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“However beautiful the results, you should occasionally look 
at the strategy.” 

 

 
 
 

Derived from: Sir Winston Churchill (1874 – 1965) 
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Abstract 
 
This master thesis is about a specific form of cooperation between companies, the cooperation 
between one large and many small companies. It summarizes existing scientific literature about this 
subject and checks whether this is complete by means of a case study. Throughout the thesis a model is 
developed which describes modes of cooperation, results of these modes, as well as practical 
implications of these results. This model is validated at both the large company and with the many 
small companies it cooperates with.  
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Management Summary 
 
It is a fact in business nowadays that no company can survive alone, without cooperating with 
partners. Cooperation between companies has been analyzed in scientific research extensively, by case 
studies, longitudinal research and meta analyses. However, one form of cooperation between 
businesses is not addressed explicitly in this literature. This is the cooperation between one large with 
many small companies. This thesis contributes to this gap in literature. First, the little available 
literature on this subject is summarized, after which this literature is tested with a case study. In this 
case study the cooperation between TNT Post Parcel Service and its subcontractors is researched. First 
important aspects in cooperation for both parties are identified, after which these aspects are compared 
with available modes of cooperation. With these modes an ideal form of cooperation is designed.  
 
The literature shows us that there are four modes of cooperation between one large and many small 
companies, insourcing, franchising, partnership and outsourcing/subcontracting. These modes all have 
their own characteristics, outcomes and situations where to apply them best. Furthermore all modes 
put a different emphasis on the relations.  This is shown in table 1.  
 
Table 1: Different modes of cooperation and its outcomes 
Mode Outcomes Emphasis 
Insourcing Complete control - 
Franchising Controlled growth; 

entrepreneurship possible 
Trust/Contractual 

Partnership Learn from each other, 
improve relationship 

Trust 

Outsourcing/ 
Subcontracting 

Deliver product/service, 
flexibility 

Contractual 

 
These modes have in common that, whatever mode is chosen, three main factors turn out to be 
important in any cooperation. It does not matter whether this is cooperation between two companies of 
the same size, a lot of companies or this particular case of one large and many small companies, three 
factors determine (largely) the success of the cooperation. These are identified by Slovinski et al. and 
are: 
- choose the right partner; 
- negotiate the cooperation; 
- manage towards collaboration. 
These three factors, together with the available modes, form the basis for this thesis.  
 
The parties which are the subject of the case study are TNT Post Parcel Service (from now on: TPP) 
and its subcontractors. TPP is a separate business unit of TNT NV, the former, governmental owned, 
postal company of the Netherlands. Its main process is the logistic process surrounding the distribution 
of parcels in, especially, the Netherlands (although Belgium and Luxembourg are included as well).  
 
 Almost the entire process is executed by TPP itself, however, since eight years they started sourcing 
the last part of the process, delivery, to so called subcontractors. These subcontractors are the small 
companies which are subject in this case study; this are business which execute the final part of the 
chain of TPP, delivery of parcels. Sometimes it is the only process of these subcontractors, sometimes 
it is one of the processes these subcontractors execute. 
  
Three factors have been identified, from the side of TPP, which may be subject to improvement in the 
relation between TPP and its subcontractors, these are efficiency in the relation, maximizing 
commercial benefits and minimizing the risk on creating competition. This brings the research 
question for this thesis, which is therefore: 
 



Cooperating together? 
A case-study on the possibilities of cooperation between one large and many small companies 

 
 Page 8 of 72  

“How can TPP cooperate with its many subcontractors in an efficient way, while maximizing 
commercial benefits and minimizing the risk on competition?” 
 
To be able to choose the most appropriate mode of cooperation, first the specific characteristics and 
wishes of both parties should be known. This is done with the help of expert interviews on both sides 
of the relationship. From the side of TPP more than 20 people from different departments have been 
interviewed, while 19 subcontractors had the chance to give their opinions in an interview.  
 
From the site of TPP two characteristics of the process are of major importance and should, in any 
case, be kept. These are flexibility of workforce and a highly standardized process; with the first is 
meant that staff does not have a contract and are therefore not bonded towards TPP. The last means 
that there is not much room for changes in the process due to the risk for quality loss. Beside these 
characteristics, the three requirements mentioned in the research question should be met to the best 
extent.  
 
Efficiency refers in this case to the efficiency of the relation, not the efficiency of the work which is 
done. It turns out that a significant part of the ended relations are terminated in the first six months, 
while other aspects (legal form, size of company) of subcontractors with which the relation is ended 
are not significant. Furthermore, operational reasons is the most common reason to stop the 
cooperation. This means that at the start of the relation, in which, as mentioned, choosing the right 
partner and negotiating the agreement is very important, more attention should be paid to clarifying 
the wishes and demands of and for both parties. This can, for instance, mean a more extensive 
explanation of the work to be done, and a more transparent overview of financial agreements. This 
should increase the mutual understanding of agreements and work processes, which in turn should 
decrease the number of fast ended relations.  
 
Maximizing commercial benefits is another important aspect for TPP. There are two ways in which the 
role of the subcontractor can be increased in this process: horizontally and vertically. The first, 
horizontal, means a combination of work for the same subcontractor for several business units of TNT. 
A combination of the services which TNT offers in one area is one of the promising options here. In 
one area TNT delivers parcels, but empties mail boxes and collects mail as well. This is done by three 
different vans until now, but it is possible to combine this in the future. Vertical growth in commercial 
activities is more difficult to explain and requires knowledge of the current processes of TPP. It 
involves subcontractors in another phase of the process, being collection. It seems to be promising, to 
give subcontractors a role in the collection of parcels directly. Until now, parcels are collected via two 
channels:  the retail and internet. However, subcontractors are not able to take a parcel directly if a 
potential customer asks this. Making this possible would increase flexibility for customers and the use 
of market knowledge available, since subcontractors know the market in which they are operating very 
well. There are three reasons to assume that this new flow would work. First, it has been done before 
(by another company which went bankrupt for other reasons). Second, the parcel market is growing. 
Third, it is a unique concept and would give TPP an advantage above its direct competitors. It would 
therefore, be very interesting to pilot this new flow somewhere in the Netherlands.  
 
Finally, the risk of competition, is about the risk that subcontractors become competitors of TPP. This 
could happen for two reasons, the first is the risk of the creation of an own network by a subcontractor. 
Especially when the subcontractor drives in a large area, it may be possible that parcels have to be 
send from somewhere in this area to somewhere else in this area. If the subcontractors decide to do 
this independently of TPP, he becomes a competitor. Another possibility for creating competition is 
when a subcontractor collects parcels of the addresses he delivers parcels for and sells them (all 
together) to a large company (which may be TPP, but can as well be a competitor of TPP); this is 
called ‘stapelen’ and harms the business of  TPP. It is not possible to eliminate this risk of 
competition. However, some things can be done to prevent it. The first is to cooperate with very small 
subcontractors only, which seems attractive in this perspective, but is very unattractive in the 
perspective of efficiency (see previous section) and is therefore not an option until more efficient 
relations are reached with subcontractors. Another solution is to forbid it and end relations with 
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subcontractors who became competitors. However, this is not efficient and hard, since not all internal 
competitors are known. A last solution is to make it highly unattractive to become a competitor, 
simply by offering better a better income potential than could be achieved as a competitor.; This could, 
for instance, be reached by adding the new flow mentioned in the previous section. This seems to be a 
very promising possibility, especially in combination with the first solution, namely… 
 
This results in five characteristics, which are important for TPP in the cooperation:  
- (1) TPP wants to create commercial benefits;  
- (2) TPP wants to create an efficient relation, which improves average length of cooperation; 
- (3) TPP does not want to create its own competitors; 
- (4) TPP wants to work with flexible drivers (pay per parcel, not per hour); 
- (5) TPP would like to maintain its highly standardized process.  
 
If these characteristics are placed in the different modes of table 1, figure 1 is the result. The five 
requirements listed above fit two different cooperation modes, being partnership and outsourcing.  
 
    2 & 3          1       4 & 5 
Partnership-------------------------------------------- Outsourcing 
Figure 1: Demands of TPP towards partnership and outsourcing 
 
With the demands of TPP identified, the demands and wishes of subcontractors should also be 
accounted for. This is done by means of interviews as well, the interviewed subcontractors were 
spread throughout the Netherlands. Furthermore subcontractors were split in four types: 1) ZZP’ers, 2) 
family owned companies, 3) large companies and 4) special companies. Subcontractors were asked 
about their opinions on the subjects in the research question, with the following, most important, 
results: 
 
* TPP should share more information with subcontractors at the start of the relation, both with respect 
to operational- and for financial issues; 
* The reason for the high turnover of subcontractors is, according to subcontractors, underestimation 
of the job and an ungrounded assumption that money can be earned easily; 
* Information subcontractors receive during the cooperation is regarded to be quite sufficient. 
However, information from the head office should be more structured. Internet can play a larger role 
in this than it does until now; 
* TPP should support subcontractors more in different aspects. For instance, by creating a purchasing 
advantages for vans and fuel, but also help with replacement during illness or holidays would be 
appreciated. Different groups of subcontractors seemed to have different needs here, this should be 
accounted for. 
* Both proposed commercial aspects were received in a positive way. However, subcontractors 
mentioned administration and financial issues. 
* Another complaint of subcontractors is a quality issue: they do not fully agree with the way 
complaints are measured now and would like a revision of this process.  
 
It should be noticed that, in order to validate the demands of the subcontractors, a survey among all 
subcontractors would be very helpful. This survey is prepared for and added in appendix  6.  
With the demands of subcontractors identified as well, the model of figure 2 shows the demands of 
both parties together. Two combined modes of cooperation are proposed: outsourcing with elements of 
a partnership. This form of cooperation would comply with both the wishes of TPP as with the wishes 
of the subcontractors. 
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- Fair reward for activities
- More ‘company pride’
- Possibility of extra activities

- Commercial optimization in two ways;
- Less costs;
- Less competition ‘danger’

TPP Subcontractors

Outsourcing (Mandatory)
- Flexible process
- Highly standardized process
- List of demands when negotiating agreement

Partnership (Voluntary)

- Fair view of demands TPP
- Help with reaching demands -> Subco United
- More an idea of partnership
- Idea that TPP thinks along

Result - Long term relation
- Efficient relation

- Long term relation
- Efficient relation

+

Focus:
Contractual relation

Focus:
Trust in relation

 
Figure 2: Final model of cooperation between TPP and subcontractors 
 
To make this model work, several recommendations for TPP are put together, which are shown in 
table 2.  
 
Table 2: Recommendations for TPP 
What? How? Result? 
Pay more attention towards 
‘choosing right partner’ and 
‘negotiate alliance’ 

- better analysis of expectations of both 
sides 
- evaluate ended relations 

- improved efficiency 

Upgrade relation with more 
‘partnership’ elements 

- continue Subco United 
- emphasize cooperation by thinking along 
- upgrade communication with head office 
- combine mail and parcels in more routes 
- pilot the third return flow 

- improved relations 
- improved commercial 
benefits 
- minimized risk on 
internal competition 

Validate interviews 
subcontractors 

- execute survey (see appendix XX) - validated opinion 
subcontractors 
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Introduction 
  
In this introduction, the subject of the thesis will be explained, as well as the research method. The 
title of this thesis, Cooperating together, seems quite obvious; the word ‘cooperation’ implies that two 
people, companies or parties work together in order to achieve a certain goal, or as the Princeton 
dictionary defines it:  “work together on a common enterprise of project”. However, this thesis will  
deal with the question whether cooperation in a certain situation is indeed two-sided, or is more 
focused on one way. Before going deeper into this, the relevance of the subject should be explained.  
 
In the last fifty years, cooperation has received more and more attention, and not just cooperation 
between companies. Starting just after the second World War, national governments were seeking 
possibilities to prevent a third war and started cooperating in organizations like the United Nations and 
the NATO. This was continued in Europe, by the erection of the European Union (of course with its 
predecessors) and, more locally in the Netherlands, the BeNeLux cooperation between Belgium, the 
Netherlands and Luxembourg.  
This governmental cooperation was followed by cooperation between companies, which on its turn, 
has been increasing in the last thirty years. Vasudevan et al. (2001) notice, the number of strategic 
alliances has increased with about sevenhundred percent from 1970 to 1996. This means that more and 
more companies, both nationally and internationally, work together to achieve their common goals. 
Such a cooperation often takes place between two companies which are approximately equal sized (for 
instance, the cooperation between Philips and Sara Lee for the development of the Senseo, the 
cooperation of Apple and Nike for the development of special running equipment), or which differ 
highly in size, with one large and one small company (for instance the development of uncertain, but 
promising new products, the so called spin offs). These mentioned forms of cooperation have received 
a lot of attention in scientific literature and have been researched thoroughly, often for many years, in 
order to investigate, for example, the success factors for spin offs. However, there is a form of 
cooperation in the field, which did not receive a lot of attention until now in scientific literature, which 
will be discussed in the first chapter. This is the cooperation between one large company and many 
small companies, examples of this form of cooperation are Toyota with its suppliers, McDonald’s with 
its franchisees or, which will be the subject of this thesis, TNT Post Parcelservice with its 
subcontractors. While some case studies are known about this form of cooperation, it lacked a lot of 
attention. This is the primary reason for this thesis and also the starting point: in the first chapter the 
knowledge which is available in scientific literature will be put together and summarized. As little 
research in the field has been done, including the field will be the main theme of the rest of the thesis. 
A case study within TNT Post Parcelservice is conducted; this company cooperates with many small 
companies, by outsourcing the last part of its primary process, the distribution of parcels throughout 
the Netherlands. In the case study the available knowledge of literature (from chapter 1) will be 
applied on the companies. This is done to check whether literature is complete and the knowledge 
does give a fair view of issues in the field.  
The thesis has five chapters, all adding a little piece of the puzzle, in order to get a complete view of 
cooperation between large and many small companies. The exact order will be explained in the first 
chapter. However, it may be useful to introduce the way the puzzle will be build together here already. 
To make sure all pieces will be put on the right place, a model is made which will be filled throughout 
the thesis and will be introduced in chapter 1. Hopefully the use of this model will guide you through 
this thesis and makes sure no one loses the main message of certain chapters, since at the end of each 
section, is shown what the contribution to the model has been.  
 
I have to come back to the title of this thesis, why ‘cooperating together’? The little literature which is 
available about cooperation between one large and many small companies shows that often one cannot 
speak of real cooperation, since the large company decides on all issues and just tells the small 
companies its decision, in stead of deciding in full cooperation. This can work quite good, since goals 
of both companies may be achieved in this way, however it may be more preferable if the power 
balance between companies is more equally divided. The case study in this thesis will face the 
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problems of cooperation between one large and many small companies which actually exists in the 
field.  
 
TNT Post Parcel Service started cooperating with subcontractors (as the small companies are called) 
eight years ago, and the number of relations increased in these eight years from zero to more than 
seven hundred. The increase of this number of relations caused changes in the organization of TNT 
Post Parcel Service during these years and TNT Post Parcel Service wants to know if there are 
possibilities to improve the relation with its subcontractors. There are several aspects of the relation 
which are examined closely in this thesis; these are efficiency, maximizing commercial benefits and 
minimizing risk on internal competition. All being aspects which are important to TNT Post Parcel 
Service and which may be possible to improve. On the other hand, the subcontractors’ view of the 
cooperation will be examined more closely; how do they recon the power balance and how they think 
the relation can be improved. If these factors are known, it will be possible to decide upon the best 
way of cooperation in this situation.  
 
The thesis will therefore add something to both scientific research, by a thorough investigation of 
available literature but will even more add to the field, by completing a model in which both TNT Post 
Parcel Service and its subcontractors can cooperate in the best possible way! 
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1. Theoretical background 
 
This chapter introduces knowledge in literature which already exists in the field of cooperation 
between one large and many small companies. 
 
In the last decades, cooperation between companies became more and more important. A lot of 
authors have discussed different forms of cooperation and different trends have come and gone. In this 
literature discussions about the ‘best’ way of cooperation have been numerous, sometimes dividing the 
scientific population. 
 
In this debate, a lot of attention has been paid to cooperation of two or more companies of the same 
size (for instance joint ventures, research partner programs). A scarcely discussed subject is the 
cooperation between one large company and many small companies. Recently, some authors 
investigated this (see Street and Cameron, 2007 and Croonen, 2006) but this literature is not 
exhaustive.  While attention in the scientific community has been scarce, attention of practitioners 
(managers of large and small companies) is great, since there are more and more forms of this 
cooperation. If we, for instance, look at franchising it has tripled in size in just fifteen years in the 
Netherlands (Franchiseplus, 2009). The reason for this exploration of cooperation between large and 
small companies is twofold; first it will cover an aspect which has been neglected in literature until 
now and add with that to the scientific knowledge in this field. It will summarize existing literature 
about cooperation shortly. However, it will not stop by just a theoretical part, it will test the 
completeness of this theoretical knowledge in the field.  
 
For sure ‘large’ and ‘small’ companies are relative terms, which should be defined before continuing 
our search. Here fore the definition of Sternberg (1999) is followed, who defined a small company as 
‘having less than twenty employees’ and a large company as ´having more than two hundred 
employees’. This difference in number of employees brings along some natural differences between 
small and large companies, which are not that difficult to figure out, for instance the way employees 
are committed to the company, the influence the CEO has on the direction of the company (which is, 
naturally, a lot larger in small companies) and the influence of one person on the culture of a company, 
which may be important in cooperation.  
 
This list of differences is not exhaustive, but gives a clear view on the possible factors which are 
important when regarding the relation between small and large companies; for instance the opinion of 
the CEO of the small company can make or break your cooperation, it can thus be of major 
importance to convince him/her of the need for the cooperation. 
 
Although there, obviously, are quite some differences in the nature of small and large companies, it 
would be interesting as well to know whether there are differences in cooperation between two large 
companies and large and small companies. If two articles on this subject are compared, Slowinski et 
al. (1996) and Wildeman and Kok (1997), the important factors in this cooperation seem comparable, 
as shown in table 3.  
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Table 3: Comparison Small-Large and Large-Large 
‘Rules’ between small and large firms ‘Rules’ between firms of equal size 
- Choosing the right partner - Embed the alliance in the firm’s strategy; 

- Create a win-win situation; 
- Think through what a new partner means to 
existing partners; 
- (Pay attention to international aspects). 

