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Abstract

Background & Focus: This study deals with the design of complex busirtesbusiness ICT services.
The importance of business services based on iafitsm and communication technology (ICT) has
been increasing dramatically since the commereifiim of internet and mobile technologies. The
successful operation of companies in almost allstiies is becoming highly dependent on their ghbili

to harness the breakthroughs in ERP (enterpriseures planning) systems, SCM (supply chain
management) systems, and CRM (customer relatiomshipagement) systems; all these systems are

either based on ICT technologies or utilize thetersively.

The increase in the importance of ICT services lwve® several challenges, however. Increasing
customer demand, the accelerating pace of techicaloghange, changes in competencies and more
customized client expectations have all forced Belvice providers to adopt to an increasing number
of technologies, methods, tools, processes andecions at an accelerating pace. This has led to an
increase in the complexity of ICT services, crgpatohallenges in service design and development,
marketing, implementation, and management. Whercdgplexity cannot be managed, it will lead to
increasing production costs and systems failumselsing costs and decreasing service quality will
ultimately result in customer dissatisfaction aefedtion.

Goals: This study argues that service design is a critfase in addressing the described complexity
because the design influences service productimmpleimentation, and customer perceptions and
satisfaction.Therefore the goal of this study is to construad &alidate a framework and toolset for

b2b ICT service desigio decrease the complexity of these services lamelby decrease their costs and

improve their quality.

The provisioning of ICT services itself is a complaighly social process generally involving the
co-operation of several organizational units andirttpersonnel. The information needed in this
production chain is typically embedded in procesaes generally not documented. This wide
organizational reach together with the tacit natfrthe information creates challenges when desgni
ICT services. Existing service management litemtprovides help in individual tools such as
“industrialization”, “service blueprinting”, “tanbilization”, “service scripting”, or modelling inemeral
that have been used in the service design prosesglaas the design process itself. However, atirre

service management literature falls short in primgidan overall service model or explaining the
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practical applications of the different models balkenges associated in using them in the context o
b2b ICT services.

Methodology: This constructive case study combines existingaresefrom the service management
area, strengthens them with knowledge managemehtagcial networking models and theories. By
means of a literature study and material of eleglgferent projects in four different case studies,
spanning five years and consisting of 326 meetalgmether, a service factory model is constructed
and validated to reduce the complexity of b2b I@fviees. The model is dived into three different
parts: 1) the principles of the service factory rapgh, 2) the service factory framework and 3) the
implementation of the service factory framework. eGhould note that the technical part of the medel
the framework with its tools and process descnio- is “just” another model. If the overall
philosophy associated with the service design ambrar the challenges associated with its practical
implementation are not properly understood, it @il up being another development project thatmeve
delivered. On the other hand, if management reslize importance of the cultural and implementation

issues, they can make significant improvements

Contribution: The service factory model and its evaluation maigmiicant contributions to the
service management, knowledge management and soefalorking theories. From a managerial
perspective, the service factory model provideghts into understanding the transition from a picid
oriented company to a service oriented company abwlit the implementation of Service Factory
Philosophy in a corporate environment.

Keywords: service design, service management, ICT servéegsice factory, action research
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1 Introduction

This study deals with the design of complex busiftesbusiness ICT services. In this study it is
argued that several trends have led to an incrgasimplexity of ICT services. This increase in
complexity shows in increasing production costsvall as a decreasing service quality of ICT semice
Furthermore, it is argued that the central aspeotder to control and manage the service compléit
to take it into account already in the service giesind development phase. The goal is to study how
complex business-to-business ICT services coulgrbperly designed and developed to reduce the

complexity, and thereby improve their quality andteefficiency.
1.1 Characteristics and Role of ICT Services

The importance of business services based on iafttwmand communication technology (ICT)
has been increasing dramatically since the comaderation of internet and mobile technologies. The
successful operation of companies in almost allstiies is becoming highly dependent on their ihbili
to harness the breakthroughs in ERP (enterpriseures planning) systems, SCM (supply chain
management) systems, and CRM (customer relatiomshipagement) systems; all these systems are
either based on ICT technologies or utilize thenersively. Because of this ICT services play a
strategic role in the business processes of mampaniesFor example, the exceptional growth and
cost reduction in airline services could not haeerbachieved without comprehensive application of
ICT services (Buhalis, 2004). This observationgfiected in the steady increase of dem&dICT
services (IDC, 2003a; IDC, 2003b; IDC, 2003c; Metda 2003; 2006, Ovum, 2007a; Ovum, 2007b).

The demand for ICT services is expected to increameng all sizes of companies across
industries. When serving customers of many differes (ranging from small companies to large
corporations), in many different industries (healtine, airline, banking etc.) with many differéypes
of services (ranging from compact email applicatido large corporate network outsourcing) ICT
service providers have had to use many differefirtelogies to be able to serve these differentskisfd
customer needs. These different technologies atkefumanaged by different tools and methods with

different conventions and processes. This hastegbsinl high complexity among ICT services.

Increasing demand together with the acceleratinge paf technological changéOliva and

Kallenberg, 2003) has forced ICT service provideradopt and invest in many different technologies
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to avoid possible lock-out effects (Yoffie, 199Yyhen the industry development has not yet reached
the point where certain technologies are chosemdsstry standards, many technologies compete
against each other. At that time, ICT service piexs are forced to invest in many technologies to
ensure that when standards are formed those texiesldo belong in their portfolio. Technological
discontinuities are very common in the quickly depeng ICT industry (Bower and Christensen,
1995).

Although advancements in technology have enabletdyrdeamatic changes in many industries,
ICT services are not just mere technical IT-systertisey can be seen as integral systems consisting
many different but interconnected parts. In additio the core technologies, also intangible service
elements, people and processes can be seen asd parlCT-service (Heeks, 2002). Consequently,
ICT-service is then further influenced by differ@alitical, organizational, legal and economicaitéas
in the internal and external environment. As mamyent ICT services providers have a long histary i
product business, their capabilities and compe#sneire very much in technology. They are not
necessarily equipped for the different challenge#CiT service business (Rao and Klein, 1994; Oliva
and Kallenberg, 2003; Frei, 2008; Uchihira et a@008). ICT service providers have not got the

marketing competencies needed to deal with thecgeaspects of their business.

In the transition from IT product businesses in@Y Iservice businesses, companies need to
develop_a new set of capabilities and competer(€easies, 2004; Ojasalo, 2009b). Before the besefit

of a technologically complex ICT-product can beliresl by customers in their organization, this core
ICT-product/system needs to be properly offeredjgited, delivered and implemented in a project-like
fashion to the customer. When the ICT system islempnted, it needs to be managed by the ICT
service provider during the entire lifecycle of Il system. This service business requires cafiabil
and competencies that the ICT service providergawpization does not necessarily have but needs to
develop (Davies and Brady, 200@s the ICT services providers are still lackingsheompetencies
that are needed in the service business, they diare not properly designed their services
(Gummesson, 1994). This has resulted in serviceesiés that are produced in many different kinds of
ways and processes with many different kinds ohods and conventions.

At the same time as the demand for ICT servicésci®asing, the pace of technological change
is accelerating and new competencies are needéldebNCT service providers. In addition, due to the

strategic character of ICT services, customer etafieas are becoming more and more challenging
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reliability is already taken for granted and cusiation is needed in order to differentiate from

competitors (Johnson and Ettlie, 2001; Sharma aig 2009). ICT services play an important part of
supporting a company’s process and business aimttlieasingly more cases creating an competitive
advantage (Buhalis, 2004). Customers wish thai@feservices they buy are trouble-free — that they
really do not have to worry about anything. At g#ane time customers expect that the ICT serviaes ar
fitted to their special needs (Davies, Brady anddéry, 2006). Increasing needs for customization
(Davies, Brady and Hobday, 2006) have further iaseel diversity in the production environment. As a
result, many different hardware, software and na@dadire technologies together with different tools,

methods and processes characterize many ICT smgealers’ operations today.

1.2 Complexity and Design of ICT Services

Oxford dictionary defines the word “complex” ansisting of many different and connected
parts”. Increasing customer demand among companies ofsialls, the accelerating pace of
technological change, changes in competencies amd rafined customer expectations have all forced
ICT service providers to adopt to an increasing bbemnof technologies, methods, tools, processes and
conventions. By following the aforementioned defoni of complexity it can be argued that ICT

services have become increasingly complex. Thiis isgshown in the figure 1.

Accelerating pace of
technological change

Change in competencies

=)

More diverse
customer expectations

Increased customer
demand

Figure 1 Sources of increasing complexity of ICT seices.

The significant increase in the complexity of IGAngces (Kallinikos, 2005; Davies, Brady and
Hobday, 2006; Oliva and Kallenberg, 2003) is creptinany challenges for all stages of the service
lifecycle — service design and development, mankeiimplementation, and management. Development
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becomes more difficult, as the variety of differanftware technologies concerning the actual servic

increases. Marketing and selling become more aigiltg, as the customers’ requirements become
more and more unique. Solution design and impleatiemt become increasingly difficult as each

customer has unigue needs for tailoring. Serviceagament is increasingly challenging as the variety
of elements in the ICT service increases in thedypecbon environment. If a service provider cannot

manage this complexity it will face two kinds ohflamental challenges: 1) increasing productionscost
and 2) systems failures and poor quality (DaviesdB and Hobday, 2006; Kaltabani et al, 1999,

Raajpoot, Javed and Koh, 2008). Increasing productosts and decreasing service quality will

ultimately result in serious problems in customdssiness processes and ultimately in customer
dissatisfaction (Chapman and Hyland, 2004) andatiefe On the other hand, if ICT service providers

are able to decrease this complexity, they canitumto a real competitive advantage.

Generally in any ICT projects a clear majority b&tneeded time and effort (as well as the
probability of success) is decided upon alreadthan design phase (Artto, 1994) — the same analogy
applies when addressing the described complexithCdf services. In this study it is argued that the
service design and development is a critical asipeatidressing the described complexity because the
design ultimately influences service developmerdsketing, implementation, production, and in the
end customer perceptions and satisfaction (Bultingéhnrich and Meiren, 2003; Hyo6tyldainen and
Moller, 2007). In a case of new ICT-services therise design can be influenced already at the drgwi
board, when designing ICT-services. With existi@f services the service design can be influenced
when developing these ICT-services further. Acaggdio ITIL (IT Information Library) terminology,
the service development aspect is always preseseivice design (OGC, 2007), so from this point
onwards service development will not necessarilyseparately mentioned in the context of service

design.

The provisioning of ICT services itself is a comglaighly social, process generally involving
seamless co-operation of several organisationas anid their personnel (Arnoud, 2007). Typical sinit
include product management, product developmelgs saipport, support systems etc. The information
needed in this production chain is typically emtestith processes and generally not documenteds It i
usually only stored in the minds of people andighly context-dependent (Paton and McLaughlin,
2008). When designing and developing ICT servitles,information has to be gathered from many
different individuals who have differing backgrosn@nd ambitions, across many organizational
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boundaries with differing and some times even aatitting roles and goals. This 1) wide
organizational reach (many different people fromnynparts of the organizatiotpgether with the 2)

tacit nature (embedded in processes, stored ingmifdeople, and highly context depended) of the

informationcreates some challenges when designing ICT setvice

In order to successfully carry out the ICT sendesign and development phase of the life-cycle
three aspects need to be addressed. In its cofesdfvice design and development is a processawith
certain goal and output. The process follows cenpdiases during which certain tasks are performed.
During the process different methods and toolsuaesl and applied. This forms the core of ICT servic

design and development. So the key aspect of I@Qdiceedesign is: I) what is the process used and

what are the methods and tools applied in ICT sendesign and developmentowever, the

application and usage of the process, tools antiadstis not so straightforward. As described earlie
1) many people from various parts of the organiratiake part in that design process and 2) the
information that is needed in applying the diffdrols and methods is mainly stored only in thedsi

of these people and is highly context-dependerit [Elads to two additional aspects: II) how to a

and motivate the people taking part in the desiuh development processd |ll) how to access the

tacit information that these people hav@omplexity and these key aspects of service desaig

summarized in figure 2.
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Complexity

Increasing complexity
of ICT services
technologies

Creates challenges
throughout the entire
ICT service life-cycle

Resulting in:
1) Increasing
production costs
2) decreasing
service quality

Service Design

. =

If the complexity is
managed, it can be
a source of real

Complexity needs to
be addressed
already in the

Three aspects of
service design
1) process, tools,
and methods
2) management of

competitive service design people during the
advantage phase process
3) acquiring the
knowledge

Figure 2 Complexity, its effects and the aspects sErvice design.

1.3 Gaps in Service Design Research and Positioning of the Study

In the previous chapter three aspects were idedttfiat need to addressed and understood in to
order to successfully design and develop ICT seraitd thereby manage the increasing complexity.

I. what is the process used and which are methodtoatdapplied in ICT service design
and development,

Il. how to manage and motivate the people taking pathé design and development
process,

Ill.  how to get a hold of the tacit information thatstbeeople have

As the role of services in general has risen inartgnce along with the increase of their share of
GDP (Gross Domestic Product) (Larsen, Tonge and4,e007; Liu and Wang, 2008; Ojasalo, 2009b),
research interests towards service design and a@veint have increased too. As a result, Service

Dominant Logic has begun to examine what exactlgpkbas in the service provider — customer
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interface. Although Service Dominant Logic examirnggte thoroughly the value creation logic
between the service provider and the customer iq tihe co-creation instead of production together
with the service provider and the customer (Vatgaglio and Akaka, 2008; Ballanthyne and Varey,
2007) — and brings new perspectives to the phenajriedoes not concentrate that much on service
design in the sense of conceptualization. Latehis study the ideas of Service Dominant Logic and
how they reflect to this study are discussed inendetail, but more generally service design in the
context of this study is viewed more as a conceization challenge than value creation challenge.

