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Résumé

The company Grundfos LIFELINK (GL) has discovered that an environment in which its 

resources are rendered valuable, and it can apply its innovative business model into does not 

pre-exist.  As it  turns out that resources are not pre given the thesis  seeks to answer how 

valuable  resources  are  constructed.  To  do  so  there  is  a  need  to  deviate  from the  realist 

assumptions of the Resource Based View in which unique resources are pre-existing,  just 

waiting to be exploited. Instead the constructionist view of the Actor-Network Theory (ANT) 

is applied in order to investigate the process of resource value creation. Taking this approach 

resources  can  be  seen  as  an  outcome  of  assembling  and  stabilising  a  network  of 

heterogeneous entities via the concept of translation. Moreover, it is argued that the value of a 

company's resources does not only depend on a firm's ability to manage its internal assets, as 

explained by the RBV, but also its ability to manage the external context. Hence, the thesis 

also explores how innovative firms can influence the process of resource value creation. 

Five of GL's resources of which the value has been questioned by the company's external 

context are examined. The analysis shows that valuable resources indeed are outcomes of a 

process in which actors either support or contest the different translations of the resources. 

The more translations that support a resource, the more valuable it becomes. It turns out that 

all GL's resources are contested and can not be considered valuable yet.

The analysis also reveals that creating a network of associations in which a new technology 

has value and is rendered useful is quite a challenge, demanding the firms to take active part 

in the construction of valuable resources through hard work. Companies can manage their 

external  context  through  co-creation  which  requires  the  companies  to  interact  with  their 

stakeholders through dialogue and deep engagement. Hence it is concluded that co-creation 

can help firms detect and respond to the contesting translations, thus constructing stabilised 

valuable resources. 

As GL's five resources are not yet valuable the recommendations for the company are that the 

company should be prepared that the construction of valuable resources is  an explorative 

learning process in which set-backs occur.  Furthermore, through co-creation the company has 

to  engage  with  the  external  context  in  order  to  reveal  the  contesting  translations,  and 

ultimately construct valuable resources.
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CHAPTER 1: RESEARCH AREA

1.1 Introduction

Grundfos LIFELINK (GL) is an innovative company which has developed a business model 

that provides a sustainable clean water solution to the poor in developing countries. At first 

glance it may seem, that GL has created a perfect solution to the difficulties of getting access 

to  clean water in  disadvantaged parts  of the world.  However,  the success of the business 

model is limited as it has proven surprisingly difficult for GL to stabilise resources that makes 

the water solution valuable. Hence, GL has discovered that an environment in which it could 

apply the business model into did not pre-exist. 

The international business environment has become increasingly complex for both established 

and innovative businesses to navigate in. Companies are faced with an intensified competitive 

landscape at a global scale and have,  therefore, experienced a need to gain a competitive 

advantage to manage the challenge of the competition.

Undoubtedly, the Resource Based View (RBV) (Barney, 1991; Barney, 2001) has become one 

of  the  most  prominent  frameworks,  when companies  explore  how  they  can  achieve 

competitive advantages. The central hypothesis behind the RBV is that companies need to 

acquire  and  manage  unique  resources  in  order  to  obtain  a  competitive  advantage.  By 

postulating that a proper management of internal company strengths can lead to a position 

ahead of competitors, rather than looking at the external context a company operates in, this 

perspective distanced itself from the traditional economic theories when it emerged during the 

1980s (Grant, 1991).

However, some scholars (Arend, 2004; Dyer & Singh, 1998; Mahon et al., 2003; Priem & 

Butler, 2001) argue that the value of resources is determined by the external context of a 

company, therefore, it is necessary to deviate from the endogenous perspective of the RBV to 

obtain valuable resources;  “As the competitive environment changes,  resource values may 

change. Thus, resource value is determined from a source exogenous to the RBV” (Priem & 

Butler, 2001:29-30). 

Undertaking a realist perspective, the RBV assumes that the world exists independently from 

people and the processes in which social relations emerge. In this sense, resources are pre 

given,  just  waiting  to  be  discovered.  Thus  identifying  and  managing  already  existing 

resources is crucial for a company to obtain a competitive advantage. 
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The RBV may be useful for companies which operate in an already established market, but 

the framework is not applicable for innovative companies. Entrepreneurial firms operate in a 

highly complex and uncertain environment, in which setbacks frequently occur (Van de Ven et 

al.,  1999).  Additionally,  most new companies have a  scarce amount  of resources  at  hand 

before the process begins (Baker & Nelson, 2005). As a consequence, innovative companies 

not  only  have  to  create  new  technologies,  but  also  have  to  manage  an  unpredictable 

environment  and construct  unique valuable resources which will  give them a competitive 

advantage. However, the RBV can only determine valuable resources retrospectively (Clegg 

et al., 2011), thus, the RBV lacks the discussion of how resources are created, leaving the 

entrepreneurs without guidance to construct unique resources (Priem & Butler, 2001).

Taking a constructionist  approach via the Actor-Network Theory (ANT) allows for a new 

perspective  on  resources.  Acknowledging  that  the  world  is  constructed,  then  do  unique 

resources not exist naturally, but are outcomes of a process where networks of heterogeneous 

entities  are  brought  together.  Hence,  a  competitive  advantage  stems  from  the  ability  to 

construct  unique  resources.  Furthermore,  companies  should  not  only  examine  internal 

company strengths, but to a larger extend also focus on the external context in order to obtain 

a competitive advantage. This argument originates from the conviction that the RBV ignores 

that  the  external  context  influences  the  value  of  resources.  Therefore,  the  value  of  a 

company's resources may not only depend on a firm's ability to manage internal assets, but 

also their ability to manage the external context.

However, it seems that management science has devoted little attention on how companies 

can transform firm attributes into valuable resources through managing the external context. 

                                                                                                                                                   

1.2 The overall objective of the thesis

The  overall  objective  of  the  thesis  is  to  contribute  to  a  broader  understanding  of  the 

construction of resources in relation to innovation projects. In particular, the thesis seeks to 

examine the challenge of creating valuable resources for innovative companies. The project is 

based on the case-study of GL, in order to investigate and understand the mechanisms behind 

the  construction  of  valuable  resources.  Furthermore,  the  thesis  aims  at  challenging  and 

enhancing the  RBV by incorporating  a  different  perspective  on  how companies  obtain  a 

competitive advantage. 
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1.3 Research question

The following research question, which will be applied in the thesis, is composed upon the 

perspectives outlined in the introduction, as well as on the research objective clarified  above:

                                                                                                                                                  

The thesis will focus on resources as the unit of analysis. More precisely, it focuses on how 

valuable  resources  are  created.  The  aim  is  to  unravel  the  drivers  behind  resource  value 

construction through rethinking the perspective of the RBV. 

The underlying assumption is twofold. Firstly, valuable resources can be seen as the outcome 

of  a  process  in  which  the  stakeholders  accept  the  qualities  of  a  company's  resources. 

Secondly, the qualities of a company's resources may be evaluated differently depending on 

the stakeholder. 

                                                                                                                                                  

1.4 Definition of key concepts

Innovation is in this thesis acknowledged to be the non-linear process by which an idea or 

invention is translated into a product or service that people find valuable. “Innovation is more  

than simply coming up with good ideas; it is the process of growing them into practical use”  

(Tidd et al., 2005).

  

Stakeholders  in  this  thesis  are  defined  as  non-human  entities,  networks  of  entities  or 

individuals that can significantly affect or be affected by an organization’s activities, products, 

and services. 
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Resources are considered to be a wide range of firm attributes. A firm resource can be an 

asset,  capability,  competency,  knowledge,  technological  attributes  etcetera,  which  is 

controlled by a company and enhances its efficiency and effectiveness (Barney, 2001:155).

Sustainability  refers  not  only  to  the  sustainability  of  a  given  product,  but  also  to 

sustainability of the company itself. Hence, where the sustainability of a product relates to the 

durance of the various components it consists of, the sustainability of the company refers to 

the behaviour and management it puts forward.                                                                   

                                                                                                                                             

1.5 Abbreviations

ANT – Actor-Network Theory

CSR – Corporate Social Responsibility

GL – Grundfos LIFELINK

GLK – Grundfos LIFELINK Kenya

GNB – Grundfos New Business

KRCS – Kenyan Red Cross Society

NGO – Non-governmental organisation 

RBV – Resource Based View

UNWFP – UN World Food Program 

WSB – Water Services Board

WSC – Water Service Company
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1.6 Delimitations

The  final  conclusions  of  the  thesis  will  be  based  upon  experiences  of  just  one  single 

innovative company. The purpose of the thesis is not to give a precise illustration of all the 

challenges that innovative companies meet in their quest to establish a successful business. 

Instead the project seeks to discover intermittent links from the empirical findings in order to 

delineate the patterns which may emerge. Thus, the chosen case study will illustrate some of 

the complexities and challenges which entrepreneurial firms faces when valuable  resources 

are constructed. 

Naturally, due to the physical restraints of the thesis, not all resources which GL has at hand 

will  be examined. In order to focus the analysis, five resources have been chosen for the 

investigation. In addition, due to limitations of the time frame and the geographical location, 

the researcher may not have captured all the stakeholders which is included in the business 

model.  As a  consequence,  even though a massive amount  of qualitative data  in  forms of 

interviews have been collected, other actors which are not included in the analysis may bring 

a  different  perspective  of  the  qualities  of  GL's  resources.  Along this  line,  given  that  the 

interviews conducted for this thesis reflect the points of view of the interviewees at a certain 

point of time, the research provides only a snapshot of time, and the information extracted 

may change as the process of resources value creation continues.

Lastly, even though GL is a Danish company operating in developing countries, the thesis will 

not incorporate a description of the cultural differences, nor will it describe the context of the 

developing markets when assessing how valuable resources are constructed. However, it is 

reasonable to believe that the cultural context induces major challenges in the relationship 

between GL and its stakeholders. 

8



____________________________________________________  Resource Value Construction  

1.7 Structure of the thesis

The following structure provides  an overview of  the different  parts  of  the thesis.  Also it 

explains the purpose of the different chapters in relation to the thesis.

The thesis is structured in five chapters. After the first chapter, which is outlining the research 

area  and  formulating  the  research  question,  the  second  chapter  serves  the  purpose  of 

introducing  GL's  business  model  by  providing  a  technical  portray  of  the  GL system,  a 

chronology of important events, and a description of the qualities of the GL system and the 

stakeholders which surrounds GL. Chapter three presents the methodological reflections of 

the thesis. It explains the purpose of the research, the philosophy of science, the choice of 

theory,  the  qualitative  approach,  and critically  assesses  the  data  collection  process.  Next, 

chapter  four  describes  and  critically  assesses  the  theoretical  framework  applied  in  the 

research.  Here  the  reader  will  be  presented  to  the  theoretical  foundations  on  which  the 

research  question  will  be  answered.  In  the  fifth  chapter  the  empirical  findings  from the 

qualitative  research  is  combined with  the  theoretical  framework in  order  to  analyse  how 

valuable resources are created. The analysis is conducted through a case study of GL. Finally, 

in chapter six the research question will be answered through the conclusions drawn from the 

analysis. This chapter also provides a recommendation for GL and a section which puts the 

thesis into perspective.                                                       
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CHAPTER 2: INTRODUCTION TO GRUNDFOS LIFELINK

2.1 The technicalities of the system 

The purpose of describing the technicalities of the business model is to give an overview of 

the  functions  of  the  GL system, as  well  as  to  demonstrate  that  material  entities,  such as 

cellphones, play a crucial role when humans fetch water from the GL system.

  

Picture 1: A GL installation (Grundfos 1) Picture 2: The tapping station (KRCS website)

The structure of the business model is as follows. Solar panels are placed on top of a tall steel 

tower. They provide enough energy to pump water from a well which is around 80 metres 

deep. The water is assessed prior to the actual installation of the system to ensure that the 

water quality complies with WHO standards, hence, the water need not to be boiled before 

consumption. The water is pumped into a large container which is located just under the solar 

panels. Then the water is transported by gravity to the tapping station, also known as “the 

black box”,  which is  positioned in the centre of a small  brick-house near  the tower.  The 

tapping station consists of 3 individual taps and a payment device. 

When people fetch water, they need to put a token (keyfob) to the payment device and thus 

water will flow. When they remove the keyfob, water will stop pouring. If they put the keyfob 

and  immediately  remove  it  again,  exactly  one  litre  will  be  extracted.  Most  people  in  a 

community use a 20 litre jerrycan to fetch water and the price of water is between 3-5 KES 

per  20  litre  jerrycan.  The  price  is  decided  by  the  community  itself  during  mobilisation 

meetings, but the central idea behind the business model is that there should be enough money 

10
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collected by the end of the year to be able to pay the service fee. The amount of 3-5 KES is 

below the cost of buying water from another water facility, such as electrical driven water 

pumps. However, water from municipal sources, which are found in the urban areas, cost less 

than half of what water from the GL system costs (Interview 17). An unskilled day worker 

earns between 200-300 KES for one day in the field (Interview 9), hence, fetching 20 litres of 

water at the GL system he will pay around 1 percent of his daily salary.

In order to transfer money to the keyfob, a cellphone is needed. The actual transfer is done via 

the payment system M-Pesa which is developed by the large mobile corporation Safaricom. 

Obviously, it  is necessary to have an M-Pesa account and access to the Safaricom mobile 

network to make a money transfer. Then M-Pesa forwards the payment from the bank account 

to GL's computer system and the money will be available on the keyfob. This transfer may 

take some time. Safaricom charges a fee of 15 KES for the operation and there is a minimum 

threshold on 20 KES for the account refill (interview 22). Directions of how to transfer money 

is hanging on the wall of the brick house. 

Grundfos has set up an account for each community in which the collected money from the 

sold water is deposited. The collected money is used to pay for a yearly maintenance of the 

GL system done by Grundfos. The maintenance cost is 215.000 KES (around 12.000 DKK). 

The amount also covers the expenses if there are other technical issues during the year which 

Grundfos needs to solve. A website (Grundfos 2), which shows the monthly consumption for 

each community, ensures transparency as everyone can check the figures and gain knowledge 

about the exact consumption of water in a certain community.

In addition to the yearly cost of maintenance, some communities need to pay for a pump 

attendant who assists people when they fetch water, as well as look out for the system during 

the day. A night watchman is also needed in order to make sure that no vandalism to the 

system  occurs.  To  give  an  example,  in  one  community  they  pay  around  16.000  KES 

(approximately 900 DKK) a month in operational costs, covering cleaning services and a 

nights watchman (interview 17). 

11
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2.1 Chronology

The chronology seeks to explain different periods that GL has gone through since the birth of 

this innovative business model, and thereby provide the reader with an overview of important 

events (see appendix 1 for illustration). The chronology is divided into three major periods: 

the innovative phase, the prototyping phase, and the piloting phase. The periods are roughly 

divided and may overlap each other or occur simultaneously. The purpose of the chronology 

is to illustrate that innovation is a non-linear process in which setbacks may occur. Hence, 

when companies innovate they set out on a highly unpredictable journey where they may face 

a mountain of obstacles along the way. 

The  information  used  throughout  this  chronology  is  derived  from  interviews,  internal 

documents from GL, and GL's website (Grundfos 3).

The innovative phase - 2007

The business model first appears under the name of Sol-Vand/SunWater in March 2007. A few 

years before Grundfos had its 60th anniversary and donated 25 SQ-flex pumps driven by solar 

panels to rural areas in Kenya as a gift. As an extension, the Grundfos New Business1 (GNB) 

board discussed the possibility of creating a sustainable water solution to ensure clean water 

for poor people in third world countries. The design focus was on purification of surface 

water.  Hence,  the  objective  was  to  install  a  water  purification  device  near  surface  water 

sources and charge a fee for purified water. The fee collected should be stored in an account in 

order to pay for the system itself, as well as the maintenance of the system. The maintenance 

issue was a  crucial  point  as  common water  solutions,  such as  hand-pumps and electrical 

driven pumps, would be installed in small communities by a donor, e.g. Red Cross, and then 

abandoned, so whenever the water solution fails, nobody comes back to repair it. The result 

was a vast amount of broken water solutions, and poor people without access to clean water. 

