
2016 Global Calibration and Repair 
Services Competitive Strategy

Innovation and Leadership Award

2016



 

BEST PRACTICES RESEARCH 

© Frost & Sullivan 2016 2 “We Accelerate Growth” 

Contents 

Background and Company Performance ........................................................................ 3 

Industry Challenges .............................................................................................. 3 

Strategy Innovation and Customer Impact .............................................................. 3 

Conclusion........................................................................................................... 7 

Significance of Competitive Strategy Innovation and Leadership ...................................... 8 

Understanding Competitive Strategy Innovation and Leadership ...................................... 8 

Key Benchmarking Criteria .................................................................................... 9 

Best Practice Award Analysis for Keysight ...................................................................... 9 

Decision Support Scorecard ................................................................................... 9 

Strategy Innovation ............................................................................................ 10 

Customer Impact ............................................................................................... 10 

Decision Support Matrix ...................................................................................... 11 

The Intersection between 360-Degree Research and Best Practices Awards ..................... 12 

Research Methodology ........................................................................................ 12 

Best Practices Recognition: 10 Steps to Researching, Identifying, and Recognizing Best 
Practices ................................................................................................................. 13 

About Frost & Sullivan .............................................................................................. 14 

 

  



 

BEST PRACTICES RESEARCH 

© Frost & Sullivan 2016 3 “We Accelerate Growth” 

Background and Company Performance 

Industry Challenges 

The calibration and repair services market has 

evolved in the last decade, with stringent 

regulations driving the need for more robust and 

thorough calibration of instruments/equipment. 

There is tough competition in trying to meet 

these requirements, which has created a 

scenario where most market participants try to 

gain market share by advocating price 

competitiveness. However, offering less 

expensive services pushes many laboratories to 

curtail their calibration processes.  

For example, instead of checking 120 to 150 test points to ensure complete functionality 

of an instrument or of equipment, most companies cover the minimum requirements and 

only check 20 to 30 test points. The resulting discrepancy has affected the customers of 

calibration and repair services market profoundly because they believe they have received 

complete calibration while only critical functioning elements were tested. A function that 

remained untested during the calibration could be misaligned, thereby impacting the 

efficiency of the instrument. 

Another challenge that is widely observed in the 

calibration and repair services market is the 

inability of many calibration and repair service 

providers to provide identical instrument calibration 

procedures in different regions. This is because 

calibration is sometimes done manually, thereby 

causing mild discrepancies regarding the same 

type of instrument in different regions for a 

customer. This lack of uniformity is a cause of 

concern that needs to be addressed effectively by 

calibration and repair participants.  

Strategy Innovation and Customer Impact 

Strategy Effectiveness: Keysight’s relentless need to satisfy customers 

Keysight has become one of the most successful global calibration and repair services 

market participants, globally earning approximately $270 million in 2015. Effective 

strategic focus is one of the critical enabling factors that has assisted Keysight to 

achieving a strong global market presence. A decade ago, Keysight (then known as 

Agilent) was offering calibration and repair services solely for customers of its own 

products. However, the dedication and the high quality of service offered by Keysight was 

well received by its customers, who them began to request that the company offer onsite 
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multi-vendor calibration and repair services. This set the stage for Keysight to realign its 

strategy and offer onsite multi-vendor calibration and repair services. Keysight’s strategy 

is successful because it was driven by the company’s relentless need to satisfy its 

customers’ requirements, combined with its ability to provide high quality services. Thus, 

with a well-established premise, Keysight was able to quickly secure a market leadership 

position in the calibration and repair services market. 

 

Image Source: Keysight Technologies 

In addition to this, the commoditization of test equipment is a significant trend that can be 

observed in the test and measurement industry that will provide a lot of opportunities in 

the calibration and repair services market. Keysight’s strategic focus on expanding and 

evolving its calibration and repair services business places it in a very favorable position to 

tap into this opportunity. It acquired calibration and repair services companies like 

Primary Standards (Americas) and Electroservices (Europe), which has enabled Keysight 

to expand and provide a wider array of multi-vendor, onsite calibration and repair services 

to its customers. Also, the company has created a separate business unit focused only on 

its service offering. This timely and strategic initiative has enabled Keysight to assert a 

very commanding presence in the global calibration and repair services market. 

Strategy Execution: Ensuring success of its strategy by creating effective 

processes 

A huge impediment to the successful business strategy of any company is a lack of 

efficient processes that support its implementation and sustainability. Keysight ensures 

the success of its strategy by creating effective processes from two critical business 

angles. One is ensuring its expansion and growth in the calibration and repair services 

market through strategic acquisitions and expansion strategies. Keysight has expertly 

developed a local presence in places where there are clusters of key customers, thus 

offering quick turnaround times (approximately five days). In areas where it is cost 

prohibitive to have a local presence, Keysight has developed a versatile logistics business 

model where vans and trucks with special configurations transport equipment and 

instruments requiring calibration with great care.  
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The other Keysight process is its ability to truly comprehend the extensive test procedures 

that will encompass all the calibration needs of a particular instrument. In many cases, in 

order to stay cost competitive, companies only test 20 to 30 test points manually. 