There is some service management literature that fbaused on service design as a
conceptualization challenge. Some of these stutige focused on different tools — such as
“industrialization” (Levitt, 1972, 1976; Quinn anBaquette, 1990; Quinn et al., 1990), “service
blueprinting” (Shostack, 1984, 1987), “tangibilimat’ (Levitt, 1981), “service scripting” (Solomort e
al., 1985), or modeling in general (Bullinger et, &003) that have been used in the design process.
Others have focused on the design process itselie{Bng and Johnson, 1989, Vaattovaara, 1999;
Kaitovaara and Hyotylainen, 2003; Bullinger, Fabhrand Meiren 2003, Kaitovaara, 2004). However,
considering that the design process together witltstand methods forms the most fundamental aspect
of ICT service design, it can be said that thetidsservice management literature is not adeqUdte.
process models vary a lot in terms of their depith degree of detail and their practical applicatiare
somewhat insufficient. Moreover, each of the ddfdr tools and methods has its own, unique
perspectives but no attempts have been made in writgegrate them. The tools and methods too lack
evidence of practical applications. Three shortemsican be found in the existing service management
literature. Within the existing service managemesiearch, very little has been done to i) merge the
different methods, ii) describe the design prodestetail or iii) present their practical applicais — at

least in the context of b2b ICT services.

As explained earlier, the wide organizational reathCT service production means that there
are many different roles when designing the sesviceeach responsible for a particular function
necessary to produce the particular service. Tataark of people that is needed in the design and
development extends many organizational bordersindt easily managed (Bullinger, Fahnrich and
Meiren 2003). Service design and development reguiemanding orchestration of this people network
(Mager and Evenson, 2008 Pinhanez, 2009). The hefadifferent functions may have overlapping or
contradictory goals and therefore their justifioati for any project that requires their resourdss,
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needed. This role of people is currently not sigfily emphasised (Ng, Maull and Yip, 2009). Exigti
service management literature — in the contexeofice design — examines this human aspect orlsocia
network aspect only superficially. Often it is mgrstated that services are very person relatedtzaid
the organizational reach is wide. Because the nm@anagt and motivation of the people involved in the
service design process are some of the criticaadspn terms of success, it can be said thatiegist
literature comes short in this regard — little B¥sh has been made to iv) study a set of key psrson
involved in the design and development proces®eih a theoretical or practical level.

As discussed earlier, the information needed idpecing ICT services is mainly embedded in
processes, only stored in minds of people, not eheciied, and highly context-dependent. This poses
severe challenges on the design of ICT services. pgisons have to be found that possess the right
information, the information has to be codifiedstjtied, applied and then sold and trained to offeets
of the organization. By selling is meant that teegle have to be convinced of the new informatioth a
that they have to sense that it will somehow mdiesrtlives easier. Existing service management
literature has dealt with the tacit nature of thi@imation in service design on a quite superfiakl.

It has been merely noticed that the informatiomigact tacit and it therefore poses some challsnge
Considering that the information aspect forms thiedtcritical aspect in service design, the exiptin
literature falls short also in this regard — littesearch has been conducted to v) examine theszad

knowledge creation and transfer in service desitreieon a theoretical or practical level.

To be able to properly address the three diffesspiects of service design and thereby design
ICT-services in a way that reduces the compleXitihe services, five different research gaps dbsdri
above can be detected:

i) merging of different methods and tools,

i) detailed level description of the design process,

iii) practical application of the process as well ashogs$ and tools

iv) number of key persons involved in the design aneld@ment process, and
V) knowledge creation and transfer in the servicegiegiocess

Existing research in the area of service managempm@vides a solid ground to further study
the service design process as well as the toolsrestods. Therefore, the first three research ¢hps
merging of different methods and tools (i), detilevel description of the design process (ii) and
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practical application of the process as well ashods and tools (iii)) will be addressed throughvieer
management literature. Addressing the two remaingésgarch gaps (social composition of the process
(iv) and knowledge creation and transfer (v)) psotebe somewhat more problematic. Existing service
management literature provides very little assitain addressing these gaps and definitely falistsh

in this area. In order to properly address the Imiter research gaps, service management literature
needs to be strengthened with models and theodesdther areas.

Considering the fourth research gap of social caitipm of the service design process, social
networking literature provides some useful modeld grinciples that could be used and applied to
address this research gap. From this perspectieesdrvice management literature will be reinforced
with social networking literature. As knowledge ragement literature provides very good and solid
models and frameworks dealing with organizatioratting, knowledge creation and transfer, the fifth
and final research gap of knowledge creation aadsfer will be addressed through it. So from this

perspective the service management literaturebeilleinforced with knowledge management literature.

The theoretical positioning of this study will bergt based on the available models and
theories from service management, social networkamgl knowledge management literature as
discussed ahead. The service management literfdumes the core theoretical basis and it will be
further strengthened with social networking and ideolge management models and theories. This
positioning is shown in the figure 3.

Service Marketing & Management

i) merging of different methods and tools

ii) detailed level description of the design process

iii) practlcal appllcatlon of the process as well as methods-and-toots —————

- Social Networks
KnOWledge Management >\ - iv) social composition and its

v) knowledge creation and transfer in service ) - [9|at'°”5 of a design process.=
design process - @

Figure 3 Theoretical positioning of the thesis.

In addressing the identified research gaps, by aumd existing research from the service
management area, strengthening it with practicplieggions and further fortifying it with knowledge
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management and social networking models and thedties study is to make a significant contribution
to the service design research.

1.4 Objectives and Research Strategy

1.4.1 Objectives of the Study

Several trends have led to an increasing complexXit€ T services. This complexity has created
significant challenges for ICT service providers farms of increased lifecycle costs as well as
decreased quality. The best way to address theildedacomplexity is to take it into account alreaady
the service design and development phase. Howtheegexisting literature falls somewhat short in the
ICT service design area. In fact, five researchsgapre identified as described earlier. The peszkiv
research gaps will be addressed by constructingalidhting a holistic framework and toolsets f@bb
ICT service design. Thus the main research objedifvhis thesis is:

To construct and validate a framework and toolsetli2b ICT service design to decrease the

complexity of these services and thereby decrémsedosts and improve their quality.

The logic between the trends, complexity, resegaybs and objectives is further elaborated in
the following figure 4.

Market trends

Accelerating pace of
technological change

Change in competencies

More delicate
customer expectations

Increased customer
demand

=)

Challenge

Increasing number of

technologies, methods,

tools, processes and
Conventions

Increasing complexity
of ICT services
technologies

Increased lifecycle costs
angd decreased quality

Solution

ICT-service design

=

Research gaps

Objectives

Merging of different
methods
and tools,

ii) Detailed level

To construct and validate a
framework and toolset for
b2b ICT service design and

of the design and
development process,
iii) Practical application of
the
process as well as
methods and tools
A set of key persons
involved in the design
and development
process
Knowledge creation and
transfer in service design
and development
process

iv)

V)

1t to di the
complexity these services.

1. To construct & validate an
ICT service design and
development process

2. To identify and integrate
suitable methods and tools
that can be used in that
process

3. To examine the application
of the process and methods
from KM & SN perspectives

Figure 4 Logic between the trends, complexity, resech gaps and objectives.

Beginning from the left side of the figure, theme dour important market trends that are
currently shaping the ICT industry. These trendgehead to increasing lifecycle costs as well a&s th
decreased quality of ICT services. The single rfmsil reason behind this is the increased complexit

In order to decrease the lifecycle costs and impreervice quality, the complexity of ICT services
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needs to be properly managed. The best way to idagtake it into account already in the service
design and development phase. Existing researclepiim have some gaps that need to be addressed,
based on which the objectives of the research haga formulated.

The main research objective of “constructing antidesing a framework and toolset for b2b
ICT service designis further divided into three sub-objectives:
1) to construct, & validate an ICT service design psscmodel — and identify individual
phases in it — which can be used to decrease caitypté b2b ICT services,

2) to research, identify and integrate suitable medhent tools into a model that can be
used in that process, and

3) to examine and model the application of the proeess methods from knowledge
management and social networking perspectivesdardo identify the most critical
phases.

This is also shown in figure 5.

Objectives

Framework and toolset
for decreasing complexity

The model consists of: ‘ 1 ’

Process and steps Methods and tools Application of the
process and tools

Figure 5 Research Objectives.

The model

1.4.2 Research Strategy of the Study

As discussed in the previous chapter the main thgof this study is to develop, build and test
a model and toolset that can be used to managadteasing complexity of ICT services. According to
Kasanen et al (1993) the constructive researchoapprrefers to real life problem solving through
constructing different models, diagrams, organizeti etc. Considering the nature of the research
objective, the constructive research approach Issuéed for the purpose of ICT service design elod

building.
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The information concerning ICT service design aegtedlopment is highly context dependent,
which means that no general, organized or conckpedainformation is available, but that everything
is more or less done on a case by case basisdém tar fully understand the information, the resbar
needs to properly understand each particular coatax on the other hand study enough differentsind
of contexts in order to make generalizations. Tiierimation also has a wide organizational reach, an
is stored only in the minds of people, which metlyas many people from all over the organizationdhee
to be involved in order to get the whole pictured®o make things even more challenging these peopl
often have quite contradicting goals, so gettirgytttit information from them is by no means easy.

Action research (AR) refers to such qualitativeesgsh where the researcher participates
actively in organisational problem solving or charograms (Torbert, 1999). Holmlid and Evenson
(2008) defined Service Design being “human-centeaad participatory by nature”. To be able to
properly study this kind of phenomena, action regde#s chosen as research strategy because of two
important reasons. First, the nature of informatiowolved in service design and development as
described above. And second, action research akdiwd membership role. During the research period
(2001 — 2007) the ICT industry was experiencingcBecompetition. Everyone was aggressively trying
to capture market shares and win over the biggestomers. Every service provider had their own
differentiating factors that they based their mérg message on. Only by being a member of the
organization could sensitive information in a highbmpetitive industry be made available. The iokea
an outsider examining the whole production chaiomfr development to sales to delivery to

implementation to management in a detailed levelldibave been impossible.

Considering the nature of the information invohiedCT service design, a real-life subject was
seen to provide the necessary data. Yin (1984)earthat case study is a suitable method for stgdyin
complex organisational processes in their realdifetext. As ICT service design as a phenomenon was
relatively young and complex at the beginning & thsearch process, it was anticipated that ndesing
snapshot in time would provide adequate informatind understanding of the phenomena in order to
meet the research objectives. A multiple embeddse-study was seen to provide good longitudinal
data to observe the development of the design ®f d&vices phenomenon over adequate period of

time.

The objectives of this study, set two prerequiditeselection of the case company: 1) there had

to be the possibility to act as a full member af tirganization and thus to get access to the mefeva
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information and 2) there needed to be long ternorigor service design in order to ensure good
enough longitudinal data. TeliaSonera fulfilledtbof these preconditions.

At the beginning of the research process the casepany TeliaSonera was facing —
retrospectively looking — somewhat primitive chafies in the area of ICT services. A systematic
research process together with open-minded practpgalications gave input to planning and strategy
work and enabled the company to evolve as an I@ficgeprovider as understanding of the ICT service
business increased. The understanding of the phemewf ICT service design has evolved quite a bit
during the six year long research period. Thisue both from a research point of view as wellrasf
a company'’s business point of view. As initial di@ss were answered, new challenges were identified
and new questions arose. The same applied to thpatoy’s operations in the ICT service area, as new
methods and conventions were taken into use, neblgm areas were identified and further developed.

This development is illustrated in the followindpla 1.

Table 1 Development of business and research chaltges.

Main business focus Husiness Challenge Research focus

product managing services design process

challenges in the design

product managing services process

product and service

time

service

cost & resource efficiency

cost efficiency &
standardized quality

tools and methods

Implementation of the
service factory

In 2001 (at the beginning of the research proc#ss)case company was pretty much in a
traditional product business. However, as the ceripl of the ICT products increased, the need for
certain professional services also increased ansastpmers. This brought a new kind of a business
challenge — how to develop, sell and manage seniitea company that is in a product business.
Existing research at this point showed a gap comegrthe design and development process. As
research concerning the design and developmenegsagas done, it showed more gaps concerning the

social and knowledge aspects of that process.

When gradually understanding and knowledge was |ldpgd to solve these business
challenges, the focus turned on cost and resoufiméercy challenges. Although the company had
learned to manage services in a professional wag (@eviously did products), it was not able  d
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that very efficiently in terms of costs or resowckn current literature of the time a gap was fified
concerning different tools and methods and thgitiegtion.

Again, when new methods and tools for designingdewkloping services were constructed, the
company was able to improve its costs and resoeffigiency. As the ICT market itself evolved,
competition was seemingly becoming more intense fiedcte. This forced companies also to
concentrate more on quality issues — a new busttedtenge was identified. From a research point of
view this offered a great opportunity to constractd validate a holistic framework, a model for
designing and developing ICT services. To study ttme kind of a new approach can be implemented

in practice.

The case company has begun to transform itself &igoduct oriented company into a service
oriented company, focusing on service busines$iofifgh the journey is not finished (if it ever wik),
the process is in a good motion. As the companyvedaand the business focus changed, the business
challenges changed and evolved too.

To be able to study properly this kind of an eviolut an action research oriented multiple case
study with a constructive approach is chosen asethearch strategy. The constructive approach esabl
the model building and brings a high level of raleee to the study, action research provides théetee
methods to acquire the data and the multiple emdmbdrhse-study can be seen to provide good
longitudinal data to observe the development ofdesign of ICT services phenomenon.

1.5 Outline of the Study

This thesis is divided into nine chapters. Thedte and outline of the study is illustrated in
the figure 6.
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1. Introduction

l

2. ICT Industry and
Services

l

3. Theoretical
Background

l

4. Research Methods

I
4 I )

5. Empirical Case 6. Empirical Case 7. Empirical Case
Studies — Case | Studies — Case Il Studies — Case IlI

| | |
v

8. Empirical Case
Studies — Case IV

2
9. Conclusions and
Managerial
Implications

Figure 6 Outline and structure of the study.