- Negotiating the alliance - Pay sufficient attention to relational aspects;  
- Do not try to make the alliance too beautiful or 
too complex; 
- Set a termination date. 

- Manage towards collaboration - Create support for the alliance inside your 
organization. 

 
Of course this comparison between two sets of rules is not exhaustive and someone can argue that 
other aspects and models exists as well. This is indeed true, but a lot of these models do confirm the 
view that there does not seem to be much difference in important factors in the management of 
relations between firms of the same size and one large with many small firms. For instance, the model 
of de Man et al. (2000) includes context (embed into strategy), content (do not try to make it too 
beautiful or complex), partner selection (choosing right partner), partnership management (manage 
towards collaboration) and upgrading (set determination date). 
 
This implies that it does not matter how large a company is in order to identify the most important 
factors in cooperation. However, one important difference should be kept in mind; a relation between 
a large and a small firm will, especially in the case that the large firm has a lot of relations with small 
firms, effect the small firm way more than the large firm. Which means that the cooperation is often of 
crucial importance for the small firm; the small firm is replaceable for the large firm, while the 
opposite if often harder. Furthermore, a large firm has to take care of more relations, which takes, 
obviously, more effort; however, large companies have more staff to deal with these relations, so the 
‘workload’ of the cooperation will be (approximately) as large. 
 
Having said this, it does not really matter which model we use. However, since this thesis is about the 
large and small companies, the three factors identified by Slowinski will be used in the rest of the 
thesis. This means that choosing the right partner, negotiate the alliance and manage towards 
collaboration are the factors that will be used to evaluate relations between companies. 
 
With the identification of these factors being done another part of literature should be researched. This 
is the part that identifies different known ‘modes’ in which a large company can cooperate with many 
small companies. Literature has discussed these several modes (for instance, Stanworth and Curran, 
1999, Dyer and Nobeoka, 2000, Kakabadse and Kakabadse, 2005) with their advantages and 
disadvantages. But literature lacks an overview of these several modes, this will be done, shortly, now. 
An overview of the modes is important again, since that gives an opportunity to compare the modes 
and decide which mode is the most appropriate in a given situation. The modes that are discussed are 
the modes that have been or are recently used a lot in cooperation between small and large companies 
and are shown in figure 3, ordered starting with the mode in which the influence of the large company 
is the highest. 
 

 
Figure 3:Possible modes for small and large companies to cooperate 
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Insourcing: Insourcing is possible in two ways, vertical and horizontal insourcing. Vertical insourcing 
is internalizing activities that were previously done outside the company to decrease the length of the 
supply chain. For instance, when a company decides to get its IT-businesses back into the company, 
this is called insourcing.  
The big advantage of insourcing is the improved control over operations (James, 2000). However, a 
major increase of costs and decrease of flexibility make this mode in most situations not favourable for 
both the large and the small companies. The small companies take the risk to disappear in the big 
brother and the large company becomes inflexible. The only situation in which this mode should be 
favoured, is when the outsourced part is of major importance to the large company (for instance, when 
the small companies are involved in the core business).  
 
Franchising: Franchising is a form of cooperation in which shops are opened en managed locally, 
while things as the concept and marketing are arranged on (inter)national level. Important 
characteristics of a business before it can be franchised are (Hoy and Stanworth, 2003, Hendrikse et 
al., 2008): 

‐ Market-tested business package: the package should already have been tested successfully on 
the market. That the concept is ‘proven’ is very important to franchisees is indicated by 
Kaufmann and Stanworth (1995), ‘the franchisee’s risk is not limited to the value of the initial 
investment (as is with shares), but is compounded by the opportunity cost of their labour since 
they subsequently work the franchise at no charge to the franchisor’.  

‐ Continuing contractual relationship: the relation is intended for a longer period of time 
(typically around five years). 

‐ Independently owner-managed small firms: the franchisor and franchisee have to be two 
different companies. 

‐ Specified format: the format is determined by the franchisor and the franchisor offers services, 
trainings and a standard format to the franchisee to work with this format. 

The big advantage of franchising is the combined effort that both franchisee and franchiser put in the 
cooperation (Caves and Murphy II, 1976); both entrepreneurship as well as economies of scales (with 
marketing or purchasing) are combined. Disadvantages include the difficulties with starting up the 
franchise and changes which are made in agreements from one side. Franchising is interesting when a 
large company wants to increase its number of stores/shops and there are opportunities for the 
franchisee to put effort (entrepreneurship) in that store. 
 
Partnership: Partnership is the broadest mode of cooperation between small and large companies of 
all modes discussed in this paper. It can be used in a lot of ways, varying from a simple supplier-
relationship to a far more advanced network of partners throughout the world. Reasons to establish 
different sorts of partnerships are endless, from governmental rules to creating trust.  
The reason why it is important to discuss it in relation with the subject of this paper, is that there are 
some very good examples of partnership between one large and a lot of small companies that resulted 
in satisfying relations for many years (for instance Toyota with its suppliers).It could be applicable in 
a lot of situations, each with its own (dis)advantages. The most important issue in a partnership is that 
the reason for the partnership is apparent at all times for both parties and that both parties agree upon 
this reason. When applied in this way, partnership gives large and small companies a lot of 
possibilities to cooperate and reach a win-win situation. The main reason for establishing a partnership 
has often to do with the creation of trust between two companies which work together. 
 
Subcontracting/Outsourcing: Subcontracting and Outsourcing are regarded the same in this thesis, 
although minor differences may exist, both are often used interchangeably. The main reason to 
outsource, back in the seventies of the previous century was simply reduce or control over costs. In 
certain situations it was thought that it was cheaper to let others do it for you then to buy the resources. 
As Kakabadse and Kakabadse (2000) state: ‘Outsourcing gained greater impetus in the 1970s, when 
large and diverse corporations were considered to be underperforming, a trend that became even 
more pronounced in the early 1980s with the onset of global recession.’   
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The emphasis on outsourcing became even stronger in the start of the 1990s, when managers became 
obsessed with the idea that every company had to focus on its core businesses, which thus resulted in 
outsourcing the ‘non-core’ practices (Kakabadse and Kakabadse, 2005).  
 
Abraham and Taylor (1996) found, in line with this, three major reasons for 
outsourcing/subcontracting;  
- wage and benefits savings; 
- smoothing the work load for regular workforce, which means that an amount of regular workforce is 
hired which has permanent work (in good and bad times), while in busy times flexible workforce it 
hired, to avoid firing people. Kamien and Li (1990) made a full review of this option, including a 
mathematical model to calculate the needed regular workforce. And,  
- specialized services, which means that not all knowledge is in-house in every company (think of IT-
experts, accounting specialists etc.). 
 
Outsourcing is thus a good option for cooperation if parts of the process which are easy to transfer are 
sourced out. Both parties are independent of each other and make contractual agreements about what 
to expect of each other. A disadvantage is, often, lack of goal compliance between parties (for 
instance: the large company wants it done as good as possible, the small companies do it as cheap as 
possible). As Currie (1995) states ‘a considerable number of companies express dissatisfaction with 
outsourcing’. Peisch (1995) defines two main reasons of this dissatisfaction; contracting of the wrong 
provider and an ill definition of goals, provisions of service, guarantees or relationship. Kakabadse and 
Kakabadse (2000) think of six more reasons: underestimation of outsourcing ‘management’, 
unrealistic expectation concerning outcomes, lack of ownership clarity, unsatisfactory delivery of 
services, un-cooperative vendor behaviour and cost of the service being too high/and or the 
competitive advantage in the market not longer existing (Kliem, 1999). 
Concluding, outsourcing  can have very interesting advantages in the cooperation between small and 
large companies. However, it should be executed very carefully to avoid traps which can lead to 
dissatisfying results. The solid basis of this cooperation is contractual.  
 
The different modes of cooperation are thus applicable in different situations and depend on the 
outcome which is desired. These outcomes differ in each situation, the best way to cooperate is thus to 
define the desired outcome and than choose the most appropriate way of cooperation. This is 
summarized in table 4, which starts with the desired outcome, which leads to the Way of Working. In 
the third column the emphasis in the relation is shown, however, this column is not exhaustive. For 
instance, in a partnership, contractual agreements about profit/resources should be made, but to make a 
partnership successful, the emphasis should be on trust. The reason that for insourcing no emphasis is 
indicated, is that, since the reason for (vertical) insourcing is complete control, the insourced 
companies become part of the company. This means that all processes take place in one company in 
stead of many; which makes it, actually, no cooperation anymore. 
A final remark about the outcomes is that for all outcomes, beside the mentioned ones, making profit 
is the reason to start thinking about a cooperation at all, thus that is, of course, a desired outcome as 
well. 
 
Table 4: Desired outcomes in cooperation 
Outcomes Way of Working Emphasis 
Complete control Insourcing - 
Controlled growth; 
entrepreneurship possible 

Franchising Trust/Contractual 

Learn from each other, 
improve relationship 

Partnership Trust 

Deliver product/service, 
flexibility 

Outsourcing/ 
Subcontracting

Contractual 

 
This summary of available knowledge in literature resulted in two important aspects about cooperation 
between one large and many small companies; important aspects when cooperating and possible 
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modes to cooperate. It made clear that three factors influence the success of a cooperation, partner 
selection, negotiating the agreement and managing towards collaboration. These factors are 
independent of the mode that is chosen, these modes can vary a lot according to the reason for the 
cooperation. Possible, known, modes are insourcing, franchising, partnership and 
outsourcing/subcontracting. 
 
As indicated before, literature about this cooperation is not overwhelming and may be incomplete. 
Although some case studies are known about especially partnership (Dyer and Nobeoka (2000)) and 
theoretical information about franchising (Lord (2008)), information from the field has not been used 
as much as could have been. This makes it very interesting to include the field by means of a case 
study in the next chapter. This study is carried out in a company that started cooperating with small 
companies only eight years ago. In these few years, the number of companies it cooperated with grew 
from zero to more than seven hundred. TNT Post Parcel Service (TPP) is the company in which the 
case-study is conducted, the small companies TPP cooperates with are subcontractors. All companies 
will be introduced extensively in the next chapters, for now it is important to remember the names.  
This is important, since they will be used to compare knowledge in science with the characteristics and 
wishes of these companies. To make sure this is done in a structured way, the following model will be 
used (figure 4) and filled out throughout the thesis.  
 

Practical implications of results for 
small companies

Practical implications of results for 
large company

Large company Many small companies

Chosen  Mode(s) Results of Mode(s)

Result Smal companiesLarge company

+

Focus:
Mode(s)

Chapter 2.1

Chapter 1 Chapter 3

Chapter 4Chapter 2.2, 2.3 and 2.4  
Figure 4: Model of cooperation 
 
This deserves some explanation; the model depicts several aspects of a cooperation between one large 
and many small companies and has room for both a theoretical background along with its practical 
implications. It will be discussed per chapter, which has been indicated in figure 4 as well. 
In the first chapter, which was this chapter, different modes have been discussed, together with the 
different foci these modes have. This is important since the chosen modes ‘decide’ what the results of 
these modes will be, so before deciding on several modes, the foci of these modes should be clear.  
The thesis continues in chapter 2.1 with an introduction of the companies which play the leading roles 
in this thesis and provide the thesis with information of the field.  
Since the chosen modes are used to render certain results, these preferable results should be known 
first, before choosing the modes. Therefore, chapter 2.2 to 2.4 discusses three aspects which are very 
important to TPP; these chapters result in the practical implications which the chosen mode(s) should 
have for TPP. With the information of chapters 1 and 2, in chapter 3 the selected mode(s) are chosen 
and provide us with a model which fulfils the wishes of TPP. Since cooperation has two sides, it is 
important to refine the framework of the third chapter. This will be done in the fourth chapter; 
subcontractors will be interviewed to check if the model is complete or some aspects should be 
changed, added or deleted. Finally, in chapter 5 conclusions will be drawn.   
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2. Case study: TNT N.V. 
 
In order to check whether the conclusions of the previous chapter are compatible with the field, a case 
study is done. In this chapter the company in which the study is done is introduced (2.1). In the 
following parts the ‘ideal’ cooperation for the company is described (2.2 to 2.4).  

2.1 Introduction TNT N.V. 

TNT has its roots in both Australia and the Netherlands. The name is adopted from Australia (where 
Thomas Nationwide Transport, was founded in 1946 as a transportation company), while the history 
goes far more back in the Netherlands, where TNT is the successor of the postal company owned by 
the government. 
 
Back in 1799 the Dutch government decided that it should have, after the example of the French, its 
own company for mail delivery, which became in 1928 officially: Staatsbedrijf der Posterijen, 
Telegrafie en Telefonie (PTT). The roots of TNT are thus a governmental owned company, which 
existed for almost two hundred years and was responsible for both the mail and the telephone network 
in the Netherlands. In 1989 this company was renamed KPN NV (Koninklijke PTT Nederland) and 
split in two new business units: PTT Telecom BV (which was responsible for the telephone network) 
and PTT Post BV (which was responsible for the mail network).  
To strengthen its international power, PTT Post acquired the Australian company TNT in 1996 and 
they formed together TPG (TNT Post Group), which was made independent of PTT Telecom (which 
proceeded under the name Koninklijke KPN NV). 
TPG Post became the official name of  PTT Post in 2002, but lack of international appeal caused a fast 
change again in 2006, since then the former mail division of the Staatsbedrijf der Posterijen, 
Telegrafie en Telefonie became TNT Post N.V. This story is illustrated in figure 5. 
 

 
Figure 5: History of TNT Post 
 
TNT N.V. is the holding of TNT Post B.V. and consists further more of TNT Express. Its mission is: 
‘At TNT, we aim to exceed our customers' expectations in the way we transfer their goods and 
documents around the world. We deliver value, by providing the most reliable and efficient solutions 
through our global delivery networks.’ (TNT website, 2009) 
 
TNT N.V. had sales of about € 10.983 million in 2008, of which 84% was in Europe and of this 84%, 
39% in the Netherlands (which is thus about € 3.598 million). This was achieved with the help of 
163.245 employees, of which about 63.000 work in the Netherlands.  
The mail division had sales of € 4.245 million (Parcel Service accounted for € 362 million), so some 
less than half of the complete sales. Some interesting figures of the mail division (which includes 
parcels and mail) are shown in table 5.  
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Table 5: Some figures about TNT in the Netherlands 
 2008 2007 
Number of addressed postal items delivered (Netherlands) 4.693 million 4.807 million 
Per address 601 622 
Per inhabitant 285 294 
Per delivery day 15,3 million 15,7 million 
Percentage of mail sorted automatically 83 84 
 
The structure of TNT is shown in figure 6, the orange parts are the divisions in which this thesis was 
executed. 

 
Figure 6: Structure of TNT NV 
 
As mentioned, the holding TNT exists of two divisions: TNT Mail and TNT Express. Both divisions 
deliver mail and parcels, the difference is that TNT Express does this on a guaranteed time schedule 
(for instance, delivered within four hours) and TNT Mail not. TNT Mail is divided in five business 
units, being: 
- European Mail Networks (EMN): distributes addressed and unaddressed mail throughout Europe.  
- TNT Mail: is the business unit which addresses the mail market in the Netherlands, it takes care of 
more than 16 million letters a day. 
- Cendris: administers data of potential customers in the Netherlands and helps companies to reach 
these customers. 
- Spring: is a joint venture between TNT and Royal Mail and is specialized in the distribution of 
international mail.  
- Parcel Service: the business unit which is responsible for the collection and distribution of parcels 
(mail which does not fit in the mailbox). It delivers about 350.000 parcels a day.  
 
TNT Post Parcel Service (TPP from now on) is divided in four units: 
- Cargo Services: which handles the cargo of Parcel Service (Cargo consists of parcels which are 
heavier than 30 kg or have extreme dimensions). 
- Operations Benelux: takes care of the collection, distribution, transportation and sorting of the 
parcels in the Netherlands, Belgium and Luxemburg.  
- Commercie Benelux: which takes care of the commercial aspects of parcels in the Benelux. 
- International: which takes care of the international operations and international distribution of 
parcels. 
 
Finally, Operations Benelux consists of eight sections, one for every part of the process (distribution, 
transport, sorting and collection), Subcontracting, Purchasing & Facilities, Staff Operations, Projects 
and Audit. Subcontracting, Purchasing & Facilities is the section in which this master thesis is 
performed. This section (further: Subcontracting) is responsible for all activities in these areas in the 
operations. This includes, amongst others, hiring subcontractors for the distribution of parcels 
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throughout the Netherlands. This part will be elaborated further on; in the next section the business 
unit Parcel Service will be described, along with its history. 

 
All parcels of TPP are sorted in six different sorting centres (four regular (Utrecht, Amsterdam, 
Dordrecht and Zwolle), one international (Amsterdam) and one for registered parcels (Arnhem)) in the 
Netherlands and from there transported to one of the 38 mentioned distribution centres as shown in 
figure 7, in which Distribution centres for Parcels (DcP’s) are black spots and Sorting centres for 
Parcels (ScP’s) are orange rectangles). 
 

 
Figure 7: Sorting and Distribution Centres in The Netherlands 
 
The primary process of Parcel Service is shown in figure 8, all parts will be discussed one by one. 
 

 
Figure 8: the primary process of TPP 
 
Collection: collection of parcels takes place in two ways. The first is the one which is most known and 
used by consumers: delivery of the parcel at a post office or other TNT point, from where it will be 
distributed further on. The second way of collection is used by companies, and more and more by 
consumers: pick up of parcels by TPP. This means that a driver of TPP will pick up the parcels at your 
home or company address.  
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Transport (I): the first transport in the chain is the transport from collection points (which include 
about 250 business points and more than 2000 retail points (post offices, shop in shop etc.)) to one of 
the six sorting centres. This is done at the end of the afternoon/start of the evening.  
 