Keysight choses to be different and more comprehensive by testing approximately 120 to 

150 test points depending on an instrument, thereby ensuring a robust and thorough 

calibration. Moreover, once Keysight’s elite group of engineers writes a test procedure, it 

is then put in a database. This practice ensures that an instrument, whether it is in the 

Americas, Europe, or Asia, undergoes the same calibration test procedures with this 

holistic test point check. Keysight also provides customized calibration services depending 

on customer requirements. For example, if a company requires equipment to be calibrated 

within a span of few hours, Keysight ensures that it is achieved.  

Image Source: Keysight Technologies 

The practices mentioned above pave the way for the successful execution of Keysight’s 

strategy, allowing it to have effective global market penetration in the calibration and 

repair services market. 

Price/Performance Value: A versatile pricing strategy  

Keysight offers a versatile pricing strategy 

that not only encompasses a thorough 

calibration and repair service, but it provides 

a strategic service partnership to its customer 

by taking care of its service requirements. 

Though its pricing is slightly higher than its 

competitors, Keysight provides robust, high-

quality calibration testing of each and every 

functionality of an instrument/equipment 

while competitors test many fewer points. In 

quality-critical industries, such as aerospace 

and defense and satellite engineering, the 

requirement for high-quality, robust, and 

holistic calibration is crucial.  

In these industries, expenses take a backseat and quality is the main driving factor when 

selecting a calibration and repair service provider. As a result, Keysight has witnessed 
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success in this market. Moreover, Keysight is flexible with its pricing, basing it on the 

requirements of customers and the volume of the work received. Over the years, Keysight 

has worked to dispel the perception of being a premium-priced calibration and repair 

services market by strategically promoting its pricing strategy and ensuring that 

customers understand its versatility. This has aided Keysight in penetrating the calibration 

and repair services market more successfully. Keysight also has the unique capability of 

automatically adjusting instruments when misalignments are discovered during the 

calibration process at no additional cost to customers. On the other hand, there are some 

calibration providers that identify a misalignment and advise their customer to send it for 

repair because they do not have the capability to automatically correct the misalignment, 

and then the customer gets charged for repair services rendered along with the price for 

calibration performed. As a result, Keysight saves its customers additional repair costs 

unlike some of its competitors. 

 

Total Customer Experience: An open organizational structure that delivers 

customer feedback to all employees  

The foundation of Keysight’s business model is to 

specifically address its customer’s requirements. The 

company showcases relentless drive and dedication to 

satisfy the needs of its customers. An elaborate 

mechanism that considers all the aspects of a 

customer’s feedback, both positive and negative, has 

been put in place to ensure that Keysight is always 

striving to improve its capabilities and service 

offerings. Additionally, feedback received is not just 

restricted to top-level management. Communication of 

a customer’s feedback is sent to all relevant employees 

in the value chain and the top-level management at 

Keysight regularly interacts with employees in order to 

comprehend their insights and suggestions into the 

customer’s feedback. This open communication system 

within Keysight not only strengthens its calibration and 

repair capabilities, but also emphasizes the importance placed on customer satisfaction. 

Brand Equity: A brand name synonymous to high quality, reliability and 

innovation 

Keysight has a renowned brand name in the test and measurement (T&M) industry for 

manufacturing reliable and innovative test systems that cover most of the end-user 

industry verticals, such as aerospace and defense and telecommunications. Keysight’s 

prominent presence in the T&M industry and its brand name, which is synonymous with 

high quality, reliability and innovation, has helped it become a multi-vendor calibration 

and repair service provider with élan. In line with the reputation it has garnered over the 

years, Keysight has also carved out a very strong presence in the services market. With a 
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long-term vision to address all of its customer’s service needs and a short-term focus on 

delivering high quality, reliable calibration and repair services, Keysight has carried out 

many promotional activities to reach prospective customers.  One such event is the Master 

Class seminar series, where Keysight educates customers about calibration using case 

studies and expert metrologists during live training events. 

Conclusion 

Keysight has become a very successful participant in the calibration and repair services 

market through its strategic implementation of customer focused solutions. The 

company’s dedication to providing high quality, robust calibration services and matching 

these service offerings to its customer’s business model has established Keysight as a 

market leader. It has also created a brand image that resonates very deeply with its 

customers, enabling it to retain old customers and add new ones. 

