Levi-strauss,
after the product is fabricated to include
customer specific information, then, there
are additional processing and transpor-
talion 1asks. Fitling and cutting is only an
early stage of a multistage process;
subsequent steps include sewing, wash-
ing, packaging and shipping. it is neces-
sary that some informalion (at least the
customer's identity) move along wilh the
physical product through all the stages
so that the right product ultimately
reaches each customer. Delivering a
bulk product from mass production in-
duslry might be efficient and mare
simple, nevertheles delivering individual
cusiomized product certainly involves
much more complex activities. Direct
distribution to customer is quile different
from the conventional kind (mass
produclion’s distribution system}, and
switching from one to the other (conven-
tional disiribulion 1o direct distribution)
has proved difficult.

d. Competitive Environment

The first factor to ponder regarding
competitive environment is economic
uncerainty. The greater ihe uncertainty
and the market turbulence, defined by
such things is instability and unpredict-
ability of demand and homogeneous
versus helerogeneous customer de-
mand, the greater the potential need for
variely and customization (Hart, 1995).
Uncertainly and market turbulence is
cormmonly characterized by a continu-
ous change and increasing cuslomers’
demand which is lhen responded by
firms through increasing product prolif-
eration and new product introductions.
The second factor to concern focussed
on customers. Is there a viable group of
customers who can be persuaded to
value customization? As has been dis-

cuss above, do customers really care
wilh customized products / services? If
the answer is 'yes’ the firm should en-
gage in further step by developing a true
leaming relationship wilh lheir custom-
ers. Firms will see the lifetime value of
lhose customars increase as the rela-
tionship deepens and as mutual leam-
ing lakes place. Cbviously, the “customer
share strategy (sharing information wilh
customars)” is a proloundly different
approach {han traditional mass market-
ing, which {ocuses on winning market
share through anonymous transaclions
wilh “largeled” market segmenls (Hart,
1995). The third is competitors focus.
Are there a high potenlial for new com-
petitive rivalry? Are there well-entrenched
cornpelitors in the industry who are al-
ready pursuing mass customization?
How long would it tzke for competitors to
react, and which ones might react most
quickly and how? The competitors’ cus-
lomers also have to be considered: how
will lhey react? How loyal are they to
firm's compelitors—even if their mass-
cuslomization needs are not yet being
mel? Apart from compelitors, the firn
must consider possibility being a first-
movar. Would the firm be the first in the
market with a mass-customized prod-
uct? Hart {1995) stales thal at this stage,
a huge benefit accrues to the first com-
pany truly able lo track and fulfill indi-
vidual customer needs, to engage indi-
vidual customers in dialogue, and to
build a “one-to-one” relalionship based
on knowledge and lrust. He further points
out that companies that do this have a
good chance of gamering a “100 per cent
customer share”, where the company’s
producls and services are the anly prod-
ucts or services of their types that the
customer purchases during his or her
lifetime.

e. Organizational Readiness
Organizational readiness for mass
customization requires a tough and hon-
est assessment of organization's atti-
tudes, cullure, and resources {Hart,
1995). In addition, Hart states that
management's job now is to discover
the degree of fit between the business
opportunity inheren! in mass customi-
zation, on the one hand, and the
organizalion's ability (attitude, culture and
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resources) to capitalize on the opporiu-

nity, on 1he other. Business readiness is

dependent on deep self-knowledge re-

garding core capabilities. Related lo this

is a concurrent understanding of the

capacity for arganizalional change. Here

are some lists to evaluale the readiness

of organization whether aftitudes, cul-

lure and resources are ready to change.

@ |s there a high degree of fit between
the opportunily inherent in mass
custornization and the organization's
ability to capitalize on these?

® Arethere leaders commitied to mass
customization?

@& |s lhe arganizalion ready to change?

® Is change consisient with the
organizational culture?

® Doesthe organizalion's cuiture focus
on knowledge creation and the
development ol manufacturing
capabilities ? :

® |s there a shared vision throughout
the organization?

® Does top management institute
organization mechanisms that foster
interactions among focused plants?

® |[s there integration across funclions
while mainlaining excellence within
each function?
(Source: Radder & Louw, 1999)

Then, of course, there are inevitable
financial issues. Corporate leaders must
be able to assess the monetary costs,
as well as associated opporlunity costs
inherent in pursuing a mass-customi-
zation strategy (Hant, 1995). The com-
pany rmust then be able to fund it. Hart
{1995) suggests ihat it is nol necessary
lo have a lump sum of cash on hand at
the beginning of such change. A firm can
rmove forward with a mass-customization
strategy step-by-step, provided that the

.plan is carefully constructed and finan-

cial capabililies at each step are pre-
cisely monitored. Similarly, companies
will need to strike a balance between
focusing on the development of mass-
customization capabilities and maintain-
ing immediate cash flows,

Conclusion

Many organizations are now going
through tremendous change from mass
produclion 1o mass customization. In
encountering the increasing rarket fur-




bulence and uncertainty, mass cuslomi- ready exist in parlicular sphere of gpera- e
zation has been broadcasted as the pre-  tions. A mass customization strategy
mier way of achieving the best way to  cannol be followed blindly. True commit-
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