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Norske Canada is the Canadian subsidiary of an extremely large corporation, Norske Skog, which is based out of Norway.  Norske Skog specializes in creating speciality pulp and paper products – namely it is a company comprised of pulp and paper mills.  The focus of this paper will be on Norske Canada and their organizational theories and design; however, all information from here on out concerns one mill site in particular – Elk Falls, which is located in Campbell River, British Columbia.  Elk Falls is the largest of the four mills owned and operated by Norske Canada.  It is the largest site with a total of fourteen-hundred employees.  They create many different types and styles of paper, including products for the L.A Times and Miller Genuine Draft Beer.  The products are distributed world wide through various forms of transportation which include large freight ships, barges, trains, as well as trucks.  Elk Falls is the hub site for the other mills; they receive raw materials from the other three sites and turn it into a working product.


The biggest thread to the North American division of Norske Skog is the Canadian vs. American dollar.  So many factors are dependent on the Canadian dollar being valued lower in comparison to the American dollar.  They purchase so much of Norske’s products and any change in the dollar costs them a lot of sales.  It has been stated that any $.01 fluxuation in the dollar causes Norske fifteen million dollars annually.  So it is easy to see why for this company, a devalued Canadian dollar is definitely better.  We will now further discuss the operations, goals and desires of Norske Canada.


The official goal of Norske is to create a high quality paper while maximizing shareholder’s value.  The overall performance of Norske is increasing, although the company in Canada is still not making a profit.  Norske defines manpower, pulp, wood, wood chip, water, hydro power, and … etc as the resources.  Norske believes that the potential markets are all of Asia, while existing markets are North America, Mexico, and some parts of China.  Norske provides free seminars, training sessions, and any higher education employees wish to receive, and Norske pays for all the employees.  Norske currently is planning to continually cut costs while maintain a high quality product, and Norske believes that a “New Offshore Dock”, which is still under construction, will lower shipping cost; therefore, reduce cost and increase efficiency and productivity.  Also, the productivity and efficiency are getting better every year with the recent purchase of all four pulp and paper mills in British Columbia, so Norske is able to segregate each mill to produce a specific product in a type of specialization.
In Porter’s Competitive Strategy, Norske falls into low-cost leadership category because Norske has an “extremely broad competitive scope” by competing world wide and Norske never stop to find a way to reduce cost in various means, such as building a new shipping dock.  Although Norske is in the low-cost leadership category, they tend to be little bit shifted to differentiation because Norske believes they have unique products compare to their competitors.
In Miles and Snow’s Strategy Typology, Norske is a prospector because Norske is “very innovative” in the fact that Norske is always looking for new ways to produce products, such as use different forms of transportation to reduce the time on the road and increase the capacity in each shipment.  Also Norske is seeking growth, that’s why they bought four mills in British Columbia although the risk is not yet disappeared which is the mills in British Columbia is not making any profit.

US dollar and market affects greatly on Norske because they “rely heavily on the American’s to purchase the products”; therefore, every time Canadian dollar is valued higher, Norske “lost out” on customers, so “a lower Canadian dollar is better for Norske”.  The external environment affects Norske’s organization design.  Due to the fact that they are an international player with so many resources coming in world wide – any slight change within these areas can both positively and negatively affect Norske.  
Norske has rational goal emphasis (goal approach) because Norske “always seeks new ways to improve productivity and efficiency”, which is their goal, and Norske is very in control, that the company is “very strict hierarchy as it is union based”.

Norske has a “vertical structure” for efficiency because the company is “more into specialized tasks, such as welders, and very strict hierarchy as Norske is union based.  Although Norske has both face to face communication and report system, the “decision making is very centralized”.  Norske has a vertical structure, but on the staff side, Norske has many teams and task forces; therefore, Norske requires high amount of horizontal coordination and high cost of coordination in time and human resources for the staffs.
Norske has “functional grouping” because they “group the employees by skills”, such as accountants or millwright.

Due to Norske is very vertical structured, it has a functional structure, and because Norske enables in-depth knowledge and skill development, such as free seminar and higher education,  allow economies of scale with in functional departments, such as specialize produce a product in each mill, enable organization to accomplish functional goals, such as reduce cost, and few products.
Because Norske is functional structured, it suffers from slow response time to environmental change, such as US dollar and CAN dollar relationship, they have very little response to it.  Hierarchy overload might be one of their problems because Norske is very strict hierarchy.  Norske has poor horizontal coordination among departments because they separate accountants as a group and welders as another. Norske has control, efficiency, stability, and reliability because it functional structured.
Norske Canada external environment consist of the following: the general economic conditions, technology, raw resources, social and environmental groups with each having its own impact in the company’s operation and competitive strategy in its very complex environment. The general economic condition severely impact the company’s operation  and trading with suppliers and customers from different regions of the world such as  in  North America, Asia, Europe and the Pacific Rim. Thus, the fluctuations of the Canadian dollar severely impact the company’s operation especially in the devaluation of Canadian currency, which increases exporting as it is cheaper for customers from other countries to buy Norske products. However, while this may be good for exporting it is not favourable for Norske when buying sawdust and wood chips and other resources from its suppliers abroad.