GNB was determined to solve this  problem. The innovative composition of getting small 

communities to buy the water system via micro loans, and then pay back the loan, as well as 

paying for maintenance via the money collected from water consumption, was labelled the 

commercial  business  model.  To  ensure  that  the  revenue  of  the  sold  water  was  properly 

1 A corporate venture company under Grundfos Holding. The objective of GNB is to develop new business 
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collected, people paid for the water via the keyfob. GNB chose that Kenya should serve as the 

experimental ground for the water system. 

Instead of designing the water system in-house, GNB decided that a water purification device 

called PureH2O would be acquired. Though, toward the end of 2007 it turned out that this  

device failed the quality test of the product. As a consequence, GNB changed the focus from 

water purification to ground water pumping. Pumps are the core business of the Grundfos 

Group, and the company already had great experience in providing their SQ-flex pumps to 

poor rural areas. This change of focus did not affect the payment method or the commercial 

business model. However, it showed a flexibility of the company to rapidly change focus to 

overcome obstacles and continue the innovation journey. 

The prototyping phase – 2008

In the beginning of 2008, GNB initiated negotiations with the Kenyan micro finance provider 

K-rep Bank in order to settle the loans for the communities which wanted to buy a water 

system. Furthermore, GNB approached UNICEF and a Kenyan Water Services Board (WSB)2 

requiring their expertise on the mobilisation of the rural communities in Kenya as well as their 

knowledge about the water sector in general. Prototyping of the system began and by fall that 

year a test system was installed on the premises of the Grundfos partner Davis & Shirtliff in  

Nairobi. Meanwhile, in June 2008 the project of the water system was consolidated into the 

company Grundfos LIFELINK, and  a forecast of 20 installed units before the end of the year  

was made. 

In  the beginning of  2009,  GL was presented as  a  social  innovation and was granted  2.9 

Million DKK from Danida3 for making the prototype. The target of installing 20 units in 2008 

had to be downgraded to have only 10 systems fully functioning in May 2009 as it turned out 

that it was difficult to find suitable boreholes for the system. Given that GL did not drill the 

boreholes themselves, they relied on already existing boreholes. Many of the boreholes which 

were  assessed  did  not  have  the  right  location,  they  did  not  live  up  to  the  water  quality 

standards, and some even were destroyed as kids sometimes throw stones down the hole.  

2 There are eight different WSB in Kenya. They operate under the Ministry of Water and Irrigation and are 
constituted to provide water and sewerage services to the population. 

3 Danish International Development Agency. 
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The piloting phase 2009 -2011

In early 2009 Grundfos LIFELINK Kenya (GLK) was established as a joint venture between 

GL (51%) and IFU4 (49%). The ongoing negotiations with K-rep Bank regarding micro loans 

definitively  failed  and  GL now  had  to  install  the  systems  at  own  cost  and  risk.  As  a 

consequence, GL needed to reconsider the business model in order to continue the project. It 

was decided to focus on a “minimum sustainable” business model (also called the donation 

model) which allowed for organisations to buy a GL system and donate it to a community (the 

price of a system is 3 million KES which is around 175.000 DKK). Hence, the communities 

would only have to buy the water in order to pay for the maintenance. 

In March 2009 the first real life installation, called Musingini, was inaugurated in a rural area 

east of Nairobi. This installation, as well as a second installation named Katitika (installed in 

august 2009), were somewhat experimental sites where the community bought the system for 

half the original price in order to see if the community would be able to pay for the costs. It  

soon turned out that the emphasis should lie within the minimum sustainable model as the 

amount of water consumption was not high enough to cover all costs and, thereby, the system 

was not sustainable. 

Another obstacle arose as it was surprisingly difficult to get NGOs and other organisations, 

such as UNICEF, UN World Food Programme (UNWFP) and WSB to fund GL installations. 

By the end of 2009 only 4 GL systems were installed around Kenya, but the targets for 2010 

were ambitious: at least 40 units should be up and running. Furthermore, GL already had 

ambitions of expanding the sales focus to include more countries in Eastern Africa, Asia, and 

Latin America. 

In March 2010 a new prototyping phase began as the piloting phase continued with three 

more GL installations accomplished. GL had decided to develop a second version (V2) of the 

GL system. This version should allow for water purification as well, and would not rely on 

gravity to distribute water. Hence, the cost of the expensive steel construction of the tower 

could  be  cut  away,  making  the  system less  expensive.  Furthermore,  the  V2 includes  the 

possibility to have several piped lines from the system in order to distribute water to multiple 

points e.g. for irrigation or the hospital. 

In December 2010, 12 GL systems were operating. This number stood in sharp contrast to the 

4 A Danish development finance institution. 
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target on 40 units made the year before. A total of 14 units are working as this sentence is  

being  written.  However  sales  look brighter,  The Danish Embassy in  Kenya has  signed a 

contract  with  a  commitment  to  buy  12  GL  systems  within  the  next  couple  of  years. 

Furthermore, Grundfos employees have donated 9 systems to be implemented via Kenya Red 

Cross Society (KRCS) through the CSR programme Water2Life. 

To sum up, GL has far from experienced a smooth and linear process of innovation with its 

business model. The company has encountered several obstacles which it had to deal with, 

and solve, along the way. Among the obstacles a few episodes can be highlighted; the failing 

test of the PureH2O water treatment device, which forced GL to change focus from water 

purification to groundwater pumping, and the unsuccessful negotiations with K-Rep Bank, 

which ultimately led GL to change the business model from the commercial model to the 

minimum sustainable model.  These changes show that GL contain the flexibility which is 

needed  for  innovative  companies,  in  order  to  confront  a  complex  environment  where 

outcomes are not predetermined. Hence, as argued by Garud & Karnøe (2001) innovative 

companies do not only depend on structures, but they can in fact change them. 

2.3 Qualities and stakeholders of Grundfos LIFELINK

Drawing a map of the qualities of the business model and the stakeholders which surrounds it 

primarily gives an overview of the increase in stakeholders which GL has had to deal with 

since the beginning of the project. It also provides a unique opportunity to map the different 

qualities of the system (brown ellipse) which has emerged over time, as well as the binding 

entities (yellow diamond) which hold the business model and its  stakeholders together.  In 

other words, what do the different stakeholders find valuable in GL's business model? Not all 

stakeholders and binding entities will be examined, only the most compelling relations will be 

mentioned.  

15



____________________________________________________  Resource Value Construction  

Figure 1: Qualities and stakeholders of Sol-Vand 2007

Initially, GL identified three qualities related to the business model. Providing clean water to 

the poor embraced the Grundfos corporate purpose statement of improving quality of life for 

people (Grundfos 4). Safe money also would guarantee sustainability of the GL system, as the 

collected revenue of the water consumption would secure that the maintenance contract would 

be fulfilled.  Furthermore,  the quality  of safe money accomplished the criteria  of GNB to 

support innovative new business areas. So the business model not only had value to Grundfos 

internally, but also to external stakeholders. An example of this is that the two stakeholders, 

PureH20 and DIS, were bound by a contract to help GL provide clean water. Without this 

contract, there would be no engagement with GL. In a similar way, the GL solution to deliver 

clean water would not be valuable for a user community in Kenya if they already had access 

to clean water from alternative sources. 

Figure 2: Qualities and stakeholders of Sun-Water 2008
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When the test of the water purification device from PureH2O failed, GL had to change the 

focus from surface water purification to groundwater pumping. This deleted PureH2O from 

the quality-stakeholder map as the contract was cancelled, and no binding entity would hold 

the two parties together. During the prototyping phase in 2008, more external stakeholders 

were tied to the GL system. First of all, Danida and IFU saw the potential of the business 

model of providing clean water to the poor and Danida granted GL funds. GL decided that the 

groundwater should be assessed based on the WHO standards to ensure the quality of the 

water.  GL had ongoing negotiations  with  K-Rep Bank to  set  up micro-loans  so the  user 

communities could buy the GL system. K-Rep Bank saw both the quality of safe money, 

which ensured that the loans would be returned to the bank as no money would leak, hence, 

reduce  corruption,  and  the  quality  of  clean  water  as  the  bank  would  provide  the  user 

communities  with funds so they could get  clean water.  The partnership  between GL and 

Safaricom would ensure that money could be collected via M-Pesa, guaranteeing safe money. 

But whilst this partnership would ensure safe money from GL's perspective, Safaricom also 

saw the potential to increase market share as the users of the GL system needed the M-Pesa 

account  to  transfer  money.  Furthermore,  GL used  UNICEF  and  the  local  NGO  Global 

Mission Services to mobilise and assess the communities in which the GL system was to be 

installed. 

Figure 3: Qualities and stakeholders of GL 2009
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As a consequence of the failed partnership with K-Rep Bank in the beginning if 2009, GL had 

to  reconsider  the  business  model.  The shift  from the commercial  model  to  the minimum 

sustainable model  enabled new stakeholders  to  be  attached to  the  GL system seeing that 

donors  should  provide  the  funding  of  the  GL systems  to  the  user  communities.  Large 

organisations  as  UNWFP and KRCS depend  on voluntary  donations  and,  therefore,  they 

constantly look for new projects, which help the developing countries, in order to attract more 

donors. Likely, cooperating with GL would be one way to ensure more donations. Moreover, 

Athi WSB donated a GL system, not in the quest for funding, but due to internal criteria put  

forward by the Ministry of Water and Irrigation. Among these criteria were that the WSB 

should  provide  clean  water,  support  innovative  water  solutions,  and  take  distance  from 

corruption. 

Not  only  new stakeholders  appeared  in  this  phase.  Also  new values,  which  GL had  not 

identified, emerged. It turned out that the donors and the user communities point out that the 

business model not only provides clean water, but to an extend (which is not yet measured) 

also improves health in the user communities as water born diseases decrease. 

Another quality emerged as GL surprisingly discovered that CSR not only was an internal 

criteria,  but that the business model created an enormous awareness about and interest  in 

Grundfos. The business model could, thus, be viewed as a valuable CSR tool to generate 

awareness around Grundfos as a responsible corporation. Safaricom also saw a potential in 

making the partnership with GL a part of its CSR strategy to which long term community 

development programmes would be included (Safaricom 1, Safaricom 2). 

In 20105 GL faced a rather stable period in regards to the dynamics of the stakeholders. Still,  

GLK was rather busy as 7 out of 14 systems in total were installed during that year.

5 See illustration in appendix 2
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Figure 4: Qualities and stakeholders of GL 2011

A new quality emerged in the early 2011 when the Danish Embassy in Kenya committed to 

buy 12 GL systems. The embassy had received grants as a response to COP15 in order to 

address the issue of climate change. These grants were to be invested in innovative projects 

which could reduce CO₂. Among those, 12 GL systems were selected because the systems 

rely on solar power and, thus, do not emit CO₂. 

Moreover, during the data collection process, new stakeholders were brought to light (marked 

by a red square). These stakeholders could be possible funding facilitators of the GL system. 

As such, they are not able to donate GL systems, but they can guide and consult donors to buy 

water solutions.
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Figure 5: Evolution of the qualities of GL system 

The illustrations in this chapter of the thesis clearly show that resources which sustain the GL 

business model do not pre exist, and that GL is operating in a highly complex environment 

which is in a constant state of flux. This goes in line with how Van de Ven et al.  (1999) 

describe the innovation journey. They argue that innovation is a non-linear process in which 

set-backs  occur  frequently.  Also,  the  qualities  of  the  business  model  have  increased  in 

numbers during the years, and every new quality brings a new network of actors with them. 

Moreover, each stakeholder puts emphasis to the quality that it sees most important. Where 

the business model brings value to one stakeholder, it may not be seen as being valuable in 

another. Furthermore, as the business model changes, so do the stakeholders; some disappear, 

while others emerge.
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CHAPTER 3: METHODOLOGY

3.1 Research design

The  research  conducted  within  the  framework  of  this  thesis  will  analyse  the  process  of 

resource creation for GL. Broadly, the thesis will concentrate on two investigation areas. 

The first objective of the thesis is to discuss, explore and strive to enhance the resource based 

theory.  This will  be done by moving away from the static realist  perspective and instead 

endorse  a  constructionist  approach  in  order  to  explain  how resources  are  constructed  as 

outcomes of a process. The second objective is to examine the dynamics of how resources 

may be both assets and liabilities on their way to becoming valuable resources that sustains 

GL's business model. 

3.2 Purpose of the research

In this thesis an exploratory research approach will be applied in order to identify and map the 

challenges that new business ventures face in the process of resource value creation.  The 

exploratory approach is especially beneficial as it facilitates the exploration of the how and 

why questions which emerge during the case-study. Due to the adaptability and flexibility, the 

exploratory  study is  a  useful  way to  investigate  this  real  life  case-study as  it  allows  the 

research to change direction if new data comes at hand (Saunders, et al, 2003:97). 

                                                                                                                                              

In order to properly investigate the research question, the thesis will reflect the essentials of 

long-range  studies  which  explain  if  a  change   has  occurred  over  time  (Saunders  et  al., 

2003:96). Even though this thesis (obviously) is constrained by time, it seeks to include a 

large amount of data to reveal a process over a period of time, rather than analysing a single  

event, and furthermore  it explores patterns which may appear. According to Pettigrew (1990), 

one  should  bear  several  things  in  mind  when  conducting  longitudinal  research,  such  as 

difficulties  specifying  the  time  frame  as  well  as  managing  the  complexity  of  the  data 

collected.                                                                                                                                      
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3.3 Research strategy

This thesis  is rooted in a single case study of an innovative new business venture of the 

Danish pump company Grundfos. To explore the challenges that new business ventures face 

in the process of resource creation the case-study ensures that the findings reflect real life 

challenges.  Moreover,  the case study will  illuminate the complexity and difficulties that a 

sustainable innovation faces when it departs the lab and enters the “real world”. 

A  case  study  is  a  strategy  which  centres  around  the  investigation  of  “a  particular 

contemporary  phenomenon  within  its  real  life  context”  (Saunders  et  al,.  2003:93).  Even 

though Yin (1994) argues that it is hard to conduct a case study, and that conclusions may be 

influenced  by  biased  researchers,  building  theories  from case  studies  is  beneficial  when 

exploring research areas where an existing theory does not seem to apply (Eisenhardt, 1989). 

And despite the  risk that the research may end up in a  “narrow and idiosyncratic theory”  

(Eisenhardt, 1989:547), case-studies also provide the opportunity to create theories due to the 

“in-depth insights of empirical phenomena and their context” (Dubois & Gadde, 2002).

3.4 Research method

A research method of qualitative nature will be applied in this thesis. The qualitative research 

method derives meaning from words, whereas the quantitative research method in contrast 

emphasises meaning derived from numbers (Saunders et al., 2003:378).  

                                                                                                                                                  

The qualitative research method is suitable for this thesis as it allows for a chronological flow, 

as well as facilitating the opportunity to obtain in-depth explanations when collecting data 

(Miles & Huberman, 1984). Moreover, the qualitative research method is usually linked with 

non-standardised and complex data (Saunders et al., 2003) which can be analysed to shed 

light over regularities in a broad set  of information.  The choice of applying a qualitative 

research  method  in  the  thesis  stems  from the  flexibility  it  provides  in  that  it  allows  for 

multiple techniques to analyse the data (Andersen, 2003), including recognising relationships 

and organising the data in different categories (Saunders et al., 2003). Hence, the thesis will 

seek to investigate patterns in the arguments and explanations collected in the empirical data 

in order to analyse and answer the research question.                     
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Additionally, Miles & Huberman (1984) argue that the process of analysing qualitative data 

consists of data reduction, data display, and verification of conclusions. This process will be 

reflected  in  the  analysis  of  the  qualitative  data  collected  for  the  thesis.  Also,  as  an 

interpretation of the data is needed in order to reach a result, the analysis will be carried out 

on  the  basis  of  a  hermeneutic  approach  (Thurén,  2005).  This  interpretation  will  not  be 

completely objective but to a certain extent reflect my own knowledge and past experiences 

within the subject field. This is important to keep in mind during the analysis. 