Sorting centre:  the ScP’s sort in two or three phases. From 9.00 PM to about 01.00 AM, the first 
phase is executed. In this phase all parcels, which are collected in the area of the ScP, are sorted in five 
different piles; one for each ScP. For example, the parcels in Dordrecht are separated in: international 
parcels (which go directly to SCiP in Amsterdam), the parcels for the ScP’s in Amsterdam, Utrecht 
and Zwolle and parcels which stay in Dordrecht, since they have to be distributed in that region. As 
soon as this phase is ended, large trucks transport all parcels to its destinated ScP, so all ScP’s send 
and receive trucks to or from other ScP’s. Note that registered parcels are handled separately!This 
means, that around 01.00 AM all ScP’s can start with the sorting of parcels for their own area, this 
sorting is thus less rough than the first phase and sorts parcels for every distribution centre in the 
region of a ScP (one ScP sorts for about 13 distribution centres). 
 
Transport (II): the second part of transportation in the chain is transport from ScP’s to distribution 
centres in its region. From every ScP trucks leave to every distribution centre, where the parcels are 
further distributed. 
 
Distribution centre:  Parcels arrive in the distribution centre (DcP) around 06.00 AM. In the DcP’s  
the parcels are distributed among the drivers who will deliver them to the recipient. Every parcel is 
scanned, to make sure it is in the correct centre and to trace it back when necessary. After the scan, it 
is loaded in small vans. 
 
Transport (III) and delivery:  The last part of the chain is the transport of the parcels to it destinations 
and delivery to the recipients. The vans who distribute the parcels among the recipients leave the 
DcP’s between 08.00 AM and 10.00 AM and return with the parcels which could not be delivered 
between 14.00 PM and 16.00 PM. This ends the process of TPP. 
 
After the introduction of TNT, TPP and the main process of TPP, it is time to depict why TPP is 
interesting for a case study towards cooperation between one large and many small companies. This 
will be done by telling a little history.  
 
In 1994, parcel service became an independent business unit of TNT Mail and became completely 
independent of the business unit Mail. However, in that time, parcels were still distributed by the mail 
division, but the collection and sorting were done separately by TPP. A thorough investigation of 
McKinsey in 1998 showed that TNT did not make any profit on its parcel-division and the division got 
four years to start making profit, otherwise it would be sold.  
A team consisting of four people started thinking about possible cost-reducing measures in the 
process. Along with a total package of measures, one of the ideas was to make use of external parties 
in the last part of the process, the delivery of parcels; this meant a more flexible, result oriented 
process.  
 
In 2001 the first external parties (called subcontractors) were contracted and the subcontracting story 
began. Along with this, parcels were separated from normal mail, and the complete process  
(collection, transport, sorting and distribution) was handed over from Mail to Parcel Service. These 
two processes grew and result in the current situation, in which 80% of the parcels is delivered by 
subcontractors, who drive from 38 distribution centres. The use of subcontractors has thus increased 
enormously since 2001; back than all drivers were employees, while now 80% of the drivers are 
subcontractors. Since all employees who stop are replaced with subcontractors, it is expected that in a 
few years all delivery of parcels is done by subcontractors. This sounds quite simple, but has a lot of 
impact, it means that TPP used to work without external parties only eight years ago, but cooperates 
with more than 650 parties at the moment. This development went quite fast within TPP and it resulted 
in large company working together with a lot of small companies, which is exactly the subject of 
research of this thesis. 
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The primarily reason for TPP to start subcontracting was increased flexibility, via subcontracting it is 
possible to pay drivers by the amount of parcels they deliver (not by the hours they work) and thus, 
costs of staff depend on the number of parcels in stead the number of hours, which makes staff more 
flexible. Another reason for choosing this way of payment is the very expensive collective 
employment agreement (CAO in Dutch) TPP has, which resulted from the time TPP was government 
owned. When subcontracting its distribution, this agreement did not apply and staff expenses where 
cut significantly. These reasons do still apply to TPP, thus the way of cooperation with subcontractors 
should stay flexible, which is the first demand for the mode which should be chosen. 
Another important factor is that the distribution of parcels is part of the primarily process of TPP (see 
figure 8), which means that it is very important for the company that this process is executed as TPP 
want it. One of the USP’s of TPP (and TNT in general) is quality; customers should be able to rely on 
the quality of service and speed. This implies that there is not much room for deciding your own way 
of working, when delivering parcels; parcels should be delivered in the timeframe TPP indicates 
(which is at most one day). One of the main drivers for quality is a complete standardized process; 
every action which is done in the distribution part, is prescribed via working instructions. This quality 
issue makes it important that a standardized process fits in the chosen mode. 
 
This makes that these demands, flexibility in workforce with the possibility of a standardized process, 
should be kept in mind in the cooperation between TPP and her subcontractors.  
 
99% Of the task of subcontractors exists of the delivery of parcels for TPP, which means that they 
operate in the final part of the operational chain illustrated in figure 8, delivery. Another job of 
subcontractors can be the collection of parcels, but only if the customer has demanded this via Internet 
or a contract. Via this tasks, subcontractors are more and more the ‘face’ of TPP towards (potential) 
customers. They execute an important part of the process of TPP and it is thus essential that the 
cooperation between TPP and these subcontractors is as good as possible.  
 
Since subcontractors represent TPP towards its customers, it is important to define these customers. 
The customers of TPP are NOT the receivers of parcels, but the people who send these parcels, since 
they pay TPP for delivering the parcel. Even if the receiver pays to the sender for this delivery, the 
sender pays TPP and is the client of TPP. So, for TPP, the receiver of a parcel of, for instance, 
BOL.com, is not a customer, but BOL.com is the customer, since BOL.com pays to TPP (and it does 
not matter to TPP that BOL.com calculates sending costs to its customer, the receiver of the parcel).  
 
The customers of TPP are allocated in the so called customer pyramid of TPP, which is shown in 
figure 9.  
 

 
Figure 9: Customer pyramid of TPP 
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Customers are grouped in number of parcels they send per year and obviously, the more parcels they 
send, the more attention of TPP they get and the cheaper the price they pay per parcel. Figure 9 will be 
discussed shortly, starting at the top of the pyramid. 
 
- Key Account Management (KAM)-customers: the largest customers of TPP, with sales of more than  
€750.000 a year. This group of customers includes about 100-120 customers. The customers have the 
attention of a specialized account manager of TPP.  Often all postal activities of that customer (thus 
parcels, mail and express deliveries) are dealt with by TNT.  
- Regional sales: the customers who are just beneath the KAM-customers and have sales varying from    
€30.000 to €750.000. They are served by account managers as well, but are not visited as often as 
KAM-customers. This group includes around 2000 customers within the Netherlands. 
- Telesales: a group of customers with sales between €10.000 and €30.000, who are served by a call 
center in the Netherlands. This group includes about 3000 customers.  
- Uitbestede verkoop: the smallest contractual customers in the Netherlands, they are served as well 
via a call center. It is the largest group of contractual clients, and this group includes around 5000 
customers. 
- Consumers: All people who send parcels who do not have a contract with TPP. This means that this 
group does not only include small consumers (like you and me) but small companies who take care of 
their parcels via the post office as well.  
 
The first three groups of customers (the white layers of the pyramid), are served quite good and have 
the attention of their account managers that they need. Furthermore, they are closely watched and 
reacted upon if something changes. For instance, if the sales of a regional sales customer increases 
very fast towards becoming KAM-customer, an account manager will contact that customer to discuss 
a new contract; thus the steps in that part of the pyramid are smoothly. The problem arises in the lower 
part of the pyramid, especially the step from consumer to ‘uitbestede verkoop’. Since the first three 
‘layers’ of customers are served properly, it will be the most logical to start with improving the worse 
functioning layers, the lower two and especially the phase in between them. TPP has trouble with 
identifying potential contract customers in the section of consumers, exactly the section in which 
subcontractors are the ‘face’ of TPP.  
 
There are two reasons why it is important to be able to identify these potential contractual customers. 
First of all, the parcel market is booming, in a report by Datamonitor (2007) five forces were 
identified, which cause this. These forces are mentioned in section 2.2. In this booming market, the 
Consumer-to-Consumer (C2C) and the Business-to-Consumer (B2C) are flourishing. With the 
upcoming internet, worldwide trade is more easy and more and more small business sell world wide. 
These are typical examples of consumers which should be noticed in order to become a contractual 
customer. 
Another reason to be eager to notice these customers is the increasing competition on (especially) the 
B2C and the C2C market. The market shares of TPP in these markets are now 55 % (B2C) and 93% 
(C2C), with a total market share (including B2B as well) of 35%. With that, TPP is still the largest 
player on the Dutch parcel market, but some competitors are trying to catch up (see figure 10).  
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 Figure 10: Market share of TPP in the Netherlands 
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These reasons, the increasing market and increasing competition, make it even more important for 
TPP to get more insight in this part of the market. Since subcontractors, as mentioned, have the 
contacts in this market, a way to get this insight is via subcontractors.  
 
While the market is growing, the competition is increasing as well, which causes that TPP should try 
to be as efficient as possible, to make sure it  stays ahead of its competitor. Since the reason to start 
with subcontracting for TPP was efficiency, it should make sure that this cooperation keeps efficient. 
Efficiency is hereby defined as: ‘creating the most value with the least resources’. Although efficiency 
in the process is very important, and will be dealt with very shortly, efficiency in cooperation will be 
elaborated on. This means that especially efficiency in the (establishment) of cooperation is 
emphasizes.  
 
Creating efficiency and thorough insight in the market seems (and maybe are) logical things to have in 
a relationship with subcontractors. However, there is one thing which makes this relation extra tense 
and diverse from other relations, which is the risk of competition. This risk will be elaborated on 
further on, but can make the relation more difficult. 
 
Three components, which are important for TPP, have been discussed now, being; create commercial 
benefits in the lower end of the market, be as efficient as possible and do not create your own 
competitors. These components are demands TPP has towards the cooperation with subcontractors, as 
well as the demands already identified: the possibility to stay flexible and keep the standardized 
process. This gives enough information for the research question of this thesis, which combines both 
chapter 1 and 2 and is: 
 
“How can TPP cooperate with its many subcontractors in an efficient way, while maximizing 
commercial benefits and minimizing the risk on competition?” 
 
While this question is very straightforward, it consists actually of two parts, being: 
- How can TPP cooperate with its many subcontractors?  
- How can this be done efficiently, with a maximum of commercial benefits and a minimum risk on 
competition? 
With of course the demands for both questions of a flexible and standardized process.  
 
The answer on the research question will be given in two parts; first the second question will be 
answered in the following parts of this chapter (section 2.2 to 2.4). With the answers on this second 
question in mind, the first question will be answered in chapter 3 with help of the modes and success 
factors which were identified in chapter 1.  
The reason to turn things around, thus to answer the second part first, is that this second part will 
influence the way of cooperation; this means that efficiency, commercial benefits and competition risk 
will have influence on the best way of cooperation. It is therefore important to have the demands of 
this ideal way clear first, after which the ideal mode will be explored. 
The second part of the research question will be analysed now, with help op both literature and expert 
interviews. First commercial aspects are dealed with (2.2), than efficiency is handled (2.3), followed 
by some competition aspects (2.4). Both the reasons why these aspects are important are mentioned, 
accompanied with solutions how this can be implemented.  
The main reason to choose for a combination of open expert interviews and literature is twofold. 
Literature is an important starting point to figure out which things have been discovered already and 
which things may be useful within TPP, however, since little is known from literature (see chapter 1) 
and a lot of things will be specific towards TPP, open expert interviews will add to this knowledge. 
With this is meant that experts within TPP from different divisions will be interviewed to get a 
complete view of the processes and demands that TPP faces in its relations with subcontractors. A full 
list of interviewed persons is found in appendix 2.  
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Although the research question still has to be answered, the model which was introduced in chapter 1 
can be filled a little more with the information given in this chapter, being the companies which are 
involved as depicted in figure 11.  
 

 
Figure 11: Model of cooperation 

2.2 Commercial aspects 

In this section, the first of three practical implications will be researched for TPP. This is an 
investigation towards possible extra commercial activities in the relation between TPP and her 
subcontractors, and will fill in a part of the lower left rectangle of the model in figure 4.  
 
It may be useful to recap on the different customers TPP serves, as shown in figure 9. This thesis deals 
with the lower end of this market, which means that, by definition of TPP, it deals with people or 
small companies that send less than six hundred parcels per year.  
 
An important thing about the market is that its customers are not known by TPP (as they are known in 
the other customer-segments); while the total volume is known, the customers behind this volume are 
not known. This makes it extremely hard to target them individually from the marketing or sales 
department, that is why subcontractors can play a role.  
 
Some market exploration has been done already in section 2.1, this will be elaborated on here.  
TPP has already done some research towards this market, which primarily concerns the C2C market 
and the B2C market.  
The C2C-market can be split; there is a traditional C2C market (for example the parcels you send with 
a birthday to someone via de post office) and an online C2C market (for instance the deals that are 
made via the internet). The online C2C market is a very fast growing market, as well as the B2C 
market. The reason for this last market to grow is that more and more customers order via internet in 
stead of shopping traditionally. In this B2C market, only a small part is relevant for this thesis, since 
the large players on this market (for instance BOL.com), belong to the contractual customers of TPP.  
 
Except for the mentioned, market specific, reasons for the growth of the markets, there is a global 
trend of a growing and changing express parcel market, which has been shown in by Datamonitor 
(2007). They mention five specific causes for this change and growth; the first two are reasons for a 
growing industry, while the last three depict and forecast changes in the industry.  
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-  Globalization: the urge of faster and more up-to-date information and the rise of the internet, cause a 
more global market. This includes the possibility to order information or buy things everywhere in the 
world. Of course this automatically leads to more parcels and freight which should be carried globally. 
- Booming e-commerce: as mentioned above, the internet causes a lot of transport around the world. 
Since it is possible to compare prices all over the world, it can be surprisingly worthwhile to shop 
around globally. This implies more freight to be carried around the world. 
- Deregulation postal sector: no one will be surprised that the deregulation of the postal sector, 
worldwide, will have a large influence on the sector. The traditional large players (which used to be 
governmental companies often), will get competition on their home markets, while they can enter 
other markets. 
- Mergers & Acquisitions: recently, the large players in the industry (UPS, FedEx, DHL, GLS, TNT), 
have been taking over other, smaller, companies. This means that the ‘big five’ have a market share of 
around 80% world wide.  
- Road transport in stead of air transport: Road transport is used more and more in stead of air 
transport. The reason here fore is twofold, first of all it is way cheaper to transport over roads than 
over air. Secondly, governments are thinking of new carbon oxide emission regulation, which means 
that companies will have to pay for their emissions. Since air transport carbon oxide emission is way 
higher than road transport (van den Akker, 2009) it can be beneficial for companies to change the way 
of transportation. 
 
It is thus clear that it is a growing and changing market. With the market identified, it is time to 
specify the market more on the level subcontractors experience this market. As mentioned, the market 
is defined as: people or companies who send less than six hundred parcels per year. This implies that 
consumers are part of the market as well. However, the thesis is especially focussed on small 
businesses and in this focus, on small businesses who are not known at TPP as contractual clients yet. 
Remark that consumers who, for example, start their own company from their home, are part of the 
target group as well. Although some will be said about consumers and the applicability of this thesis to 
them, it is thus not the focus. To get a better view on this target group, it can help to give a more 
extensive explanation about the job of a subcontractor. As mentioned in section 2.1, parcels are 
delivered during the morning and the afternoon. A driver picks up parcels for his own area every 
morning and starts delivering. Since most drivers have a standard area, in which they deliver every day 
(or at least a few days a week), they will get to know the area better, including people and companies 
who work or live in that area. This means that if, for instance, a new company arises in the area, the 
driver will notice this. Another interesting aspect of the job is the relation of the driver with certain 
companies or people in these companies; for these companies the driver is the ‘face’ of TPP and can 
therefore make or break reputation of TPP for this client. 
 
The challenge for TPP and subcontractors is thus to serve the above mentioned market as good as 
possible since the market is growing, customers in the market are the least known customers and 
relation management in the market is therefore hard. This makes it even more interesting to be able to 
get as much commercial benefits out of this market as possible.  To find new opportunities to serve the 
mentioned market it is necessary to get a grip on the way the market is being served now. This is 
shown in figure 12. It shows four flows and three processes: 
- ‘Normal’ flow: the orange flow depicts the route every parcel ‘takes’. From a sorting centre (ScP) to 
distribution centre (DcP). In the DCP the parcels are handed over to subcontractors, who deliver the 
parcels to its receivers. 
- Information flow (1): The information flow depicts the way information goes when someone wants 
to have his parcel picked up at home. This has to be registered on internet, and is then send to the 
nearest DCP. The DCP gives the order to a subcontractor, which start the next process: 
- Return flow (1): If a subcontractor gets the information of a DCP to pick up a parcel somewhere, he 
will go to the client, pick up the parcel and take it to the DCP. From there it is further distributed to a 
SCP. 
- Return flow (2): Another, more common, return flow is the flow from a customer to a retail location 
(for instance a post office). From this location the parcel is distributed to a SCP immediately.  
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Figure 12: Current situation 
 
In figure 12 the locations which are under direct control of TPP are orange; the DCP’s and SCP’s are 
owned by TPP, as well as they have full control over their internet site (Parcy, see later on). The retail 
locations are more and more shop in shop locations in stead of post offices, but since TPP decides 
where to place them and how many are erected, they still have a lot of control over these locations. 
This is not the case for the two other actors in figure 12, receivers and subcontractors. Subcontractors 
got the order of TPP to deliver a certain amount of parcel on a certain day. How they do that, in which 
order or in which timeframe (as long it is on that day), is the responsibility of the subcontractor. 
Receivers of parcels are, as mentioned in section 2.1, not the direct customers of TPP (who are the 
people who send the parcels). However, there is much overlap between customers and receivers, a 
small company, for instance, receives and sends parcels every week. As shown in figure 16, this small 
company can send parcels in two ways, which are both controlled by TPP (the internet and the retail 
flows).  
 