 Technology and Environmental concerns impacts the company operation strategy and competitiveness by forcing them to implement technology that greatly reduces emissions and other effluences into the natural environments as well as the reduction in deforestation. Norske deals with the issues of pollution by using residuals from its own lumber mills and other suppliers in their production process, which would have otherwise disposed into landfills. The use of soft-nip calendaring technology that turns these residuals into pulp or paper has increased its competitive advantage. In addition to this new technology, diversification of paper and pulp quality production  of light basis weight printing paper  which provides better printing quality (known a the Marathon) has given  Norkse a niche in the paper and pulp production, as it is the only company in this industry to apply use this process.  

The increasing environmental quality, forest, and wildlife preservation from the process of logging and Norkse valuation of such concerns greatly impacts their choice and relationship with suppliers. Thus, the company only uses suppliers who have a certified environmental Management system such as the ISO 14001 certification and maintains close professional relationships to ensuring their standards are met. 

Norkse valuations and social responsibility for environmental concerns, health of the communities in which it operates as taken part in different conservation initiatives, partnerships and community program, as means of establishing legitimacy in the industry. Norkse was willing to collaborate with rival companies such as Weyerhaeuser, Canfor, Westernforest products, and interfor as well as other environmental groups including Greenpeace, Forestethics, Rainforest Action Network and Sierra for the developing of an ecosystem based management framework for the forest of the western region (The coast forest conservation Initiative, CFCI- Joint Solution Project). This ecosystem based management framework is a model for conservation and management of forests that values the integration and balances of the social, cultural, economic and ecological needs of the region. 

In addition of the its collaboration with competitors for the Joint Solution Project, Norkse has join partnership with the World Wild Life (WWF) for the improving of forest management practices, while focusing on protecting the fish and wildlife of the west and others areas that are affected from logging. Norkse has pledge over $350,000 over a period of three years to aid in the process of reforestations, and wild life habitat relocation. With their impetus for the environment quality the company as received the FSTE4 GOOD, (globally international acceptable standard of corporate responsibility), which earn them the Ecologo trademark on all their products. 

While the company takes environments concerns very seriously they are also concern with the well being of their workers and the communities of which they operate. The company held annually wellness fair that encourages healthy lifestyles as they believe that the health and well being of their workers, families and communities are vital for the safe and successful working environments that would increase workers productivity. 

Due to the frequent changes in the external environment Norkse operates, with varying degrees of impact from each external factors forces the company to diversified their product, alter their production technology and supply strategy  to gain an competitive edge in the industry. Furthermore, their involvement in different environmental conservation programs aids in making them both an international and domestic competitive force in the paper and pulp industry for years to come.


Norske has a compelling grip on the global market.  They have mill sites in many countries throughout the world – with their products being shipped to even more.  They are a major international player which allows them to subsidize costs when a certain market place is not doing as well.  For instance, when the Canadian or American market is slower and not generating target revenues – more often then not, the mills over in Norway are doing enough to subsidize the losses of their North American counter parts – and of course this works both ways.  Norske originally decided to purchase mills in North America due to the large and easy access of raw and untapped resources.  They saw an opportunity to cut costs and grab an even larger portion of the international scene.  This also gave them the opportunity to create a number of new and varying products – economy of scope.  

Just before Norske purchased the mills in North America, they first tried to expand through an international strategic alliance with competitor Fletcher Challenge.  At the time Fletcher Challenge owned two out of the four pulp and paper mills in British Columbia – however, they declined the offer for a partnership with Norske and subsequently – they were bought out.   Norske felt that a partnership would benefit both parties as Fletcher Challenge was in financial trouble however, they had operated in North America for fifteen years and knew the market extremely well.  In the end – it just was not meant to be, and after 3 years, Norske is still struggling to get a good grip on this new market, but they are improving every day.  

Norske and more specifically the Elk Falls site utilize a Domestic Hybrid type Structure.  There is an on-site general manager who acts as the CEO, and then below him is three different divisions – Human Resources, a Finance division and a Research and Development division.  This allows the CEO to have full control and be in the know for everything that goes on within the site.  


In conclusion it is felt that Norske has a very solid organizational structure.  They compete on an international basis and they do it well.  Despite the lack of profits in the North American divisions, Norske continues to grow and expand into new markets with their innovating techniques and new products.  They are always looking for ways to improve both on the production end as well as the structural management end.  This is what continues to make them one of the leading most suppliers of pulp and paper products in the world – their ability and willingness to adapt to the changing environment.  Since they do compete in an international and volatile market their ability to switch their focus from one market to another, due to the fact that they have mill sites all over the world, is also extremely crucial in their current and future success.  

If Norske continues with their current ways of operation they will be an extremely successful company for many years to come even though the North American division is extremely dependent on the U.S dollar value.  If Norske wished to really have a global dominance while compensating for the volatile dollar value – they would purchase mill sites within the United States.  Although this is currently being looked into, it has not yet been finalized or approved.  Hopefully in the near future Norske Canada will be Norske International and climb to the top of the Pulp and Paper industry.
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