                                                                                                                                               

To collect the qualitative data for the thesis, semi-structured interviews will be used. Semi-

structured interviews are non standardised and the questions raised may vary from interview 

to interview (Saunders et al., 2003:246). The purpose is to build on answers and questions 

during  the  interview  “which  may  also  lead  the  discussion  into  areas  that  you  had  not  

previously  considered but which are significant  for your understanding” (Saunders  et  al., 

2003:250).                                                                                                                        

3.5 Philosophy of science

The aim of this part is to describe the research philosophy which lay the foundation for the 

thesis.                                                                                                                                     

                                                                                                                                                  

There  are  three  major  philosophy  principles  which  are  highlighted  in  the  literature; 

Positivism,  which  leans  toward  statistical  analysis  based  upon  numbers.  Realism,  which 

stipulates that a reality exists independently of the human mind. And finally, interpretivism 

which distances itself from both positivism and realism by arguing that one cannot simplify a 

complex world by making laws and rules, and that there is a need to look for what motivates 

the people's actions (Saunders et al., 2003).                                                                           

As this thesis  will  analyse a company which navigates in a highly dynamic and complex 

environment the interpretivist perspective is very appropriate. Thus, it is acknowledged that 

the research area is in a constant flux and that multiple realities can exist when answering the 

research question.                                                                                                                
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Following the interpretivist philosophy, this thesis will also recognise the epistemology of 

constructivism; accepting that people are organised in networks and that the construction of 

knowledge is an outcome of the interaction between a group of actors. Hence,  “reality is  

being socially constructed” (Saunders et al., 2003:84).

The  interpretivist  tradition  is  suitable  for  the  exploratory  and inductive  approaches  taken 

throughout the thesis. Moreover, it  may enhance the validity of the final conclusion, as it  

requires the researcher must understand that the end result of the research is impacted by 

different realities and perspectives (Saunders et al., 2003:84).                                               

Where epistemology concerns with how we come to obtain knowledge, ontology focuses on 

what exists in the world (Schuh & Barab, 2008). Ontology presents two different aspects; that 

of objectivism and that of subjectivism.                                                                                  

As the thesis is grounded in a constructionist view, it takes a subjective stance, as it will never 

be possible for a researcher to be completely objective. Furthermore, the researcher will also 

change,  and become part  of,  the investigation according to  the  researcher's  own interests 

(Darmer et al. 2010:60, Andersen, 2003).                                                                                

3.6 Choice of theoretical perspectives

In  my  background  of  studying  a  Master  of  Business  and  Administration  (International 

Business) I have primarily been introduced to traditional realist theories and frameworks such 

as Porter's five forces, Dunning's eclectic paradigm and the RBV. This ontology of viewing 

the world as something that exists and just waits to be analysed and assessed (Darmer et al., 

2010) has  been a major influence during my years as a student. 

Therefore,  it  was quite  an eye-opener  when I,  in  the final  year  of  the study programme, 

attended an elective course which focused on a constructionist approach to market creation. 

Being  introduced  to  the  ANT opened  up  for  completely  different  discussions  than  I  had 

previously been used to. This theory deviates from the original constructionist perspective, as 

it  not  only  accepts  that  humans  interact,  but  also  includes  non-humans  (texts,  technical 

objects,  nature,  etc.)  to  be  part  of  the  interaction  when  the  world  is  being  constructed. 

Fioravanti & Velho (2010:2) give a simple example of this interdependence of humans and 

non-humans: “A famous soccer player would not be famous without a uniform, a ball and a  

field in which he could play and be observed by TV broadcasters and a wide audience”.  
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As a consequence of my encounter with the ANT, I have in this thesis chosen to take a point 

of  departure  in  the  RBV  and  later  move  on  to  ANT  in  order  to  investigate  how  a 

constructionist stance can explain the processes of creating valuable resources. 

3.7 Data construction and sampling

Both primary and secondary data of qualitative nature were collected from various sources, so 

to create a more complete picture of GL and its external context.

Liliana Doganova, assistant professor from Ecole des Mines de Paris, and I have collected the 

primary data via semi-structured interviews with both internal and external stakeholders of 

GL, hence, the questions varied from each interview depending on the relationship with GL. 

Using  semi-structured  interviews  helped  create  an  environment  in  which  the  different 

interviewees would answer the questions and we would build on the responses to  further 

extract  information  from the  interviewees.  On some occasions,  this  method  helped  us  in 

collecting  significant  information  that  we  had  not  considered  beforehand.  A  thorough 

description of an example on how the primary data was collected is provided in chapter 3.10.

                                                                                                                                                   

Firstly, five interviews were conducted with GL and GNB in Denmark in August 2010 and 

April 2011. Then 19 interviews were conducted in Kenya in May 2011, discussing with 36 

individuals  from  both  GLK,  donor  networks,  user  communities,  consultants,  funding 

facilitators, investors, community mobilisers, and technical partners of GLK. Preferably, the 

selection of interviewees consisted of a broad sample of various categories of stakeholders, 

but due to the distance and time obstacles in Kenya, we had to limit the interviews to the area 

of Nairobi. Most of the stakeholders interviewed were approached by Liliana and I without 

involvement of GL, and the contact details were mostly found through Google-searching on 

the internet. However, GLK provided us with contact details of some individuals which we 

were not able to reach on our own. 36 meeting requests were sent from Denmark by e-mail 

prior to the departure to Kenya, 19 accepted to discuss with us. All 19 were interviewed.  
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August 2010 Peter Todbjerg Hansen Grundfos LIFELINK Liliana Rasmus

August 2010 Niels Thorup Grundfos LIFELINK Liliana Rasmus

Grundfos LIFELINK August 2010 Grundfos LIFELINK Liliana Malou

April 2011 Louise Koch Grundfos CSR & LIFELINK Liliana, Peter, Malou Malou & Mette + Notes

April 2011 Grundfos LIFELINK Liliana, Malou

Grundfos LIFELINK Kenya May 2011 Lars Laursen Grundfos LIFELINK Kenya Liliana, Malou

May 2011 Grundfos LIFELINK Kenya Liliana, Malou

May 2011 Edgar Grundfos LIFELINK Kenya Liliana, Malou

May 2011 Grundfos LIFELINK Kenya Liliana, Malou (Liliana)

June 2011 X-Grundfos LIFELINK Kenya Liliana, Malou

May 2011 Liliana, Malou

May 2011 Liliana, Malou

May 2011 D&S Liliana, Malou

Donors May 2011 KRCS Liliana, Malou

May 2011 Liliana, Malou Malou

May 2011 Liliana, Malou

May 2011 UN WFP Liliana, Malou

May 2011 Mohamed El-Fatih Liliana, Malou

Investors May 2011 IFU Liliana, Malou

June 2011 Lisbeth Erlands IFU Liliana 

May 2011 Liliana, Malou

May 2011 Malou

May 2011 AFDB Liliana, Malou

May 2011 Philip GMS Liliana, Malou

May 2011 KWAHO Liliana, Malou

May 2011 Liliana, Malou

May 2011 Liliana, Malou

May 2011 KMC Liliana, Malou

May 2011 Liliana, Malou

Mads Prebensen

Rasoul Mikkelsen PageSix

Interview Skype (Malou)
 + Interview Kenya, Notes

Adamson Kitula PageSix

Notes only

Paul Kilonzo

Carsten Kvistgaard PageSix

Technical partners Joseck Mudiri X–Safaricom PageSix

Kangethe Wagathigi Biselex PageSix

Alec Davis
David Bolo

Part 1 Malou
Part 2 PageSix

Wanjiku Kuria PageSix

Joseph Kamau
Mutemi M. Mbinga Athi WSB

George Mungai
Kimani Mbugua Ruiru water service company Notes only

Kristoffer Welsien
Part 1 Malou
Part 2 PageSix

Unicef PageSix

Brian Muggeridge PageSix

PageSix + Notes

Funding facilitators Patrick Mwangi World Bank PageSix

Elly Aguko K-rep Bank PageSix + Notes

John Sifuma Notes only

Community mobilisers PageSix

Catherine Mwango PageSix

Consultant Jeremy Notley Orgut PageSix + Notes

User communities
Madam Mary
Woman in the car Rurii Notes only

Pump attendant
Two girls fetching water at 
other borehole Notes only

School principal Peter 
Muthengi
Accountant Joyce
Pump attendant
Woman with donkey
Man on bicycle Kalukuni Notes only

Table 1: Interview overview
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Lastly, to round up the data collection a Danish partner of GL was interviewed in June 2011.

Most interviews were recorded and later transcribed6 to preserve all details. A few interviews, 

though, were not recorded, but in these cases notes were taken on site by hand and later 

thoroughly summarised in a word document. 

A final  note  regarding  the  collection  of  interviews  is  that  of  my  personal  experience. 

Observing and absorbing the interview technique Liliana Doganova put forward has been of 

great personal value, as it has developed my interviewing skills in a pace that I would not 

otherwise have been able to achieve. 

                                                                                                                                                

GNB  and  GLK  have  provided  additional  primary  data  consisting  of  board  summaries, 

evaluation and baseline reports of the communities, and guidelines for GL site ID criteria and 

implementation.                                                                                                                        

                                                                                                                                           

Secondary data were collected in order to obtain a broader knowledge of GL and GLK, as 

well as of their stakeholders. These secondary data consist of news articles, various reports of 

the water sector in Kenya, brochures, and web pages. Other sources of secondary data in form 

of academic books, journal articles, and theoretical papers have also assisted in forming the 

thesis.                                                                                              

                                                                                                                                                 

The vast amount of interviews with different stakeholders, other primary data, and secondary 

data enable triangulation to occur. Firstly, interviewing many different stakeholders allowed 

for many different versions of the story to be revealed. Secondly, both documents found on 

the internet, news articles, and internal documents from Grundfos helped ensuring “that the  

data are telling you what you think they are telling you” (Saunders et al., 2003:99).

                                                                                                                                           

As the thesis is rooted in a larger joint research project between Grundfos and CBS, a vast 

collection of data were gathered for future analysis. Although it has been necessary to use all 

6 Transcriptions were primarily done either by me or PageSix Transcription Services in the UK.
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the collected interviews in order to shed light over the different issues that GL's stakeholders 

raise, some interviews are more relevant for the thesis than others. As a consequence, even 

though many issues are raised in the empirical data, only those which concern the specific 

resources will be used in the analysis. 

3.8 Reliability and validity of empirical data

Where reliability of the collected qualitative data focuses on whether the same information 

would be extracted if other researchers were collecting similar data, validity concerns if the 

researcher really “gains access to their participant's knowledge and experience” (Saunders et 

al., 2003) and if the researcher has actually investigated the wanted research area (Thurén, 

2005).                                                                                                                                      

The primary qualitative data, in forms of non-standardised interviews, were conducted in a 

manner which ensured as much relevant information as possible. Even though this method 

allows for flexibility, there is also a risk that the information extracted from the interviews 

might  not  appear  again  if  more  interviews  are  conducted.  Consequently,  the  interviews 

conducted for this thesis reflect the points of view of the interviewees at a certain point of  

time (Saunders et al., 2003). The information extracted may then change over time as the 

interviewees gain new knowledge. 

Especially the validity of the interviews conducted in Kenya may be compromised. Firstly, 

even though we emphasised that Liliana Doganova and I were collaborating with and not 

employed by GL, some interviewees may have withheld some information in order to prevent 

complications in their relationship with GL. Naturally, confidentiality was guaranteed to ease 

their concern. Consequently, the interviewees will not be referred to by name in the thesis.  

Instead each interviewee has been given a certain number, known only to the researcher, in 

order  to  keep  track  when  the  data  is  analysed.  Secondly,  some interviewees  in  the  user 

communities may have hesitated to give us relevant information. An example of this, is when 

entering the user communities, we would drive a large four wheel drive with the Grundfos 

logo on it, perhaps intimidating the residents. Also language barriers may have weakened the 

validity of the data. Whether some of the interviewees completely understood the questions 

asked, remains unknown.                                                                                                     
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My subjective stance underlines that the credibility and reliability of the interviewees is based 

on  my  own  interpretation.  Furthermore,  it  will  be  my  individual  interpretation  of  the 

information given by the interviewees that will lay ground for the analysis in the thesis.   

This  subjective stance  also applies  for  the other  primary  and secondary  data  which  were 

collected. Both the primary data given by GL and GLK as well as the secondary data will be 

analysed according to my own interpretation. So acknowledging the subjectivity and being 

critical toward the interpretations, which form the thesis, may ultimately enhance the validity 

of the data.                                                                                                                             

3.9 Following the actor – going to Rurii

One methodological essence of the ANT is the concept of “follow-the-actor”. This method 

advocates that researchers follow, observe, and listen to the actors without being partial or 

judging. Just describing what is being seen can, thus, be advantageous when a researcher 

seeks to map a dynamic process (Callon et al., 1986; Latour, 2005). 

No procedure has been formulated on how to carry out the “follow-the-actor” principle, but 

Fioravanti & Velho (2010) summarise five recommendations put forward by Latour (2005). 

Firstly, one/the researcher should follow the connection and explore what makes actors act. 

Also, the researchers should go slowly, meaning that they should map every connection and 

find  out  how  they  were  made.  Thirdly,  every  detail  should  be  examined,  instead  of 

embracing general observations. Additionally, the  researcher should not jump or change 

the way he follows. This will aid in keeping the track on the primary route instead of getting 

lost  if  several  secondary  routes  emerge.  Finally,  everything  should  be  kept  flat,  which 

implies  that  nothing  can  be  considered  separate,  distant  or  opposite,  but  instead 

everything/everyone is connected to each other to a smaller or larger extend. According to the 

authors, this last recommendation is the most abstract and hardest to follow, as it “implies  

transforming the apparently most powerful actors, as well as the less powerful, into points  

and tracing their connections and interactions (Fioravanti & Velho, 2010:3).  

The following section serves two purposes. Firstly, it provides the reader with a unique insight 

on how the primary qualitative data was collected. Then, more importantly, it seeks to explain 

how  the  methodological  aspect  of  following  the  actors  has  had  a  major  impact  on  the 
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collection of primary qualitative data. Following the actor allowed for new actors and new 

issues related to the business model to emerge.  Hence,  some issues would not have been 

discovered if the researchers had not followed the connections. 

                                                                                                                                                    

Thursday 12th of May 2011

Liliana and I wake up to a cloudy day in Nairobi. It was raining during the night and we are 

not sure whether we should walk or take a taxi to the scheduled meeting with Athi WSB at 10 

AM. Over breakfast we decide that the offices of Athi WSB are located nearby and that we 

will take the chance and walk to them. We pack ourselves together and walk through the 

urban jungle of Nairobi. The smog from the cars, the heat and humidity hit hard. When we 

arrive to the Athi WSB compound half an hour later we are covered in sweat and our shoes 

are no longer black due to the muddy roads on which we have walked. We sign in and take the 

elevator to the fourth floor. We are welcomed by technical manager Mr. K and engineer Mr. 

Mb. The meeting is held in a small, hot, and humid room. It looks more like a copying room 

with a small table. The printer, which stands in the room, constantly makes a wheezing noise 

which almost drowns the conversation. Mr. K and Mr. Mb are explaining the relationship 

between Athi WSB and GL. The Athi WSB has bought one system which is located in a peri-

urban area close to Nairobi. They are pleased that the closed payment system of the business 

model reduces corruption and allows them to keep track of the water consumption. However, 

they also point toward some challenges. For example, that the initial cost of the system is too 

expensive.

At some point during the meeting Mr. K asks us if we have visited one of the installation sites. 

He tells us that if we have a vehicle, we are more than welcome to visit the installation of 

Rurii (nearby the village of Ruiru) which has been donated by Athi WSB. Unfortunately, we 

do not have a car waiting for us, though we would very much like to go on a field trip. We 

suggest that we hire a taxi to go to the village. Mr. K grabs his phone and calls a colleague at 

the Ruiru Water Service Company (WSC). He also asks an intern at Athi WSB to go with us. 

He introduces himself as Mr. C. 

The three of us get into a taxi and begin the trip which would be around 30 kilometres long. It 

takes us around an hour before we finally stop in front of a white house in the village of 

Ruiru. The traffic in Nairobi is awful and there are traffic jams everywhere. Mr. C has done all 
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he could to make it a pleasant journey, including buying us freshly cleaved sugar canes which 

were sold alongside the road. We step outside the taxi and are met by the managing director of 

Ruiru WSC, Mr. M, who would like to talk with us, though he will only be available for a few 

questions. He shows us into his rather large office and places himself just under the obligatory 

picture of His Excellency President Mwai Kibakiat at the end of a long desk. He informs us 

that, though he is generally pleased with the GL installation, the user community does not 

consume as much water as expected and, therefore, there is not generated enough revenue to 

pay the maintenance fee to GL. 

We end up talking to Mr. M nearly half an hour and during the conversation engineer Mr. 