After this introduction chapter, the second chagtesmines the b2b ICT services field. The
purpose of the chapter is to identify the most irtgo@t trends and characteristics of ICT service
business available for this research. Chapter igwevexisting, relating literature from the poirfitview
of service marketing and management, knowledge gemant and social networks. The purpose of
this chapter is to discover what existing toolsthods, models and frameworks could be used in the
design and development of complex b2b ICT serviGdsapter 4 deals with research methods and
processes and also presents the case companysandesagn. In this chapter the case company and the
real life cases are described in order to expldig the particular research methods are chosen agd w
this study is structured in this particular way.a@ters 5 — 7 examine three of the four real-lifeesan
TeliaSonera in more detail and presents the mgsbiitant findings. The purpose of these chapteis is

outline and present the actual research findings lthve been made in the case studies. These cases
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form the basis of the final framework. In chapteh@ final framework is then constructed and vaéda
and also applied in the fourth remaining case. Thapter focuses on presenting the final framework
and assembling all the pieces together into onistimimodel. Finally in chapter 9 conclusions and
managerial implications are drawn upon. In thisaffichapter the study and the most important
conclusions are reviewed. Also the most importargnagerial and theoretical implications are
presented.
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2 ICT Industry and Services
2.1 Defining ICT in the b2b Context

Information and Communication Technologies, or IGiBs been a “hot topic” both among
researchers and companies for some while now. Wegdryone is building high expectations towards
ICT, showing how ICT is growing, how the industsydooming, and how everyone is benefiting. Yet,
the content of the ICT concept has usually beanuleéxplained. From a marketing point of view ICT
has been used in the following meanings: 1) margathannel, 2) communication media, 3) marketing
technique, and 4) tool for relationship marketidgnenez-Zarco, 2006). On the other hand from a
business point of view ICT has been used to meawodipl constructions, 2) information providers, 3)
technologies, or 4) business processes or systéimer(ez-Zarco, 2006). The first refers to all the
different participants that are needed to providé& kervices, e.g. device manufacturers, network and
access providers, content providers, service pesgjdetc. The second is used to refer to ICT as
companies that utilize communication technologéeg, the internet, to offer and distribute inforioat
to people and/or companies. The third one is usetelynto refer to ICT as an array of different
technologies that companies operating in ICT bussirse utilizing. The last one is used to refdCd

as different applications, software and systemsat@needed to provide ICT services.

Unless differently indicated in the context of tisisidy, ICT is used to refer different B2B
(business-to-business) systerfBese systems further compose of elements sudiffesent software,
hardware and telecommunications as well as infaonahanagement techniques (Brady et al., 2002;
Porter and Millar, 1985; Jimenez-Zarco, 2006). Tiisans that the systems are not just stand-alone
software, but that there are many interconnectéisvace, hardware and telecommunications elements,
which are operated using a variety of differenhtéques.

A company can either buy a particular ICT systemg@roduct) and manage it by itself or buy
the ICT system as a service. A B2B ICT service glewis referred tas a company that is producing
B2B ICT services to other compani®ghen a company is buying a B2B ICT system asndcgethen
the software, hardware and telecommunications am@drmation management techniques are
complemented with tasks and activities that arealeédo be performed during the systems’ delivery,
implementation and/or managemefthese tasks and activities can be referred to @m$ceeslements.
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Following from this, B2B ICT services definedas composing of system and service elem@imsse
system and service elements are further explaiméle following chapter 2.2. The product vs. sesvic

aspect is discussed in more detail in chapter 3.1.
2.2 B2B ICT Services

The more strategic the business processes ardamddre core business processes are involved,
the more services are actually combinations ofrielgted equipment and service packages involving
several technological and software solutions (A2003). These software solutions and packages
include systems like ERP (Enterprise Resource RighnCRM (Customer Relationship Management)
or SCM (Supply Chain Management). When a companyuigng a CRM system as a service, for
example, they are really buying database, hardvea@RM-application, reporting application (system
elements), system design, system hosting, andrsysi@nagement (service elements) and so on. These
kinds of systems can hardly ever be bought as laatiwn of standalone products. Instead they are
bought as services as a single vendor or multiver#divery. Even in the case of multivendor
deliveries, one of the vendors usually takes thing@rcontractor’s role, and carries the overall

responsibility of the delivery.

B2B ICT services can be divided into many categorignited Nations (2004) uses eight

different categories in their classification:

o ICT technical consulting — expert opinions on téchhmatters related to the use of ICT.

o ICT design and development services — the designdamelopment of ICT solutions such as
custom applications, networks and computer systems.

o Hosting and ICT infrastructure provisioning sengce access to ICT infrastructure (hardware,
software and networks) enabling the hosting of i@pfibns and the processing of information,
for example billing or help-desk.

o ICT infrastructure and network management servicdbe management and monitoring of a
client's ICT infrastructure, for example creatingtd backups.

o ICT technical support services — technical expertssolve ICT related problems.

o Information and document transformation — technie&pertise and equipment to transform
information from one format or medium to another.

o Internet access and backbone services — the cdonetd, and carriage of traffic on, the
Internet.

o Published software — software developed for widdriiution and produced for multiple sale
or licensing.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



19

As seen from the list, ICT services are not jushi®logy (Kakabadse et al, 2005). When
discussing ERP, SCM or CRM systems — like menticgetier — the delivery can actually cover the
whole list of ICT services, from consulting and idesto infrastructure management and software
licenses. Lehtinen (1983) used a more theoretieaspective towards services, when she divided
services in general into core services and pergblsarvices. Following Lehtinen’s (1983) idea, areno
holistic, component picture of, for example of aRFEsystem and its associated ICT service elements,
can be constructed with a three layer model: 1C3tesy, core ICT services and complementary ICT

services. This is illustrated in the figure 7.
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Figure 7 Holistic view of an ICT service and its dferent layers.

The ICT system provides the technical functiondlitywhich the customer has a need. This can
be for example a need to convert a sales orderant@il message and send it to the recipient, or to
convert the sales order into another format. If ¢hetomer were to take care of everything else by
themselves, the ICT system could also be refewedstan ICT product. That is why it is added to
Lehtinen’s (1983) original model that was only exaimg the service perspective. Core ICT service
elements are those tasks and activities that neduk tperformed in order to provide the technical
functionality to the customer as a service. Completary ICT service elements in turn are tasks and
activities that should be performed in order fag tustomer to get the full benefits from the techhi
functionality, but are sometimes left undone dubudget, resource or cost reasons. In fact, mamgsti
these tasks and activities are indeed neglectedboe more or less left-handed. other words the
service can be taken into use without the compléangiCT service elements, but the full benefitsyma

not be gained.
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This study concentrates on the total ICT service th offered to the customer. That is, the
whole package, the turn-key solution, with allétements that are shown in the picture 7. In reg@ard
the categorization of United Nations (2004), theaecservice elements include Information and
document transformation, hosting and ICT infradtrtes provisioning services and ICT infrastructure
and network management services. Consequently dmeplementary ICT services include ICT
technical consultation, ICT design and developraend ICT technical support. Finally ICT system
elements include internet access and backbonecssras well as published software.

2.3 B2B ICT Services as an Industry

As discussed in the introduction chapter, there fatg important trends that are currently
shaping the ICT industry: 1) increasing demandi@F services, 2) accelerating pace of technological
change, 3) more diverse customer expectations4daetiange in service provider competencies. Each

of these trends will be now discussed in more Hetai
Increasing demand for ICT services

The demand of ICT services has been increasindistg¢dDC, 2003a; IDC, 2003b; IDC, 2003c;
Meta Data 2003; IDC, 2008, Ovum, 2007a; Ovum, 200&nd is also forecasted to do so in the future.
The estimated annual growth for ICT services isuado5% in western countries. The increase in
demand has been particularly strong in the demérskrvices, not products (Inklamaar et al, 2005).
The bigger the ICT infrastructure, the more comeardare generally using outsourcing. Today some
companies can outsource even their whole ICT itriraire to ICT service providers (Kakabadse et al,
2005).

In Europe, the top ten ICT service providers angeefed to grow between 5-15% annually (note
that these estimates were made prior to the 2088ss@n). Surprisingly, the demand is also risimg i
developing countries (Pipe, 2004). Of course thmat®l is not as high in developing countries as it i
in western countries. The main reasons are quiterala developing countries are lacking the basic
infrastructure and the level of education is nohigh (Vicente and Lopez, 2006). But nevertheldss,

demand for ICT services is expected to increaseadjipin virtually all markets in all countries.

As an increasing number of companies will be tryiagcapture the benefits enabled by ICT
services, it will not be just about the volume, blsp about the variety. As different sizes of camips
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from different industries serving different kindé austomer needs begin to utilize ICT services, the
heterogeneity of demand will also have significaffiécts on ICT service providers. In practice itamg
that if a company were previously to have servely targe corporate customers, for example, and
would now expand also to smaller-sized customérsy twould most probably need to acquire new
technology for the smaller customers, because sndmiinscaling large systems seldom provides cost-
efficient systems.

Accelerating Phase of Technological Change

Although companies have offered IT products forteigsome time, the ICT service industry, in
which companies are providing IT products as cotepleirn-key solutions, as services to other
companies, is still relatively young. As all youhigh-tech markets, also the ICT industry experience
the same challenges that characterize early staigas industry’s lifecycle. According to Moore’s
(1993) categorization of business ecosystems, BZBdervice industry is just about to move from the
“Birth” stage to the “Expansion” stage. According Moore (1993, 1996) a lack of technological
standards and competing business concepts chéazactiis phase. At this phase the industry
development has not yet reached the point whetaisdechnologies are chosen as industry standards,
and many technologies compete against each other.

Technological discontinuities are not rare in theckly developing ICT market (Bower and

Christensen, 1995). In fact, these discontinuitess be so dramatic that they end up redefiningules

of the competition (Leinonen, 2009). If ICT servigeoviders were only to invest in some particular
technology, there would be a danger that that @dei technology would never make it as an industry
standard. In this kind of market situation, the I@fovider could be locked-out from these other
technologies. Increasing demand together with tieelarating pace of technological change (Oliva and
Kallenberg, 2003) has forced ICT service provideradopt and invest in many different technologies
to avoid possible lock-out effects (Yoffie, 1997).

Having a wide technology portfolio does not onlyamethat there are high initial investment
costs for the services providers. It means alsbvihan ICT service providers have systems of migltip
technologies, they also need to develop and managgetencies for these technologies in service
design, delivery and production. This means mo@plee more training, more support and ultimately

higher operational costs also.
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More Diverse Customer Expectations

The strategic character of ICT services has alsdentaistomer expectations more demanding.
Reliability is taken for granted and customizatismeeded to differentiate from competitors (Jolnnso
and Ettlie, 2001; Gabrielsson et al, 2006). LocedaANetwork (LAN) management service is a good
example. Every employee takes for granted that tieye access to their emails and network files
whenever they need to do so, every company’s ClidefGnformation Officer) takes for granted that
their outsourced network has zero downtime. ICWiserproviders have a hard time differentiating
themselves, because all provide the same basinitath. AN service. If they want to differentiatdéey
need to customize some components of their seffzeexample customer specific reporting, non-

standard delivery times etc).

ICT services play an important part of supportirfgra’s process and business and increasingly
often creates the competitive advantage itself 8ah2004). The banking industry is a good example
When the first banks began to offer internet sewidhey were able to significantly cut their cost
structure. The same happened in the travel agemisiry, where it had even more dramatic effects on
the whole model of how customers were served. Quste require that the ICT services they buy are
trouble-free — that they really do not have to wabout anything. At the same time they expect that
the ICT services are fitted to their special ne@Bvies, Brady and Hobday, 2006). These increasing
needs for customization have further increaseddttersity, especially in a production environment.
Although in the development phase the small custatitins and different kinds of configurations may
not cause that much extra work, someone needscamnt those changes, someone needs to manage
those changes and someone needs to specially st ftg those changes every time the standard
system is altered. As a result, today many diffefardware, software and middleware technologies
together with different tools, methods and processbaracterize many ICT service providers’
operations.

Change in Service Provider Competencies

Many current ICT services providers have a longtons in the product business. Their
competencies rely very much on the information aechnology parts of Information Systems.
However, as described earlier, service provisionmglgs very much on processes and people, not so

much on mere technology. The knowledge needeceisulcessful provisioning of ICT services is very
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much embedded in processes and stored in the mfrEople. Companies that want to master also the
service aspect need to develop a new set of compete(Frei, 2008; Ojasalo, 2009b). This shift in

competencies is shown in figure 8.
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Figure 8 Shift in competencies with ICT service praiders.

The more one deals with the IT system, the more isria need of technical competencies
(arrow 2). And respectively, the more there areviser elements involved, the more marketing
competencies are required in designing, implemgraimd managing ICT services (arrow 3). In product
business, customer experiences were much basedgperie technological execution (arrow 1), while
in service business the customer experience ismeh based on superior social interaction (arrpw 4
There is an increasing need for ICT service pragide® develop and train marketing-based
competencies, but that is sometimes not enougledple have done the same technologically oriented
tasks for the past ten years, it is sometimes plestiat they do not want to or simply are not tépaf
learning new marketing-oriented skills. In thesesesa the service providers need to buy these

competencies elsewhere.
2.4 Organizational Aspects in Adopting ICT Services

ICT services have widespread sociological effestedmpanies. As communication networks
allow information to be shared more efficientlydalraditional ways are quickly abandoned. As
different electronic media replaces face-to-facenmmnication, it will eventually change the way
people act in the workplace. ICT services affeetwlay people are working (Jimenez-Zarco et al, 2006
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Ritchie and Brindley, 2005; Hoogervorst et al, 2088d eventually the organizational culture as such
(Kakabadse et al, 2005).