The current two flows are being improved on the moment of the writing of this thesis. These 
improvements will be discussed shortly, in order to get a complete view of the issues that play a role in 
the market to be served. First of all, there is the internet flow. This flow takes care of people/small 
companies who want to have their parcel picked up at home. They can arrange this pick up via de 
internet, on a website called Parcy (www.Parcy.nl). TPP recognized a few years ago that Parcy lacks 
facilities for companies. For companies who send more than six hundred parcels a year, another tool is 
available (Parcelware), which fits their demands perfectly. But the small market was thus not being 
served completely yet. The marketing department of TPP recognized these unfulfilled demands of 
small companies and noticed that some websites of competitors did have these, which made them 
more interesting for the market. To solve this problem a new site is brought online, which does have 
the features that are wanted by the market. These features included, for example, sending more parcels 
in one order, keep an address-book or print a VAT-receipt. The implementation of this site will take 
place in Q1-2010. Since this takes too long for the department (and implementation cannot be earlier 
due to technical restrictions) the question was raised whether it was possible to find a solution that 
could facilitate that function for the time until implementation. A list of demands was made and a team 
of Marketing, Process Implementation and the author was set up to review all possibilities. Since 
implementation of a new process takes a lot of time (and therefore money) in a company of the size of 
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TPP, the advice was given to wait until Q1-2010, despite the volume that may be lost by that later 
implementation. Thus the website of Parcy will fulfil all demands of the market in Q1-2010, until that 
time, there are, unfortunately, no possibilities to handle this. 
 
The second current flow is in an interesting environment as well. The retail-flow is being transformed, 
since this is the responsibility of another division (mail division, see figure 6) it is not possible to 
influence this transformation. However, since it does effect the market, it is necessary to say 
something about it. The structure of the retail points of TNT is thus changing; this means that the ‘old’ 
post offices will disappear. From the start of 2001 (when there were 390 post offices) until 2012 all 
post offices will be replaced by other TNT-shops (which will all be shop-in-shops). This has three 
major consequences for the market: 
- there will be more locations to drop off parcels: every post office is replaced by at least two new 
points, which makes the network of TNT in the Netherlands even denser. 
- opening times will be broader: the new shops are all shop-in-shops, which means that opening times 
depend on the opening times of the shop in which they are situated. Since many locations are 
supermarkets, which are opened until late, the opening times of TNT-shops will increase. This can be 
very beneficial to the market, since especially small shops, do not have time to deliver parcels during 
opening times of their own shop. However, in the evening hours this may be possible. 
- staff of post offices is replaced by staff of the shops the new TNT-shops are located in: this means 
that staff of the new shops should be fully trained in order to fulfil their job as good as the old staff. 
This may take time, but should, on the long term, not be a problem. 
This leads to a retail flow which is more adapted to the wishes of the market, especially the small 
customers. 
 
Despite the improvements in the current flows, it may be worthwhile to look further and try to find 
new ways which help TPP to optimize its market performance. Two new ways are elaborated on: a 
new return flow and combination of parcel and mail service. The reason to elaborate on these specific 
ways is that they are both the first logical step in an increased contribution of subcontractors to the 
processes of TNT. The new return flow is a first vertical integration step in giving subcontractors a 
larger role in the complete process of TPP; in stead of just delivery, collection is added to their job 
(see figure 8). The combination with mail is a first step in reducing the number of vans which are 
driving for TNT in the same area, so an example of horizontal integration. Both ways will be 
explained extensively. 
 
The first is a possible third ‘return’ flow. Before starting with that the term ‘return’ flow should be 
explained in more detail, since it is very relative to mark a flow ‘return’ or ‘normal’. Since this thesis 
is about the commercial use of subcontractors and 99% of the job they do exists of the delivery of 
parcels, this flow is called the normal flow. This normal flow flows thus from a SCP to a DCP to a 
receiver via a subcontractor. Of course, the return flow will eventually be in the normal flow as well, 
but is has to get in a SCP. This route to a SCP is called the return flow. 
The possible new flow is shown in figure 13.  
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Figure 13: Possible new return flow 
 
The possible third return flow is indicated with the thick orange arrows. It implies that a parcel can go 
directly from a customer (which used to be the receiver, but since he sends a parcel becomes customer 
as well) to a subcontractor, who brings it to a DCP and finally it gets to a SCP. Thus the internet 
and/or retail flow are skipped, and the subcontractor becomes responsible for the first part of the flow, 
both the information-part and the real flow. There are two major reasons to look for a new flow: 
 
- Use knowledge of the market as good as possible: as mentioned in section 2.1, subcontractors know 
the market in which they work daily very well. This means that they are the persons within TPP with 
most knowledge about this market. Since this market is the market which has not yet been fully served 
by TPP, it is very important to use the people who know this market best in trying to complete the 
service to this market.  
A reason affiliate with this, is the bond a driver gets with his area; examples from real life confirm the 
proposition that people get a bond with a driver they see every time a parcel is delivered. This means 
that people do not really care if TPP or one of its competitors delivers the parcel but that that specific 
driver takes care of it. This goes for prices as well (of course this is within limits), examples have 
shown that people do not care if the delivery of a parcel is more expensive, as long as their designated 
driver comes to pick it up.  
 - Be as flexible as possible: there are nowadays two ways for the market to get its parcels at TPP 
(internet and retail), but what if these are not enough or do not comply with demands of nowadays. 
You can think of situations in which these two flows are not enough; if, for instance, a customer has 
given an order to pick up one parcel, but at the moment the subcontractor is there, he has two parcels, 
there is no way the subcontractor can take this second parcel as well. Another example comes from a 
situation in which a driver has to deliver a parcel somewhere and sees some other parcels there which 
have to be send. In this current situation it is not possible for him to take these parcels.  
 
The implementation of this third return flow takes time and money, so there should be a market for 
this flow to make the effort to implement this. There are a few reasons to assume that there is a valid 
market for this new flow: 
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- Proven concept: 
A few years ago a competitor of TPP (and all other parcel deliverers) was erected. PakketNet, which it 
was called, worked with local small deliverers (comparable to subcontractors). These subcontractors 
all had their own area, in which they could deliver and pick up parcels. Parcels which had to be 
distributed to other areas where collected in one sorting centre in the Netherlands and delivered the 
next day (or one day later) in the destination area. Working this way, Pakketnet succeeded in handling 
more than one million parcels a year within two years. Unfortunately the company went bankrupt due 
to too many complaints and a bad functioning sorting centre. Of course the end of the story is not the 
reason to tell it, but the power of local working small companies is a reason. This story shows, that 
small, local working companies can succeed very fast, in the acquiring of volume/new customers. In 
the Pakketnet-version, the small local companies got paid in two ways: per parcel and per new 
customer. This can be a key-issue in the success or failure of a new flow: as long as subcontractors see 
new customers as their customers, it is more likely that they keep motivated in their search. It should 
therefore be noticed that the way of rewarding is important in this new flow. 
 
- Entrepreneurship subcontractors: 
Subcontractors of TPP are entrepreneurs; if they think they can earn more money by adding something 
to their portfolio, they will do so. Thus if the new flow proves to be worthwhile to put effort in, 
subcontractors will most probably embrace it. This argument follows quite logically from the proven 
concept-argument, since the concept could not have been proven without this entrepreneurship. 
However, this entrepreneurship is so important that it is worth mentioning again.  
 
- Growing markets: 
The market is growing, according to internal information of TPP, the C2C online and the B2C markets 
both markets are growing and the potential marketshare growth of TPP is high. This means that there 
are opportunities for TPP to get a better grip on this market. While, of course, not the complete B2C 
market is part of the market under investigation, it is a strong sign that this market is growing so 
rapidly. However, this means that competitors of TPP are getting more interested in the market as 
well, but this will be dealt with later on. It is important to keep in mind that in the growing market the 
subcontractors operate in, chances for a expending market share are there and should be taken. 
 
- Unique concept: 
The return flow as proposed in this section is unique. There is no competitor of TPP who is able to 
deal with such a flow. There are some competitors (DPD and GLS) who can handle this flow, but only 
for contractual clients. Since our market does not exists of contractual clients, this will not be an 
option for this market. Competitors do have the other two flows, the internet flow and the retail flow. 
However, the retail flow of TPP is by far the most dense. Some competitors (DHL and DPD) are 
trying to establish a network like TPP and these networks are getting denser and denser, but are not 
(yet) comparable to the network of TPP. As mentioned, the internet flow of some competitors is better 
than that of TPP, but this will be solved in Q1-2010. 
 
Before introducing a new flow it is necessary to look into the efficiency of this flow, since it is useless 
to introduce a new in-efficient flow (which turns out to be, in section 4.3, one of the main arguments 
of subcontractors as well). Two different phases can be distinguished in the erection of this flow, being 
the implementation and the functioning. Both are important, since, when the costs (and thus the 
efficiency) of implementation are too high with too little expected benefits, it is of no use to start 
implementation. Further on, when the flow will be implemented, it should be possible to gain the same 
(or even better) results on this flow as in other flows.  
The introduction of the new flow will be elaborated on first. Although it is not completely clear yet in 
which way this flow will be introduced, it is clear that the ‘new’ flow will exist of a combination of 
existing practises. These practices include: 
- driver gives a ‘parcel stamp’ to the customer; drivers are already able to take ‘spontane retouren’ 
with them. These are return sendings to freepost numbers, which the driver can already take along. 
This means that the driver is familiar with the collection of parcels already. 
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- driver takes money for ‘parcel stamp’; since the customer must pay for the sending of the parcel, the 
driver should be able to take money. This is familiar to him as well, since some parcels which are 
delivered should be paid for. This means that the driver is familiar with taking money and writing 
receipts for that.  
- parcels go from subcontractor to DCP (and further to SCP); for the same reason as the first bullet, 
this is already possible. Furthermore there are always parcels which, accidentally, go to the wrong 
DCP and have to go back. So this flow should not be a problem at all.  
 
The above mentioned processes have influence on both the introduction of the new flow and the actual 
working of this flow. It means that no ‘new’ processes have to be learned, which makes the 
introduction not too expensive and it indicates that no new return flows have to be introduced, which 
makes the functioning easy.  
Although this sounds good, some remarks have to be made. First of all, a new sequence of known 
practices needs introduction as well. This means that it does cost time and (thus) money to implement 
it. Furthermore, ‘spontane retouren’ occur occasionally, which means that, although drivers are 
familiar with it, they do not work with them daily.  
Therefore, a solid introduction about the new flow is necessary, but is way more easy than introducing 
complete new processes. If the flow is seen in the complete process of TPP regarding its efficiency, 
figure 13 actually says everything. While the other two return flows need an externality (internet or 
retail) to exist, this flow only needs the subcontractor, which makes it more efficient (than retail) or 
more flexible (than internet). 
 
Another new way of serving the market is a combination of mail and parcels, which will be elaborated 
on now. A major unique selling point of TPP is that it is a part of TNT, which should make it very 
easy  to combine parcels and mail in one network, or at least in some parts of the network. Two 
possibilities come up in the market that is being served: 
 
- Offer a combined pick up service: As mentioned in section 2.1, the mail and parcel division of TNT 
are two separate divisions; this means that they have their own clients, their own contracts and their 
own routes. However, in the segment of KAM (Key Account Management) cooperation between 
different account managers is already a proven concept. For large clients managers of Express, Mail 
and Parcel service come together and discuss the best possible solution per client. Of course it is not 
financial possible to let three account managers visit every small client, it is even harder, since the 
market of which we speak has no contractual clients at all. But it may be wise for TNT (as company) 
to think of a solution of this ‘small client’ problem; TNT is one of the two companies in the 
Netherlands (Selektvracht / Selektmail is the other) that deliver both parcels and mail. While the 
networks of sorting and distributing are separated, which makes sense, since a combination of both is 
not feasible, it may be worthwhile to look more closely into combining the collection routes.  
This should be made clear with an example: imagine a company which has a contract with the mail 
division of TNT, so this division picks up mail every day at that company in a certain timeframe. 
However, if the company wants to send a parcel, they should notify the mail division (since they have 
a contract with them), and the mail division will contact TPP to pick up the parcel. This is a way 
which works, but is not at all the most efficient nor cheapest way. 
This thesis will not further elaborate on this, since the combination of parcel and mail contracts is a 
complete new and other subject. However, it is recommended for TNT to have a thorough look at this 
way of working and try to be more flexible in this, especially regarding the market this thesis is about. 
Since the combination will likely to be a unique selling point for TNT, it may be worthwhile to 
elaborate on it in the future. 
- Make combinations in the collection routes: This possibility is an opportunity for TPP to make more 
use of its subcontractors in a way both (TPP and the subcontractors) profit of it. It is based on the 
combination of different routes in the same area; this means that one car collects and distributes 
everything that is needed in a specific area. Figure 14 makes this clear; the parcel distribution 
(orange), emptying of mail boxes (black) and collection of mail (grey) are three different routes, often 
done by three different cars in one small area. Since all routes overlap a lot, it may be more efficient to 
combine all routes and drive it with one car. However, some remarks have to be made with this. First 
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of all this all-in-one route is only possible if no large clients 
are in the route (for example, a mail client which produces 
roll containers with mail every day); these clients should be 
served separately. Furthermore, this idea is being adjusted on 
small scale already within TPP, so it is not completely new. 
What is new is the increased involvement of subcontractors 
in it. An advantage of this method is that one address is often 
included in different routes; a company which receives 
parcels, will often have a contractual agreement for mail 
pick-up every day. It is clear that it is useless to use more 

than one car to do these two things.  
 
The combination of routes originated from the urge for efficiency, it is obvious that one truck in one 
area is more efficient than two or three trucks. However, some things should be thought and if these 
remarks are taken into consideration, this combination can gain a lot more efficiency.  
 
- Since parcels and mail are handled in two different processes in different locations, some 
transportation later will be needed (for instance from a DSC of parcels to a sorting centre of mail). 
This should be taken into account when calculating the benefits of it. 
- Some customers have too much mail to be taken in a combined route; the large customers should be 
treated separately, to avoid that one car, which is supposed to do an entire area, is full after one 
customer. 
 
This section created two new solutions for improved commercial benefits for both TPP and 
subcontractors and proved that it was possible to gain on this aspect. Improved commercial benefits is 
an aspect TPP wanted to result from the modes of cooperation and should be depicted in the model of 
this thesis as well and is shown in figure 15. 
 

 
Figure 15: Model of cooperation 

 

 

Figure 14: Different routes in one area
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2.3 Create efficiency 

In this section, efficiency is dealt with. It is important to notice that efficiency in the (establishment of) 
the cooperation is meant here, which means that the efficiency of the process (the distribution itself) is 
not taken into account and will not be dealt with.  
 
The efficiency of the relations between TPP and its subcontractors is evaluated starting with the 
number of discontinued relations, since this can give insights in the efficiency of the process in 
general. If, for instance a lot of relations end in discontinuation, one can wonder whether the processes 
are efficient, or something should change. 
Internal figures showed that the last nineteen months (1 January 2008 until 31 July 2009) 193 out of 
about 700 subcontractors quit. The reasons for this discontinuation can be numerous (for instance no 
agreement about payments, quality issues, bankruptcy etc.). However, sometime subcontractors 
continue in a new legal form and cooperation is continued, these cases have been removed. Before 
drawing conclusions from this number, it is useful to evaluate how the cooperation between TPP and a 
subcontractor originates. This happens, naturally, in several steps, being: 
 

1. Potential subcontractor registers at TPP (sends in application form and form Chamber of 
Commerce). 

2. TPP sends form to Regionaal Coordinator Subcontracting (RCS) (who is responsible for the 
sourcing of subcontractors) and sends a conformation form to potential subcontractor. 

3. If a RCS needs a new subcontractor, he will contact the applicant and make an appointment. 
4. At the appointment the potential subcontractor and the RCS will discuss the possible 

cooperation, exchanging information about the job, about tariffs and about demands of TPP. 
5. Then both the subcontractor and the RCS decide whether to start cooperation.  
6. If they decide to cooperate, a temporary contract is signed, for a maximum of two months. 
7. Within these two months, the subcontractor should deliver the following documents (they are 

in Dutch) in order to continue cooperation: 
a. Uittreksel Kamer van Koophandel (indien nog niet opgeleverd); 
b. BTW-nummer; 
c. NIWO-vergunning / terugkeuring tot 500 kg; 
d. VAR; 
e. VAV; 
f. WAV; 
g. VOG; 
h. VOS of VBG;  
i. Registratie NOR; 
j. Legitimatiebewijzen 

Further more, both parties may end the agreement without reason in these two months. 
8. When both parties agree upon continuation after two months, a contract without time limit is 

signed and the cooperation is continued. 
9. Every year the contract is refreshed and cooperation is evaluated on these things: 

a. Tariffs; 
b. Number of complaints a subcontractor got; 
c. Hitrate of a subcontractor (how many parcels are delivered immediately, thus without 

the need of returning the next day). This rate can be influenced by the subcontractor in 
several ways, the easiest way is driving the route an extra time at the end of the day, to 
try if more people are home.  

10. If one of the parties wants to end the contract, a term of notice of one month has to be taken 
into account.  

 
All forms that have to be handed in are send to the central administration office, where they are 
checked for correctness and completeness. The full process (step 1 to 10) takes a lot of time and effort 
of both the subcontractor and TPP. For TPP the RCS has to negotiate the contract, the manager of the 
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DCS (VM) has to introduce the subcontractor and the administrational unit has to register and collect 
everything. For the subcontractor it takes time to negotiate and money to get all necessary forms.  
This way of working thus needs resources (both time and money), which makes it quite inconvenient 
if a lot of cooperation are not continued, since this is waste of money (and effort) of both TPP and the 
subcontractor.  
 