Mbu, joins in. He is the colleague that Mr. K called earlier that day, and he will be driving us 

to the GL installation which is located outside the village. 

Liliana, Mr. C, Mr. Mbu and I get into a large four wheel drive and set out for the Rurii 

installation. The ride is very rough with a lot of bumps, holes, and mud as it had been raining. 

We drive through flat land with a lot of green vegetation. Houses are spread all around, and 

the appearance of them indicates that the people living here are not very poor. In fact, Mr. 

Mbu explains us that one of the best girls’ schools in the country is located here. 

We continue  driving  for  around  20 minutes.  Mr.  Mbu struggles  to  find  the  “road”  as  it 

constantly is flooded or simply disappears. Finally, an old man shows us the direction, and 

five minutes later we see a tall tower with solar panels on top as we approach the installation. 

      

Picture 3: the tower at Rurii Picture 4: Liliana and Mr. C in front of the tapping station
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As we get out of the car we see that there is nobody near the installation. Mr. Mbu walks 

toward a small bundle of houses to find someone who can show us the GL system. He comes 

back with Madam M who is employed by the Athi WSC to clean the site. First impression of 

the site was that it was rather dirty, but Madam M explains that the floor has a blocked drain 

and, therefore, water and dust can not go away. Mr. Mbu promises to take care of it. Madam 

M continues to show us how to fetch water from the system. She places her 20 litre jerrycan 

on the floor and inserts the long tube into the can. She places her keyfob onto the display and 

out comes water. She explains that lately they have experienced some technical problems with 

the GL system. Firstly, she complains that the water is not as clean as it used too be. Mr. Mbu 

thinks this might be due to the actual pump located deep below the ground. Secondly, Madam 

M says that instead of pouring one litre of water when the keyfob is removed, it actually pours 

more  than  that.  Furthermore,  we  are  surprised  to  learn  that  some  individuals  from  the 

community actually boil the water before use. This should not be necessary due to the quality 

of the groundwater.  

Moreover, Madam M mentions that some time ago, they had experienced a technical problem 

with the display system, but that GLK came within a couple of days to fix it. Whenever a 

problem occurs the user community will call Mr. Mbu who will then report to GLK. There is  

no direct phone number to GLK as they want to avoid people calling with minor problems 

(for example confusing the zero in the account number on the keyfob with the letter  O). 

Instructions on how to use the keyfob and how to transfer money via M-Pesa now hang on the 

walls of the building.   

Mr. Mbu seems very proud of the installation and wants to show us a plate which should be  

on the façade of the building, (showing the Danish minister of industrialisation7 when the 

system was inaugurated), but it is gone. He also shows us a tree which the “Danish minister” 

planted, but it does not look too good even though it has been raining. 

We ask Madam M if there are any other water sources in the area. She explains that there is  

another borehole, a communal water point, but the water there is salty. She tells us that there 

is no problem with salty water in the GL installation. Madam M additionally explains that her 

husband is a water vendor, fetching water from the GL system and selling it to people farther 

away.  

As there are no other people in the area, except from us, Madam M, and a couple of young 

7 Later it turns out that it is not a Danish minister who has been visiting Rurii, but Hans Skov Christensen, 
from DI - Danish Industry (Athi WSB).
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children who are curious, we wonder if  people know about the GL installation.  Mr. Mbu 

believes that people must have heard about the system as there was a lot of attention during 

the inauguration at which the “Danish minister” was present.

We say goodbye to Madam M and get in the pick-up again. As we drive off, the children run 

after us, waving their hands. Mr. Mbu wants to take another road back. After a ten minutes 

drive a lady stands beside the road. Mr. Mbu stops the car to ask her which way we should 

continue. They talk in Swahili and after a short conversation the lady (which is heavier than 

average) opens the door to the back-seat of the car. Liliana and I make room for her as she 

gets into the car. It turns out that she needs a ride in to Ruiru, and in these rather remote areas  

it is common to offer lifts. Moreover, she can act as our guide on the route. Liliana starts a 

conversation with the lady by asking her if she knows the GL system. It turns out that the lady 

knows about it but does not use it as she has piped water in her house. She further tells us that 

she thinks that something is wrong with the GL system as people from the community has 

come to her house lately to buy water from her piped line. She charges 5 KES per 20 litre 

jerrycan.  Mr.  Mbu  believes  that  people  buy  the  water  from the  lady  due  to  the  earlier 

mentioned  problems regarding  the  issue  with  the  display  on  the  tapping  station.  We are 

surprised,  because  this  issue  was reported  back in  February.  Apparently,  it  has  happened 

twice. The first time GLK came quickly to repair it, but the second time GLK decided to 

change it and therefore it took some time. The next ten minutes, before reaching Ruiru, the 

lady is very persistent that we should come to her shop in Nairobi the following Saturday and 

buy clothes. We end up with the address on a piece of paper, but promise her nothing. 

As we are back in Ruiru we wait in the pick-up. Mr. Mbu has been so kind to call us a taxi. 

When the taxi arrives, Mr. C and Mr. Mbu discuss the price with the driver. As he is the only  

taxi in town it is rather difficult to get him to give us a fair price. Finally we agree, and we can 

head back to Nairobi. We thank Mr. Mbu for all his help and leave Ruiru. Back in Nairobi we 

drop off Mr. C wishing him good luck in the future, and as we arrive at the hotel we are both 

very tired. It has been a long, but interesting and insightful day.
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CHAPTER 4: THEORETICAL FRAMEWORK

4.1 Resource Based View

This thesis will take a point of departure in the RBV. The fundamental idea behind the RBV is 

that a company should implement a strategy that takes advantage of its unique resources and 

capabilities (Barney, 1991; Barney, 2001). Thus, identifying already existing resources and 

capabilities is an important task for a company in order to gain a competitive advantage. 

A distinction between the terms of resources and capabilities has to be made to fully grasp the 

essence of the RBV (Barney, 2001). Resources can be classified into four major categories 

consisting of physical capital resources, financial capital resources, human capital resources 

and organisational capital resources. Accordingly, physical capital resources include specific 

products and/or technologies that a firm possesses. Financial capital resources are the money 

that a firm has at hand. Human capital resources refer to the skills and experience of a firm's  

employees, and organisational capital resources include the formal structure of the company 

and the relations among groups. Also, resources consist of both tangible assets, such as capital 

equipment and machines,  as well  as intangible assets  such as brand name and know-how 

(Grant, 1991). 

But to gain a competitive advantage, a company must not only possess unique resources, it 

must also be capable of using these resources in a proper manner. Therefore, the capabilities 

of a firm are  “attributes that enable a firm to coordinate and exploit its other resources”  

(Barney, 2001:157).  

Not  all  attributes  that  a  company possesses  may create  a  dominant  position  compared to 

competitors. In order for a resource to lay ground for competitive advantage, it  has to be 

valuable,  rare,  in-imitable,  and  the  firm  must  be  organised  to  exploit  its  resources  and 

capabilities  (referred  to  as  VRIO)  (Barney,  2001:159-172).  Accordingly,  resources  which 

neutralise threats by employing a value creating strategy, which are not equally possessed by 

other companies, cannot be obtained by competitors, and, furthermore, if the firm has the 

ability of using its resources, the company will have a competitive advantage. Also, resource 

heterogeneity is a premise for the RBV, however it is not sufficient to obtain a competitive 

advantage.  Hence,  assets  which  do  not  fulfil  the  VRIO  criteria  may  create  a  short-term 

advantage, but this advantage vanishes if,  for example, the asset is copied by competitors 

(Alvarez & Busenitz, 2001). Barney (2001) argues that if a resource is not valuable and the 
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company still exploits that resource it will  “increase a firm's costs or decrease its revenue”  

(Barney, 2001:173), and therefore it becomes a competitive disadvantage for the company. On 

the  other  hand,  he  argues,  valuable  but  not  rare  resources  can  become an  organisational 

strength  which  can  lead  to  competitive  parity,  but  not  to  “above-normal  economic 

performances” (Barney, 2001:173). 

4.2 Critical assessment of Resource Based View

Though the  framework of  RBV is  widely  used,  it  definitely  invites  for  some discussion. 

Kraaijenbrink et al. (2010) point towards eight aspects of the RBV which can be discussed. 

Among those, the authors address that the RBV falls short when it comes to the question on 

how to manage the resources in order for them to become a source of competitive advantage. 

The  RBV offers  little  ex-ante  guidance  on  how  to  achieve  or  develop  resources  which 

comprise all the VRIO criteria. Consequently, companies may fumble blindly in their quest 

for  a  competitive  advantage.  In  this  sense  the  value  of  resources  can  only  be  assessed 

retrospectively (Clegg et al.,  2011), and there is a need to solve this issue by asking how 

resources are constructed (Priem & Butler, 2001). 

Another aspect debated by scholars (Kraaijenbrink et al., 2010; Clegg et al., 2011) is that the 

applicability of the RBV is too limited.  For example, it only applies for large companies with 

an already well established market position and companies which are not satisfied with their 

competitive position (Kraajenbrink et al., 2010). Clearly,  innovative companies do not belong 

to either category.                                                      

Additionally, the Kraaijenbrink et al. (2010) question whether resources need to contain all 

aspects of VRIO in order to have potential for creating a competitive advantage. They argue 

that  these  criteria  are  not  essential  for  resource  creation,  and that  it  is  the  way that  the 

resources bundles together which determines if a company obtains a competitive advantage, 

rather than the resources itself. To give an example, GL may possess technological attributes 

such  as  high  quality  pumps,  a  keyfob  and  solar  panels.  None  of  those  entities  may  be 

considered resources according to the VRIO, but when bundling together they create a unique 

network of entities which can lead to a competitive advantage. Holcomb et al. (2009) take the 

discussion  further,  as  they  claim  that  a  company's  competitive  advantage  lies  within  the 

manager's ability to  create value by combining resources into a unique bundle. 
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The above arguments indicate that the RBV certainly can give a static picture of the resources 

of  a  large  company  operating  in  an  already  established  market,  but  the  framework  is 

inappropriate for innovative companies, and furthermore, it lacks the ability to describe the 

process  of  resource  creation,  as  well  as  the  highly  dynamic  environment  that  companies 

operate in.                                                                                                                           

                                                                                                                                                 

Another scholar, Arend (2004), explains that the RBV gives little attention (or none) to the 

management  of  strategic  liabilities  as  opposed  to  just  examining  the  positive  resources. 

Strategic liabilities refer to those resources that decreases a company's rent, and the author 

argues, that a focus on reducing strategic liabilities may help companies create a competitive 

advantage. Extending this argument, it may be possible that a firms assets in the process of 

becoming resources may also be liabilities in some occasions as well. 

Moreover, it  is argued that in order to gain a competitive advantage it is not sufficient to 

examine internal company strengths. Indeed, companies are dependent on the external context 

and,  thus,  in order  to  gain a  competitive advantage firms need the ability  to manage the 

external context (Arend, 2004; Dyer & Singh, 1998; Mahon et al.,  2003; Priem & Butler, 

2001). 

                                                                                                                                            

Considering the previous discussion, the RBV will fall short in several ways when trying to 

explain the resources that GL possesses. Firstly, being an innovative company, the resources 

that GL possesses are not pre existing and may not yet have fully developed. As the external 

process of resource creation is ongoing, it  is important for GL to understand this  process 

rather than just mapping a static picture of its resources. 

Hence,  mapping resources at  a  given point  in  time can serve as  a  starting point,  but  the 

company  has  to  be  aware  that  resources  which  are  characterised  as  assets  to  some 

stakeholders may be liabilities to others. There is a need to move beyond the static picture that 

RBV provides in order for GL to manage the dynamic external context during the process of 

constructing valuable resources. 

Finally, GL may not possess resources which fulfil all the VRIO criteria. Though, this implies 

that GL should enhance some of the VRIO criteria instead of dismissing the resource. 

                                                                                                      

Pointing  out  a  selection  of  GL's  resources,  and  how  they  are  being  valued  by  different 
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stakeholders,  creates  a  good  starting  point  for  the  further  investigation  on  how valuable 

resources develop. Besides, focusing on both negative and positive aspects of a presumed 

resource may provide the company with a more balanced view on the resources it possesses. 

However, a complete analysis of GL's resources on basis of the framework of the RBV will 

not be conducted.                                                               

Moreover, to further investigate the process of resource creation, there is a need to explain 

how the resources are constructed, something that the RBV does not offer. In order to do so,  

the perspective of the ANT will be applied in the analysis of the thesis. 

4.3 Actor-Network Theory

As the name of the theory indicates,  actors and networks are the essential  entities in this 

constructionist perspective. Actors are heterogeneous entities, human or non-human, which 

act and change a given situation. A network consists of actors and/or groups which interacts 

and is therefore referred to as an actor-network. All actors in an actor-network are influencing 

and being influenced by the network (Callon, 1986). Therefore, if one entity changes, then all 

other entities also must change accordingly. If no such change occurs, then the actor-network 

will fall apart. Even though the terms may be described separately, “an actor may be viewed  

as a network, and a network may be viewed as an actor” (Dolwick, 2009:39). Also, just like 

there are numerous actors in an actor-network, there can be numerous actor-networks in an 

actor-world (Callon, 1986). An actor-world is described as “the world of entities generated by  

an actor-network” (Callon, 1986:Glossary).  In order for a technology to gain existence an 

actor-world  has  to  be  constructed.  For  example,  the  actor-world  of  GL's  business  model 

defines that there is a need for a sustainable clean water solution in developing countries. In 

order for the business model to function GL has enlisted several human and non-human actors 

to become part  of the actor-world,  among which we find the user communities, the solar 

panels, the SQ-Flex pump, the closed payment system, the keyfob, the installation donors 

etcetera. Each entity has a certain role to play defined by GL. For example should the user 

communities fetch water from the GL system rather than harvest rain water. However, in order 

for  the business  model  to  be successful,  all  entities  has  to  perform its  role.  If  one entity 

refuses, the whole actor-world will fall apart. Imagine if the user communities refuse to fetch 

water from the GL system. Then no money would be collected to pay for the maintenance fee, 

and the business model would not endure. Thus would the whole actor-world fall apart. As 
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explained by Callon (1986) “an actor-world associates heterogeneous entities. It defines their  

identity, the role they should play, the nature of the bonds that unite them, their respective  

sizes and the history in which they participate”. Even GL itself also becomes an actor in the 

actor-world of the business model when it, for example, appeals and receives funding from 

DANIDA to carry out prototyping. 

As such, each resource can be seen as an outcome of assembling and stabilising a network of 

heterogeneous entities. As an example, Callon (1991:137) explains that the human resource of 

skills  can “be treated as networks of entities”.  The argument is, that it  is not possible to 

explain the skills of humans without taking into consideration the network of non-humans. 

Hence,  a  computer  programmer  would  not  be  able  to  perform  without  his  computer. 

Additionally, in this constructionist perspective resources are not pre determined, but rather a 

result of a process.                                         

Furthermore, the focus of ANT lies within explaining how relations are created and, therefore, 

for example,  the explanation that “some people are rich and powerful because they have  

capital” (Dolwick, 2009:36) is simply not interesting or valid. Instead it should be explained 

how the relationship between humans and/or non-humans has evolved. Ergo, the ANT can 

provide a systematic way of analysing the infrastructure of innovation. It does not attempt to 

explain why actor-networks exist; rather it focuses on the infrastructure of the actor-networks; 

how they are created and how they can fall apart (Callon, 1991). 

Moreover,  due  to  the  constructionist  view  of  the  ANT,  the  context  of  the  business 

environment, such as customers, stakeholders, resources etcetera, are not pre given, but need 

to be constructed.                                                                                                                 

The ANT uses several terms among which we find that of translation and irreversibility. These 

terms will be used throughout the thesis.                                                                             

4.3.1 Translation

The  notion  of  translation  is,  in  the  ANT,  not  associated  with  the  linguistic  meaning  of 

converting one language into another. Rather, it indicates that something can move from one 

part to the other. In this sense, interests, thoughts, meanings can be changed as described by 

Latour (1987:117); “translating interests means at once offering new interpretations of these  

interests and channelling people in different directions”. Callon (1986:19) defines translation 
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as being: “the mechanism by which the social and natural worlds progressively take form.  

The result is a situation in which certain entities control others”. He divides translation into 

three different components (Callon et al., 1986). These consist of:

A spokesperson, who articulates a certain translation, and speak in the name of other actors.