The implementation of ICT services usually takdstaf time (Falk, 2005) and as with all new
things, this generally leads to much change resistdKakabadse et al, 2005). The ability of the top
management to commit is one of the most importhitigs to overcome the change resistance
(Kakabadse et al, 2005). If people detect hesitatmnong the management, they will behave
accordingly, no matter what the formal message @deé. People are also more likely to adopt
particular ICT services if their benefits can bewh (Peansupap and Derek, 2006). A clear message of
the benefits to all workers should be communicébeensure smoother adoption. If the implementation
of ICT services is poorly planned and designedjrid@ect costs that will occur can be even foores

the direct investment costs (Love et al, 2006).

To avoid poor adoption and sizable indirect castgestments to people are necessary (Ritchie
and Brindley, 2005; Kaiser, 2005; Bugamelli and &g 2004). Although the communication of the
top management’s commitment and the manifestafiaiirect benefits are a necessity, also investments
to training are required (Falk, 2004; Ritchie andnBley, 2005). If people do not know about the
possibilities that the new service can provide @& @ot equipped to use it, the benefits gained will
remain at a low level. In some industries this igeay long and costly process, if the base level of

computer literacy is low.

Often, these so-called soft issues form a majotashs for the adoption of new ICT services
(Ritchie and Brindley, 2005). If the implementatiamd follow-up are not properly planned and
designed, not only extensive indirect costs octowé¢ et al, 2006), but the ICT services will neter
adequately adopted by the organization and thexefair full advantages will never be used. It witid
up being just another failed IT-project that wilake the implementation of future projects ever more
difficult.

2.5 Economical Effects of ICT Services

ICT services can have very wide effects on comgamiperations. ICT services can be utilized
in market-oriented dimensions of products or sesj@s well as a manufacturing processes, working
practices, and management practices (Ritchie aimdlBy, 2005). In the manufacturing industry, ICT

services make firms’ operations more effective bgrdasing time and/or distance between production
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and consumption (Soete, 2001). In service indufitms benefit from ICT services (Metka et al, 2D06
because they both facilitate new service innovatidsy enabling new ways of client-provider co-
production (Gago, Rubalcaba, 2007), and also makeécges more tradable for clients (Soete, 2001).

There are many studies that verify the economingyiiat companies using ICT services can get
(Bowonder et al, 2005; Buhalis, 2004) by makingirtheperations more effective (Falk, 2005),
increasing productivity (Cette et al, 2005; Bakhahd Larsen, 2005; OECD, 2003) or enabling their
growth (OECD, 2004; Ark and Piatkowski, 2004). Nethieless, it should be further emphasized that
ICT services only offer opportunities, not guarastefor these economic gains (Heeks, 2002). For
example, if companies do not pay adequate attetdidime organizational aspects mentioned earlier, t

opportunities will never be realized.

The increasing demand for ICT services has morenadging effects from an economic view
point than one would first realize. When firms areesting on the core ICT service (figure 8), thalf
be compelled to also invest quite heavily on thengiementary services (figure 8). Sometimes the
investments on the complementary services can fte gignificant compared to those on the core
service (Kaiser, 2005) — even greater. This hasmgéed many businesses around the core ICT services
providers. For example, there are a lot of compattiat have specialized in the different applicatio
that are built on top of SCM, CRM or ERP systemprowvide consultative expert services in designing,
delivering, implementing and managing the systems.

Many governments and communities have acknowledigedlirect economic effects of more
widespread use of ICT services. As with any youmdustry also the ICT service industry enjoys
network effects (Soete, 2001; Vicente and Lope®620The more there are new successful services,
the more lucrative is the industry for new entrepergs and businesses. That is why also governments
and various communities have initiated seriousoastito promote both the supply and demand of ICT
services (Kaiser, 2005; Tijdens and Steijn, 2006} &An, 2005; Falk, 2005; OECD, 2004) to ensure the
development of ICT industry.

2.6 Providing ICT-Services in Practise

The provisioning of ICT services is not an easyswaightforward process. It requires many
people from various parts of the organization tokatogether (Arnould, 2008). Many of the challenges

that exist in ICT design and development are venghrdue to this wide organizational reach as well a
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the nature of the information that is involved Ire tprovisioning process (Orman, 2008). That is why
this chapter concentrates on examining the pravilsgp process, so that the reader would get an
appropriate picture of the nature of the processthé description and discussion of the practice of
providing complex b2b ICT services the experienamed in the case company TeliaSonera is utilized.
Because the case company TeliaSonera has undeagaras of several organizational changes during
the research period (2001 — 2007), it would be nmegess to separate each of the different strusture
that were in use at a particular point of timetdasl, the different functions that are needed aviging
ICT-services are illustrated here. This is prattimecause those functions have been the same during
the research period. For example during some oftliecases, Project Management and Consulting
functions were both in the same unit, and in somherosub-cases Product Management and Product
Development were in the same unit. Neverthelegsgdifierent functions that are needed in providing
b2b ICT service have always existed as identifighlities. These functions are illustrated in fegQr
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Figure 9 Organization structure and information flows in ICT-service provisioning.

As can be seen from the figure 9, nine differentnfianctions are needed in the provisioning of
ICT services. The relative sizes of the boxes m@i¢he sizes of those functions in terms of parsbn
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Although not the most accurate way to compare thm size of the fields gives some indication of

their resourcing. Arrows illustrate the primaryanhation flows between the different functions. The

roles and responsibilities of the different funo8aare described in more detail below.

Sales: When a need arises, the customer contacts saléiseoctustomer’s request is
conveyed to the sales department. The sales degartmill initiate the discussions with

the customer to see whether the customer need ednlfilled with the company’s

service portfolio. The sales department can alsioactive in the sense that they
contact the customer in order to present some rewices or to see whether the
customer has some needs that they wish to dis@h&ssales organization has a long
history of an account management type of operatiroglel. Therefore they own the

customer relationship.

Pre-SalesWhen sales see that the company’s service partéaln fulfil the customer’s
need, they usually contact pre-sales to participatbe negotiations to provide a deeper
knowledge of the company’s services. Pre-Saleshgny responsibility is to support
Sales in the negotiations with the customer andenth& possible offer. Due to the long
history of account-management sales organizatfmessales is a separate entity from the
sales organization. Pre-Sales is also responsinleadting as an interface towards
Consulting, Solution Design, Project Management Bnoduct Management, if more

detailed service information is needed in ordentke a final offer to the customer.

Consulting:If the customer is not fully aware of their neetti®y are complex, or cover a
wide service portfolio, some preliminary assesss@ntanalyses can be performed by
consulting organization. Consulting can also penf@rocess or business planning and
design related activities during the possible impatation of services to the customer.
Consulting is responsible for assisting Pre-Satek far possible implementation-phase

activities.

Solution DesignWhen the customer accepts the offer, Solution gvess responsible for
designing the solution to be provided to the custiofrom a technical point of view. In
cases in which the solution to be offered to th&et@mer is relatively complex or covers a

wide range of services, Solution Design is needeghtilyse the customer’s environment
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and make some preliminary design of the solutionthait correct work assessments can
be made for the offer.

e Project Management:Project management takes overall responsibility sefvice
implementation in customer cases in which theioréffs needed. Project Management
can be involved already in the offer phase if thkeition to be offered to the customer is

relatively complex or covers a wide range of sesic

e Product Managemenfroduct management is responsible for the lifecychnagement
of service portfolio. From a service provisioningimt of view, the most important task
in the lifecycle management is service design. ebtManagement usually has the best
and deepest overall picture of a particular serwi¢hen the most detailed information is
needed in making the offer, designing the seniitglementing it, or handling some
problem situations, product management is contadigd sales people. Product
Management also acts as an interface towards Rrdaemelopment, Production and
Support Systems.

e Product DevelopmentProduct Development is responsible for developing ICT
service according to the service design set by uRtolanagement. Also in customer
cases in which customization is needed Product IDpreent participates in the order,

design an implementation phases.

e Production: Production is responsible for transferring theviser into a production
environment after the service development has beampleted by the Product
Development and manage it during its entire liféeyProduction is also responsible for
making the necessary configurations in customdvelas and, if deeper customization
is needed, to make sure that the proposed custeahetion can be managed by the

production.

e Support SystemsSupport Systems produce certain core service elesmthat are
provided to the customer. These include elememkes fiilling and pricing. Support
Systems also handle the management of some otpporsisystems that are needed in
the lifecycle management of the services suchramfie and CRM-systems.
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Although information is flowing between the diffetefunctions, the borders are many times
quite rigid. Each function has its own respondipiln the total chain. Each function is equippedhwi
knowledge needed only in the confines of its owfingel responsibilities. This means that different
functions are not so keen on extending their resipdities beyond that which is agreed on. To farth
clarify the process of providing ICT services, ty@ctical examples of alternative kinds of customer
cases are given here. The first example describedatively easy customer delivery. The second
example describes a bit more complex service timaaverage of a slightly more challenging customer
delivery. The examples are based on two TeliaSosergices. The first, easy example is based on
Sonera Cstream service and the second, more cohialleexample is based on Sonera LAN Care

service.
Easy Customer Delivery

Sales contacts a customer about a new servicesérhiee is a multi-channel messaging service
that enables companies to send messages throucg wons, mail or fax to multiple recipients. Sales
asks the customer whether they would like to knowverabout the service. The customer shows interest
towards the service, and a date is set for prexgiltie service. Sales contacts Pre-Sales and assks f
support concerning the service demonstration. RfesSin turn contacts Product Management and
informs them about the customer and verifies thatalleged need can really be satisfied with the ne
service. Product Management sends updated semgsergation to Pre-Sales.

In the presentation, Pre-Sales demonstrates thdécseand the customer is immediately
interested in the service. The customer asks degaestions about the service and its features. Pre
Sales is able to answer a majority of them, anceemgrto provide answers to the rest after the
presentation. The following day, Pre-Sales cont&tsduct Management again and presents the
qguestions. Product Management says that they meeleck a couple of things with Production, but
feel that the questions should not present anylemuh After a couple of days, Production informs
Product Management that the service is able tal filé requested functions. Product Management
informs Pre-Sales and they in turn inform SalesesSeontacts the customer and provides the answers

to the rest of the questions. Customer tells theyy heed to think about it for a week or so.

After a couple of weeks, Sales contacts the cust@me the customer asks for an offer. Sales
contacts Pre-Sales and an offer for the customéralwn up. The customer accepts the offer and Sales
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feeds the order into the system. Production reseithe® order and creates a so-called customer
environment. Needed configurations are made andehsce is installed for the customer. Production
sends needed information to the customer and tstemer can begin to use the service. The service is
pretty simple, so the customer is able to useéhéce following the instructions.

After a couple of weeks, the customer contacts iBerdesk about a problem that they have
encountered. Service-Desk is not able to solvesat,they send the incident report to Production.
Production is familiar with the problem, and infarnthe customer about the reason. Because the
problem was caused by a faulty system input from ¢bstomer, no fixes need to be made to the
customer installation. Occasional contacts contidueng the whole lifecycle, but no major problems
occur. After five years, the customer feels thatytdo not need the service anymore, so they contact
Service-Desk and terminate the contract. ServicgkDmforms Sales and Production about the

termination and the customer installation is uraet after the termination period.
More Complex Customer Delivery

Sales meets a key customer on a regular basisndpariparticular meeting, the customer
complains about the quality of their current loasta network (LAN). The network has always been
managed by their internal IT-department, but cutyethere is only one person that has adequate
knowledge of the current network architecture asddrily operation. Sales recognizes the need and
tells the customer that TeliaSonera has a LAN serwihich could suit the customer's need. The
customer is not sure about the attitudes that Th@epartment would have on outsourcing their LAN,
but nevertheless they think that it could be usajuhrrange a meeting with the needed participants
least to get some more detailed information abueiservice.

After the meeting, Sales briefs Pre-Sales abouttisetomer and asks who should be involved in
the upcoming meeting. Pre-Sales asks some backgriofmrmation questions to which Sales is not
able to provide answers, but will ask from the oostr. The customer provides some technical
background information of their LAN, and Sales dels that to Pre-Sales. After some examination,
Pre-Sales comes to the conclusion that Solutiorigne€onsulting and Product Management should
attend the meeting in addition to Sales and PresS8lales asks for suitable dates from the custfomer

the meeting. Since five people from customer’s siilealso attend the meeting, the first suitabéted
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is set one month from now. One internal meetingeisbefore the customer meeting to get everyone
informed about the customer and their need.

Sales, Pre-Sales, Solution Design, Consulting anduet Management all attend the meeting
with the customer. Pre-Sales introduces the LANiserto the customer. The customer has a lot of
questions. Depending on the area Solution Desigmsating or Product Management provides
answers to the presented questions. The custotifedspartment is a bit worried, because the person
that is currently managing their LAN is one of thkey personnel and they are afraid that they would
lose her, if their LAN were outsourced. Altogetiiee meeting goes well. Mainly the customer seems to
be relieved because enough knowledge was arounthlthe to answer to the questions and worries

presented by them.

A couple of weeks pass by and Sales decides tacitite customer. The customer informs
sales that they are interested, but they are wbahgout the person currently responsible about thei
LAN and that they would need to see quite detdilguares before even continuing conversations. Sales
informs Pre-Sales about the customer feedback SRies suggests that they together with Solution
Design, Consulting and Product Management showe laameeting to decide how to respond to the

customer. The meeting is scheduled for the follgwireek.