A more thorough investigation of this large number of discontinuations (in three years 423 contracts 
were discontinued, while at this moment about 700 contracts exists) can therefore save time, money 
and frustration for both parties. To do this, first the reasons for discontinuation should be elaborated 
on. Data to research this is available for the last four years; in appendix 3 is shown which data exactly 
is available, in this section only the most important results on this data will be shown. For 2008 and 
2009 the data on discontinued cooperation is thoroughly analysed on four aspects, being: 
 
- reason to stop; 
- length of the cooperation; 
- turnover of subcontractor in last Q which was fully worked; 
- type of company (legally spoken: ZZP, ZMP, CO, BV, SW, VOF, Stichting or NV). 
 
These four characteristics are chosen because they give a good view of the different companies TPP 
cooperates with and are useful to see if there are any striking differences between the full population 
and the population that discontinued cooperation. The results will be discussed here now, in these 
results the full population of subcontractors of TPP who work at the moment (676 companies) is 
compared with the companies that quit cooperation in 2008 and 2009. 
 
Reason to stop 
The reasons to stop cooperation are divided in three reasons, being operational (for instance lack of 
quality), financial (for instance bankruptcy) or contractual (for instance not showing the right papers in 
time), if the reason is not known, this is indicated as well. The most mentioned reason to stop is 
operational (66%, if the unknown cases are not taken into account), followed by financial (21%) and 
contractual (13%). However, these are reasons indicated by TPP, not by the subcontractors. A survey 
held in 2007 (internal documentation TPP) among these subcontractors asked for the three main 
reasons for subcontractor (personnel) to stop, most mentioned were financial (39%) and operational 
(96%). Since three reasons could be mentioned it is hard to compare these results directly, but both 
studies indicate operational reasons to be the main reason to stop cooperation. It should also be noticed 
that financial reasons appear to be more often a reason for subcontractors to stop than for TPP.  
 
Length  of the cooperation 
The length of most (94%) relations is known, which gives an interesting view of the duration of the 
average relation. These are split up in periods of time, varying from 0 months to 64 months. One 
would expect that this time is distributed uniformly across these period; this means that the chance of 
quitting is as high in the first month as in the 38th month. However, this turns out to be surprisingly not 
true (99% confidence, see appendix 3). 32% of the relations are ended during the first six months, 
which is high. This may be the most surprising conclusion of this evaluation; the high percentage of 
discontinued relations in the first six months. 
 
Turnover of subcontractors 
This indicates the turnover of subcontractors in the last full quarter they have worked for TPP; the 
turnover is split in six groups and compared with the average turnover of subcontractors. It turns out 
the turnover of terminated subcontractors is a solid sample of the full population, which means that in 
all classes of turnover relatively the same number of subcontractors stop. There is thus no special 
category in which relative many or less subcontractors quit (this in contrast with, for example the 
number of months the cooperation lasted). For the full analysis see appendix 3. 
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Type of company 
The type of company is researched to find out if a specific type of company TPP cooperates with (for 
instance BV, NV, VOF etc.) has a lot more or less discontinuation than expected. To research this, the 
legal form of quitted subcontractors is compared with the sample which is currently cooperating with 
TPP (see appendix 3). This had no unexpected results: all legal forms quit as much as they are 
represented in the full population (95% confidence). 
 
The conclusion of this research towards discontinuing cooperation is that turnover and legal form do 
not have a specific impact on the number of discontinuations. The number of subcontractors that quit 
in the first six months is, in contrary to that, very high, which means that relatively, too many relations 
are quit in this first half year. Furthermore, most relations are discontinued for operational reasons, 
followed by financial reasons.  
These results lead to the expectation that subcontractors do not have a clear view about what to expect 
when they start working; a significant part quit for operational reasons in the first six months. As 
mentioned before, discontinuation of contracts costs resources for both parties and should be avoided 
as much as possible. 
 
In chapter 1 three important characteristics of a cooperation are mentioned, which influence efficiency 
directly. These characteristics were choose the right partner, negotiate the alliance and manage 
towards compatibility. The conclusion on turnover of subcontractors does lead to the expectation that 
the first two factors are not taken into account enough. When the right partner is chosen and the 
alliance is negotiated precisely, one would not expect so many subcontractors to quit in the first six 
months following this first contract. The first conclusion about cooperation between TPP and 
subcontractors can thus be that more attention should be placed to these two factors. Partners of TPP 
should have a clear view about what is expected from them and make a careful trade-off of the 
(dis)advantages. If then both parties think cooperation is an option, the cooperation should be 
negotiated carefully as well. 
 
One of the two main reasons to quit the cooperation is financial; however, with the experience of TPP 
in cooperation with subcontractors, it should be possible to indicate the income for a subcontractor 
during the negotiation about the contract. If this is done honestly, the subcontractor knows what to 
expect and will, probably, not stop because of financial reasons (since he chooses to work for the 
indicated profits).  
 
Operational reasons are the primarily reason to stop cooperation; these reasons are about all three 
factors influencing efficiency. When the right partner is chosen and the alliance is negotiated carefully, 
the subcontractor should know what is expected and in which quality windows he should operate; this 
should not be a surprise and should therefore not be a reason to stop in these first months. 
The third factor, managing towards compatibility, plays a role here as well. Slowinski et al. (1996) 
states that: ‘once the corporate decision has been made to exercise the alliance option, managing the 
relationship becomes the focus’. This means for instance creating mutual respect for each other and 
trying to get to know the processes as good as possible. A survey held under subcontractors in 2007 
showed that the average appreciation from subcontractors for TPP was only very slightly above 
neutral (on a five-point Likert-skale varying from 1 (completely disagree) to 5 (completely agree)). In 
one group under investigation (people who do not drive self, but have staff who drive) the average 
appreciation was even under 3 (neutral). This indicates that subcontractors do not feel very appreciated 
by TPP, which is sometimes even a reason to quit the cooperation. It should however be noticed that 
the subcontractors who do not employ people and drive for themselves only, do appreciate the 
cooperation with TPP significant higher (3,46 vs. 2,95).  
 
Beside the possibility of increased appreciation, managing towards collaboration can be about helping 
each other as much as possible. It has been mentioned before, but due to its experience with 
cooperating with subcontractors, TPP has a lot of knowledge about issues subcontractors face. For 
instance about where to get the documents which are needed, the administration that comes with it and 
sometimes, it may even be possible to use the size of TPP and its number of relations with 
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subcontractors to get purchase-advantages for these subcontractors individually (for instance for the 
lease of vans). This idea of making it easier for subcontractors to focus on their core activity, 
distribution, by making the rest as easy as possible is currently being introduced at TPP now, in a 
project called Subco United. The goal of this project is formulated as follows: 
‘Subco United offers subcontractors facilities and products to enhance their company performance 
according to law regulations and within the policy of TPP. Subcontractors will by doing so be 
supported to contribute to the corporate social responsibility policy of TPP and its commercial goals.’ 
This project should contribute to a more compatible relation between TPP and its subcontractors as 
well, which should lead to a decrease in the turnover of subcontractors.  
 
This section dealt with the efficiency of the relation between TPP and its subcontractors. It proved that 
the relation could gain in efficiency in especially the beginning. This means a more intensive start, in 
which the wishes of both parties are discussed extensively before starting a relation. This should cause 
less relations to end within the first six months, which in its turn should lower the costs of starting new 
relations and therefore the costs of cooperation. This results in the following addition to the model, see 
figure 16.  
 

 
Figure 16: Model of cooperation 
 

2.4 Do not create your own competition  

An external competitor of TPP is a company which delivers the same sort of service as TPP does and 
focuses on the same customers. The first group of competitors of TPP are other  large companies who 
deliver parcels as well, this group includes DPD, DHL, UPS, GLS and FedEx. These are the big 
players on the parcel market, both worldwide as in the Netherlands (although the market shares differ 
significantly if the Netherlands is compared with the rest of the world). In chapter 2.1 the different 
market shares were illustrated (figure 10). All these companies are known competitors on the parcel 
market (and some at the mail and express market as well) and serve, largely, the same market. This is 
the current situation on this market and not created by TPP, so this is of no further concert to this 
thesis. 
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Another type of competitor can exists when working together with small companies results in one 
small company which grows towards a larger company. The situation can occur in the following 
setting; when a subcontractor starts working together with TPP, he gets his own area, in which he 
delivers parcels every day. This area stays ‘his’ area for the time of his contract, which means that the 
subcontractor gets to know the area quite well, he is the ‘face’ of TPP in that area. If other routes near 
his area are free, and the subcontractor decides to get a car on this route as well he can enlarge his 
area. There are no restrictions within TPP which state a maximum number of routes, so the 
subcontractor can grow as much as he wants (of course as long as areas are available and TPP and the 
subcontractor agree on the tariff). The risk of these growing subcontractors is twofold: 
- First of all they can start their own network in their area: if, for example, a company needs a parcel 
distributed in the same area, the subcontractor can do that without TPP. This is possible in a very small 
area as well, but the risk grows if the area grows. 
- Furthermore, they can collect parcels in their area and try to sell these all together to the cheapest 
company (which can be TPP, but DHL or DPD as well). This is called ‘stapelen’ and does damage 
TPP, since all parcels separately would make more profit. Again, this is possible in a small area as 
well, but the risks (and thus associated costs) increase when the area increases.  
Both forms have been brought to practise in the last couple of years and this is, of course, not 
encouraged by TPP.  
The question is if there are ways to prevent this form of competition for TPP. As mentioned in the 
chapter about cooperation, the companies TPP works with are independent companies who may work 
for whomever they want, including themselves. This means that TPP cannot prohibit any of these 
companies to start their ‘own’ company that distributes parcels. As mentioned in the previous 
paragraph, both forms of competition are possible, even in one area. This means that there is no way 
of completely preventing these forms of competition.  
However, possibilities to minimize the chance on this form of competition are available, these will be 
discussed shortly here. 
 
The first possibility is to cooperate with really small companies, which have one route/area only. As 
mentioned above, the risk of competition is the smallest here, since the possibilities are little. While 
this solution sounds simple, it may have other consequences as well. Cooperation with small parties 
only requires a shift within TPP; currently all parties are allowed, from these small companies to 
larger companies with turnover of almost one million euros a year. If TPP chooses for small 
companies, cooperation with this larger companies have to be ended.  
Another effect of small companies only is the increased administration: TPP holds an archive (both 
digital and on paper) with documents of all companies they cooperate with (these documents were 
listed in section 2.3). This administration has to be kept up-to-date, cooperation with more companies 
will increase this administration. Administration is not the only thing that increases in this case, also 
time that RCS’s and VM’s spend on deliberating tariffs and schooling of people increases. As 
mentioned in the previous section the turnover of subcontractors is rather high, especially in the first 
months. This causes that cooperating with small companies only, knowing this high turnover, 
increases administration and deliberation time, but more important, increases the people who have to 
be educated. This costs time and if this education is not being done well, it decreases quality (since 
drivers who are not educated well, are expected to do their job less good than educated drivers). An 
investigation around subcontractors (internal documentation) showed that 26% of the drivers did not 
have a schooling at all and 20% gave tips for improvements. This leads to the conclusion that the 
education should improve, before it is possible to educate even more drivers. 
This first solution, cooperation with really small companies only, has one big advantage; it prevents 
competition the most. However, this can only be applied if turnover of subcontractors is decreased and 
efficiency of education is increased. 
 
A second option is to stop cooperation with companies who are known to execute one of the forms of 
competition; although this is a way to prevent it, this is easier said than done. First of all it should be 
possible to discover the companies, second of all, it requires to find new companies to do the same 
route (which causes new costs in deliberation and schooling).  
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The final option is to make it more profitable for subcontractors to keep the parcels within the TPP-
chain than to start their own, this means that they get the chance to earn a reasonable amount of all 
parcels they get into the chain themselves, which is one of the ideas behind the new return flow.  
 
The best solution seems to be a combination of the first and the third, since this makes it both less 
profitable and less likely that one of the forms of competition exists. However, the remarks made with 
the first solution should be taken in consideration. Working with just really small companies which are 
encouraged to get their parcels in the TPP-chain sounds really good, but needs careful attention before 
being brought in practice. The first solution is thus only feasible if something is done about the 
turnover of subcontractors; until this is done, the third solution is thus the best option.  
 
Another sort of competition is internal competition. This section will deal with the risk of creating this, 
which deals primarily with the possible implementation of the new flow. All flows within TPP 
together make, logically, the total amount of parcels that are distributed and thus the turnover TPP 
makes yearly. This is important to keep in mind when researching the possibilities for a new flow, 
since a new flow should add parcels to the sum of all flows, not ‘steal’ parcels from the other flows, 
unless, of course, the new flow is more profitable. To avoid the new flow being a competitor of the 
existing flows, it is useful to define the markets for all flows, in order to look whether flows are 
competing or not. After these definitions, a closer look at the financials of each flow will be taken. 
Since the bottom of the market is the subject of this thesis, this is the only part that we will deal with 
in this section as well, which means that, for instance, flows of large customers via business points are 
not taken into account.  
 
Currently two flows make up the market, which were shown in figure 12. These flows are the ‘retail’-
flow and the ‘internet’-flow. These flows have different targets, 
 
- Retail-flow: this is the most used way by consumers and small companies to get their parcels in the 
TPP system. The retail locations of TPP include post offices (although these are being replaced by 
other service points) and shop-in-shop locations, in which clients can hand over their parcels. From 
every retail-point the parcels are collected every day by a truck and transported to the closest sorting 
centre. The flow aims at all consumers and small companies who send parcels scarcely and do not 
want to pay to get their parcels collected at home. 
- Internet-flow: This flow involves subcontractors already, since they pick up the parcels at a location 
indicated by the consumer. Its target is people who want the service that their parcel is picked up (in 
stead of bringing it to a retail location). It can also be used by small companies, which send more 
parcels every day, although it is not (yet) suited to fulfil all demands of this group (see section 2.2 as 
well).  
 
This seems a pretty complete ‘package’ of flows. However, as indicated in section 2.2, there are 
reasons to think of a new flow. This flow should aim at: 
 
- New customers: clients who are not aware of the possibility of Parcy and do thus not know that it is 
possible to get parcels picked up. Since subcontractors can take their parcels via the new flow directly 
and have an incentive to do that (money) this will be possible. When a subcontractor takes a parcel, he 
hands over a form with a barcode to the customer, on which it is, for instance, possible to promote the 
use of Parcy. 
- Extra service: if a customer has a parcel which he has forgotten to register via internet, or a parcel 
which suddenly has to be sent, he can give this to the driver in the new flow.  
 
The target group of the new flow does differ from the other flows, which means that the risk for 
cannibalism is little. However, this thought should be taken in consideration when thinking of the 
price of the different products. Of course, the current prices for Parcy are higher than the retail price  
(€ 8,95 vs. € 6,75) since an extra service (picking up) is offered. The prices of Parcy will be changed 
when the new version is available, and depending on these prices a price for the third flow should be 
set. This price should, of course, be higher than the price of the retail flow and subcontractors should 
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earn enough to be stimulated to search for parcels. However, it should not be too much cheaper than 
Parcy, since this will mean cannibalism and less profit. It can even be argued that the price should be 
above the price of Parcy, since it delivers an extra service (immediate pick up of parcel). It is clear that 
the retail-flow should stay the cheapest, since the customer has to do extra effort for his parcel.It is not 
clear yet what the new Parcy prices will be, so it is not yet possible to elaborate on the price for the 
new flow, but is should be set with the Parcy prices in mind. Although the exact prices cannot be 
determined, there are some arguments for a higher Parcy price and some for a higher price for the new 
flow. These arguments are depicted in table 6. Discussion within TPP should decide which price- level 
to choose.  
 
Table 6: Price setting returnflows 
Higher Parcy price Higher price new flow
- more service (vat receipts, address book) - extra service (immediate pick up) 
- pick-up time set - possible cannibalism on Parcy 
- sure of pick-up - takes more time driver 
 
This section about competition dealt with both external and internal competition. External competition 
can be risky in the sense of large subcontractors who start their own distribution network, this section 
offered two solutions for this; make it unprofitable and work exclusively with small parties. Internal 
competition is not necessary, since all three flows aim at different markets. However, the price setting 
of the products is important, in order to avoid cannibalism.  
 
Which price setting level is chosen does not influence the addition of this section towards the model 
which is being constructed throughout this thesis. The last addition in the wished implications of the 
cooperation for TPP is distracted of this section and consists of the minimizing of the danger of 
competition, which is depicted in figure 17. 
 

 
Figure 17: Model of cooperation 
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3. Possibility of fitting (a) mode(s) 
 
In this chapter, the demands of the previous chapter will be combined with modes which were 
mentioned in literature. First the demands, the ‘ideal’ situation for TPP will be summarized, then they 
will be placed within a certain mode. If this is done, the three success factors, from chapter 1 as well, 
will be applied to the chosen mode(s).  
 
In this ideal situation, the five demands TPP has towards its cooperation are put in place and taken 
care of, this means: 
 
(1) TPP wants to create commercial benefits (see section 2.2): 
 - add a third return flow to the flows which already exists; 
 - keep improving current flows; 
 - combine mail and parcels, both in contracts as in collection. 
 
(2) Create an efficient relation, which improves average length of cooperation (see section 2.3): 
 - pay attention in the selection process of subcontractors; 
 - provide starting subcontractors with enough information; 
 - continue with Subco United. 
 
(3) TPP does not want to create its own competitors (see section 2.4): 
 - cooperate with more small subcontractors; 
 - create a situation in which subcontractors do not want to stop. 
 
(4) TPP wants to work with flexible drivers (pay per parcel, not per hour) 
 
(5) TPP has a highly standardized process.  
 
In order to place these demands in the right mode, table 4 from page 17 is used. Insourcing is the first 
mode which can be eliminated for one reason, being working with flexible drivers. Insourcing was the 
situation before TPP started subcontracting distribution and there is no option to get back to this 
situation, since costs will be too high, as explained before. Franchising is a possibility when 
entrepreneurship is possible (see table XX), although with the adding of a new return flow some 
entrepreneurial chances start to exists, it is not enough to manage a franchised business, which is 
therefore eliminated as well. This leaves to modes, being partnership and outsourcing. The five 
demands are compared with the characteristics of both modes in figure 18. 
 