An  obligatory  passage  point,  which  refers  to  the  strategies  that  entities  uses  to  make 

themselves indispensable. Problematisation is one way of getting actors and actor-networks to 

detour from opposing translations (counter translations). 

Displacement  is  the  process  of  actually  getting  actors  and  actor-networks  to  accept  the 

spokesperson and the point of passage via inscriptions such as reports, scientific paper, etc. 

The process of translation consists of four stages which may overlap (Callon, 1986). Firstly, 

there is the notion of problematisation which formulate the point of passage. It is important 

for  actors  to  define  a  problem  and,  furthermore,  make  clear  what  they  want.  Secondly, 

interessement explains the process in which actor 1 (for example) tries to convince actor 2 to 

believe in the problematisation put forward by actor 1. One way to do so is to prevent actor 2 

to get information that would change his opinion about the problematisation embraced by 

actor 1. Thirdly, if the interessement is successful, it will lead to  enrolment. In this stage 

alliances are made, and the actors will accept the certain roles which were given to them 

during  the  interessement.  Finally,  mobilisation takes  place.  This  concerns  whether  the 

spokesperson of the actor-network in fact represents the masses and if the masses are willing 

to follow the representative. 

                                                                                                                                            

A successful translation will align the heterogeneous elements in the actor-network and, thus, 

create a stabilised actor-world (Callon, 1991). But as the translation may be contested at any 

moment, it can change over time. Hence, the process of translation is never ending and if the 

actors are not able to agree, the actor-world will fall apart. 

                                                                                                                                               

In this thesis, translation will be used in order to examine how heterogeneous actor-networks, 

in GL's actor-world, support or contest the translation put forward by GL. Explaining this 

process may illuminate how valuable resources develop. 
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4.3.2 Irreversibility and convergence

The more successful the translation is, the more convergent the actor-network is and, thus, the 

more stable and predictable the resource becomes. Convergence implies that all actors and 

actor-networks are able to focus on the same goal. They should agree as well as understand 

each other; “Each actor would be able to speak for all, and to mobilise all the skills and  

alliances  in  the  network”  (Callon,  1991:148).  Thus,  if  an  actor-network  is  strongly 

convergent, there is less risk that the translation will be reversible. 

Reversibilisation refers to which degree a translation becomes the norm. Indeed, the more 

irreversible  a  translation  is,  the  more  likely  it  is  that  the  translation  will  become 

standardisation  (Callon,  1991).  Callon  (1991)  points  out  that  the  degree  of  irreversibility 

depends on the possibility to return to a previous point in the translation and if the current  

translation lay ground for future translations.                                                                       

Creating a strongly convergent and irreversibilised  signifies that it is easy to identify and to 

predict the actors' behaviour (Callon, 1991). Thus, upholding a successful translation would 

create a stabilised environment in which GL’s stakeholders would agree and not contest the 

translation of GL.                                                                                                               

In  the same manner,  a  company's  attribute  cannot  be considered a  resource before it  has 

reached a level in which the actors surrounding it agree on its translation and, therefore, create 

a convergent and irreversibilised actor-network.                                                 

It is acknowledged that the stabilisation of actor-networks is very fragile and that both the 

convergence and irreversibility may be contested at any moment. 

To  sum up,  in  the  ANT resources  are  not  pre  existing  and  can  be  seen  as  networks  of 

heterogeneous entities. Resources are results of a translation process in which this network of 

heterogeneous  entities  ultimately  stabilise  temporarily.  During  the  translation  process 

competing translations may well occur, and so, attributes which were thought to be resources 

in one actor-network, may be translated as being a liability in others. 

4.4 Critical assessment of the Actor-Network Theory

Even though the name of the ANT indicates that we are dealing with a theory as such, some 

scholars, including Latour himself (Dolwick, 2009; Latour, 2005), suggest that the ANT is 

40



____________________________________________________  Resource Value Construction  

rather  an analytical  tool,  a  framework,  or  a  guide  which  “offers  suggestions  rather  than  

imposing itself on the reader”  (Latour, 2005:17). Along this line, Dolwick (2009) proposes 

that the ANT rather is a descriptive method which can map the dynamics of how actors and 

interact and transform each other over time.                                                               

Dolwick (2009) also describes how there has been a discussion regarding the idea that non-

humans can interact with humans, and that these two are given equal significance in the ANT. 

The author points out that the ANT is not attempting to  “de-humanise humans”  (Dolwick, 

2009:38), but instead tries to incorporate non-humans to broaden the field of sociology.

To summarise, the ANT differs from the RBV as it allows to avoid the static and retrospective 

perspective of the RBV and provides an opportunity to investigate the process of resource 

value  creation,  without  knowing  in  advance  whether  GL  will  succeed  in  constructing 

stabilised valuable resources through the process of translation. Bearing in mind that some 

aspects of the ANT can be discussed, this thesis will accept it as a tool to describe the process 

of resource value creation.                                                               
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CHAPTER 5: ANALYSIS – THE DYNAMICS OF RESOURCE VALUE CREATION

In this chapter I provide an analysis of the dynamics of the process of generating valuable 

resources for GL. I use the framework of ANT to explain how resources are constructed as 

outcomes of a process, as well as to examine the dynamics of how resources may be both 

assets and liabilities on their journey to becoming stabilised as valuable resources, depending 

on the translation of different actors. These actors can be seen as the spokesperson of a certain 

actor-network.

The following analysis seeks to examine the process of resource value creation of five of GL's 

resources. The five resources were chosen due to the amount of counter translations which 

questioned the value of the resources. In other words, the examined resources were brought 

up by different actors several times during the data collection process8. Thus, the value of the 

resources is unknown. Furthermore, applying the VRIO model (Figure 5) reveals that even 

though the resources are exploited by GL, neither of them are rare nor are three of them costly 

to imitate. Hence, in order for GL to obtain a competitive advantage and to make the business 

model successful it needs valuable resources. 

                                                                                                                        

5.2 Translation and counter translation of the keyfob resource

According to  GL,  NGOs and other  large organisations  have not  managed to  make water 

solutions in Kenya sustainable up until now, and research shows that many water solutions 

fail during the first years of implementation (Interview 4). As a consequence, many installed 

water systems, such as hand pumps, are not working, leaving the user communities without 

8 See chapter 3.10 for examples on how the translations were detected through the data collection. 
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Resource Valuable? Rare? Costly to imitate? Exploited by organisation?

Keyfob ? No No Yes

M-Pesa ? No No Yes

Maintenance ? No No Yes

Quality ? No Yes Yes

Brand ? No Yes Yes

Figure 5: VRIO of five of GL's resources
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access to water. Even many of the SQ-flex pumps which Grundfos donated in connection with 

its 60th anniversary have failed (Interview 7). GL argues that in order to make water solutions 

sustainable, there is a need to collect money for maintenance (Interview 8, 27). However, 

history  shows  that  the  communities  are  not  capable  of  saving  money  for  maintenance 

themselves.  Some people in a community perhaps would get free water because they are 

relatives of the pump attendant, or the users buy on credit stating that they will pay tomorrow 

or  next  month,  leaving no money  for  maintenance  (Interview 5).  As  a  consequence,  GL 

formulates the problematisation that money is leaking, and to overcome this obstacle, GL has 

created a solution which ensures that money is collected with no possibility of leakage; the 

keyfob.                                                               

GL's translation of the keyfob is that as people have to transfer money to the keyfob via their 

cell phones and then pay for water with the keyfob, no actual cash is circulating. Hence, the 

keyfob replaces the interaction between human beings in which cash shifts hands, and money 

may leak. Furthermore, the keyfob guarantees that the exact amount of water which is paid 

for, is handed out. In other words, no keyfob – no water. Moreover, the keyfob ensures that 

the collection of money, as well as the consumption of water can be monitored. This closed 

payment system guarantees that no money is leaking, and therefore, the money collected can 

be used to maintain the GL system, and hence prolonging its lifetime. Though, in order for the 

keyfob to perform its function, several heterogeneous entities have to be a part of the actor-

world.  It  relies on Safaricom's M-Pesa solution to guarantee the transfer of money to the 

keyfob, only when the keyfob is put on to the tapping station, water will pour, and only by 

being connected to a computer system, the data of the consumption of water will be collected. 

Also the translation assumes that keyfob users have a mobile phone, an M-Pesa account, and 

that the users can manage the whole process of money transaction, pointing in ID numbers, 

etc.

GL has been able to interest and enrol several actors into its translation. These actors agree 

with,  and  enhance,  the  GL translation  by  constructing  supportive  translations.  Numerous 

actors agree that the keyfob indeed reduces corruption as,  “there's no physical collection of  

money,  the  use  of  the  key,  that  will  minimise  the  issue  of  corruption”  (Interview  16). 

Furthermore, some companies in the Kenyan water sector suffer from water “disappearing” 

without being paid for. Hence, there is “an unaccounted for water. That is non-revenue water.  

With GL the non-revenue is zero. Water is not lost”  (Interview 17). It is of great value for 
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these companies to be able to monitor the water consumption, and GL provides a solution. 

Also, along with the reduction of the corruption, the degree of transparency is advanced by 

GL's website, which shows the water consumption figures collected via the keyfob seeing that 

any actor can check the numbers of consumption whenever they want (Interview 19). 

                                                                                                                                                

Even though several actors are enrolled into the translation of GL, other actors are not yet 

linked to the translation put forward by GL. More specifically, some actors do not agree with 

the  translation  and,  thus,  counter  translations  are  constructed,  trying  to  weaken  the 

stabilisation of the resource.

To start out, the translation that the keyfob enhances transparency is questioned by the counter 

translation which emphasises that the degree of transparency is not impressive. It is argued 

that it may be easy for GL and the donors to check the consumption of water, but it is not easy 

for a community in a rural area to gain access to the internet: “They don't have access to the  

internet, they don't have electricity there. So, it's transparent, yes for us, but not for them 

(Interview 19). So even though GL sends an overview of water consumption and the financial 

transfers to the water committees every second month, and that the donors have access to 

financial data as well, some actor-networks seem unaware of this. One actor points out that it 

is not very transparent for the user communities how much money that is collected and how it  

is being used (Interview 26). 

                                                                                                                                                    

A second counter  translation  considers  the  dependency on Safaricom in  order  to  transfer 

money to the keyfob. This translation claims that it is a burden for GL that it is only possible 

to transfer money via Safaricom's M-Pesa. Several actors point out that in some rural areas of 

Kenya there is no Safaricom mobile network (Interview 16, 17, 23). In fact, one community 

has no Safaricom mobile  network,  but they can use Safaricom's competitor Airtel  instead 

(Interview 23.3).  However,  it  is  not  possible  to  transfer  money to the keyfob via  Airtel's 

mobile network. Without the Safaricom mobile network it is not possible to transfer money to 

the keyfob, and thus, if there is no money on the keyfob, it becomes useless. Furthermore, all 

keyfob users must transfer money to the keyfob via an M-Pesa account. But as some users are 

not  Safaricom  customers,  they  are  not  able  to  transfer  money  to  their  keyfob.  As  a 

consequence, some people has to rely on the pump attendant (if the community has one) to 
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transfer the money via his M-Pesa account (Interview 23.1, 23.3). Additionally, some users do 

have  keyfobs,  but  no cellphone.  They too  rely  on the  pump attendant  to  transfer  money 

(Interview 23.1). Another issue in connection to the translation regarding the dependency on 

Safaricom is that the transaction between GL's computer system and M-Pesa can be very slow 

and it may take hours before a transaction is completed (Interview 1, 22): “Once a payment  

has been made, sometimes the connection between M-Pesa and the Grundfos system can have  

its own communication challenge” (Interview 1). Again, if there is no credit on the keyfob, 

the users have to wait on this transaction in order to fetch water. Thus, the performance of the 

keyfob sometimes is impaired, decreasing the convenience for the users, as they have to wait 

on the money transfer, before they can fetch water. 

GL has responded to this counter translation by making a solution called the global payment 

system  (Interview  4,  8).  This  system does  not  involve  mobile  banking.  Instead  a  water 

administrator will be appointed in the community, and the keyfob users transfer money to 

their keyfob from the keyfob belonging to the water administrator. As the money is not wired 

via mobile network, the dependency on the network operator is eliminated. 

                                                                                                                                                  

A third counter translation argues against the availability of the keyfob, as GL has difficulties 

meeting  the  demand  for  keyfobs.  Every  GL system  which  is  installed  comes  with  100 

keyfobs, which are handed out for free. If there is a demand for more than 100 keyfobs, they 

can be bought for 200 KES (Interview 22). Hence if people in a community wish a keyfob, or  

they have lost or damaged their first one, they can always order a new keyfob. The keyfobs 

have to be ordered in Denmark and afterwards sent to GLK in Nairobi which then hands out  

the keyfobs to the user communities (Interview 22). This supply chain takes time, and while 

people are waiting for the keyfobs, they buy water from the pump attendant for a higher fee,  

or they fetch water elsewhere, e.g. the river (Interview 2, 22,). In one community, water from 

the GL system costs 3 KES per 20 litre jerry can, but the pump attendant charges 5 KES 

(Interview 22). As the demand and supply of the keyfob is unequal, several implications arise. 

Firstly, not everybody in a community have access to fetch water from the GL system for the 

initial price set by GL and the communities. Secondly, as the pump attendant can profit from 

the lack of keyfobs, he may not have an incentive to report the actual demand to GLK, leaving 

GL unfamiliar with the problem. 
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While GL have difficulties meeting the demand for keyfobs in some communities, in others 

this may not be the case. In a particular user community, there are keyfobs on stock to be 

handed out to anyone who wishes to become a user (Interview 18). The explanation is that 

due to saturation (people who wanted a keyfob in the community already had required one), 

the demand of keyfobs has decreased, and, thus, there is no problem meeting the demand. 

                                                                                                                                            

The fourth counter translation highlights the issue, that not only the water fetched from the 

GL system costs money, but that the keyfob itself has to be paid for. It argues that it would be 

exploitation of the poor, if they not only should pay for water, but also for the keyfob, hence 

the users should not pay for the keyfob, (Interview 18). Additionally, there is some ambiguity 

in relation to the initial  cost of the keyfob. In one community the keyfob costs 200 KES 

(Interview 22). In another user community the keyfob costs 115 KES, but then the keyfob is 

supplied with 115 KES on the M-Pesa account – 100 KES to fetch water and 15 KES to make 

the transfer from M-Pesa to the keyfob (Interview 23). Yet, in a third user community, the 

donor has decided that the keyfob can be acquired for a deposit of 250 KES, which will be 

refunded the day the keyfob is returned to the donor. Thus, the keyfob is free for the user. This 

donor’s  action  can  be  seen  as  a  responding  counter  translation,  as  the  donor  found  it 

unreasonable that the users of the GL system should have an extra cost buying the keyfob, and 

solved the issue by charging a deposit instead; the goal of the donor was “not to make money  

on the key” (Interview 18). 

                                                                                                                                             

A final counter translation stresses that; yes, the keyfob reduces corruption, but only at the 

lowest level of society (Interview 20, 26). The argument is that among the users of the GL 

system, corruption cannot occur, but this is not where the major problem with corruption lies 

in developing countries; “if the government now signed a contract with Grundfos LIFELINK 

to buy 100 systems they can easily get out of the million dollar, you understand? They can pay  

Grundfos LIFELINK the actual cost but then in the bill they add” (Interview 20). This counter 

translation emphasises that GL should focus the corruption free payment system in urban 

areas where it is really needed (Interview 23, 26), instead of rural communities; “This black 

box is the corruption killer. You’re a commercial company, where do you want to sell that  

black box? To some poor bloody Samburu herdsman out there? It’s ridiculous”  (Interview 
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26). Thus, GL should rather develop the system to match the need in the urban areas, in which 

the water sector fights the unaccounted water, and the difficulties of providing clean water to 

informal settlements (Interview 23). 

Moreover, it is questioned if the keyfob eliminates, or simply reduces corruption. Some actors 

have  doubts  about  what  might  happen  if  a  community  have  excess  money,  when  the 

maintenance is paid by the end of the year. Will this profit actually benefit the community, or 

will it vanish into the unknown? One actor argues that it is extremely difficult to trace the 

money; “we know the community is a corrupt community, everyone in the community knows  

but they know that whoever is chairing the committee is a strong man and if you talk you are  

just away.  Absolutely.  Yeah.  And you can’t open your mouth.  And there are a lot of people  

who don’t care much as long as they get the water” (Interview 20). 