With its strong overall performance, Keysight has earned Frost & Sullivan’s 2016 

Competitive Strategy Innovation and Leadership award. 

Image Source: Keysight Technologies 
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Significance of Competitive Strategy Innovation and 

Leadership  

Any successful approach to achieving top-line growth must (1) take into account what 

competitors are, and are not, doing; (2) meet customer demand with a comprehensive, 

value-driven product or service portfolio; and (3) establish a brand that resonates deeply 

with customers and stands apart from other providers. Companies must succeed at these 

three things—brand, demand, and positioning—to achieve best-practice levels in 

competitive strategy. 

 

Understanding Competitive Strategy Innovation and 

Leadership 

As discussed above, driving demand, brand strength, and competitive differentiation all 

play a critical role in delivering unique value to customers. This three-fold focus, however, 

must ideally be complemented by an equally rigorous focus on strategy innovation and 

customer impact.  
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Key Benchmarking Criteria 

For the Competitive Strategy Innovation and Leadership Award, Frost & Sullivan analysts 

independently evaluated two key factors—Strategy Innovation and Customer Impact—

according to the criteria identified below.  

Strategy Innovation 

 Criterion 1: Strategy Effectiveness 

 Criterion 2: Strategy Execution 

 Criterion 3: Competitive Differentiation 

 Criterion 4: Executive Team Alignment 

 Criterion 5: Stakeholder Integration 

Customer Impact 

 Criterion 1: Price/Performance Value 

 Criterion 2: Customer Purchase Experience 

 Criterion 3: Customer Ownership Experience 

 Criterion 4: Customer Service Experience 

Criterion 5: Brand Equity 

Best Practice Award Analysis for Keysight 

Decision Support Scorecard 

To support its evaluation of best practices across multiple business performance 

categories, Frost & Sullivan employs a customized Decision Support Scorecard. This tool 

allows our research and consulting teams to objectively analyze performance, according to 

the key benchmarking criteria listed in the previous section, and to assign ratings on that 

basis. The tool follows a 10-point scale that allows for nuances in performance evaluation; 

ratings guidelines are illustrated below. 

RATINGS GUIDELINES 

 

The Decision Support Scorecard is organized by Strategy Innovation and Customer Impact 

(i.e., the overarching categories for all 10 benchmarking criteria; the definitions for each 

criteria are provided beneath the scorecard).  The research team confirms the veracity of 

this weighted scorecard through sensitivity analysis, which confirms that small changes to 

the ratings for a specific criterion do not lead to a significant change in the overall relative 

rankings of the companies. 
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The results of this analysis are shown below. To remain unbiased and to protect the 

interests of all organizations reviewed, we have chosen to refer to the other key players 

as Competitor 2 and Competitor 3. 

Measurement of 1–10 (1 = poor; 10 = excellent)  

Competitive Strategy Innovation and 

Leadership 

Strategy 

Innovation  

Customer 

Impact Average Rating 

    

Keysight 9 9 9.0 

Competitor 2 9 7 8.0 

Competitor 3 8 7 7.5 

Strategy Innovation  

Criterion 1:  Strategy Effectiveness 

Requirement: Strategy effectively balances short term performance needs with long-term 

aspirations and vision for the company 

Criterion 2: Strategy Execution 

Requirement: Adoption of best-in-class processes to support the efficient and consistent 

implementation of business strategy  

Criterion 3: Competitive Differentiation 

Requirement: Unique competitive advantages with regard to solution or product are 

clearly articulated and well accepted within the industry 

Criterion 4: Executive Team Alignment 

Requirement: The executive team is aligned on the organization’s mission, vision, strategy 

and execution 

Criterion 5: Stakeholder Integration 

Requirement: Strategy reflects the needs or circumstances of all industry stakeholders, 

including competitors, customers, investors, and employees  

Customer Impact  

Criterion 1: Price/Performance Value  

Requirement: Products or services offer the best value for the price, compared to similar 

offerings in the market 

Criterion 2: Customer Purchase Experience  

Requirement: Customers feel like they are buying the most optimal solution that 

addresses both their unique needs and their unique constraints  

Criterion 3: Customer Ownership Experience 

Requirement: Customers are proud to own the company’s product or service, and have a 

positive experience throughout the life of the product or service 
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Criterion 4: Customer Service Experience 

Requirement: Customer service is accessible, fast, stress-free, and of high quality 

Criterion 5: Brand Equity 

Requirement: Customers have a positive view of the brand and exhibit high brand loyalty 

Decision Support Matrix 

Once all companies have been evaluated according to the Decision Support Scorecard, 

analysts can then position the candidates on the matrix shown below, enabling them to 

visualize which companies are truly breakthrough and which ones are not yet operating at 

best-in-class levels. 