In the internal meeting different alternatives pomdered upon. Solution Design reminds that a
pre-study of the current network architecture ltabd made before any binding price estimates can be
made. Consulting adds that because of certain gldpment that the customer has, also some
consulting work needs to done in the possible impletation phase. On the other hand, Sales reminds
that the deal would be quite big if realized andsathat the pre-study should be given for freehto t
customer, because they are not willing to contitle conversations before receiving some more
detailed calculations. Product Management and BoluDesign both suggest that the pre-study could
be given for free under the terms that it will bkel later on, if the deal is made. Everybody agréhat
in this case, when the size of the deal is sigmifienough, a LAN pre-study can be given for feethe

customer.

Sales contacts the customer and informs them thatder to be able to provide more detailed
calculations and estimations, a LAN pre-study lade conducted, but it will be given for free and
charged later, if the customer decides to buy #heige. The customer tells that the proposal sounds
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reasonable, but that the real question is whetieperson who manages their LAN at the moment can
be moved to TeliaSonera in the context of the ptessleal. Sales has no prior knowledge of this kind
of an arrangement, so they promise to get badkg@tistomer.

Sales contacts Product Management about the huesamnirce issue and Product Management
further contacts Production about it. Production isit sceptical, but promises to check the isstiks.
issues will further be handled in the next exeaitimanagement meeting. In there, it is decided that
because the business calculations seem profitalolesiace the customer is one of the key customers,
the person could be moved to Production, if thd demade. Sales immediately contacts the customer

and gives a green light to the customer concenfiagssue.

The customer agrees to the pre-study but reminaisttiere cannot be any signs of possible
outsourcing, but that this will be just a standemeentory procedure. The LAN pre-study is conducted
jointly by Solution Design and Consulting. Afterethpre-study is conducted, Sales, Pre-Sales,
Consulting, Product Management, and Production laageuple of internal meetings where the results
are discussed. No major issues arise during thsetpoy, but then again the pre-study was condumted
a rather superficial level at this point. Solutibesign gives its estimate on the migration of the
customer’s environment into TeliaSonera’s produrct®ales, Pre-Sales and Product Management agree
to make the offer to the customer together.

The offer is sent to the customer and Sales canthet customer a couple of weeks later. The
customer wants to get a 5% discount of the pri¢e discount is within the limits of their latitudeg
the discount is given to the customer. The firsetimg concerning the migration project is agreetigo
scheduled within a couple of weeks. The exact ddtéde arranged between the experts involved. The
customer reminds that no contacts are allowed bdfoey inform the person involved in the transfer
process. This takes time slightly longer than etgmbcso the first project meeting is postponedwpts

of weeks.

In the first project meeting, practical things cering a more detailed pre-study are agreed on.
During the pre-study it is discovered that thersdme equipment that was not in the asset managemen
registers that was used as a basis for the imiti@ntory. Therefore, this equipment was not reedrds
a part of the inventory process. The bad newslatthe equipment was just recently purchased, but

from a different vendor than all the other equiptmerfrom a vendor whose equipment Production
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people do not have any prior competencies witherABome evaluations it is analysed that this
equipment needs to be replaced with similar equiirfrem a different vendor. The costs for this will
increase the migration costs about 20% from what igially estimated. Although this mistake in the
calculations was mainly due to faulty informatioeceived from the customer, the customer is not
willing to pay the costs in total, because, theguatr the absence of this equipment from the asset
register should have been detected by Solutiongdgstople during the initial inventory process. The
issue is discussed between TeliaSonera and thencesfor a couple of weeks after which they agree
that the customer will pay only half of the addit@ migration costs. Because of the transfer of the
customer’s LAN expert, some information is somewlteatd to get, so the migration takes a couple of

weeks more time than originally planned.

When the LAN service is taken into use by the austg everything goes rather smoothly. But
just after a couple of weeks some problems arisie @ie application used by the finance people én th
customer’s organization. The customer contactsabelnera Service Desk about the problem. Service
Desk is not familiar with the problem so they trf@nghe incident to the 2nd level support whiclinis
Production. After a couple of days’ investigatidre tformer LAN expert notices that the financial-
application that she knows the accountants usmtilisted in the firewall rules. This applicatiwll be
added to the firewall rules and Service Desk infotime customer about the changes. After this, apart

from some occasional contacts to the service dmaything functions properly.

After a couple months from the implementation, tstomer’'s employees start to complain
about the LAN'’s rather poor performance. The custtenT-department contacts Service Desk about
the issue. After some investigation, it turns duatt the customer has been informed about the isiciga
traffic, but the email has got lost either in T8lgmera’s or in the customer’s organization. Ne\aets,
more capacity is available if two routers are uggrh This would increase the monthly fee by 5%. The
customer accepts this and Production goes on athels the equipment.

Again, after the upgrade only standard contactgluing some configuration information of the
workstations, are received from the customer in #evice desk. After one year from the
implementation, the customer wants to extend th&l Is&rvice to provide extranet connections to their
LAN to a number of their employees. This means saimnges to the LAN configuration and also

some XDSL equipment purchases and installatiorieecemployees’ homes. Since the number of the
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connected locations was only about 20 this wast dsabperative work in Production, and no separate

project was needed.

After half a year from the implementation of thetraret extension, the number of computer
viruses and malwares (malicious program) seemad®ase rapidly. At the same time, TeliaSonera’s
monitoring detects significant regression in thefgrenance metrics of the LAN. The analysis reveals
that several computers in the LAN are infected bglwares that originate from employees’ home
computers. A more detailed analysis performed amitreg employees further reveals that virus
protection in their home computers is either noistext or totally inadequate. The customer decides
that they will include virus protection of thesen® terminals to the deal, because the extranetlsag
general was very intense and it was perceived awsybeery useful by the employees. After the
computer viruses and malwares are removed from cibmputers connected to the LAN, the
performance of the LAN comes back to normal. Thet@mer still continues the use of the LAN service

today.
Observations of the Examples

Although this later example was much more complentthe first one, it was not even close to
being a difficult one. In the most difficult casée customer solution could for example comprise of
four different kinds of services that rely on eaminer with hundreds of end users in a customer
environment in multiple geographical locations. Tdaes cycle for this kind of solution would be
around 4-9 months with a 6-12 month migration anglementation project. The complexity and the
possible challenges quite rapidly increase in aliv@ar fashion as the number of different compasien
(end-users, services, locations etc) increase. iBhespecially reflected after the implementati@s h

taken place — in the operation or management phfabe solution.

A couple of things were similar in both cases. tFifsall, the information that was needed in the
provisioning was embedded in the processes of iffereht functions and ultimately embodied in the
different people. The offer was a result of joimdrv performed by several units. Estimates needed in
the offer were the result of the pre-study procg&be. resolution of the network overload problem was
result of the context-dependent knowledge thatLth expert had acquired over time. Many systems
are needed to provide information and many sys@mseeded to detect errors and problems in the

provisioning of ICT services. Still the final analy is always conducted by people and in some cases
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the solution can only be found if the person hdaseghenough tacit information about the service and
with that information is able to deduce the roais=a

Second, even in the simple customer case, manyniaeggn units with clearly defined
responsibilities were needed to provide the sentiwethe customer. ICT-services have become
technologically so complex systems that the commpet@eeded to provide them can only be handled by
a group of people, each concentrating on a paatiditld of expertise. This has made seamless co-
operation of all the different functions in whidhese people are working an absolute prerequisite fo
successful service provisioning.

2.7 Implications — Challenges for ICT Service Provi ders

ICT services are often mistakenly thought of asera@plications or simple technologies. Heeks
(2002) had quite a holistic view on ICT. He saw I&F an integral system that consists of Information
Technology, Information System, and Environment.eWkhe environmental drivers and inhibitors, as
well as challenges associated with informationesyst from a service and organizational perspective
are viewed through Heeks' (2002) outline, the fwilog figure 10 of the ICT phenomena can be
presented to help explain the challenges associdtedCT service provisioning.
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Figure 10 Phenomena of ICT.
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ICT services themselves have evolved and develapéeé interconnected systems that play an
increasingly important, crucial and strategic rahe customers’ and society’'s everyday life. The
economic gains — reduced costs and new sourceveffue — together with the incentives provided by
governments, are making companies very interestedréating plans and strategies to deploy ICT
services. This has been shown as a steady incirealggnand as well as in a growing number of new
businesses. But the adoption of ICT services is aas$traightforward or simple process in an
organization. There needs to be real managemenniament and individuals need to be trained in the
new services and sufficient support given to thaming their use. All this requires careful planning
communication and enough investments to peopledars a smoother implementation and use of new
ICT services. Although this sounds trivial, thespexcts are usually neglected. This will usuallyhteis
ICT projects where the full benefits are never gdinThis on the other hand makes buyers act
increasingly hesitantly, and they will act carefullhen buying new ICT services.

Successful provisioning of ICT services is not mpe task. The increasing demand of ICT
services, the accelerating pace of technologicahgh, more diverse customer expectations, and the
change in service provider competencies have aleased the variety of different methods, tools,
processes, competencies, hardware, software, appfic etc, that ICT service providers need to run
and manage. Sometimes the initial investmentsXample in new hardware and software may not be
huge, but that is usually just the development phBlew hardware and software need to be upgraded,
documented, backed-up and so. All the new elemeriisther processes, competencies or pieces of
software, need to be maintained throughout theioleHifecycle. This wide portfolio of different
technologies in all stages of the ICT service lifde that ICT service providers need to manage has
manifested itself as an increasing complexity of I€ervices (Kallinikos, 2005; Gabrielsson et al,
2006).

Complexity as such is not necessarily a bad thaug,it will become a major thing if it is left
unmanaged. If ICT service providers fail to mandbge complexity, it will lead only to more
complexity. When services and/or the processesmethods for producing them are not properly
designed, they will evolve organically (OCG, 200) practice this means that every person involved
in service provisioning will have their own way @bing things based on their own background and
knowledge. The larger the ICT service providertli® more apart the different people involved in the
provisioning will be organizationally. When the @ees and/or processes and methods evolve
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organically, without proper control mechanismsy¢heill be as many end results as there are presess
and services. This increase of complexity is ndy pnoducing inefficiency, but it has led to two jola
challenges that ICT service providers are currefattyng: 1) increasing production costs as welRps
decreasing service quality (OGC, 2007). The pradoctosts have risen because the production
environments have become so complex that new dosystems need to be acquired and new non-
standard processes need to be established alintkeirt order to manage the ICT environment . As
much of the work is still depending on human suisgom, human errors will inevitably occur, resugtin

in service defects and service breaks. These tpecésare not minor obstacles, but major, fundaatent
aspects that ICT service providers need to res@ven minor service defects can have devastating
effects on customer loyalty.

The production of ICT services itself is a compliighly social, process generally involving
seamless co-operation of several organizationas amd their personnel. Typical units include paidu
management, product development, sales suppopogugystems etc. The information needed in this
production chain is typically embedded in process®s certainly not documented. It is usually slore
only in minds of people, and varies greatly depegdin the particular context where it is applietisT
overall provisioning process is not easy to man&gece the production of customized ICT services is
very human intensive, companies cannot continuén¢oease their supply to meet the increasing
demand with the current concept that is to meetyegastomer expectation by customizing the ICT
service. So, in order to move from Moore’s (199Bjrth” phase to the “Expansion” phase, companies
have to develop new operational systems to hardieiricreasing complexity and more demanding

customer expectations with increasing demand.

Generally in any ICT projects the probability ofcsass is decided upon already in the design
phase (Artto, 1994). In this phase, the projecaligulefines the goals, the time frame and theursss
for the project. The more time and effort is spenthis phase, the greater the probability that the
schedule is realistic, the goals support the bgsirend the resources are adequate and secured.
Unfortunately, however, this is the phase that eglected the most. Many times ICT projects are
established more or less in an ad-hoc manner aad/any tight time-frame. This usually means that t
risks of the project are not identified or the cimmmmeasures prove to be inadequate. The scheglule i
unrealistic and not enough resources are secuned .vAry often the restrictions posed by the exstin
environment in terms of hardware, software, suppatesses, support systems, etc, are not adegjuatel
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examined. This same analogy of the importance efdigsign phase is applicable when addressing the
described complexity of ICT services. In this stitdg argued that service design and developnteat i
critical aspect in addressing the described coniylekecause the design influences service
development, marketing, implementation producti@md customer perceptions and satisfaction
(Bullinger, Fahnrich and Meiren, 2003; Hyotylainemd Moller, 2007). This view is also shared in ITIL
principles (OGC, 2007). Service design is defingd L as “gathering service needs and mapping
them to requirements for integrated services, aadting the design specifications for the servesets
needed to provide services” (OCG, 2007). From dkiénition, two important aspects of service design
can be identified: 1) customer needs need to etlinto service requirements and 2) service désign
a specification that defines how different assetg, people or systems, are to be used in the gioovi

of the service.

In order to address the increased production @sisdecreased quality, ICT service providers
need to develop new tools, new methods and newoappes on how to design and develop services in
a way that is different from their standard prodietelopment, but that is able to address the asing

complexity phenomenon.
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3 Theoretical Background

In this study it is argued that service design ésitical aspect in reducing the complexity of ICT
services. Service design in companies, or more rataly the lack of proper service design in
companies, is still very much evident today (Hdliand Shinkins, 2006; Larsen, Tonge and Lewis,
2007). As discussed earlier, many current ICT serproviders have a long history in product busines
To properly understand the implications for servitesign, when moving from product business to
service business, differences between productssandces are examined. Different service design
processes will be examined to see how they coulabpéed in the case of ICT services. Also, différe
service management tools and methods will be exeairtim see how they could be applied in the design
process of ICT services. Finally, as discussechapter 2.6, the provisioning of ICT services iseaw
knowledge and human intensive process, so knowledgegement and social networking perspectives

are examined to see how they could explain and belp in the ICT service design process.

In this chapter three, the existing literaturexarained and discussed to see what has been done
in the area of service design and development fdausThe remainder of this chapter (chapter 3) will
concentrate on five specific areas that are crufctah a service design perspective for ICT service
providers: 1) differences between products andicesy 2) the process of designing ICT services, 3)
ICT service design methods and tools, 4) the kndgdemanagement perspective of designing ICT
services, and finally 5) the social networking pexgive of designing ICT services.