                                                                                                                                            

To sum up, an illustration has been made in order to provide an overview of the translation of 

GL, the supportive translations, and the counter translations.

They grey squares represent the translation and the responding counter translation of GL. The 

green squares illustrate the supportive translation, in which four or more actors agree with the 

translation  put  forward  by  GL.  The  red  squares,  on  the  other  hand,  show  the  counter 

translations, in which four or more actors contest and challenge GL's translation. Finally, the 

yellow square represents the responding counter translation of the actors. These colours will 

apply for the illustrations of all the resources which will be examined.
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Figure 6: Dynamics of the keyfob resource

How the keyfob becomes an asset and/or a liability 

The  illustration  shows  that  the  translation  of  the  keyfob  put  forward  by  GL is  not  yet  

stabilised, given that some actors challenge the translation of GL.                                    

On one hand, the keyfob can be considered an asset to GL. Several supportive actors agree 

that  indeed  the  keyfob  is  a  solution  against  corruption,  and  that  the  keyfob  ensures 

transparency as every payment, and the consumption can be monitored. For these actors the 

keyfob  becomes  a  valuable  tool  to  ensure  sustainable  water  solutions,  and  to  decrease 

corruption.                                                                                                                               

On the other hand, some actors emphasise that, the keyfob also has its disadvantages. The 

more these opposing actors question the quality of the keyfob, the more a liability the keyfob 

becomes for GL. The actor-networks which challenge the translation of GL argue that the 

keyfob  is  too  dependent  on  Safaricom,  that  GL has  difficulties  meeting  the  demand  for 

keyfobs,  that  the  keyfob  only  reduces  corruption  at  the  lowest  level  of  society,  that  the 
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transparency is not obvious for the user communities, and, finally, that the keyfob should be 

free of charge for the users.                                                                                                      

As there are several counter translations arguing against the keyfob, the  which embraces the 

translation of GL is  not  yet  convergent  and,  thus,  it  is  easily  reversibilised.  GL,  in  other 

words, has not been able to enrol all actors into its translation. As the translation of the keyfob 

is not stabilised, the keyfob can not be considered a valuable resource for GL yet, in some 

aspects it is even a liability for GL.                                 

5.3 Translation and counter translation of the M-Pesa resource

As a consequence of the formulation of the problematisation that money is leaking, GL has 

developed the solution to pay for water with the keyfob. However, the transfer of money on to 

the keyfob can only be done via Safaricom's M-Pesa system. Initially, GL thought that the 

users could pay for the water directly via their cell phones by sending an SMS to the pump 

(Interview 8). But as the project went on, GL developed the payment system with the keyfob, 

and  entered  into  the  partnership  with  Safaricom  as  GL learned  that  mobile  banking  is 

widespread in Africa; “And then we found out there was a lot of mobile banking in Africa.  

They actually – everybody has or every family have a mobile phone”  (Interview 27). Also, 

using  mobile  banking would  make  the  transfer  of  money  easier  for  the  user.  Some user 

communities are located in very remote areas, and they may not have easy access to cash. 

Though, with the M-Pesa, people can transfer money from one account to the other in less 

than a minute.                               

GL’s  translation  of  the  M-Pesa  is  that  the  money  transfer  without  using  cash  eliminates 

corruption  and,  furthermore,  payment  by  cell  phone  is  more  convenient  for  the  user 

communities. As with the keyfob, M-Pesa reduces the human interaction when transferring 

money, which makes corruption impossible. But in order to make use of the M-Pesa, a cell 

phone is needed, as well as an M-Pesa account. Moreover, M-Pesa can only be used via the 

Safaricom mobile network. Thus, the translation of GL assumes that the users have a cell 

phone with access  to  Safaricom's  mobile  network and an M-Pesa account  as  well  as  the 

knowledge of how to wire the money.                                                                             

A few actors support GL's translation, arguing that Safaricom is providing mobile network in 

remote areas, and that people already have M-Pesa accounts when GL enters a community; 
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“a good number of people have it (M-Pesa accounts) (…) maybe around 60%, 70% have” 

(Interview 1). Hence, the mobile “network has not been a problem” (Interview 16). But even 

though  some  actors  confirm  the  translation  of  GL,  several  other  actors  address  some 

complications in connection to the partnership with Safaricom and the M-Pesa system. 

                                                                                                                                               

As with the  counter  translation  of  the keyfob,  regarding the  dependency of  Safaricom, a 

number of actors point out that the Safaricom mobile network is not accessible in remote 

areas of Kenya (Interview 16, 17, 19, 23). The counter translation that the Safaricom network 

is not available in all rural areas of Kenya has two implications. Firstly, it was difficult to find 

suitable user communities with Safaricom mobile network in which to install GL systems; “in 

that area it turned out that only one (of the sites) actually had access to mobile connectivity”  

(Interview 19). Secondly, if a user community does not have connectivity to the Safaricom 

mobile network, it complicates wiring money to the keyfob, and, thus, compromises the issue 

of making the money transfer an easy task; “Safaricom is not providing any or little network  

in the area. People cannot recharge the keyfob from their M-Pesa account” (Interview 23.3). 

In this particular user community, many people do not have an M-Pesa account due to the lack 

of  the  Safaricom  mobile  network.  They  are  instead  clients  of  another  mobile  network 

provider. This forces the users of the GL system, which can not recharge their key via M-Pesa, 

to rely on the pump attendant or family members to transfer the money (Interview 23.3). This 

requirement to be an M-Pesa customer (Interview 1, 22) severely handicaps the users in some 

communities; “But in rural areas it (M-Pesa) is scarcely available. Even the network itself. It  

is hard to find network. Then the mobile phone is  problem”  (Interview 17). As with the 

keyfob, this counter translation argues against the utility of M-Pesa due to the difficulties 

integrating  M-Pesa  and  the  GL  computer  system,  which  makes  the  transactions  slow 

(Interview 1, 22). 

                                                                                                                                              

A different counter translation contests that most people in Kenya have access to a mobile 

phone (19). Perhaps people in rural areas have cell phones, but in rural areas telephones are a 

costly affair as the battery needs to be recharged in areas with no electricity; “it's a huge cost  

for them to just  have a mobile phone working, in terms of their  income, it's  a huge cost  

involved” (Interview 19). So even if the users have access to the Safaricom mobile network, 
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they may not have a cell phone to make the transfer of money on to the keyfob. This counter 

translation stresses the need for providing the users with the possibility to recharge their cell 

phones via the GL installation. This should be possible as the solar panels generate more than 

enough electricity for the purpose, and it would create more income if the community could 

charge a fee for the used electricity; “So they will just pay a small fee to charge their ’phone,  

maybe 5 shillings, or something like that, it would be cheaper then that would be fantastic  

and it would help them so much, it would help them so much; it would make life easier and  

more people would move to that area where the LIFELINK system would be and I also see  

like in dry seasons where pastoralists are walking hundreds and hundreds kilometres to find  

pastures, to find grazing areas for their cows, they, ‘Oh, you know last year we stopped by  

there where we can go for the LIFELINK system’, they would think, ‘Oh, we could go there,  

we can also charge our ’phone’, so, even though they are not from that community, they might  

stop by there because it’s an oasis, they have all these facilities” (Interview 19).

                                                                                                                                              

A final counter translation draws the attention to the transaction costs for the users of M-Pesa. 

It does not cost anything to put money on the M-Pesa account, but every time a transaction 

from the M-Pesa account to the keyfob is completed, a fee of 15 KES is charged (Interview 

22). Inevitable, this leads to a higher price for water for the users of the GL system. In case a 

user just transfers the minimum threshold for the account refill of 20 KES, the fee will be 75 

percent.  On the  other  hand,  if  a  user  transfers  1,000 KES to the  keyfob,  the  fee is  only 

equivalent to 1.5 percent. Moreover, one actor argues, that the users will have to pay before 

they can draw water is a challenge; “one of the main things that they are complaining about,  

okay normally they are used to paying for water after using.  Like you use water for a month  

then you pay at the end of the month or maybe after a week, or two weeks. So this system  

whereby they are being asked to pay for water before they use, that is becoming a major  

problem. Because it’s different from what they have been used to” (Interview 16). Using the 

M-Pesa does not allow users to buy water on credit and, therefore, some members of the 

communities  prefer  to fetch water  elsewhere,  e.g.  at  the more expensive electrical  driven 

boreholes.                                                                                                                                 

As mentioned in the section regarding the keyfob resource, GL has responded to the counter 

translations which question the performance of the M-Pesa in relation to the business model. 
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By developing the global payment system, GL can eliminate its dependency on Safaricom, 

and thus the M-Pesa. 

Figure 7: Dynamics of the M-Pesa resource

How the M-Pesa becomes an asset and/or a liability

GL's translation is that paying for water via M-Pesa eliminates corruption and makes it easier 

for  people  to  transfer  money.  A few actor-networks  support  this  translation  agreeing that 

money transfer via M-Pesa works flawlessly, and indeed corruption is reduced. Thereby, the 

M-Pesa becomes an asset to GL. 

However, because GL has not been able to enrol many of the actors into its translation, but to 

a  larger  extend  faces  quite  a  number  of  counter  translations  regarding  the  M-Pesa,  the 

translation of GL is not stabilised. The actor-networks contesting the M-Pesa stress that it is 

difficult to run cellphones in rural areas, that the Safaricom mobile network is not accessible 

in all parts of Kenya, that there is a problem with the transaction between M-Pesa and the GL 
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database and that M-Pesa add a transaction fee when transferring money. Hence, the M-Pesa 

is a liability to GL. Actually, as GL has responded to the counter translations by eliminating 

the need for the M-Pesa to transfer money to the keyfob, it indicates that GL has somewhat 

agreed with, and has become enrolled in, these counter translations. 

As a consequence, the counter translations may have stabilised, and, thereby, have created a 

convergent actor-network which agrees that the M-Pesa may not be perceived as a valuable 

resource for GL. That M-Pesa, in fact, has created too many obstacles for GL, and may even 

have become a liability for GL.

5.4 Translation and counter translation of the maintenance resource

As explained in the keyfob resource section,  GL claims that  the record of donated water 

solutions which breaks down in Kenya is high (Interview 4, 27). Large donor organisations 

just install a water solution, and then leave the community without a commitment to maintain 

the installation. If the water solution breaks down, people in the community will not have 

access to water. According to GL, many NGOs have tried to mobilise the communities to 

maintain simple hand pumps themselves, but the effort does not seem to solve the problem 

with the pumps breaking down. As a consequence, GL has put forward the problematisation 

that  water  solutions  break  down  if  there  is  no  maintenance.  GL confronts  the  issue  by 

incorporating a maintenance contract into the business model. Hence, user communities agree 

to pay 215,000 KES per year in order for GL to maintain the installation. This amount also 

includes service in case there is a system failure during the year. The communities will be able 

to pay the service fee due to the collection of money via the keyfob. The translation of GL is,  

accordingly,  that  maintenance secures  the  sustainability  and durability  of  the system, and 

therefore ensures clean water to the poor at all times. 

In order for GL to be able to maintain the installations, the company depends on a number of 

events. Firstly, the user communities need to collect enough revenue in order to be able to pay 

the maintenance fee of 215,000 KES. Secondly, GL relies on the user communities and GL's 

computer system to tell them if there is a system failure. Thirdly, a team of service operators 

need to drive to the installations to maintain the systems. Furthermore, the translation of GL 

assumes that the GL system will break down at some point, and the user communities are not 

able to maintain the GL systems themselves.                                                                       
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One  supportive  translation  reinforces  the  translation  of  GL indicating  that  indeed  water 

projects do fail in Kenya as there is no maintenance when the water system breaks down 

(Interview 3, 7, 11, 16, 19, 26). As much as 46 percent of water installations in parts of Africa 

fail within the first three years or so (Interview 4). Furthermore, some of GL's installations 

have already experienced technical problems which needed to be handled by GL (Interview 

21, 23). In another supportive translation the actors are pleased with the guarantee of 10 years 

on the GL system (as long as the maintenance fee is paid) as agreed in the contract;  they  

guarantee that  ten years after the donor has left  the system will  still  be up and running  

because that's  the lifetime they have with the company to service the system.  And you're  

talking about any time there's a defect they will come within 24 hours and rectify it (Interview 

16). Ten years of durability well exceeds the average time other water solutions last according 

to this translation. A final supportive translation alleges that the maintenance fee of 215,000 is 

worth paying if it makes the GL system sustainable, and people have a stable and safe water  

solution  (Interview 2,  11).  These  actors  affirm that  even if  the cost  of  the GL system is 

relatively high,  the GL system, in  contrast  to  the water  solutions  which does  not  include 

maintenance, will provide water for a long time; Sure, you spent 300,000 DKK but the water  

is there, and it will be there for the next year, the following, the following....” (Interview 11). 

In conclusion, these supportive actors agree with the translation of GL, that maintenance is a 

crucial factor to ensure a sustainable water solution.                                                              

                                                                                                                                                  

As with the keyfob resource, GL has not been able to enrol all the actors into the translation  

that maintenance is needed to ensure sustainability. Thus, some actors contest the translation 

put forward by GL.                                                                              

The first counter translation concerns the essential aspect of the sustainability of the business 

model. Some actors (Interview 16, 17, 19, 20) express concern that the maintenance fee is 

much too expensive for the user communities. If the user communities are not able to collect 

enough money to pay for maintenance, the GL system may not be serviced, and, thus; “If the  

revenues are less than the cost.  Then you can question the sustainability”  (Interview 17). 

Along this argument, the clause in the service contract stipulates that the user communities 

commit to pay 215,000 annually to GL for maintaining the system. That the user communities 

may not fulfil their part of the contract one year, means that the next year the user community 
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just needs to collect even a higher fee; “What happens if the community has committed to pay  

215,000 every year, and year one they pay 100,000 it means the next year the community has  

to pay 350,000.  It just means they prolong the engagement with Grundfos by that amount for  

the duration of ten years has to be recovered it means now the period will be longer than the  

ten years  (…) So eventually  still  the community....  The total  amount they have to  pay to  

Grundfos regardless of  how long it will take” (Interview 16). In order to reach the amount of 

215,000 KES via the consumption of water, at least 300 jerry cans of 20 litres have to be 

fetched for the price of 2 KES. Then the user community will collect 216,000 KES annually, 

which is just enough to pay for the maintenance (Interview 5). Though, 2 KES per jerry can 

will not leave enough money to pay the pump attendant or the night watch. Thus, the price of 

water is often heightened to 3 KES per jerry can. One donor (Interview 18) pays 10,000 KES 

a month so individuals can attend the system during the day and night at their own expense,  

simply  because  a  nights  watch  is  needed,  and not  enough revenue is  collected  from the 

consumption of water to cover the expenses. 

Another crucial discussion is that if a user community does not fetch 300 jerry cans a day all 

year round, it will not be able to collect enough money to pay the service fee (Interview 5). 

The consumption of water can be followed on GL’s website (Grundfos 1), and it is obvious 

that the consumption fluctuates depending on the rainy seasons (Interview 5, 16, 18, 19, 23). 

When the rain comes, people fetch water elsewhere instead of at the GL system. Therefore, 

some of the GL systems are not viable, and thus not sustainable, yet (Interview 18, 17, 19, 

23). One user community is worried that it can not even make the target consumption when it 

is dry season, and therefore, can not generate enough revenue to cover the cost of the system; 

“If we could not make it during the dry season, we won't be able to do it. We can increase  

consumption a little bit, but not much, because a household can not consume much more –  

they already use the water to drink, wash, feed the animals...so I don't think we will be able to  

meet the target of 215.000 KES, let alone go beyond it” (Interview 23.4). Hence, this counter 

translation questions if the user communities can not meet the target of collecting enough 

money for maintenance, and thereby compromise the sustainability of the business model. 

As a consequence, it is argued that GL needs to lower the maintenance fee in order to alleviate 

the burden of the user communities (Interview 20). It is even addressed that GL could charge 

a high total of 10,000 USD for maintenance; “I would love to see, like, you pay once and for  

all”  (Interview 20). It even appears that some actors challenge what the maintenance fee is 
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covering (Interview 12, 19, 20). These actors question if GL is profiting on the maintenance 

contract, and if the high cost of maintenance is really necessary; “explain that this money is to  

serve the system, but then you have to tell me at the end that the money that you gave me, I  

used it for one two three four five, an account.  If the pump didn’t break for example, are you  

still going to take the money?” (Interview 20). It seems that it is not very transparent for the 

donors or the user communities what the service fee actually covers. 