    2 & 3          1       4 & 5 
Partnership-------------------------------------------- Outsourcing 
Figure 18: Demands of TPP towards partnership and outsourcing 
 
An explanation of this figure is useful, starting with the creation of commercial benefits. Although 
commercial benefits are profitable for both subcontractors and TPP and you may expect them to 
belong to outsourcing, these benefits only occur when both parties agree with each other on both 
tariffs and ways to handle this flow. This is why it is placed in between both modes. The other 
demands are more easy to place at one of the two modes, since efficiency (especially the part on 
Subco United) and do not create your own competitors are typical for partnership; they both need a 
positive attitude towards the process of both parties. Flexible drivers and a highly standardized process 
were the primary reasons to start outsourcing and characteristics of outsourcing, so belong to that side 
of the picture. 
 
This looks like a surprising conclusion, there is not one mode which fits completely in the demands of 
TPP, but two different modes together seems to include all demands; partnership and outsourcing. The 



Cooperating together? 
A case-study on the possibilities of cooperation between one large and many small companies 

 
 Page 42 of 72  

reasons for TPP to start subcontracting are the typical features of outsourcing, while the demands 
which complete the picture, belong to partnership. 
An important difference between the outsourcing and the partnership is the voluntariness of it. In the 
outsourcing ‘part’ the demands TPP has towards its subcontractors are made up; since TPP is the 
‘owner’ of the process and hires the subcontractors, they can decide what they want from the 
subcontractors (which can than decide whether they want to sign the contract or not). The processes in 
this part have also a contractual focus: quality criteria and tariffs are defined and agreed on.  
The partnership ‘part’, in contrary, is a dual relation, in which TPP provides a ‘framework’ for the 
subcontractor, which facilitates the outsourcing demands. However, the subcontractor may decide 
himself whether to make use of these facilities. The processes which are important in this part, focus 
on trust amongst the parties and do not (always) have to be on paper. 
It is obvious that TPP can make challenging demands in the outsourcing part, if they also offer 
facilities in the partnership part, but it is the choice of the subcontractor whether to use these facilities 
or not. In terms of processes, this means that the outsourcing-processes result in strict demands 
towards both parties, while the partnership processes should on the one hand give facilities to fulfil the 
demands and on the other hand increase trust among the parties.  
 
This is depicted in figure 19 in which the model is (almost) completed with the addition of the parts 
which are extracted of chapter 3. As mentioned, the outsourcing part is about a flexible, highly 
standardized process with a list of demands in which this has to be executed (for instance: demands 
towards the sort van, the way of delivering). In the partnership part, TPP should give a fair view about 
the demands they make and facilities to reach this demands. It is expected that the combination of both 
leads towards longer average relation in two ways: 
- Potential subcontractors may decide before signing the contract that they cannot fulfil the demands, 
and decide not to sign;  
- Subcontractors who have signed know what to expect and can get help with this, which makes it 
easier to fulfil the demands and keep continuing the relation. 
 
This longer relation causes both advantages for subcontractors and TPP, which are depicted in the 
lowest part of figure 19. As mentioned in section 2.4, the best way of adding a new third flow is with a 
minimum risk for competition. This is reached in a situation where cooperation with small 
subcontractors is preferred, which can only function when the average relation is longer than at the 
moment. Besides that, longer relations mean less education for new drivers and less quality loss due to 
new drivers, which saves costs. For subcontractors, longer relations with commercial possibilities (due 
to the new third flow) mean more turnover. However, what may be more important for these 
subcontractors, is that, with a partnership, they get a denser relation with TPP, which gives them more 
pride in their job (see section 2.3 for the current appreciation for TPP).  
 

 
Figure 19: Model of cooperation 
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This framework (lower orange parts) depict the possibilities that are described in chapter 3. The 
chosen modes result in a way of cooperation that fulfils commercial aspects, is efficient and does 
minimize the risk for competition, by making the selection of subcontractors stricter and putting more 
effort in the relation. This results in the addition of a third return flow with more commercial 
opportunities for both TPP and her subcontractors. It should be remarked that in the first chapter, the 
right orange part (the subcontractor part) should be filled in chapter 4 in stead of chapter 3. This is 
right, in chapter 4 the definite version of this part of the model will be erected.  
 
To make a cooperation work, three success factors have been defined in chapter 1, being choosing the 
right partner, negotiate the alliance and manage towards collaboration. If these demands are taken into 
consideration they make it possible to improve the relations in appreciation and especially duration. If 
the cooperation has a longer average length, it becomes cheaper for both TPP (less negotiation costs, 
less quality loss due to inexperienced drivers) and the subcontractor (more experience makes you 
faster).  
Another important aspect for TPP is that in a longer average relation it is possible to work together 
with smaller parties, which in its turn decreases the risk for creating your own competition. If this risk 
is minimized, subcontractors can be used for even more commercial activities, which again, is 
profitable for both.  
 
To place these factors of success in context, the full process of cooperation between TPP and its 
subcontractors will be depicted. This model is distracted from a model of Croonen (2006) and Street 
and Cameron (2007), see appendix 4. The orange boxes and the arrows between them depict the 
process of hiring subcontractors within TPP, the bigger black arrows outside the boxes depict the 
influence the different stages have on each other. Literature learns that ‘processes’ is the part which is 
most easy to influence. Processes are related the third success factor in cooperation: managing towards 
collaboration. Furthermore, antecedents are, of course, known before starting to cooperate and play an 
important role when answering the first and second important success factor (choosing the right 
partner & negotiate the alliance).  
 

 
Figure 20: Model of full process of a relation between TPP and subcontractors 
 
The model basically states that antecedents and processes influence the outcome of a cooperation, 
which in its turn influences the decision of both cooperating companies to continue or stop the 



Cooperating together? 
A case-study on the possibilities of cooperation between one large and many small companies 

 
 Page 44 of 72  

relation. It is thus favourable to make sure the antecedents of two organizations fits and the processes 
are clearly instructed, to increase the chance on a long-term relationship.  
Knowing this, it is important for TPP to make sure the first two ‘phases’, antecedents and processes, 
are used as good as possible. This is in line with the conclusions of section 2.3, which gave comments 
on the efficiency in the relation between TPP and its subcontractors.  
 
This chapter and the previous gave the viewpoint of TPP and with that a first answer on the research 
question posed in section 2.1, being: 
 
“How can TPP cooperate with its many subcontractors in an efficient way, while maximizing 
commercial benefits and minimizing the risk on competition?” 
 
The conclusion of this is that, from the viewpoint of TPP, the cooperation with subcontractors can be 
improved in several ways. The ‘ideal’ situation is a combination between outsourcing and partnership. 
In order to make this cooperation as good as possible, figures 19 and 20 are followed, which gives 
several opportunities to improve the relationship: 
- a more careful selection process; 
- increase the average length of cooperation by: 
 - create a ‘bond’ between TPP and subcontractors; 
 - create more work for subcontractors by increasing commercial benefits; 
 - help subcontractors with surrounding issues, by Subco United. 
 
This means paying more attention to the three success factors of cooperation! However, as mentioned 
before, a cooperation is between two parties, and therefore the viewpoint of TPP will be tested among 
subcontractors in the next chapter.  
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4. Viewpoint of subcontractors 
 
The question raised in chapter 1, an ideal way in which one large and many small companies can 
cooperate, has been answered with a case-study in the two previous chapters. In these previous 
chapters the ideal situation of cooperation between TPP and its subcontractors is viewed from the 
point of TPP. As indicated before, cooperation implies that two parties are involved; therefore the 
framework which was developed in the previous chapter, will be tested and refined in this chapter. In 
the first section the way these tests are conducted is described, in the following section the most 
important differences of the interviews are given, while in the final section general conclusions are 
drawn. These conclusions are compared with the conclusions of the previous chapter in chapter 5, 
which concludes this thesis. 

4.1 Set-up interviews subcontractors 

To test the framework of the previous chapter, the opinion of subcontractors should be asked for as 
well. Opinions on the four main subjects of the framework of the previous chapter and the research 
question should be investigated, being: 
 
- was the information, given at the start of the relation, correct and enough to know what could be 
expected? 
- are there ways in which TPP, by being the large organization, can help subcontractors to do their job 
more efficient? 
- are the potential commercial benefits thought of by TPP attractive for subcontractors as well? 
- are there reasons to assume that subcontractors become a competitor? 
 
Of course these questions are directly related to the model of the last chapter. However, this model is 
based on the side of TPP only, as mentioned before. The side of TPP has been thoroughly investigated 
by means of interviews and literature. This side was, relatively, easy to handle, since it concerned one 
company. Subcontractors, on the other hand, differ from each other and are situated throughout the 
Netherlands.  
 
To address the opinion of the subcontractors on the issues raised as good as possible it would be ideal 
to speak to all subcontractors personally. However, interviewing almost eight hundred subcontractors 
is time (and therefore money) consuming. To handle this problem, a selection of subcontractors has 
been made. To make sure this selection is as representative as possible, different ‘sorts’ of 
subcontractors in different locations should be interviewed. Subcontractors drive from 37 different 
locations in the Netherlands, six of these locations have been visited. These locations are scattered 
throughout the country, three locations are in the ‘Randstad’, three locations in the rest of the country. 
The reason to split in these two parts is that in the Randstad, the mix of subcontractors is different 
from the rest of the Netherlands. The visited locations are the DcP’s Amsterdam Z-O, Rotterdam and 
Almere in the Randstad, and Breda, Veldhoven and Ede in the rest of the Netherlands. The reasons to 
choose for interviews are mentioned later on.  
 
Different subcontractors means that the companies with which TPP cooperates differ a lot among each 
other. Four different ‘sorts’ of subcontractors have been identified, these groups are chosen, largely on 
the number of routes they drive for TPP. This is done since this distinction is the most clear and fair 
distinction which can be made; it is obvious that the needs of a large company are different compared 
with a very small company. On this grounds, the groups which can be distinguished are: 
- small companies (ZZP’ers): small companies with one route, in which the owner drives one route. 
- family owned companies: companies with more than one route and less than five routes, in which 
family members have several routes and divide the driving amongst each other. 
- large companies: the companies with more than four routes, which employ drivers and often have an 
owner who does not drive at all, or only occasionally.  
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- SW-companies / SOA’s: both types of companies are very rare. Eight SW-companies (Sociale 
Werkgelegenheid) are cooperating with TPP and eight SOA’s (Subcontractor Op Afstand). Both types 
deserve more explanation; a SW-company is a company which works with people who need extra 
attention while doing their jobs. The goal of the company is (with financial support of the government) 
to get their employees back in the ‘normal’ job circuit.  
SOA’s (Subcontractor On Location) are subcontractors who take over more of the process of TPP than 
just distribution. They have an own location from where they sort, scan and distribute parcels, for the 
sake of clarity it may be best to see them as little DcP’s. These SOA’s were started because the current 
DcP’s became too large to handle all parcels; eight SOA’s currently exist. 
 
To get a grip on all four groups of companies, all groups have been interviewed, more details about the 
exact mix of interviews can be found in appendix 5. 19 Subcontractors in total have been interviewed. 
The most important differences of these interviews will be summarized in the following section per 
sort subcontractor; at the end the differences between the Randstad and the rest of the Netherlands will 
be taken care of.  
The interviews were all about the same subjects, but gave a lot of space for subcontractors to tell their 
own story and gave opinions about things they thought should be changed in the relation between TPP 
and her subcontractors. Interviews were build up in seven parts, handling all parts which have been 
discussed until now from the TPP-side; these parts were: 
 
1) introduction which handled the two reasons for the interviews; 
 - test of model of chapter 3; 
 - way to see how the survey for subcontractors should be set up (more about this later). 
2)  information which was given to subcontractors at the start of the cooperation; 
3) possible explanations for turnover of subcontractors in the first six months; 
4)  information flow after the start of the cooperation; 
5) need of subcontractors, which can be taken care of by TPP; 
6)  commercial aspects which are interesting for subcontractors and possible competitors; 
7) CSR (MVO)-aspects of TPP and the obligations/possibilities of subcontractors in this matter. 
 
The most striking results of the interviews in all subjects will be summarized in the following section 
shortly, followed by more general conclusions in section 4.3.  

4.2. Important differences in between groups of subcontractors 

As mentioned in the previous section, four groups of subcontractors have been interviewed. It would 
be impossible and way to lengthy to address all interviewees separately, however, attention should be 
paid towards the differences in between groups. This will be done in this section by a table which 
indicates the differences between the groups. The table will show the different groups of 
subcontractors, the different points which were addressed (see previous section, numbered 2 to 7 and 8 
added as ‘addressed as well’) and important sub-points. For the sake of clarity, only clearly mentioned 
points are indicated in the table, to make sure no semi-opinions are confused with strong opinions. 
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Table 7: Highlights of differences in different groups of interviewed subcontractors 
  Interviewed group 
Point ‘Sub’point ZZP’ers Family owned Large SW/SOA 
2 Lack of knowledge at start X X No  
3 High turnover by sort job and ‘easy’ 

richness 
X    

3 Financial negotiation not possible  X   
3 More strict quality demands needed   X  
4 Critical towards information from head 

office 
X    

4 More information needed    X 
5 Need for help of TPP (for example 

Subco United) 
X X (not with 

replacement) 
no 

need 
 

7 CSR for subcontractors as well   X  
8 ‘School’ for subcontractor-employees    X 
 
As shown in table 7, all groups of subcontractors had its own sort of demands and wishes for the 
cooperation with TPP. I will not go into all aspects mentioned now, since a lot of them will return in 
the next section more extensively, however, some aspects should have some explanation.  
Starting with the fact that large companies did not seem to need information at the start of the 
cooperation; this had to do with earlier experience in the sector, which gave them all information. 
However, they acknowledged the fact that it may be helpful for other subcontractors. Another striking 
thing in this group was that they highly appreciated even stricter quality demands; they thought lack of 
quality should be punished more severe. Finally, a point made by the SOA was quite interesting; they 
‘learn’ people how to work within TPP and quite often this person is afterwards employed by a 
‘normal’ subcontractor, which is quite encouraging! 
 
Another point should have to be paid attention here; as mentioned, locations in both the Randstad and 
the rest of the Netherlands were visited. This was done since the population of subcontractors in the 
Randstad differs significantly of the rest of the Netherlands. It was expected that this resulted in 
differences in the interviews. However, this did not occur from the interviews. Six different locations 
throughout the country were visited and although local differences existed, no striking differences 
between the Randstad as one group and the rest of the Netherlands as other group seemed to exist.  
 
Again, not all points mentioned in the interviews are put in table 7, I tried to summarize the most 
interesting different results within the groups. However, it was possible as well to draw some general 
conclusions, which will be done in the next section.  

4.3. The model with the opinion of the subcontractors included 

In the previous chapter a model was proposed in which the ideal cooperation between TPP and its 
subcontractors was shown. However, this model was not tested with subcontractors which has been 
done in by interviews. The questions asked to the subcontractors have been mentioned in section 4.1 
and first general conclusions will be drawn from all interviewees. Of course, the idea behind general 
conclusions is that there is a possibility that they have not been mentioned by all subcontractors, but 
most interviewees agreed on enough to make these general conclusions; the conclusions will be drawn 
per point mentioned on the previous page. In this general conclusions, all interviews are put together; 
if significant differences in between groups seemed to exist, this was mentioned in the previous 
section.  
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1) Introduction which handled the two reasons for the interviews  
Most subcontractors stood very positive towards the idea of the interviews; only three subcontractors 
refused to cooperate since they had lack of time. They found it appropriate of TPP that their opinion 
was asked about things which influenced their situation. Some of them thought it took way to long 
before their opinion was finally asked.  
 
2) Information which was given to subcontractors at the start of the cooperation 
While most subcontractors agreed on the fact that they were entrepreneurs and therefore independent 
of TPP, they thought it would be very positive of TPP to share its knowledge about starting up a 
cooperation with new subcontractors. This means that TPP should give more information to new 
subcontractors about things they will come across (varying from financial information to information 
about where to get licenses and  insurances). An issue is that the subcontractors with which 
cooperation was ended within six months, have not been interviewed, this has been taken care of in the 
previous section. However, it seems to be very helpful, to ask leaving subcontractors (and maybe even 
drivers of subcontractors) about the reasons they quit. This may be done by a simple survey; it is not to 
be expected that everyone feels to fill out this survey, but even a low response can give more insights 
in this.  
 
3) Possible explanations for turnover of subcontractors in the first six months 
Two reasons for the high turnover of subcontractors in the first six months were mentioned: 
- the sort of job: specific skills is needed to do the job; 
- think easy money is earned: you have to work for the money, while some people think free money 
will be earned. 
There was one group which revealed a strong emphasis on the financial aspects of the cooperation, 
which were the family owned businesses.  
 
4) Information flow after the start of the cooperation 
Information which is received after the start of the cooperation is viewed quite positive generally, 
especially information which comes from the DcP itself. Remarks about the information from the 
headoffice were about two things, being the inconsistency of the information and the way this 
information is brought to subcontractors. With this last point was meant that there was no single room 
for negotiation and all information was one way information. The internet, Subconet was given special 
attention in the interviews; it was agreed on that the site was old and outdated and that it has a lot of 
potential when renewed. Options that were mentioned to include in the new site were purchase 
advantages (work-related and not-work related), forum, work instructions, personal info (documents 
delivered, payment-overview) and actual information about the routes they drive).  
 
5) Need of subcontractors, which can be taken care of by TPP 
In this point the subcontractors were deeply divided; there was one group who wanted the help of TPP 
and one group who thought, principally, that subcontractors should take care of their own stuff. 
However, they did not mind other subcontractors using these facilities. Facilities which were 
mentioned the most were purchase advantages (for vans, fuel, insurance for example). Futhermore 
some help with substitution in holidays or with illness was highly appreciated. While asking these 
questions, subcontractors often mentioned the point of the VAR-declaration, which they need to obtain 
from the government and potential problems with this. They were very interested in more information 
about this from the site of TPP. 
 