3.1 Services vs. Products
3.1.1 Characteristics of Services

In this section some different views on categogzservices are presented. Also, the most
important characteristics that differentiate sezgiérom products are discussed. The research done b
Brown at al. (1994) proved to be very helpful wreemsidering the key studies to be included. When
examining services, the purpose is to identify ¢hkimds of characteristics that may have an effect

designing services.

Judd (1964) defined services as market transactidrese the object of the exchange is not a

physical commodity He further divided services into three differenttegries: 1) rented-goods

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



40

services, 2) owned-goods services and 3) non-gsedsces. Judd’s central idea of services was that
the ownership of a physical commodity would not ttensferred when purchasing a service. ICT
services have elements that belong to all of theetlcategories. The system elements of an ICTcgervi
can be seen to be rented-goods services. In a veagtamer rents the system elements from an ICT
service provider. The customer has an access goibes (the system elements), but does not own them
— when the service contract is terminated, theesystlements remain in the ICT service providers
possession. The core service elements as welkeasothplementary system elements of an ICT service
can be either owned-goods services or non-goodscesr A process analysis is an example of the
latter, as no physical goods are involved. On therchand installation (core service element) bA&l
service can be an example of an owned-goods seifiiitee customer gets the ownership of the LAN
equipment. Although the reasoning behind Judd'§4) @rticle may not be so great today, it identifie
some of the most fundamental aspects of servicematime.

Zeithaml et al. (1988) had a quite similar view sBrvices as Judd (1964) as they stated that
services are performances rather that objects. Timlyer characterized services that they cannot be

counted, measured, inventoried, tested or verlfiefdrehand.

Rathmell (1966) continued Judd’s approach when hdena distinction between products and
services by defining goods as objects and serésesieeds or efforts. Rathmell's (1966) further
contribution was the identification that productglsservices form a continuum where products are at
one end and services on the other, and that teere clear line between them. As at that time 9661
the usual debate was over whether or not a paati¢ting” is a product or a service or how the two
could be separated from each another, this ideatifin of the continuum approach with no clear line
between products and services was quite a brealghroand it is still very much valid today in
designing ICT services.

Shostack (1977) further continued the continuunr@ggh. She argued that the very essence of
services is their intangibility, and that servidesm a continuum where the tangible features are
dominant in one end and intangible features atother. Shostack (1977) also presented a molecular
model where service was perceived as a moleculéhioh one kind of atoms portrayed the intangible
elements and other kind of atoms the tangible eisn&he further noted that that the same serdne c
be perceived differently by different customerstearms of tangibility dominant vs. intangibility

dominant. According to Levitt, (1981) one of the shanportant outcomes of this intangibility is that
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the customers usually do not know what they aréngetntil the service is actually delivered. Levit
further argued that this intangibility is one oktimost profound characteristics of services antlitha
should be controlled by service providers in oridemake their services easier and more unambiguous
to the customer.

When ICT services are inappropriately designedy tieside very much on the service end on
the continuum. And as Shostack (1977) pointed big tegree of intangibility can be perceived
differently by different customers. If an ICT samwiis not properly designed, the different elements
(system elements, core service elements and coreptany service elements) are seen as extremely
intangible by the customers because the phase gpingcustomer needs into defined features has not
been done properly. The more expensive or morealrthe ICT services involved, the bigger an issue
intangibility can be. If the ICT service is venyitimal to the customer (such as an ERP systemj or i
there is a significant price tag on it (e.g. in I€ffategy planning), it is very important to thesmmer
that they know exactly what they are buying. To enakpoint, if all that were to be presented in a
strategy planning would be the name, price tag @mdral presentation by a consultant, customers
would most probably be quite hesitant to pay tehshousands of euros for a service. Even if the
customer were to buy an inappropriately definediser there would be severe challenges in the servi
delivery as there would most probably be differepinions about what was included and with what
kind of conditions (Chuang, 2007). This would beceéved as poor service quality by the customer as

expectations would not be met (Parasuranam et385).

Also Thomas paid (1978) attention to the fact &wices are more abstract than products and
that makes them hard to communicate to others. afellad the intangibility-tangibility dimension by
dividing services into two categories: those thateguipment based and those that are people Hased.
the case of ICT services the system elements ase tthat are the most equipment based and also the
most tangible. Whereas the complementary serviemeats are those that are the most people based
and the most intangible. From this perspectiveoitld be argued that in the case of ICT services, th
further we are moving from the systems elementsatdss complementary service elements the more

there will be challenges associated with intangibil

Chase (1978) handled this same tangibility-intaifigitdimension (equipment vs. people based)
by categorizing services according to the exterustomer contact in the creation of a service. ikipv

from high contact towards low contact he develofeeot categories: 1) pure services (e.g. restaurants
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2) mixed services, 3) quasi-manufacturing, and dhufacturing (e.g. chemical plants). Chase (1978)
also concluded that the services that have a higlhomer contact are more difficult to control and
rationalize. Although only the first two categoriapply to ICT services, the point of control and
rationalization is very valid. As the system depamd/ decreases and human dependency increases,
when moving from system elements towards compleangisiervice elements, so does the intangibility.
Again, if this intangibility is not properly contifed, customers will have difficulties in evaluajinvhat

they are buying, and after delivery to assess veneihnot the service is what was indeed agreed on.

Lovelock (1984) took a somewhat different approachcategorizing services. He did that
according to five different questions: 1) whattie hature of the service act, 2) what type of i@tahip
does the service organization have with its custen® how much room there is for customization and
judgement on the part of the service provider, 4)at\is the nature of supply and demand for the
service, and 5) how is the service delivered. Aébemmining these characteristics of services Lakelo
(1984) concluded that products and services agttade similar kinds of challenges. This conclus®n
logical in terms of the continuum approach, andeisy important in terms of designing services. e t
research done in the service industry is much yeutigan in the product industry, the former could

benefit greatly from different tools and methodstthave been developed in product industry.

Parasuraman et al. (1985) and Zeithaml et al. (LRRHtified three different characteristics of
services: 1) intangibility, 2) heterogeneity andir®eparability. Gronroos (1990) identifies foursiza
elements that characterize services: 1) intangib¥) services compose of activities rather thangs,

3) consumption and production of services takesepimultaneously, and 4) customer participates in
the production process. This line of thought isofwed by Rushton and Carson (1990a, 1990b), as they
define the following four characteristics charaieieg services: 1) intangibility, 2) diversity, 3)
perishable nature, and 4) inseparability of productind consumption. Heterogeneity and diversity
both refer to high variance in production process®®ng different service providers. In other words,
when two service providers are delivering the saemgice, there can be significant differences & th
outcomes perceived by the customer. In fact, tharebe differences even in the outputs of one cervi
provider on different days. Inseparability in tusthe same aspect as the simultaneous consumption
and production of services. Perishable nature mesiservices cannot normally be stored in any.way
Some exceptions are e.g. flight tickets. In a wag tickets are stored, but they cease to existeat t
moment the airplane takes off.
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As already pointed out, intangibility is an impartaspect in the case of ICT services. The same
applies to heterogeneity. In order for ICT servyizeviders to meet customer expectations today, they
really need to control the heterogeneity of theivies. In fact, Shostack (1987) addressed the roo
cause for this as she took a very process oriesgppdoach in characterizing services. She stated tha
services are not things and that in the processfesarihe fundamental nature of services. Shostack
(1987) further argued that the process should bestdescribed as steps and sequences and by the
complexity and divergence of those steps and segsershostack (1987) defined process complexity
as the number and intricacy of the steps requgeetform the process. Divergence was definedas th
degree of freedom allowed or inherent in a proséss or sequence. Even in ICT services that have th
best service designs, heterogeneity is very mugarapt. The major source for the heterogeneity of
ICT services is the degree of freedom that the leeparticipating in the provisioning have when they
are performing their tasks. In other words, usudily service design does not define precisely emoug
the particular process the person is expected fowp and thus gives too much freedom to the
individuals. It should also be noted that this hageneity is not only a result of activities penfad by
the service provider. The more involvement is regpiifrom the customer’s side in the co-creatios, th
more heterogeneity can actually — mutually — béciefd (Kannan and Proenca, 2010). The difference
with the heterogeneity inflicted by a customer lsttit can be even harder to control than the
heterogeneity inflicted by the service providerg@ia and Manzini, 2009). Altogether, poorly desdn
service processes will have a great negative impactustomer loyalty (Caceres and Paparoidamis,
2005).

More recently, also the information intensity of\dees has been addressed (Orman, 2008a). It
is the very nature of services that makes them rrdoemation intense than products (Sheth, Verma
and Gomadam, 2006). For example, as services &e@ dElivered in a very timely manner and
consumed immediately, certain customer specifiorination is always needed (Orman, 2008b). In
addition, the more specialist kind of service iresfion, the more tacit information is needed by the
actual performer. In other words, information ttia performer has in order to perform the particula
activity. This tacit information aspect is also dhat makes services harder to describe (Ormargi®00
and therefore also harder to buy (Lindberg and Mo£&2D08) than products.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



44

3.1.2 Professional Services

Professional services form a distinct subset ofises. Wittreich (1966) referred to professional
services as a range of advisory services, whereasnigsson (1978) defines management consultants,
technical engineers, architects, accountants amertiging professionals all as providers of proif@sal
services. Depending on the source, the list noymgdits only longer. Bloom (1984), for example,
includes also dentists and doctors in this listdF1990), on the other hand, identifies profesaion
services by their type. According to him, all sees that relate to the fields of finance, accoupntin
advertising, management, technology, architectave,and healthcare are professional services.

Although these categorizations show some of thiy #aoughts that these researchers had about
professional services, it is quite hard to appbnthto the context of ICT services today. Later aese
has concentrated more on the characteristics dofegsimnal services in particular. For example,
Lovelock (1983) argued that professional servicessa called knowledge professions, where extensive
training is required to develop the needed skiltsl fudgment. Bloom (1984) made an important
observation, when he notified that usually prof@sal services lack attributes that a buyer can
competently evaluate before (or even after) makimurchase decision. Sipila (1996) continues along
the same kind of line as he states that creataity knowledge are the key differentiating aspecis f

other services.

From Lovelock’s (1983) and Sipila’s (1996) definiis, two important aspects of professional
service can be identified; professional servicepire a certain amount of special skills as well as
creativity from the performer. Following this defion, ICT services fit the definition very well.hE
creativity aspect is accentuated the further frdva system elements one is moving towards the
complementary service elements. In core servicemeai¢s, individual creativity is often replaced by
different knowledge bases or other systems. Famel& every person in Service Desk does not need to
know solutions to all the incidents customers hdnd, instead they resort to knowledge bases where
solutions to identified problems are stored. Bubirsiness analysis, the problems are usually stexbn
dependent that solutions cannot be replicated straaghtforward manner. Of course also in business
analysis knowledge bases offer a great deal of helipthe applicability and final analysis are suleof

an individual’s creativity.
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Halinen (1997) continues describing professionalise by adding also intangibility, people
intensity, interactivity, customization, and ambtguas the list of characteristics of professional
services. Bostrom (1995) pointed out that professiservices in particular are more or less produce
and consumed simultaneously. This is actually foreall services, but this simultaneous production
and consumption is maybe the more evident the rhomean intensive a service is. Similar kinds of

definitions have been offered by Brown and Swat880), for example.

From an ICT service provider's point of view theeiractivity perspective is very relevant. In
product business this is not so important, butdrvise business it can even be a deal breakehelf t
customer does not feel comfortable with the pepeniorming the service, the perceived quality & th
total customer experience can be very low, no mattet the actual output would be. For example, if
the person performing a business analysis (compltane service element) were to act in a very
arrogant way, the perceived quality of the serwoelld be very different compared to a situation xehe
the person performing the business analysis wottldhaa very pleasant way. This means that for ICT
service providers it is no longer enough that a@eiis a top expert in the field, but she or he akseds
to be socially talented, to have good interpersshkdls. Due to this, not all top technical expeste

ideal consultants in practice, because they laelskKills needed.

Davies et al. (2006) discussed how many of theemtekCT service providers have transformed
themselves towards providers of integrated solstiostead of products. They divided the core servic
elements and complementary service elements into @iifferent categories: systems integration,
operational services, business consultancy andovefitancing. Vendor financing is not dealt here
because — although it is an important serviceis-ribt part of the total functionality of the ICE&rsice.

It can be seen as more of a service that may bedato the customers, in order to help them Iney t
actual ICT service. According to Davies et al. @P0perational servicesre those that are performed
when maintaining, managing the solution. Theselmmafor example, server monitoring, data backups
and training.Systems integratioincludes those services that are needed in contpitiie different
system elements into a turn-key solution to thearuser. These can be for example, solution design,
project management, and solution implementatBusiness consultingervices are those that are the
furthest from ICT system elements. These can beefample, business analysis, strategy consulting,
business planning etc. Although business consudiergices are the most independent in regard to the
ICT system itself, they are part of the total IGhsce.
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Business consulting services have some speciabctegistics that differentiate them from
operational services and systems integration. @hatification of the characteristics is very impmtt
to ICT service providers in order for them to detivhigh overall quality. The concept of consulting
general is open to various interpretations (Reji#d5). A very broad definition is made by Lipiém
(2000). He suggests that consulting is characteraze“a total commitment to develop the customers
business”. Turner (1982) suggests that the singlst important thing in consulting is a well defined
hierarchy of goals. He emphasizes that those gbalsld be a result of active co-operation betwéen t
consultant and the customer. Turner (1982) furtus that the goals should be agreed on by both
parties. Bebko (2000) discusses the same issuesr uhd term managing customer expectations.
Similar conclusions are backed by Kesner and Fo(#@97). In their study they examined a case where
the goals were set in isolation from the customith wisastrous implications. Moreover, Kesner and
Fowler (1997) argued that the consultants and oustdnad very differing understandings of the goals.
The focus on active co-operation and mutual goingeimplies that in addition to particular expset
(Sipila, 1996) of the customer’s business, consgltivork requires an exceptional level of sociallski
(Cope, 2000; Agahi, 2002).