A way to lower the cost of maintenance, it is suggested, would be to train key persons in the 

user communities (e.g. the pump attendant) to be able to make minor repairs and clean the 

water tank and the solar panels themselves (Interview 23, 24). An example is that GLK had to 

drive to a community just to turn a valve – something that the pump attendant could well have 

done. This counter translation does not agree that the user communities can not service part of 

the GL system themselves;  “You must train pump attendants...so that if your pump breaks  

down there is somebody, there is a group of people who can go out and get. Forget about  

these (contractors. They are very expensive people. There should be people in the rural area,  

trained in the rural area so that if something, a bolt is off....” (Interview 24). 

                                                                                                                                               

Another  concern  regarding the  issue  with  sustainability  is  that  it  seems  that  GL has  not 

discussed what happens if there is no revenue collected via the water consumption to pay for 

the maintenance. The worry is that, “GL can withdraw if the service contract is violated. That  

is, if the communities can not pay for the service fee several years” (Interview 26). This issue 

concerns  a  number  of  actors  (Interview  16,  17,  19,  20,  23,  26),  but  it  seems  that  it  is 

something that has not been discussed between GL and the actors;  “So maybe like for a  

continuous five years the community is not meeting their obligation then I don’t know, maybe  

they would have to take a decision at Grundfos. That’s an issue I think we have not discussed  

with them”  (Interview 16). The argument is that GL, being a private corporation, will not 

continue running the installation sites which do not break even. Then the user communities 

will  again  be  stuck with  a  system,  which  may  not  endure;  “And  there  wouldn’t  be  any  

different  in  that  than the Red Cross  or  World Vision that’s  left  them with a hand pump” 

(Interview 26). Also there is a concern that the maintenance will not be executed in case GL 

closes down or is declared bankrupt; “how sustainable is Grundfos itself business in Kenya?  

20 years from now for example” (Interview 20). All together, whether GL can live up to the 
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promise of maintenance is questioned. It is not discussed what happens when the contract 

finishes or the consequences it will have for the communities if they do not pay the service 

fee. One donor admits that if the GL system is not financially viable, it will close down; “If  

we find it's not meeting the benchmarks then we will abandon it and try to maybe install  

power. Or even, suppose it is not even meeting the demand and if it is electrified it will meet  

the demand this is also an issue were we need to abandon...” (Interview 17). So the decision 

of closing down GL systems may not even be entirely up to GL, when donors are involved. 

                                                                                                                                              

A final counter translation completely dismisses that there is a need for maintaining solar 

driven  pumps  (Interview 3,  20,  24).  This  counter  translation  highlights  that  indeed  hand 

pumps and electrical driven pumps may need maintenance, but a solar driven pump has an 

excellent history of performance; “The wind system wasn’t very successful and we’ve seen an  

almost 40 percent failure rate, which is a bit high, which is actually very high.  And the solar  

systems, the ones that have failed as I say about 90 percent are okay, the 10 percent that  

failed, it’s the pump not anything else, it’s the pump” (Interview 23). 

It  is  even  argued  that  the  solar  driven  SQ-flex  pumps,  which  was  donated  as  a  gift  at 

Grundfos' 60th anniversary 6 years ago, are still working today (Interview 3, 20, 24);  “They 

are working very well (…) Water is beautiful”  (Interview 24). The explanation to why the 

donated SQ-Flex pumps are still  working is  that  they were installed in  the compound of 

schools, and thus, the schools take care of the installations. So this  is another solution to 

sustainability (Interview 24). 

The simple water solution of the donated SQ-Flex pumps contains a high quality Grundfos 

pump, a solar panel and a tube, and does not require any maintenance other than washing the 

solar panels once in a while. Therefore, some actors argue that the need for maintaining the 

GL system is overstated; “Now, you could say that they can’t maintain this Grundfos system  

but frankly speaking they can take a sledge hammer to the black box and the thing will still  

pump” (Interview 26). Therefore, this counter translation claims that there is no need to make 

a sophisticated payment system in order to collect money for service; “I was saying since  

there are no running costs and since they (solar driven systems) seem to be quite sustainable  

in the long run I suppose in most cases then there is no money collection around these pumps  

because you don’t need to have a… for the solar” (Interview 3). 
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Figure 8: Dynamics of the maintenance resource

How the maintenance becomes an asset and/or a liability 

As with the keyfob resource, the illustration shows, that the translation of maintenance put 

forward by GL has not yet stabilised. Again the translation of GL is contested and challenged 

by opposing actors.                                                                                                           

Maintenance can be considered an asset  to GL as the supportive actors agree that indeed 

maintenance is needed to ensure clean water to the poor. Hence, the supportive actors find 

value in the business model's incorporated maintenance and service fee, as previous installed 

water solutions have broken down, leaving the poor communities/people with no access to 

clean water. 

But the maintenance part of the business model may also become a liability for GL, as several 

opposing actors contest the translation embraced by GL. These opposing actors do not find 
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value in the maintenance aspect of the business model. They argue that many of the installed 

GL systems have not yet proven their viability in terms of revenue collection, and they are 

worried  if  GL  can  live  up  to  the  promise  of  maintaining  the  systems  as  the  cost  of 

maintenance is too high. Furthermore, some actors advocate that the user communities should 

be more engaged into the service of the GL system, and thereby the cost of maintenance could 

be lowered.                                                                                            

In the process of becoming a valuable resource, the translation aspect has not yet stabilised. 

The  counter  translations  arguing  against  the  maintenance  aspect  make  the  actor-network 

which embraces the translation of GL less convergent and, thus, it is easily reversibilised. This 

makes the maintenance resource fragile, in the sense that if GL can not convince the opposing 

actors to change their countering translation, maintenance can not be considered a valuable 

resource for GL. 

                                                                                                                                                  

5.5 Translation and counter translation of the quality resource

One of  the  core  reasons  of  the  success  of  the  Grundfos  Group is  that  it  emphasises  the 

importance  of  delivering  high  quality  products  (Interview  10);  “Grundfos  attaches  great  

importance to the quality concept as an integral part of the entire organization and considers  

quality assurance a decisive parameter for continued growth of the Group” (Grundfos 5). As 

an integrated part  of the Grundfos Group, GL has to deliver a high quality product to its 

customers;  “No matter for which purpose an efficient and energy saving pump solution is  

required,  Grundfos  offers  a  high-quality  solution” (Grundfos  5).  GL  highlights  the 

importance of the quality of the product in connection to the sustainability of the business 

model. GL argues that other poor quality water solutions break down constantly, and it is 

better  to  provide  the  users  with  a  quality  product  which  is  more  expensive,  than  to  risk 

frequent breakdowns; “we have tried to select our components to be very reliable. Saying it’s  

better to spend a dollar more in a – on a valve for example” (Interview 27). As a result, GL 

formulates the problematisation that poor quality water solutions break down, which leads to 

GL's translation that providing a quality product enhances the sustainability of the GL system, 

and, furthermore, abides with the Grundfos Group's values. 

But not only should the GL system itself be of supreme quality. The ground water which is 
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pumped also needs to comply with high standards; “we will never supply a bad water quality  

to people according to our values in this company, so. So of course we need to ensure them  

that they get the right water quality” (Interview 27). As a consequence, GL has decided to 

adhere  to  the  WHO  guidelines  for  drinking-water  quality  (WHO  Water  Quality).  This 

standard, among other things, dictates how large the level of different toxicological chemicals, 

e.g. fluoride and chloroform, can be without endangering people's health.  

Examining the collected data, it has not been possible to extract a translation which supports 

GL's translation. Indeed, some actors agree that the quality of the system is above average 

(Interview 3, 24, 26.3), and that the water quality of the GL system is very high (Interview 16, 

2, 20), but they claim that this is not necessarily an advantage for GL. 

                 

The first counter translation concerns the quality of the GL system. Several actors find the GL 

system too costly. They argue that the quality of the system leads to a high initial cost for the 

system. This causes some actors to hesitate to consider recommending or donating the GL 

system (Interview 13, 14, 15, 20, 26); “It’s twice as expensive (as other solar driven systems) 

and if we got a million US dollars, a million Euros (...) we would go into a negotiation with  

them to  try  to  lower  the  price.  So  I  think  the  cost  of  the  system (...),  is  also  an  issue”  

(Interview 19). Even though, GL contests this translation by stating that the price of the GL 

system is approximately equivalent to the cost of providing a community with an electrical 

driven pump and a generator (Interview 4), the counter translation accentuates that the high 

cost of the GL system is not transparent. It argues that the pump and the solar panels are not 

exceeding 1.5 million KES, and so, the remaining part of the initial price of 3 million KES for 

the  GL system would  be  for  the  tapping  station;  “...  I’m  not  very  clear  on  why  it’s  as  

expensive as it is. I mean if you open it up, have you opened one of the black boxes (tapping 

stations) up? (...) I can only imagine that the technology in it is less sophisticated than in your  

computer.(...) So the idea that the computer controls that valve and that computer is linked to  

satellite  link,  to  me  today  is  not  very  sophisticated.  And  while  I  put  my  pen  near  your  

computer and it causes your computer to register that the pen is there in order to make the  

valve to work is not very sophisticated, and the valves are not very sophisticated, so why it  

should cost 150,000 DKK to put that on the market I don’t know” (Interview 26). Not only do 

some actors  hesitate  to  buy or  recommend the  system due to  the high  price.  The failing 
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partnership with K-Rep Bank was also a result of the high price as the user communities 

would not be able to pay back the loan for the GL systems. Given that the initial price was too 

high, and the consumption too low, there was concern that the commercial model, in which 

user  communities  should  buy  the  systems  themselves,  would  not  be  viable;  “So  this  

partnership would not be actualised simply because it was based on those costs” (Interview 

14). 

A number of actors disagree with GL’s translation that the user communities need a costly 

high quality product (Interview 7, 9, 28);  “The SQ-flex pump is also produced in Denmark  

and then it is being resold to Grundfos LIFELINK. And also they insist on selling the Rolls  

Royce model to African communities. There is definitely a risk that you within a few years will  

have an Indian or a Chinese competitor at thirty percent of the price, I’m sure. But they insist  

that this should be high quality, and it is.  And of cause it should be high quality but not  

necessarily higher price” (Interview 9). Selling the GL system at a lower price, it is argued, 

could lead to more sales of the GL system (Interview 13, 14, 15, 19), and, moreover, the 

commercial model perhaps would be viable (Interview 14).

                                                                                                                                                   

GL has responded towards the counter translation by making a second version of the GL 

system (Interview 4, 8, 12);  “Now we are making a version two which is smarter, faster, to  

implement(...), simpler, all that and cheaper” (Interview 4). An example is, that the V2 does 

not  need  an  expensive  steel  tower,  thus,  reducing  the  cost;  “They  are  cheaper  you  see.  

Because the tower...on the tower they mounted the tank and on top of the tank were the  

modules. (…). So what I think they have done is that they have put the tank on the ground and  

have a much cheaper and simpler support for the modules”  (Interview 3). But how the V2 

affects the initial cost of the GL system remains unknown to the researcher. 

                                                                                                                                                     

A second counter translation discusses the water quality of the GL system (Interview 2, 7, 16, 

20, 21, 26). The actors mention two implications. First of all, as GL adheres to the WHO 

standards, it is difficult for them to find suitable boreholes for the GL system (Interview 2, 7, 

27) seeing that the groundwater in Kenya in many places contains very high levels of fluoride 

and consequently, most of the boreholes are ruled out due to these standards (Interview 27). It 

is  argued  that  the  WHO  guidelines  recommend  that  the  fluoride  should  not  exceed  1.5 
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millimetres, but that groundwater in Kenya often contains fluoride as high as 15 millimetres 

(Interview 1). If GL instead would adhere to the Kenyan Bureau of Standards (KEBS), it 

would  allow  the  level  of  fluoride  to  be  4.5  millimetres.  Using  the  Kenyan  Bureau  of 

Standards' numbers would increase the potential boreholes GL could use to install the GL 

system. Actually, 12 to 15 boreholes which were dismissed due to the high level of fluoride 

would be suitable according to the Kenyan Bureau guidelines (Interview 1).  Many of the 

contesting actors (Interview 2, 7, 9, 20, 26) point out that poor people do not necessarily need 

clean water, but just water; “Actually, nobody has ever died because of water. You die because  

of lack of water” (Interview 1). Some actors (Interview 7, 9, 27) even compare water which 

corresponds to the WHO guidelines as giving the user communities “a Rolls Royce and they  

actually  just  need a Fiat”  (Interview 27).  This  counter  translation argues that  GL should 

lower the quality of water in order to provide access to drinking water for even more poor 

people; “There’s water quality WHO standard, and then there’s the poor bloody people that  

need the water, and at some point you have to say, okay this falls below the Grundfos quality  

standard, but I wouldn’t recommend that the Grundfos quality standard was the same as the  

WHO standard”  (Interview 26).  Furthermore,  some user  communities  still  boil  the  water 

(Interview 16, 21.1), even though it is not needed due to the high water quality. This may 

indicate that some users are not aware of the high water quality that the GL system provides.
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     Figure 9: Dynamics of the quality resource 

How the quality becomes an asset and/or a liability

To sum up, GL has not been able to enrol any actor into its translation which advocates that 

quality is crucial for the sustainability of the GL system, but is instead challenged by two 

counter  translations  regarding  the  quality  of  its  product.  The  translation  of  GL is  not 

stabilised, even though GL has responded to the counter translation concerning the cost of the 

GL system by making a less costly second version.  Reducing the cost of the GL system may 

eliminate one of the counter translations, but the opposing translation, which argues that the 

WHO guidelines for water are not suitable, is still destabilising GL's translation.

As a consequence, using the WHO standards for water may be a liability for GL seeing that 

the company can not find a sufficient amount of suitable boreholes in which the systems can 

be installed. As the countering translation have created a somewhat convergent actor-network 

in  which  there  is  a  shared  space,  the  quality  of  the  GL system can not  be  considered  a 

valuable resource for GL. 

5.6 Translation and counter translation of the Grundfos brand resource

GL has experienced that being a part of the Grundfos Group has been advantageous in order 

63



____________________________________________________  Resource Value Construction  

to introduce GL to different stakeholders; “because of the name of Grundfos, many doors will  

open. Because Grundfos is a famous company” (Interview 28). This translation assumes that 

the Grundfos brand brings GL in a favourable position when contacting new stakeholders to 

e.g. establish a partnership. And thus, the brand of Grundfos represents an asset to GL.

However, no actors in the data collection support this translation. On the contrary, a number 

of counter translations argue that the Grundfos brand hinders GL in several ways.

                                                                                                                                                  

The  first  counter  translation  asserts  that  it  is  extremely  difficult  for  NGOs  and  other 

development organisations to cooperate with commercial companies (Interview 7, 12, 26).  It 

is a challenge for GL to explain the NGOs that GL is a company which strives to make a 

profitable  business  of  providing sustainable water  solutions  to  poor  people  in  developing 

countries. Hence, one of the challenges “was to kind of make them understand the business  

perspective  of  this  because  LIFELINK was,  and  is,  business.  (…)  That  whole  interface,  

interference with the water sector,  (...)  that was too much of  a challenge for the NGOs”  

(Interview 7).  One actor describes the partnership with GL and the NGOs with a metaphor – 

GL as the wolf and the NGOs as the sheep;  “Grundfos came as a private sector wolf.  It  

needs to learn how to deal with a sector which is no longer a private sector” (Interview 26). 

The NGOs have opposed the private sector for so long that they hardly can imagine that  

commercial companies truly want to assist in their fight for improving life in the developing 

countries.                                        

                                                                                                                                              

Despite the translation put forward by GL that the Grundfos brand opens the doors to several 

stakeholders, GL agrees with the counter translation, confirming that, indeed, it has been a 

challenge to cooperate with NGOs, and GL is still struggling with the collaboration with the 

water sector organisations in Kenya (Interview 8, 9, 11, 12). The failing partnership between 

GL and an NGO is explained as “a misunderstanding – a clash of two mindsets of business  

and NGOs”  (Interview 9). GL admits that they “have lot  of  learnings to do about doing  

business in  Africa.  A lot  of  learning about  doing business  in  this  donation NGO type of  

world” (Interview 8), and that they definitely have had challenges working in the non-private 

sector;  “But  I  think  another  challenge  is  that  it’s  difficult  to  couple  commercial…  Well,  

commercial business with NGO business. I mean, the NGO environment overall traditionally  
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is not fond of commercial business, which is also one of the challenges “ (Interview 12). 