6) Commercial aspects which are interesting for subcontractors and possible competitors 
This point was fully acknowledged by almost all subcontractors. They stood very positive towards 
new possibilities of earning money. They did mention that these possibilities should have a honest 
reward and should not take too much time.  
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7) CSR (MVO)-aspects of TPP and the obligations/possibilities of subcontractors in this matter 
The point of Corporate Social Responsibility divided the interviewed subcontractors as well. There 
was a group (primarily consisting of the large subcontractors) who viewed CSR as their responsibility 
as well and was willing to pay attention to regulations on that matter. However, another group viewed 
CSR as the responsibility for TPP and was willing to pay attention to the matter, but only when TPP 
was willing to help them achieving it by a financial impulse.  
 
8) Finally, attention should be paid to two other remarks a lot of subcontractors made. These 
comments came independent from each other and were made by at least ten subcontractors 
independently. The first was about the feedback on complaints; subcontractors are, beside other things, 
judged on the number of complaints they got. Although all subcontractors agreed that this was a right 
thing to do, they did not agree on the way they were able to give feedback on complaints. If 
complaints were false, even agreed on by the local management, they did still come back on their 
evaluation moments. This was seen as unfair by subcontractors. 
The other thing has to do with another thing subcontractors are evaluated on; a lot of attention is paid 
(within TPP and thus at subcontractors as well) towards quality. This is a broad concept and is viewed 
within TPP in a broad way (for example, quality of vans, quality of clothing, quality of complaints, 
quality of delivery), however a lot of subcontractors find that this quality, if delivered, is not rewarded 
enough by TPP.  
 
While the broad conclusions of the interviews give a good idea about the opinion of subcontractors, it 
will be even better to question all subcontractors; this has been pointed out in the previous section. 
However, the advantage of interviewing a few subcontractors lays in the opportunities of an 
immediate response which is possible in an interview and the possibility to deepen out some questions. 
With this in mind, an ideal next step will be a survey among all subcontractors, which deepens out and 
quantifies the broad conclusions. Since this is a very realistic option, the questionnaire has been made 
and can be seen in appendix 6. The survey handles the main issues of this thesis, being efficiency in 
the start of the cooperation, information flows after the start, the possibility for commercial benefits 
and the risks of creating your own competition. Since the survey should be send to all subcontractors 
anyway, some other point which were of interest for TPP have been included as well. The conclusions 
of the survey are no part of this thesis anymore, since it has not been sure for a long time if the survey 
would be sent at all. However, it has been made ready. 
 
Back to the model of chapter 3 again, as shown in figure 19. The conclusions of the interviews add 
two points which should be added to increase the trust in the relation being the idea that they may have 
an opinion as well and the idea that TPP is willing to think along with them. This is shown, among 
others, by: 
- the idea that TPP should give more information at the start of cooperation; 
- information from TPP should be less one-sided; 
- quality should be rewarded in a fair way; 
- they would appreciate help in matters like purchase advantages and substitution. 
This would lead to two other conclusions at the bottom of the model, in stead of ‘fair reward for 
commercial activities’ it should be ‘fair reward for all activities’ and to under scribe the willingness to 
do more activities, ‘possibility for extra activities for TPP’ is added. This leads to the model of figure 
21. 
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Figure 21: Model of cooperation 
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5. Conclusions and recommendations 
 
This chapter, the final chapter of the thesis, will conclude on the previous chapters and give some 
recommendations to TPP how to cooperate as good as possible, with its subcontractors. The first 
section will deal with the conclusions, while section 5.2 gives recommendations for both scientific 
research and TPP. 

5.1 Conclusions 

The research question of this thesis, posed in the second chapter, was: 
 
“How can TPP cooperate with its many subcontractors in an efficient way, while maximizing 
commercial benefits and minimizing the risk on competition?” 
 
This question was split in two parts; the first deepened out different forms of cooperation between one 
large and many small companies, while the second part proceeded on the three aspects mentioned in 
the second part of the thesis. These questions have been answered one by one and resulted finally in 
one framework.  
 
Cooperation between one large and many small companies can have different forms, each with its own 
characteristics and all applicable in certain situations. Regardless of this chosen mode, three 
characteristics turned out to be important for any cooperation; choosing the right partner, negotiating 
the alliance and manage towards collaboration. It turned out that these characteristics were not given 
enough attention in the cooperation between TPP and its subcontractors. Especially the first two 
characteristics were given too little attention. This comes back in the title of this thesis and should get 
more attention of TPP: cooperation means working together.  
 
An appropriate mode of cooperation is important as well. The process of TPP has two important 
characteristics, it is highly standardized and due to former problems, drivers should be flexible; which 
means that they are paid per parcel they deliver. These two characteristics made that two modes of 
cooperation were eliminated immediately; insourcing and franchising made that the current favoured 
mode, outsourcing, seems to be the best applicable. However, one last mode has been neglected 
largely until now, which is partnership. Partnership seems to offer advantages for both TPP and 
subcontractors in order to bring more trust in the relation. While outsourcing is focused on a 
contractual relation, partnership has the possibility to bring some more trust. This needs some 
explanation; the outsourcing of TPP has a special character, in the sense that a part of their primary 
process was outsourced. Often, an outsourced part supports the primary process (e.g. IT-outsourcing) 
instead of being part of; this makes that it is very important for TPP that this process is very stable and 
of high quality. Partnership can add some specific aspects which make this relation better, which is 
shown in the model in figure 21. It should be noticed in this that the form of partnership can vary 
between different partners: small subcontractors have different wishes than large subcontractors.  
 
Efficiency is the first part of the second part of the research question; with efficiency is meant 
efficiency in the cooperation and not efficiency in the process itself. Research towards this efficiency 
showed a very high turnover of subcontractors in the first six months of cooperation, while other 
factors did not turn out to be significant. This leads to the suspicion that subcontractors do not have a 
good idea about the job before they start with it; this idea was confirmed by interviews with 
subcontractors and has everything to do with lack of attention towards the characteristics mentioned 
before. It would thus be a good idea to inform new subcontractors better about the job (and finances) 
which they may expect in the future, this will potentially decrease the turnover of subcontractors. 
 
Maximizing commercial benefits is the second aspect which is important for both TPP and the 
subcontractors. For the subcontractors it is a way of earning more money, for TPP it can be a way of 
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better service towards its customers. Two ways of increasing these benefits have been discussed: a 
combination of mail and parcels, and a new return flow for parcels. The first is quite obvious: at the 
moment often three vans of TNT drive the same route, one for parcels, one for collection of mail and 
one for emptying mailboxes. Since the vans who distribute parcels are often empty at the moment the 
mailboxes have to be emptied or mail has to be collected, it may be efficient to combine these routes, 
which has advantages for both parties. For TNT reduction leads to reduction in costs and 
carbondioxide emissions, for subcontractors it decreases empty vans and with that increases income.  
A second way of increasing commercial benefits is the addition of a third return flow, as shown in 
figure 14. This means that subcontractors will have the possibility to take parcels directly from 
customers, without intervention of the retail or internet. With this third flow, the danger of 
cannibalism, on especially internet, exists; however, there are reasons to assume the third flow can 
really add something to the existing flows, especially in getting new clients (who are not familiar with 
internet yet) and helping clients who forgot a parcel in the internet flow. Although no proof exists that 
there is a market for this new flow, there are four reasons which make it likely: it is a proven concept 
(by another company), it is a unique concept (no competitors can do it), it is a concept in a growing 
market and subcontractors are entrepreneurs, if they can earn money, they will work for it. The 
decision how to put this new flow in the market is a management decision, but higher prices for both 
of the flows (internet or new) are arguable. 
 
A final point of attention is the prevention of creating your own competition, this is applicable if TPP 
works together with subcontractors who drive enough routes to ‘make’ their own network. Three 
solutions for this problem have been discussed; the first is the most obvious, cooperate with small 
subcontractors only. The disadvantage of this is that, with more subcontractors and the same turnover 
of subcontractors, even more relations are ended. This costs money, time and a lot of frustration which 
is, naturally, not good. So problems with continuity should be solved first, before this solution is 
feasible. A second option is prohibiting competition, which is done more or less, in the contracts 
already; however this brings along two problems. Subcontractors who are actually competitors should 
be found first and, if found, a lot of new subcontractors should be hired. The third option is to create 
facilities within TPP, that make it unnecessary to become a competitor. This is done, partly, by the 
creation of a new flow. Another interesting option in this matter is to make deals with the parties 
which are known to be competitors and try to convince them to come back to TPP. All option 
mentioned could be included in the third criteria for a solid cooperation, manage towards 
collaboration, which means that TPP should pay more attention to all aspects of its relation 
management.   
 
All these partial conclusions are put in the model which is depicted in figure 22 and which has been 
built up in this thesis; which makes figure 22 the same as figure 21, the ‘end’ model of chapter 4. 
Throughout the thesis, different aspects have been added to the model of which the final version is 
shown in figure 22.   
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Figure 22: Final model of cooperation 
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5.2 Recommendations 

The conclusions of the previous section, together with findings throughout this thesis lead to several 
recommendations for TPP to improve its cooperation with its subcontractors. These recommendations 
will be discussed one by one and are discussed in order of importance for TPP, starting with the most 
important recommendation. After these, some recommendations for further research will be given. 
 
* As mentioned throughout this thesis, three aspects are important in a cooperation, the first two 
aspects are ‘choosing the right partner’ and ‘negotiating the alliance’. It was made clear that this 
should get more attention while establishing a new relation with a subcontractor. It should be clear 
what is expected from both sides to lower the turnover of subcontractors, which increases the quality 
of both the process and the relation. A part of this recommendation is to ask subcontractors with whom 
cooperation is ended to fill in a kind of survey/evaluation about the relation, in order to learn from this. 
 
* A recommendation which follows from the previous is this one. It turned out that the basis of 
cooperation was chosen right: subcontracting/outsourcing. The main problems which occurred could 
be solved by upgrading the relation with a heavier focus on partnership. This partnership has been 
started up already with the project Subco United; this thesis showed that this project facilitates the 
need for better partnerships and should thus be continued. 
 
* Aspects of partnerships that should be emphasized, with help of Subco United are, first of all, giving 
subcontractors the idea that there is a cooperation in stead of a one-sided relation. This can be done in 
two ways, giving subcontractors the idea that TPP thinks with them (for example with help with new 
regulations) and by adjusting the way information is provided. 
 
* Apart from clearer information at the start, better communication with the head office is highly 
appreciated by the subcontractors. More regular newsletters and an up-to-date website can help in 
enhancing the appreciation of communication with the head office.  
 
* The interviews which have been held with subcontractors were useful, but do not give a complete 
view of the opinions of all subcontractors. It is highly recommended to conduct the survey, as attached 
in appendix 6, to get this complete view. In the next recommendations, this should be taken into 
account; the recommendations have a solid ground, but its solidness can increase by the execution of 
the survey. 
 
* There are two feasible solutions for maximizing commercial aspects; the addition of mail to routes 
of subcontractors is something which has been done a little until now. Recommended is to increase the 
number of routes in which this happens. Both subcontractors and TPP are positive about it. The 
addition of a new return flow sounds quite promising; recommended is to introduce a pilot for this and 
decide after this pilot whether to continue or not. This solution has the possibility to make the relation 
between TPP and her subcontractors better; since it may give subcontractors the idea that they are 
entrepreneurs and are taken more seriously by TPP.  
 
* The problem with creating competition cannot be solved completely; this risk will always exist. 
However, two things are recommended to eliminate this risk. The first is the cooperation with small 
subcontractors only, this is not completely possible, since the turnover of subcontractors is too high 
yet and a base with only subcontractors which are very small is too risky for TPP. This means that 
TPP should strive towards a situation in which is being cooperated with as many small subcontractors 
as possible. Another possibility is to try to eliminate the option of competition by making it more 
profitable to cooperate than to compete. This is a option which is stimulated by introducing more 
possibilities of commercial benefits. Personal solutions directed at subcontractors who are already 
competitor can be tried as well. 
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At the start of this list of recommendations was mentioned that they are ordered by importance. The 
reason for this order is that a solid relation begins at the start; a good start of a relation is important for 
keeping the relation, therefore the first (and most important) recommendation is to make a more solid 
start. This relationship management continues in the next three recommendations, which all are about 
good management of the relation. The execution of the survey is a very simple recommendation, but 
will improve the quantitative aspect of the last recommendations and is therefore placed above them. 
Finally, the last recommendations are all practical consequences of the first recommendations. These 
are important as well, but will not have a lot of effect if the first recommendations are not taken care 
of. The first recommendations will change the way TPP sees its relation with subcontractors, since 
they have to be seen more as partners. If this change is wanted, higher management will have to 
support this, in order to make clear to everyone that it is seen as important to the company. All 
recommendations have been summarized in table 8 to give an overview and to visualize the relations 
between them.  
 
Table 8: Recommendations for TPP 
What? How? Result? 
Pay more attention towards 
‘choosing right partner’ and 
‘negotiate alliance’ 

- better analysis of expectations of both 
sides 
- evaluate ended relations 

- improved efficiency 

Upgrade relation with more 
‘partnership’ elements 

- continue Subco United 
- emphasize cooperation by thinking along 
- upgrade communication with head office 
- combine mail and parcels in more routes 
- pilot the third return flow 

- improved relations 
- improved commercial 
benefits 
- minimized risk on 
internal competition 

Validate interviews 
subcontractors 

- execute survey (see appendix 6) - validated opinion 
subcontractors 

 
This thesis emphasized the importance of more scientific research towards the cooperation between 
one large and many small companies. It is one of the first case studies which thoroughly dealt with this 
sort of cooperation and made clear that scientific literature has not been complete until now. This 
means that more research towards this specific form of cooperation is recommended. The fact that this 
thesis is a case study, made that it is not very easy to replicate one on one in other companies, this is a 
known limitation of case studies, which has to be taken into consideration. Furthermore the fact that 
the survey has not been executed limits this thesis, since it would have made it much more 
quantitative. However there are no reasons to expect that the survey would give other results than the 
interviews. Some recommendations for further research are easy to find; if more case studies are done, 
a meta study which includes all case studies would give very interesting insights. Further more, a more 
longitudinal research towards these forms of cooperation is expected make a contribution to scientific 
research and for managers in the field. 
 
Having said this, this thesis gave a solid start for an extensive scientific research towards a special 
form of cooperation between companies, one large with many small companies. It summarized 
available scientific literature about this form and showed with an extensive case study that a lot of 
aspects of normal cooperation can be applied, but that is has some very interesting characteristics of its 
own. 
 
I would finally like to return to the saying I derived from Sir Winston Churchill in the start of the 
thesis “However beautiful the results, you should occasionally look at the strategy.” Until now 
relations between TPP and subcontractors always worked out quite well, of course things did not 
always go they intended to go, as I showed in this thesis, but the final result, both on quality and 
financial aspects was good enough. If TPP wants to keep growing in the market and keep its name of 
quality, this will not ever stay this way; competition is increasing and subcontractors become less 
bonded towards TPP. I think it is time for TPP to start rethinking this strategy and start growing 
towards a solid partner in a relation and turn its strategy more into the direction of real  relation 
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management. The reasons to do this have been demonstrated in this thesis and will help TPP to keep 
growing and stay a solid partner in parcel service. 
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Appendix 2: List of interviewed persons 

 
Persons are listed in alphabetical order. 
 
Name Function Department 
Lodewijk Aandewiel Regional Coordinator Subcontracting Parcel Service – Subcontracting
Henk van Dongen DcP Manager Parcel Service - Distribution 
Frank Engels DcP Manager Parcel Service - Distribution 
Dennis Heijstraten ScP Manager Parcel Service – Sorting 
Hein Heusschen Coordinater Subcontracting Benelux Parcel Service – Subcontracting 
Barbara Huijgen Legal Council Parcel Service – Subcontracting 
Wietske Kamsma Project Leader Subco United Parcel Servce – Subcontracting 
Ruud Koppe DcP Manager Parcel Service - Distribution 
Jan Kunst Account manager Parcel Service – Account 

Management 
Jaap Lievisse Adriaanse Regional Coordinator Subcontracting Parcel Service – Subcontracting  
Egbert Luth Manager Processes Parcel Service – Staff Operations 
Henk Meijer Project Manager Parcel Service – Staff Operations 
Johan van Oosten Competition analyst Parcel Service – Marketing  
Leendert-Jan Plaisier Manager Distribution Parcel Service - Distribution 
Albert Roodenboog Manager Operations Parcel Service - Operations 
Esther Speijer Senior Market Manager Parcel Service – Marketing 
John Schreuder Manager Backoffice Parcel Service - Subcontracting 
Laurens Tuinhout Manager subcontracting Parcel Service – Subcontracting 
Arie Versteeg DcP Manager Parcel Service - Distribution 
Martin Weltje Sales Director –KAM Mail – Account Management 
Nanette Wielenga Control Parcel Service – Staff operations 
Willem van Wijhe DcP Manager Parcel Service - Distribution 
Michel Woudstra Manager Regio Sales Parcel Service – Account 

Management 
Daphne Yucel Accountmanager Retail Mail – Account Management 
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Appendix 3: Data about ended relations 
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Figure 23: Reasons to stop for subcontractors 
 
Figure 23 shows the reasons why subcontractors quitted cooperating with TPP. 
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Figure 24: Lenght of relationship 
 
Figure 24 shows the number of months a relation which was ended lasted, there is a significant amount 
of relations which ends in the first six months, as is shown with help of a Goodness of Fit test of a 
uniform distribution (see figure 25). 
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                               Chi-Square Test 
---------------------------------------------------------------------------- 
               Lower         Upper      Observed      Expected 
               Limit         Limit     Frequency     Frequency    Chi-Square 
---------------------------------------------------------------------------- 
         at or below       7,11111          68         20,11        114,03 
             7,11111       14,2222           35         20,11         11,02 
             14,2222       21,3333           15         20,11          1,30 
             21,3333       28,4444           28         20,11          3,09 
             28,4444       35,5556           14         20,11          1,86 
             35,5556       42,6667           13         20,11          2,51 
             42,6667       49,7778             3         20,11         14,56 
             49,7778       56,8889             2         20,11         16,31 

above          56,8889              3         20,11         14,56 
---------------------------------------------------------------------------- 
Chi-Square = 179,249 with 6 d.f.   P-Value = 0,0 
 
Estimated Kolmogorov statistic DPLUS = 0,38933 
Estimated Kolmogorov statistic DMINUS = 0,00552486 
Estimated overall statistic DN = 0,38933 
Approximate P-Value = 0,0 
 
Since the smallest P-value amongst the tests performed is less than 
0.01, we can reject the idea that Col_1 comes from a uniform 
distribution with 99% confidence  
Figure 25: Goodness of Fit test - length of relation 
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Figure 26: Legal form 
 
Figure 26 shows the Legal form of subcontractors that ended its relation with TPP, if compared with 
the complete sample TPP cooperates with, there is no indication that some forms end relations more 
often than other forms, see figure 27 (one sample T-test with no significance, so the two samples 
come, with 95% confidence, from the same sample).  
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One-Sample Test 

 Test Value = 1.8653                                   

 

t df Sig. (2-tailed) Mean Difference

95% Confidence Interval of the 

Difference 

 Lower Upper 

VAR00001 ,537 192 ,592 ,05180 -,1384 ,2420
Figure 27: One-sample t-test legal form subcontractors 
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Figure 28: Turnover of subcontractors 
 
The final figure in this appendix, figure 28, shows the average turnover of subcontractors which quit 
cooperation with TPP. There is no significant evidence that this is special in any class of turnover in 
comparison with the complete sample, see figure 29 (one sample T-test, which is not significant).  
 