 

  High 

Low 

Low High 

C
u

s
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m
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c
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Strategy Innovation  

Keysight 

Competitor 2 Competitor 3 
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The Intersection between 360-Degree Research and Best 

Practices Awards 

Research Methodology  

Frost & Sullivan’s 360-degree research 

methodology represents the analytical 

rigor of our research process. It offers a 

360-degree-view of industry challenges, 

trends, and issues by integrating all 7 of 

Frost & Sullivan's research methodologies. 

Too often, companies make important 

growth decisions based on a narrow 

understanding of their environment, 

leading to errors of both omission and 

commission. Successful growth strategies 

are founded on a thorough understanding 

of market, technical, economic, financial, 

customer, best practices, and demographic 

analyses. The integration of these research 

disciplines into the 360-degree research 

methodology provides an evaluation 

platform for benchmarking industry players and for identifying those performing at best-

in-class levels.  

360-DEGREE RESEARCH: SEEING ORDER IN 

THE CHAOS 
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Best Practices Recognition: 10 Steps to Researching, 

Identifying, and Recognizing Best Practices  

Frost & Sullivan Awards follow a 10-step process to evaluate award candidates and assess 

their fit with select best practice criteria. The reputation and integrity of the Awards are 

based on close adherence to this process. 

STEP OBJECTIVE KEY ACTIVITIES OUTPUT 

1 
Monitor, 
target, and 
screen 

Identify award recipient 
candidates from around the 
globe 

 Conduct in-depth industry 
research 

 Identify emerging sectors 
 Scan multiple geographies 

Pipeline of candidates who 
potentially meet all best-
practice criteria 

2 
Perform  
360-degree 
research 

Perform comprehensive, 
360-degree research on all 
candidates in the pipeline 

 Interview thought leaders 
and industry practitioners  

 Assess candidates’ fit with 
best-practice criteria 

 Rank all candidates 

Matrix positioning all 
candidates’ performance 
relative to one another  

3 

Invite 
thought 
leadership in 
best 
practices 

Perform in-depth 
examination of all candidates 

 Confirm best-practice criteria 
 Examine eligibility of all 

candidates 
 Identify any information gaps  

Detailed profiles of all 
ranked candidates 

4 

Initiate 
research 
director 
review 

Conduct an unbiased 
evaluation of all candidate 
profiles 

 Brainstorm ranking options 
 Invite multiple perspectives 

on candidates’ performance 
 Update candidate profiles  

Final prioritization of all 
eligible candidates and 
companion best-practice 
positioning paper 

5 

Assemble 
panel of 
industry 
experts 

Present findings to an expert 
panel of industry thought 
leaders 

 Share findings 
 Strengthen cases for 

candidate eligibility 
 Prioritize candidates 

Refined list of prioritized 
award candidates 

6 

Conduct 
global 
industry 
review 

Build consensus on award 
candidates’ eligibility 

 Hold global team meeting to 
review all candidates 

 Pressure-test fit with criteria 
 Confirm inclusion of all 

eligible candidates 

Final list of eligible award 
candidates, representing 
success stories worldwide 

7 
Perform 
quality check 

Develop official award 
consideration materials  

 Perform final performance 
benchmarking activities 

 Write nominations 
 Perform quality review 

High-quality, accurate, and 
creative presentation of 
nominees’ successes 

8 

Reconnect 
with panel of 
industry 
experts 

Finalize the selection of the 
best-practice award recipient 

 Review analysis with panel 
 Build consensus 
 Select winner 

Decision on which company 
performs best against all 
best-practice criteria 

9 
Communicate 
recognition 

Inform award recipient of 
award recognition  

 Present award to the CEO 
 Inspire the organization for 

continued success 
 Celebrate the recipient’s 

performance 

Announcement of award 
and plan for how recipient 
can use the award to 
enhance the brand 

10 
Take 
strategic 
action 

Upon licensing, company 
may share award news with 
stakeholders and customers 

 Coordinate media outreach 
 Design a marketing plan 
 Assess award’s role in future 

strategic planning 

Widespread awareness of 
recipient’s award status 
among investors, media 
personnel, and employees  
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About Frost & Sullivan  

Frost & Sullivan, the Growth Partnership Company, enables clients to accelerate growth 

and achieve best in class positions in growth, innovation and leadership. The company's 

Growth Partnership Service provides the CEO and the CEO's Growth Team with disciplined 

research and best practice models to drive the generation, evaluation and implementation 

of powerful growth strategies. Frost & Sullivan leverages aover 50 years of experience in 

partnering with Global 1000 companies, emerging businesses and the investment 

community from 45 offices on six continents. To join our Growth Partnership, please visit 

http://www.frost.com. 
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