The central aspect that is visible in all of thewabdefinitions of business consulting is the very
deep relationship that the consultant and the oustdhave with each other. Although interactivity is
present in all professional services, businessuiting services take this aspect to the next leW#ien
the customer is revealing their most kept secieis,only possible, if complete trust is formedvween
the consultant and them. As discussed earlierhtiman aspect increases as one is moving from the
ICT system elements towards core service elememttcamplementary service elements, and it has a
huge impact on quality perceived by the customen@Kand James, 2004). The same applies when one
is moving from operational services to systemsgraton and to business consulting. ICT service
providers need to bear this aspect of interpersskils in mind, when recruiting people into the
different tasks.

3.1.3 Service Continuum

As stated services and products are generally teefmmm a continuum that has products at the
one end and services at the other (Rathmell, 19B6stack, 1977), and they have no clear line betwee

them (Lovelock, 1984). Services comprise of motarigible elements, and are intangible dominant,
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whereas products comprise of more tangible elembatsg tangible dominant (Shostack, 1977; Chase,
1978; Thomas, 1978; Levitt 1981). From an ICT ssyrovider’'s point of view, the most important
characteristics of ICT services include:

¢ Intangibility

e Interactivity / human intensity

e Heterogeneity

e Skills and creativity dependency

The degrees of these characteristics vary depemdinghether we are dealing with ICT system
elements, core service elements or complementawceeelements, and respectively whether we are
dealing with operational services, systems intégmabr business consulting. Intangibility is incsesy
as one is moving away from the ICT system elemergsjoes the interactivity and human intensity as
well as the need for special skills and creativitangibility is an important aspect for ICT sewi
providers, because it has a great impact on themes's decision of whether or not to buy and ahso
quality perceived by the customer (Shostack, 1@¢, 2007). Intangibility also makes services quite
hard to be measured or tested (Zeithaml et al. )1 98&8ch are both important aspects when trying to
improve the quality of services. Heterogeneity isstty dependent on the quality of service designing
in terms of production processes definitions. Astamers today are very demanding concerning the
quality of ICT services (Johnson and Ettlie, 20Gabrielsson et al, 2006), ICT service providersdnee
to control this heterogeneity in a better way.

Interactivity and human intensity as well as speskills and creativity are also important
aspects, because they differ so greatly in selmisiness compared to the product business. ICTcserv
providers need to take this into account in reomaiits and also in designing services. The more a
particular service is human intensive and requiesativity, the less it can be rationalized and
predefined. This should not be taken as an excos®rdesign human intensive services properly, but
just to bear in mind that the design will be diéfet whether we are talking about operational sesviar
business consulting services. By summarizing theclosions drawn in section 3.1 the ICT service is

presented as a service continuum in the followiggré 11.
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Method/Tool/Technology dependent

Comfglementary service
elements

1ICTSs

Tangible dominant

Jueuiwop ajqibuelu|

ICT system Operational Systems Business
services Integration Consulting

Skills and creativity dependent

Human aspect

Figure 11 ICT services as a service continuum.

The elements of an ICT service are divided inteehcategories (ICT system elements, core
service elements and complementary service elejnfote a component point of view and into four
categories (ICT system, operational services, Bystetegration, and business consulting) from a
marketing point of view. The categories match eaitter quite well, with the exception that systems
integration has both core service elements as aglkomplementary service elements. Usually ICT
services are designed so that especially the erwice elements and complementary service elements,
which are based on the skills of persons, are higithngible. This poses many challenges for ICT
service providers. The same applies to heterogendéihen one is moving from systems elements
towards complementary service elements the needkitls and creativity is increasing. The more a
successful execution of the elements is based ibis akd creativity instead of predefined methods,

tools and processes, the greater the varianceitatiks and the corresponding outputs.
3.2 Service Design Process

If ICT services are not properly designed they Wwélexpensive to run, prone to failures, scarce
resources will be wasted and the services willmegt the customer requirements (OCG, 2007). ICT
services are increasingly complex, and so has bedbeir design processes (Bullinger et al., 2003).
Scheuing and Johnson (1989) argue that servicesindu by their definition — lacked a decent,

systematic model for designing new services. Tinéypduced a 15-step process model for developing

Mika Hyotylainen, Aalto University School of Econas 19.7.2010



49

new services that was based on earlier work by Bibnet al. (1985), Johnson et al. (1986) and Bawer
(1986). The model illustrates the different seqesnas well as the most essential internal and resdter
influence interfaces. Their model is illustratedhe figure 12.

Marketing ——————p 1 Formulation of Mew Sorvice g —— Environmoental
Objectives Ciljectivess andd Steatoay Analvsis
Internal — a2 Idon Ganoration - External
Souroes Sources
a ldist Seranming
Customer ———————————— 4| Concepl Developmunt ~——————————— Praspects
Contact
Personnel
5 Concepl Tosting
Budget — . 6 Business Analysis  ~sb—————  Murket
Developmant l Assessment
7 Project Authorization
——— Sorvice Design and Testing +—— [Jsers
Operations
Personnel
—_— Procoss and System
Dosign and Tasting
10 Markeling Program  ~————e—— Uscrs
Doesign and Testing
All Personng] ——= 11 I‘l'rh-::lrl.mj Training
12 Servies Testing
and Pilot Run
1 Tosl Muorkaoling — —s————
14 Full=Scale Lounch
15 IPost-Linmich Review

Figure 12 Normative model of new service developmerScheuing and Johnson (1989, p. 30).

Scheuing and Johnson’s (1989) process starts Wibhniulation of new service objectives and
strategy”. In this phase goals, objectives, mankgefilans etc., for the new service should derivecor

operation with several participants from the firrolgerall strategy. In the next phase, “ldea germnat
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external parties such as suppliers, competitorscastbmers should be followed and interviewed to ge
inspirations and to take into account possible tairs for the new service. In the “ldea screening”
phase most prominent ideas for further developnséould be recognized and more unsound ideas
abandoned. “Concept development” expands the sogviiddeas into more detailed descriptions
answering to questions such as: why, to whom, howTée purpose of “Concept testing” is to see in
test conditions whether or not the concept meedtooter requirements. The “Business analysis” phase
studies the proposed concept from a business azisé gf view and tries to examine the financial
implications. In “Project authorization” the newrgee development is either approved or rejected by
top management. “Service design and testing” presluthe service itself, or more accurately
operational details of the service, and tests thenfProcess and System Design and Testing” the
delivery of the service is designed and then astetl from a process and system point of view. The
next phase, “Marketing program design and testioglers the design of the marketing activities and
then testing them among the employees to ensutetieayone is aware of the new campaign (covers
also “Personnel training”). “Service testing andopirun” is the last test made, to ensure smooth
operation, before “Test marketing” and “Full-scdéeinch”. After the launch in the “Post-launch

review” the results of the process are reviewedtheduccess is evaluated.

The process model developed by Scheuing and Jol{h888) is quite extensive in terms of the
number of different steps pictured, although thecpss is not described in much detail. Neverthgless
the extensiveness is easily understood becausadtel has not been applied in practice. It is aehod
built from a theoretical background. If the modeldhbeen tested in practice, they would have most
probably noticed that it is far too heavy to executhe model is, as said, extensive, but in réal-li

difficult and costly to follow.

Also Vaattovaara (1999) developed a process modaikiresearch. He focused on transforming
existing professional services into products inyatems engineering company. Vaattovaara (1999)
defined the general transformation of services getivice products as “the transformation of ses/ae
products creates clearly defined service objecth i priori defined features and implementation
processes”. The main phases of Vaattovaara's (1988)ess model are 1) product screening, 2)
product analysis and concept construction, 3) dgreént of service package, and 4) development of
service implementation processes. In the first phasset of services are selected that are chodes t
developed into “service products”. Next, these ek services are analyzed and based on customer
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needs and market analysis a service product congdpiilt. In the third phase, the concept is built
based on five different service modules. These nesdare, as defined by Vaattovaara (1999), the
service essence (key contents of the service floencustomer’s point-of-view), enabling services
(necessary modules in production of the serviceresy, facilitating services (help the customethim
service implementation), administrative servicese(lfor management of the service contents; e.qg.
billing), and augmenting services (optional sersitteat enhance the total value of service essentet
customer). In the last phase, the processes néedediver and implement the service are developed.

Vaattovaara’'s (1999) model is relatively compadbtjolt makes it practical. As the customers’
role in services is more intense and deeper thapraducts, this should also be visible in service
development (Bowen and Youngdahl (1998; Alam andyP@002). This is also the weak point in
Vaattovaara’s model — it does not address theafodanployee and customer participation in the desig
process. But more importantly, his model can be $aihave a wrong starting point: “to transform
existing services into products”. As discussed k&feervices and products form a continuum with no
clear line between them. It is true that one cakarsrvices more tangible, but that does not chérge
fact that they are still what they are — servicgsrvices move in the continuum towards the tangible
domain, but they still remain as services. If segsiare mistakenly handled as products, the special
characteristics that are always present in setmiciness will not be properly taken into accourttiol

will lead to serious challenges in delivery, imptartation and management of the services.

Later Alam and Perry (2002) developed a model &w service development that consisted of
ten stages. The phases of their process weredtggic planning, 2) idea generation, 3) idea séngen
4) business analysis, 5) formation of a cross-fonal team, 6) service design and process/system
design, 7) personnel training, 8) service testingd goilot run, 9) test marketing, and 10)
commercialization. Their model was actually vergnigar to that of Scheuing and Johnson’s (1989),
with the exception of the formation of a cross-fimmal team. In this phase, top management is
involved and members are gathered from the diffefienctions that are participating in the service
production. Although this model is slightly morengpact than the model of Scheuing and Johnson
(1989), it too lacks the role of employee and cooparticipation in the design process.

Recently, increasing research interests towardscgedesign process have been shown. But in
all fairness, all of them are more or less somethin between the most comprehensive model of

Scheuing and Johnson (1989) and the most compadtinod Vaattovaara (1999). Same goes to the
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service development model developed by Paloheimal.e2004). Although they emphasized the

iterative nature of service development, this sahservation was already made by Shostack and
Kingman-Brundage (1991). Both of the models (Sheéstand Kingman-Brundage 1991; Paloheimo et
al. 2004) are shown in the figure 13.

Understanding the customer’s business and processes;
customer knowledge: needs, expectations, experiences

b

Figure 13 Spiral new service development models [(&hostack and Kingman-Brundage 1991;
(b) Paloheimo et al. 2004].

The model developed by Shostack and Kingman-Brumdag91) seems slightly complex at the
first glance, but is in fact relatively simple. ri¢ions appear in the design and audit phasest&kos
and Kingman-Brundage (1991) emphasized the impeetai the service design phase and that the
design should be the result of several iteratidimee idea of this feedback loop is also visiblehie t
audit phase. Paloheimo et al. (2004) also devel@petbdel that emphasized the iterative nature of
service design. In their model iterations happennduthe whole process — except of course the

selection phase.

Smith and Fischbacher (2002) described new sem@alopment as a political bargaining
process. Although their case study was from hezdtle, their observation is not so dependent on the
industry, but more on the service provisioning pss According to their argumentation, service
provisioning is a very human intensive process tgires seamless co-operation from multiple
functions in an organization. The bigger the orgation, the more evident it is that the functioagd—
at least to some extent — differing objectives.tTisavhy Smith and Fischbacher (2002) consider new

service development being more of a bargaining gsecwhere it is of utmost importance to get
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everyone involved in producing the new service émdrchestrate the co-operation between these
different functions and the people working in thérhe challenge of orchestrating the co-operation of
different functions was also pointed out by Balerat et al. (1995). From this perspective, the iteea
nature of service design proposed by Shostack amghian-Brundage (1991) and applied in the model
by Paloheimo et al. (2004) is a very important asfdeveryone involved in the service provisioniragh

to have a say concerning the service design. Otbervriction will appear in service delivery,
implementation and management, which will leaddorgservice quality perceived by customers.

Although the technical service design process a@esl by Aurich et al. (2006) is actually a bit
of a mixture of Vaattovaara’'s (1999) and Alam arefr?s (2002) models, the model is worth
mentioning here. Their model consists of demandntifieation, feasibility analysis, concept
development, service modeling, realization planneagd service testing. The model differs from the
other models, because it is described in a vergilddt strict and concise manner. Their study sela
not so much on earlier work in the area of servimmagement, but more on the design of technical
product systems and product lifecycle managemelttioAgh their study does not offer anything new
from a service design process point of view, itvehidiow the strict discipline of a product design

process can also be followed in service designga®c

There are two key challenges with service desigitgss models. The first one is that each of
them is probably the best for designing specifivises in a specific context. Different issues dtdie
emphasized when one is dealing with services thsttfcom 100 to 1000 euros and when one is dealing
with services that are in the range of 2000 — 1@ &uros. The same applies if services are proviged
a company consisting of ten people or by one ctingi®f 1000 people. What is important in services
costing 50 000 euros and provided by an organizatfcdb00 people is also important in services ogsti
500 euros and provided by an organization of 1%pgeddut different aspects should be emphasized in
service design. For example, business analysiedésob the most important phases in both casest but
is much more crucial and should be taken to a detgiled level in case of services that cost 50 000
euros. Also, designing how to implement the serigceery important but should be emphasized even
more when there are ten different functions and@&gple involved than in a case where there asethr
people involved.