Seeing that  GL acknowledges  that  the  GL brand is  not  only a  positive attribute,  GL has 

become enrolled in the counter translation. GL confesses that it has been quite difficult to 

enter the non-private sector. As a response to this counter translation, GL has hired a Funding 

and Partnership Manager in order to make the cooperation between the two sectors more 

uncomplicated, and to learn what the donors want from GL;  “And now what we’re trying to  

do is see, well what is the mindset of the donors?  One thing is you develop a product, but  

when you come to discussion with the donors and say, oh they are not fit to this market, or  

they don’t fit into the development policy” (Interview 10). Hence, GL has taken a step towards 

understanding and managing the NGOs and the non-private water sector.                               

A different counter translation stresses, that GL is too interlinked with the Grundfos brand, in 

the sense that if some GL systems are not viable, GL can not withdraw. So to leave the user 

communities  with  a  useless  water  solution,  due  to  lack  of  maintenance,  would  probably 

damage, not only GL, but also the whole Grundfos Group (Interview 26). This leaves GL with 

no option but to maintain the GL systems as long as the contract runs, even if the systems are 

not producing enough revenue to pay the maintenance; “an article in a Danish newspaper  

and Grundfos, they have communicated a lot on this project in Denmark, and if (…) any voice  

appears saying they have changed the contract, they had increased the price, or they have  

just stopped the system and went away, and the article is published in Denmark it’s going to  

be a ruin for them” (Interview 26). 
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Figure 10: Dynamics of the brand resource

How the brand becomes an asset and/or a liability

As with the quality resource, GL has not been able to enrol any actors, which embrace that the 

Grundfos brand is a helpful tool to open doors for investors and donors, into its translation. 

Instead the translation is challenged by two counter translations claiming that the Grundfos 

brand limits GL in the non-private water sector, as well as prevents GL from withdrawing 

from non-profitable installations. In fact, it turns out that GL even agrees with the counter 

translation  regarding  the  cooperation  with  NGOs,  making  the  counter  translation  rather 

stabilised.  In  order  to  overcome  this  counter  translation,  GL responded  by  employing  a 

Funding  and  Partnership  Manager.  If  GL  manages  to  reduce  the  barriers  between  the 

commercial world and the NGOs, the Grundfos brand may become an asset to GL. However, 

GL is still facing the counter translation that GL is too interlinked with the Grundfos Group.

As a consequence,  the Grundfos brand is  still  a liability  for GL as the company can not 

withdraw from its projects without damaging the brand. It seems that GL's translation is very 

destabilised, and even GL contest its own translation. Therefore, the Grundfos brand can not 

be considered a valuable resource to GL. 
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5.7 Discussion of results

My analysis clearly demonstrates that valuable resources are outcomes of a process in which 

actors either support or contest a certain translation. The analysis revealed two points which 

will be discussed further. Firstly, the analysis definitely illustrates that valuable resources are 

not pre-existing, but are results of translation processes in which actors struggle to displace 

and enrol  other  actors  into  a  given translation.  Secondly,  it  is  challenging for  innovative 

companies that they not only have to create a new technology, they also have to create a 

context in which the new technology has value and is rendered useful.  The notion of co-

creation (Prahalad & Ramaswamy, 2004) is added in order to contribute to the discussion on 

how innovative companies can create such a context.

When analysing five of  GL's  resources,  it  becomes clear  that  the resource value creation 

process is a difficult challenge, not just for innovative companies, but for any company. For 

every resource GL has had an assumption that it would function in a specific setting, however, 

that has turned out not to be the case. 

For  the  purpose  of  stabilising  the network  of  a  valuable resource,  the company needs  to 

reduce  the  countering  translations,  either  by  eliminating  them,  or  by  displacing  them to 

become part  of the supportive actor-network.  The more supportive translations  a resource 

faces, the more valuable this resource gets, and can thus be seen as an asset. On the other 

hand,  the  more  countering  translations  a  resource  faces,  the  less  valuable  this  resource 

becomes, and the more a liability it gets. Thus, on its way to become valuable, a resource can 

be both an asset and a liability depending on the translations of the different actors. Thus, in 

order to create valuable resources, a company needs to induce heterogeneous actors to support 

its translation of a particular resource in order for the actor-network to become stabilised. One 

way this can be done is by displacing the countering actors through inscriptions supporting 

the  translation  put  forward  by  GL.  In  GL’s  case,  an  example  could  be  to  displace  the 

countering actors, which question the cost of maintenance, with documents showing that GL 

does not profit from servicing the GL systems. If GL successfully displaces and enrols the 

countering actor-network into the supportive translation, the translation will strengthen and 

become more convergent. Consequently, the resource will be one step further to becoming a 

valuable resource for GL. 
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The analysis of the qualitative data shows that GL's translations have not been able to achieve 

stabilised  and  convergent  supportive  actor-networks  in  any  of  their  five  resources.  This 

indicates that GL’s resources are still in the process of resource value creation. The ongoing 

struggle between the supportive and countering actors to reach stabilisation indicates that the 

process of value creation is continuing, wherefore, the examined resources can not yet be 

considered valuable resources to GL. In two of the resources, namely that of quality and the 

Grundfos brand, it even appears that the counter translations have stabilised to a degree which 

deteriorates  the  translation  put  forward  by  GL.  As  the  actor-networks  which  contest  the 

translation of GL have become convergent, the resources have become more of a liability to 

GL. Thus, the resources are of little value to GL. However, as stabilised translations can be 

contested at  any moment,  GL can seek to destabilise the convergent actor-network of the 

countering translations by responding to,  and solve,  the issues.  To illustrate,  employing a 

Funding and Partnership manager may ease the cooperation between GL and the NGOs in the 

water  sector.  Bettering the relationship between the commercial  businesses and the social 

organisations, GL can perhaps displace the actors in the countering translation to declare that 

the Grundfos group are not like other commercial businesses which just care for profit. Thus, 

the Grundfos brand can become a valuable resource instead of being a possible liability for 

GL, as it is today. 

Ultimately, if GL is not able to resist the counter translations of its resources, the whole actor-

world of GL may fall apart. GL needs valuable resources to become a successful business. In 

other words, if GL can not manage to create a stabilised supportive network for its resources, 

the resources are not valuable. As a consequence, GL will be in a vulnerable position which 

may damage the success of the company as the stabilised countering translations constantly 

contest GL.                                                                                                               

Creating a  network of associations in which a  new technology has value and is  rendered 

useful  is  quite  a  challenge.  As  described  in  chapter  2.3,  GL is  facing  a  vast  amount  of 

stakeholders, these stakeholders can be seen as actor-networks. Each actor-network is tied to 

GL through different binding entities, and each actor-network sees a certain quality in the 

business model. Hence, the actor-networks are highly dynamic and in a constant state of flux, 

making it a difficult task for GL to manage the environment in which the company operates.  

Indeed, the challenge of innovative companies is that they not only have to create a new 

technology,  they  also  have  to  construct  the  value  of  their  resources.  This  challenge  is 
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amplified as it is not obvious what the actor-networks find valuable in the business model. 

The analysis of the translation of GL's resources revealed that some actor-networks do find 

certain value in the resources  that  GL possesses,  while other  actor-networks establish the 

resource as a liability at the same time. Accordingly, it is hard to predict exactly which aspects 

of the business model different actor-networks find attractive. Thus, as GL’s value is not pre 

given, the challenge of creating value requires GL to take active part in the resource creation 

process as a positive stabilised actor-network which finds value in the business model does 

not emerge on its own. Hence, the interest for, and the value of a new technology and its 

resources, has to be created through hard work. 

As mentioned, GL needs to eliminate or displace the counter translations of its resources in 

order to be able to construct valuable resources. However, in order to manage the counter 

translations, GL has to detect the countering actor-networks first. The notion of co-creation 

(Prahalad & Ramaswamy, 2004) emphasises that in order for firms to create value, they must 

interact  with  its  stakeholders  through  dialogue  and  deep  engagement.  Hence,  for  GL to 

identify and manage the countering translations regarding its resources, the company has to 

listen to the different actor-networks in the actor-world. Any counter translation needs to be 

taken seriously and discussed to systematically reduce them, and thus enhance the value of 

GL's  resources  via  forming  convergent  actor-networks  which  translate  the  resources  as 

valuable. Hence, resources only becomes valuable if the actor-networks agree on its worth. 

Furthermore,  a  dialogue  with  the  opposing  actor-networks  can  build  new  levels  of 

understanding  between  the  parties,  which  may  lead  to  less  contesting  translations.  If  the 

contesting actor-networks understand GL’s decisions, they may not be as critical towards the 

system. 

Also, co-creation challenges the focus of transferring ownership of products to consumers; 

“the goal of consumers is access to desirable experiences – not necessarily ownership of  

products” (Prahalad & Ramaswamy, 2004:25). Hence, value of a product is not just a result of 

ownership of products, but also of experiences at multiple points of interaction. In this sense, 

it can be argued that, as an example, the users of the GL system may not find value in owning 

the GL system, but find value in fetching clean water, or the possibility of recharging their cell 

phones at the GL installation. The authors argue that “access” creates new opportunities for 

doing business in emerging markets as the gap between who owns (the rich) or who does not 

(the poor) is diminished. By listening to what the actor-networks find valuable in the business 

69



____________________________________________________  Resource Value Construction  

model, and creating access to desirable experiences, GL may open up to new opportunities to 

create value of its resource.                                                

Moreover,  the  company  should  enhance  transparency  to  facilitate  the  dialogue  with  the 

stakeholders. Transparency of information is crucial to create trust between different actor-

networks. Some of the actor-networks which contest GL question the level of transparency. It 

is, for example, argued by some contesting actor-networks if the money collection process of 

the business model is transparent enough. By discussing and opening up to these arguments, 

perhaps GL can prevent the contesting actor-networks to multiply.      

However,  managing  the  co-creation  process  is  also  a  challenging  task.  It  demands  the 

managers of a company to divert from one of the assumptions of the RBV, namely that in 

order to gain a competitive advantage, a company needs to minimise the transparency and 

avoid imitation of its resources. Instead the company needs to open up to the many actor-

networks  in  the  business  model  in  order  to  create  valuable  resources.  Accordingly,  the 

managers of a company must learn to put itself  in their stakeholders’ position in order to 

create  valuable  resources;  “Managing  the  co-creation  of  unique  value  demands  a  new  

capability: the ability for managers to relate to consumer interaction with the experience  

network” (Prahalad & Ramaswamy, 2004:155). 

To sum up, if GL embraces the concept of co-creation, the company may accelerate the pace 

in which it can detect the contesting translations of its resources, and react towards them in 

order  to  stabilise  the  actor-networks  which  translate  the  resources  as  being  valuable. 

Furthermore, if GL discusses and interacts with the contesting actor-networks, the company 

may be able to disrupt the countering translations, and perhaps absorb them into a translation 

which gives value to the resources possessed by GL.  
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CHAPTER 6: CONCLUSION, RECOMMENDATIONS AND PERSPECTIVES

6.1 Conclusion

The analysis  and the discussion of resources as results  of a  process of translation aim to 

answer the questions of how valuable resources are constructed,  and of how the resource 

value creation process can be influenced by innovative companies. 

The analysis clearly illustrates that by adopting the constructionist perspective of the ANT, it 

becomes  possible  to  examine  how  valuable  resources  are  constructed.  Thus,  valuable 

resources are not pre-existing, but results of a translation process in which actors struggle to 

displace  and  enrol  other  actors  into  a  given  translation.  More  specifically,  supportive 

translations build up valuable resources, while contesting translations break down or weaken 

the value of resources. Hence, until the translation which supports a resource stabilises, the 

resource is not valuable. As a consequence of this translation process, resources can be both 

assets and liabilities depending on the translation of the different actors. The more stabilised 

the supporting translation of a resource is, the more it can be considered an asset. Equally, the 

more stabilised the counter translation of a resource is, the more a liability it becomes. The 

analysis  of  GL's  five  resources  shows  that  none  of  them  have  achieved  stabilised  and 

convergent  supportive  actor-networks  which  indicates  that  GL's  resources  are  still  in  the 

process of resource value creation.

Moreover, the analysis reveals that it is challenging for innovative companies that they not 

only have to create a new technology, they also have to create a network of associations in 

which the new technology has value and is rendered useful. GL faces a vast amount of actor-

networks which are tied to the business model through different binding entities, and each 

actor-network sees a certain quality in the resources that GL possesses. Seeing that the value 

of a new technology and its resources is not pre given, GL has to take actively part in the 

construction of valuable resources through hard work. In order to make its resources valuable, 

GL has to eliminate the contesting translations.  However,  in order to manage the counter 

translations,  GL has  to  detect  them first.  This  can  be  done  through  interaction  with  the 

stakeholders via dialogue and deep engagement. By listening to the stakeholders, the counter 

translations of GL's resources are revealed and hence it is possible to act on them. Moreover, a 

dialogue with stakeholders can build new levels of understanding which can decrease the 
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number of  counter  translations.  Accordingly,  GL needs to put  itself  in their  stakeholders’ 

position  in  order  to  manage  the  external  context  and,  thus,  to  create  stabilised  valuable 

resources. 

6.2 Recommendations for Grundfos LIFELINK

Acknowledging that resources are an outcome of a process of translation is highly valuable 

for innovative companies. Hence, understanding the process of resource value creation and 

preparing to assemble and manage specific heterogeneous entities to become resources allows 

the managers in innovative companies to have a better approach to future projects. 

The  amount  of  countering  translations  indicates  that,  GL's  assumptions  that  the  different 

resources would work did not hold.  Hence,  GL should be prepared that creating valuable 

resources is an explorative learning process in which set-backs occur, as well as be aware that 

the company is facing a highly complex set of actor-networks which all see different qualities 

in the resources. Thus, the innovation journey requires the companies to continuously gather 

feedback, review and decide what to respond to. To construct valuable resources, GL has to 

enrol  or  eliminate  the  actor-networks  which  contest  the  translation  put  forward  by  GL. 

However, it takes hard work to increase convergence of the supportive translations and to 

reduce the contesting translations. Also, in order to detect the counter translations, GL has to 

interact with its stakeholders through dialogue and engagement. Thus, I recommend that GL 

engages as well as puts focus to their external context in order to reveal and respond to the 

countering translations. 

6.3 Further perspectives

As the empirical data of the thesis shows that GL faces a vast amount of actor-networks, 

which translate the five examined resources as being both assets and liabilities, it becomes 

difficult for the company to manage all the counter translations instantly. As a consequence, 

GL would have to select and focus on a few counter translations to begin with, and then 

expand the focus to others as the company succeeds to create convergent supportive actor-

networks of the resources. Furthermore, it may be more important for GL to enrol some actor-
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networks  into  the  translation  of  a  resource  than  others.  Thus,  it  would  be  interesting  to 

examine which counter translations and which actor-networks GL should focus on firstly, and 

if the focus on certain actor-networks could speed up the process in which resources become 

valuable. Also it would be interesting to investigate how the managers’ ability to listen to and 

manage the countering translations affects the process of resource value creation. Hence, the 

managers'  capability  to  communicate  a  given  translation  may  influence  the  contesting 

translations drastically. 

Moreover,  the  empirical  data  revealed  that  some  actor-networks  not  only  question  the 

resources that GL possesses, but also contest the business model per se (Interview 13, 15, 17, 

18). They argue that there is a need to change the consumer segment from rural areas to urban 

areas in order to deviate from the minimum sustainable business model, and return to the 

commercial  business model in order for GL to become successful. Along this line, as the 

minimum sustainable business model has not proven viable yet, it will become interesting to 

see whether GL will stabilise as a successful business, or if it  will ultimately become the 

worst fear of GNB, namely a part of the Grundfos Group's CSR programme (Interview 8, 9). 
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Appendix 2

Figure 11: Qualities and stakeholders of GL 2010
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