One-Sample Test 

 Test Value = 24000                                    

 

t df Sig. (2-tailed) Mean Difference

95% Confidence Interval of the 

Difference 

 Lower Upper 

VAR00002 1,109 46 ,273 8445,66149 -6879,7295 23771,0525
Figure 29: One sample T-test for turnover of subcontractors 
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Appendix 4: Models Croonen & Street and Cameron 

In this appendix, the models which were used to built the model in figure 21 are shown. The model of 
McGrath is shown, since that was the basis of the model of Street and Cameron.  

 
Figure 30: Model of McGrath (1964) 
 

 
Figure 31: Model of Street & Cameron (2007) 
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Figure 32: Model of Croonen (2006) 
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Appendix 5: List of interviewed subcontractors 

Table 9: Interviewed subcontractors 
Location # ZZP’ers # Family 

Owned 
# Large # SW/SOA Total 

Breda 1 - 2 - 3 
Rotterdam 2 - - - 2 
Amsterdam 1 1 1 - 3 
Ede - 1 1 2 4 
Almere 1 1 1 - 3 
Veldhoven 3 - 1 - 4 
Total 8 3 6 2 19 
 

Appendix 6: Questionnaire 

On the next seven pages the questionnaire which should be distributed amongst all subcontractors to 
validate the conclusions of this thesis is shown. It is written in Dutch, but is built up in sections which 
handle parts of the final model. One section (page 5 of the survey, 70 of the thesis) is an exception, 
that is used to test another project within TPP. 
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ONDERZOEK 
SUBCONTRACTORS 

TNT POST PAKKETSERVICE 2009 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
LET OP, LEES DEZE TOELICHTING VOORDAT U DE ENQUETE INVULT! 
 
Toelichting: 
Het onderzoek telt in totaal 43 vragen en zal ongeveer vijftien minuten in beslag nemen. 
In de enquête is TNT Post Pakketservice afgekort als TPP. 
De ingevulde vragenlijst kunt u in de bijgesloten retourenvelop, verzegeld, inleveren bij uw 
vestigingsmanager.  
Alvast bedankt voor uw medewerking! 
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1. Kruis aan wat voor soort bedrijf u heeft: 
 Zelfstandige Zonder Personeel 
 Zelfstandige Met Personeel 
 Besloten Vennootschap 
 Naamloze Vennootschap 
 Vennootschap Onder Firma 
 Sociale Werkvoorziening 
 Anders, nl……. 

 
2. Hoeveel dagen per week bezorgt u gemiddeld zelf pakketten?  ............ 
 
3. Kruis aan voor welke vestiging u rijdt: (maximaal 1 vestiging aankruisen) 

 Alkmaar   Arnhem   Goes     Hellevoetsluis   Sittard    Zaandam 
 Almere    Breda      Goirle     Hilversum   Terneuzen   Zwaag 
 Amersfoort   Den Haag   Gorinchem   Katwijk ad Rijn   Utrecht   Zwolle 
 Amsterdam Nrd.     Den Helder   Gouda    Naaldwijk   Velddriel 
 Amsterdam West   Doetinchem   Groningen   Nieuw Buinen   Veldhoven   
 Amsterdam Z.O.   Ede     Heerenveen   Ridderkerk   Venlo     
 Apeldoorn   Enschede   Heerlen   Rotterdam   Wijchen   

                       

4.  Hoe lang bent u al subcontractor voor TPP? 
 minder dan 1 jaar 
 1 tot 3 jaar 
 meer dan 3 jaar 

 
COMMUNICATIE EN INFORMATIE 
 
5. Geef aan in hoeverre u het met de volgende stellingen eens bent. Deze vragen gaan over de 
periode waarin u startte met het samenwerken met TPP. 
  Helemaal 

mee 
oneens 

Oneens Neutraal  Eens  Helemaal 
mee 
eens 

a) Ik heb meegereden met een ervaren iemand alvorens 
ik alleen ging rijden. 

1  2  3  4  5 

b) In de eerste dagen had mijn route minder stops.   1  2  3  4  5 
c) Ik wist met welke kosten ik te maken zou krijgen als 
zelfstandig ondernemer. 

1  2  3  4  5 

d) Ik wist welke documenten ik nodig heb als zelfstandig 
ondernemer.  

1  2  3  4  5 

e) Ik kreeg begeleiding van TPP bij de aanvraag van deze 
documenten. 

1  2  3  4  5 

f) TPP zou meer begeleiding moeten geven bij deze 
aanvraag. 

1 2 3  4  5

 
6. Geef aan in hoeverre u het met de volgende stellingen eens bent: 
  Helemaal 

mee 
oneens 

Oneens Neutraal  Eens  Helemaal 
mee 
eens 

a) Ik ontvang informatie van TPP bij voorkeur via post. 1  2  3  4  5 
b) Ik ontvang informatie van TPP bij voorkeur via e‐mail.  1  2  3  4  5 
c)  Ik ontvang informatie van TPP bij voorkeur mondeling 
  van de vestigingsmanager. 

1 2 3  4  5

d) Ik ontvang informatie van TPP bij voorkeur via
  Subconet. 
 

1 2 3  4  5
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e) Ik ontvang informatie van TPP bij voorkeur via de 
  Landelijke Nieuwsbrief Subcontracting. 

1 2 3  4  5

f)  Ik zou vaker met mijn collega‐subcontractors
     werkoverleg  hebben met iemand van TPP.

1 2 3  4  5

g) Ik krijg genoeg informatie via TPP.  1 2 3  4  5
h) De informatie die ik via TPP krijg is begrijpelijk.  1  2  3  4  5 
i) De informatie die ik via TPP krijg is van goede 
kwaliteit. 

1  2  3  4  5 

j) De informatie die ik via TPP krijg is compleet.  1  2  3  4  5 
k) Als ik meer informatie wil kom ik daar gemakkelijk 
aan. 

1 2 3  4  5

 
7a. Van welke diensten maakt u gebruik/leest u op Subconet? 
(meerdere antwoorden mogelijk) 

 Ik maak geen gebruik van Subconet      Bibliotheek (werkinstructies, etc.) 
 Mijn Pakketservice           Subcoplaza 
 Nieuwsberichten           Wagenpark 
 Supersub             Partneraanbiedingen 
 Kennistoets            Contactgegevens 
 Kledingbestelsite (Labels) 

 
7b. Aan welke eventuele nieuwe diensten op Subconet zou u behoefte hebben? 
(meerdere antwoorden mogelijk) 

 Aanbiedingen van werkgerelateerde zaken     Werkinstructies 
 Aanbiedingen voor privé gebruik       Overzicht van betalingen 
 Forum voor subcontractors         Actuele info over eigen route 
 Overzicht van ingeleverde documenten     Anders, nl…… 

 
8. Zou de communicatie met TPP in het algemeen verbeterd kunnen worden? Zo ja, hoe? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
WAARDERING EN GEDRAG 
 
9. Wat is uw oordeel over de samenwerking met de procesleider(s)? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
10. Wat is uw oordeel over de samenwerking met de planbaliemedewerker(s)? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
11. Wat is uw oordeel over de samenwerking met de vestigingsmanager? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
12. Wat is uw oordeel over de samenwerking met de regionaal coördinator subcontracting ? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
13. Wat is uw oordeel over de samenwerking met de afdeling subcontracting in Hoofddorp ? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
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14. Geef aan in hoeverre u het met de volgende stellingen eens bent: 
  Helemaal 

mee 
oneens 

Oneens Neutraal  Eens  Helemaal 
mee 
eens 

a) Ik voel me gewaardeerd door TPP. 1 2 3  4  5
b) Ik voel me betrokken bij TPP.  1  2  3  4  5 
c) Ik ben er trots op om voor TPP te rijden.             1  2  3  4  5 
d) Ik heb behoefte aan een vaste route. 1 2 3  4  5
e) Ik voel me verantwoordelijk voor de route die ik rijd.  1  2  3  4  5 
f) Ik vind dat ik vrij ben in de uitvoering van mijn werk. 1  2  3  4  5 
g) Ik kan feedback op klachten geven.  1  2  3  4  5 
h) Met deze feedback wordt iets gedaan. 1 2 3  4  5
i) TPP stimuleert klachtenvrij rijden.  1  2  3  4  5 
j) Kwaliteit wordt door TPP op de juiste manier 
gewaardeerd.  

1  2  3  4  5 

 
18. Geef aan wat voor u de drie belangrijkste redenen zijn om met TPP samen te werken.  
(maximaal drie aankruisen) 

 Werktijden     Uitbetaling per twee weken        Automatische betaling                 
 Vrijheid     Uitstraling van het bedrijf TPP   Hoogte tarieven 
 Professionaliteit   Groeimogelijkheden     Continuïteit in volume en ritten 
 Hoogte inkomsten   Anders, namelijk………     

 
19. Geef aan wat voor u en/of uw personeel de drie belangrijkste redenen voor vertrek bij TPP zijn. 
(maximaal drie aankruisen) 

 Hoogte tarieven   Werktijden         Vrijheid 
 Werksfeer     Incidenten          Hoogte inkomsten  
 Werkdruk     Kwaliteit          Anders, namelijk…………………. 

     
20. Werkt u ook voor andere opdrachtgevers? 

 ja, nl……………………………………………… (ga verder met de volgende vraag) 
 nee (ga verder met vraag 22) 

 
21. In welke branche bevinden deze andere opdrachtgevers zich? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
22. Zou u hiervoor meer mogelijkheden willen hebben? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
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CHAUFFEUR GAAT DIGITAAL 
 
COMMUNICATIE EN INFORMATIE (CHAUFFEUR GAAT DIGITAAL) 
 
23. Geef aan in hoeverre u het met de volgende stellingen eens bent. 
  Helemaal 

mee 
oneens 

Oneens Neutraal  Eens  Helemaal 
mee 
eens 

a)  Ik ben tijdig geïnformeerd over de invoering van 
“Chauffeur gaat Digitaal”. 

1  2  3  4  5 

b) Ik heb voldoende ruimte gekregen om vragen te 
stellen over “Chauffeur gaat Digitaal” tijdens de 
opleiding. 

1  2  3  4  5 

c) De manier van opleiding met een DVD  heb ik als 
prettig ervaren. 

1  2  3  4  5 

d) De manier van opleiding met een toets heb ik als 
prettig ervaren. 

1  2  3  4  5 

e) De begeleiding op de vestiging door trainers was in de 
eerste week van uitrol voldoende om mijn werk te 
kunnen doen. 

1  2  3  4  5 

 
EFFICIENCY PROCES (CHAUFFEUR GAAT DIGITAAL) 
24. Wat is uw oordeel over het laden met de nieuwe handterminal? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
25. Wat is uw oordeel over het uitreiken van pakketten aan de deur met de nieuwe handterminal? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
26. Wat is uw oordeel over het terugkomstproces op de vestiging met de nieuwe handterminal? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
27. Heeft u nog overige opmerkingen over het werken met de handterminal? 
………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………. 
 
ALGEMEEN (CHAUFFEUR GAAT DIGITAAL) 
28. Wat is uw oordeel over het werken met de handterminal ten opzichte van de papieren 
distributielijst? 

 Slecht   Matig      Neutraal      Goed      Zeer goed 
 
29.Heeft u tips of verbeteringen voor het totale proces voor “Chauffeur gaat Digitaal?”? 
………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………
………………………………………………………………………………………………………………………………………………. 
 
30. Geef een cijfer voor uw ervaring met “Chauffeur gaat Digitaal” 
(op een schaal van 1 t/m 10, waarbij 1= zeer slecht en 10 =uitstekend) 
……… 
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ALGEMENE VRAGEN 
 
31. In hoeverre bent u bekend met de Maatschappelijk Verantwoord Ondernemen (MVO)‐ 
doelstellingen van TPP?  
Dit is beleid op het gebied van milieu, omgang met de maatschappij, omgang met mensen etc. 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
32. Geef aan in hoeverre u het met de volgende stellingen eens bent. 
  Helemaal 

mee 
oneens 

Oneens Neutraal  Eens  Helemaal 
mee 
eens 

a) Een bus die milieuvriendelijk rijdt, is belangrijk. 1  2  3  4  5 
b) Een bus die er netjes uitziet is belangrijk.    1  2  3  4  5 
c) Chauffeurs moeten er verzorgd uitzien.  1  2  3  4  5 
d) Chauffeurs moeten TNT‐kleding aanhebben. 1 2 3  4  5
e) Maatschappelijk Verantwoord Ondernemen is 
belangrijk. 

1  2  3  4  5 

f) Tarieven zijn marktconform  .  1  2  3  4  5 
g) De onderlinge samenwerking tussen subcontractors is 
goed. 

1  2  3  4  5 

h) Subcontractors voeren het MVO beleid van TPP ook 
uit. 

1  2  3  4  5 

i) TPP zou het uitvoeren van MVO beleid door 
subcontractors financieel moeten ondersteunen. 

1  2  3  4  5 

j) Subcontractors zouden het MVO beleid van TPP 
moeten uitvoeren. 

1  2  3  4  5 

k) TPP zou strenger moeten toezien op het naleven van 
de huisregels. 

1  2  3  4  5 

 
33. Vindt u dat TPP de volgende services aan u zou moeten aanbieden? 
  Helemaal 

mee 
oneens 

Oneens Neutraal  Eens  Helemaal 
mee 
eens 

a) autolease;  1  2  3  4  5 
b) hulp bij aanvraag VAR/KvK/BTW‐nummer etc.;  1  2  3  4  5 
c) hulp bij boekhouding;  1  2  3  4  5 
d) hulp bij belastingaangifte;  1 2 3  4  5
e) hulp bij verzekering;  1  2  3  4  5 
f) hulp bij opleidingstraject (inwerkboek);  1  2  3  4  5 
g) hulp bij vervanging van chauffeurs. 1 2 3  4  5
 
34. Zou u gebruik maken van de volgende services, indien ze worden aangeboden? 
  Zeker 

niet 
Niet Misschien  Wel  Zeker 

wel 

a) autolease;  1  2  3  4  5 
b) hulp bij aanvraag VAR/KvK/BTW‐nummer etc.;  1  2  3  4  5 
c) hulp bij boekhouding;  1 2 3  4  5
d) hulp bij belastingaangifte;  1  2  3  4  5 
e) hulp bij verzekering;  1  2  3  4  5 
f) hulp bij opleidingstraject (inwerkboek);  1  2  3  4  5 
g) hulp bij vervanging van chauffeurs. 1 2 3  4  5
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35. Waarvan zou het afhangen of u gebruik zou maken van deze services? 
 Prijs        Hoogte inkoopvoordeel TPP    Gebruiksgemak 
 Verplichte aanschaf    Wettelijke verplichting     Ondersteuning   
Maatschappelijke Verantwoordelijkheid         Anders, namelijk…     

 
36. Zou u, namens TPP, de volgende extra diensten willen aanbieden tijdens uw route? 
a)  Verkoop pakketzegels          ja  nee 
b)  Meenemen niet‐voorgemelde pakketten    ja  nee 
c)  Meenemen post van particulieren of bedrijven    ja  nee 
d)  Legen  van brievenbussen        ja  nee 
e)  Anders, nl……………………………..     
 
37. Bent u bekend met de procedure voor spontane retouren? 
................................................................................................................................................................... 
 
38. Wordt u wel eens gevraagd pakketten mee te nemen anders dan spontane retouren? Zo ja, hoe 
vaak ongeveer? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………. 
 
39. Zou u deze pakketten (vraag 38) willen meenemen indien hier de mogelijkheid voor bestond? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………. 
 
40. Wat vind u van het gebruik van signaalkaarten om potentiële nieuwe klanten te werven? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
41. Zou u (nog) meer met signaalkaarten werken indien er een financiële beloning tegenover een 
aanmelding stond? 
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
42. Zou u een andere manier meer geschikt vinden om potentiële nieuwe klanten aan te melden? 
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
43. Geef een totaalcijfer voor de samenwerking met TNT Post Pakketservice. 
(op een schaal van 1 t/m 10, waarbij 1= zeer slecht en 10 =uitstekend) 
….. 
 
Als u nog vragen/opmerkingen of tips heeft die niet in deze enquête aan bod zijn gekomen maar die 
u graag met ons wilt delen, zou u dat dan hieronder en eventueel op de achterkant willen doen? 
……………………………………………………………………………………………………………………………………………………………
……………………………………………………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………………………………………………… 
 
Hartelijk dank voor het invullen van de enquête. Doe de enquête in de bijgesloten envelop en plak 
deze dicht met behulp van de bijgesloten sticker. 
Lever de verzegelde envelop uiterlijk 20 oktober in bij uw vestigingsmanager. 
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