The second aspect refers to the number of diffgpbates in the process. There is an evident

tradeoff between being theoretically accurate agidgefficient in practice. If the model is thedcatly
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very detailed, it is very costly and time takingapply it in practice. And the other way aroundihi¢
model is very practical it may not be so theordfjcaccurate. It is a good thing that there arethécal
reference models (e.g. Scheuing and Johnson, 1889)it should be emphasized that a model as
extensive as this one is very costly to be fullplegal into practice. As long as one is discusstnmnia
theoretical level, no one can argue that some ghageirrelevant or unimportant, but as soon asione
actually doing the work in practice, one can noticat there is never enough time, information or
resources to develop services with such rigourti@mother hand, the weak point of the most pralctica
models (e.g. Vaattovaara, 1999) is that in somerathses, in some other environments, there aresss

that need to be taken into account, but the maifielsono help in doing it.
3.3 Methods and Tools for Service Design
3.3.1 Industrialization of Services

Levitt (1972) argued that there is no such thingsesvice industry. Instead, there are only
industries whose service components are more srtihese of other industries. He saw the humanistic
emphasis as a profound weakness of the servicesisgion. In his opinion, services should be
“‘industrialized” by applying techniques from marctizring. Levitt (1972) suggested that
industrialization should be done by focusing moretloe activities that are required in producing the
service - and how they could be re-engineered n tirathe performer of those activities. Although
Levitt opened up the discussion for improving tlficiency of service production, his metaphors of
“fear of God” or the “whip of the foreman” describés approach quite well. But again, at that tine h
view of treating humans as machines and “tuninghthaccordingly, may have been more applicable
than today. Today — especially among the knowledgekers in the ICT service industry — this kind of
approach would produce quite disastrous results.

Levitt later argued that (1976) in the case of hofimiensive activities, hard, soft and hybrid
technologies should be used to systematically imidlige services. Hard technology means replacing
human activities with technology-based processesifaATM and internet banking services), soft
technology refers to rationalizing and specializihg human activities involved in services, as vasl|
repacking or modularizing them (as in the moduktizervice and maintenance packages offered by
the ICT providers, e.g. corporate telephone sesyjcand hybrid is a combination of hard and soft

technologies. Levitt mainly applied the principletthe limited discretionary action of personnel,
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division of labour (soft technologies), substitutiof people with technology (hard technology), and
service standardization (hybrid technology) inihdustrialization efforts.

Although there were important development aspdotady in the 1970’s, the division of labour
and substituting people with technology are quétevant issues today. The division of labour hanbe
part of everyday business among ICT providers fotegsome time as the organizations have grown in
size. The different tasks in a provisioning procese divided between different functions, each
concentrating on their particular area of experts@vice desk, project management, business amalys
etc.) Substituting people with technology is alsdte) evident in self-services. Travel agencies are
probably one of the most common examples used ptaigxng how many of the tasks performed by
travel agency personnel (such as airline tickeerregion or hotel booking) are today handled by
customers themselves with the help of ICT serviddge same applies to ICT services themselves.
Many orders can be made by customers themselvesgihrthe internet, many reports can be viewed
from databases through the internet, and manyentsdcan be recorded into the systems through the

internet.

Levitt (1972, 1976) used the limited discretionaction of personnel as a soft technology to
improve the efficiency of service provisioning. Wdugh primarily used to improve efficiency, the
limited discretionary action of personnel also ios the quality of services. Its purpose is tangef
the tasks and the way to execute them so precibalyit leaves no discretion to the performer. In
practice the limited discretionary action of pemselnis one kind of standardization. Levitt (19727 )
used McDonalds and their manual as an example.nfdreual dictates where exactly the french-fry
boiler should be, the tools to be used to raticsh\@aigh french fries in a manner that every portias
exactly the same amount of French fries and thatntedligence or thinking is required from the
performer. Levitt (1972, 1976) argued that if therfprmer has too much discretion, it will inevitgbl
lead to variations in the output and to inefficigiic the process. Variation will occur because gope
thinks slightly differently and has a different kgoound and knowledge about the issue. Inefficiency
will most probably occur because everyone needsin@ about the issue instead of just executing it.

Also Johnston (1994) and Bowen & Youngdahl (1998)ad that service management has a lot
to learn from operations management in manufaajurirgeneral. The importance of standardization in

particular has also been acknowledged by Sawhnaly(2004), Davies (2004) and Davies et al. (2006).
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According to them, standardization is a major pyergite in order to produce quality services
efficiently.

Originally service industrialization was a philobgp a framework and an approach towards
designing services. However, today — and especiallghe context of ICT services — the strict
application of industrialization as an approachaspossible. People participating in the provisigrof
ICT services can not be treated as machines, thegot be fine-tuned in a same strict manner. What
can be done is to use industrialization as a togkrvice design. Some techniques are useful iricser

design, but the starting point of fine tuning humas machines is no longer applicable.
3.3.2 Tangibilization of Services

Levitt (1981) discussed the role of tangibilitythe processes of winning new service customers
and retaining existing ones. He points out thabrigler to make prospective customers confident and
comfortable about intangibles that cannot be pstete organizations should go beyond the literal
promises of specifications, advertisements, andlsato provide reassurance. Intangible promiseg hav
to be ‘tangibilized’ in their presentation; makimgangible tangible should be done as a matter of
routine on a systematic basis (Levitt, 1981). Reeldgl. (1993) and Buttle (1993) have applied Lt&syit
ideas of tangibilization in the service mix andéation to the corporate image. According to them,
order to remain competitive a service firm mustgthitize or concretize its services. Buttle (1993)
provides helpful examples of how hotels have tatigéud their service offering by developing diffete
kinds of printed material (e.g. floor plans, areapsy meeting room set-ups), property tours,
photographic material of the property, newslettems)ference books, videos, etc, for both businesses
and customers.

In practice, tangibilization means giving someththgt is intangible a more tangible form, in
other words making something more concrete. Leke business analysis service as an example. In its
most intangible form business analysis service @dnd sold to a customer by a salesman without any
brochures, papers, etc, only through oral presentalhe service would be provided by a consultant
performing the analysis with the aid of a pen ammhe paper and then reporting the results oralthh¢o
customer. Business analysis services can be made taogible by developing sales slides, and a
service description that can support the salesmdnisi sales efforts. Then the consultant would have

ready-made slides of the workshop agenda and dotogether with a questionnaire that would be sent
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to the customer beforehand. The customer could therliarize themselves with the issues that are
going to be dealt in the workshop and find out eekebackground information for the workshop. Then
after executing the workshop, the consultant wauktke a detailed report of the analysis and also
present these findings to the customer.

In its essence, tangibilization is about definiiffedent tasks and outputs — what is included and
what is not, and also to put those on “paper”,hstt these tangibles can then be given to the cestom
These tangibles present the concrete element& afetvice that the customers get. Tangibilizaisos
very important effort that has a significant impaatservice quality perceived by customers (Reddy e
al., 1993; Buttle, 1993). Nonetheless, like alllsp@lso tangibilization has pitfalls that needbtokept
in mind — especially excess documentation (Boi28)2). The final step of tangibilization is always
documentation, which is really the core of tangghilion, turning verbal promises into something
concrete. The purpose of tangibilization is to muhe intangibility of a particular service to a
sufficient degree. Sufficient in order to have ubanous understanding of the content of the service
and for it to be communicated to a customer in Rvitwing manner. A service does not need to be
made any more tangible than that. When tangibdizarvices, it is important to ensure that it wibit
lead to bureaucracy through excess documentatioitg]B2002). For a broader discussion on service

tangibilization, see Sempels (2002).
3.3.3 Service Blueprinting

Shostack (1987) emphasized the process perspatftigervices and stated that the process
manifests the fundamental nature of services. Siggested that the service process should be first
described as steps and sequences and by the cdayplect divergence of those steps and sequences.
Shostack (1987) defined process complexity as tmaber and intricacy of the steps required in
carrying out the process. Divergence was definedhasdegrees of freedom allowed performing a
process step or sequence. Based on the procepeqers, Shostack (1982, 1984) presented a service
development method called service blueprinting. &ezl a general practitioner’s service as an exampl
to explain her method. A service blueprint of #m@ample is presented in the following figure 14.
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Schedule Appt.

Prascription Collect

Payment

No Followup

Take Medical

History Cure

Collect

Record/ No  Followup Payment
Complaint Tests
Symptoms Specialist
Cure Collect
No Followyp _ Payment
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| [l e . Payment
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Emergency Visit I Research and/or | Tests Mo
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Facilitating Goods & Services

N en 1 Tprascripion v T Pharmacy 1 [ Speciaist 1 I Hospital 1
(Le0 Services | | " Drugs y L Services j | Services j | Services

Figure 14 Service blueprint of a general practitioer’s service, Shostack (1987).

The process complexity of this example would beluatad based on the number of different
steps (e.g. take medical history, record symptatieggnosis) and how complicated the process is in
general. Divergence is present in all tasks in Wwhicsector is drawn after the performer in therégu
(e.g. after the examination, tests, research asgfeking advice, other treatment: there is a ssealior
shape after the circle). Shostack (1987) usedgaiticular example as a highly complex and highly
divergent service at that time. She defined serbiceprinting to comprise of four steps. First, the
service process should be identified and brokenndmto steps and sequences. Second, the potential
failure points (where the performer is seen to hiagemuch discretion) should be isolated. Third, a
suitable timeframe for the service should be esthbll. Fourth, the service should be analyzed to
identify possible changes of unprofitable sequemdaimeframes. Shostack (1987) argued further that

service blueprinting could be used to re-enginkerservice structure to gain strategic advantage.

Shostack’s (1982, 1987) service blueprinting isualty a method similar to Levitt's (1976)
ideas of the limited discretionary action of perseln Although the core idea is the same, she did
develop the idea into a real method. Furthermohestck saw service blueprinting more as a method

of structurally redesigning services to gain a sgdtegic advantage than as a tool to decreagmnear
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in outputs. As Baum (1990) was examining the appiitty of service blueprinting as a method, he
concluded that it is not as straightforward as orght think and not at all an easy effort. This sam
notion is applicable to the service provisioninggasses of an ICT service provider today. Complexit
should be reduced in processes where it is a prolifeahere is a process description and it worlke w
there is no need for blueprinting. And as tangthiiion, also service blueprinting should only beeta
to a level where the service divergence is at aguaale level. Heterogeneity is an inherit charéstter
of a service. It can be reduced but not eliminafed; attempts to do so will just lead to an exceks

documentation.
3.3.4 Role Scripting

The article by Solomon et al. (1985) is not gengraécognized as a research presenting
challenges that take place when a service provigssts a customer (the moment of truth), but it has
some aspects that may help us in developing setvielomon et al. (1985) took a sociological
approach to service design as they presented eetied model based on the role theory. They foduse
on the service encounters between the service isugpld the customer that takes place when the
service is produced / delivered. Solomon et al8)%efined that the service encounters are 1)idyad
2) human interactions and 3) role performances.idi®n that is most beneficial for service design
that since service encounters are role performarlcesservice provider and the customer can be seen
as actors. Since the actors can be seen as toipaidiin a play, a service script can be develdped
them, Solomon et al. (1985). A service script ccagdddeveloped for a business consultant performing
business analysis that contains a workshop partexample. The script would then define the basic
process of the workshop, a couple of basic sitnatletween the consultant and the customer and some
basic patterns that most probably occur, and tlemesinstructions on how to act in those situations.
Solomon et al. (1985) further argued that by devielp these kinds of scripts, the “actors” couldrira
for the situations beforehand and thus reduce negiand the chances of unexpected situations.

The intensity of customer encounters in ICT sewviearies somewhat depending on whether
one is dealing with operational services, systentegration or business consulting services, the
intensity being the lowest in operational serviaes the highest in business consulting. As disclsse
earlier, business consulting services in particeéauire an exceptionally deep relationship witk th
customer. This makes the customer encounters iopgitedual, i.e. very unique. If the uniquenessis

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



60

result of the context dependency and customer fipdciowledge then there is quite little room for
replication. If the unigqueness is a result of urssarily having multiple ways of conducting conisglt
then there is room for harmonizing the encountess ¢east parts of them.

Role scripting is probably the most delicate methbdesigning services for two reasons. First,
it should be applied only when it is seen that iogpion is valid for a larger group (more than five
people) of professionals. It makes no sense fandimidual consultant to make a role script just fiam
or herself, at least not from the consultants owmipof view. From the company’s point of view, it
would be a good thing to capture the tacit infoipratin case the consultant decides to leave the
company or if a new consultant is hired. But asl,siican be a tricky thing to get the consultant t
actually document the role script. Secondly, theppse and idea of role scripts should be thoroughly
understood. Their purpose is not to provide a peefipattern of how to behave but to offer tools for
harmonization and tools for some of the most usitahtions. As with real stage actors, manuscripts
can offer the grounds for the play, but good actaglisalso need to improvise during the play. Ifstlis

forgotten, the use of role scripts will lead to éucratic and inflexible behavior.

The idea of different roles has actually kind diva-way meaning in service design. On the one
hand role scripts can be developed for personsgamgén customer interaction, and on the other hand
the same role concept can be used when designivigese As described in chapter 2.6 (Providing ICT
services in practice) provisioning of ICT servidgpically involves a lot of different roles, sucls a
salesman, project manager and production expertPetring new service development, there may not
be people responsible for those roles or there m&yb many persons responsible for them in order to
use them in designing the service. In practice tiégns that at the time that the new service isgobei
designed there may not be any persons named &spensible of service delivery, for example. Or the
responsibility of the service delivery has in pipte been assigned to a certain group, but no @se h
been trained to do it in practice. Instead, in gieisig a particular service, different roles carubed and
then a person responsible for a particular rolé&daat the service from that role’s point of viewhefe
can be, for example, the role of a salesman, wisithen assigned to a person (he or she does ant ev
need to be a salesperson). Then the task of thtitydar person is to think of issues from the paih
view of sales, such as how the service can be teotdistomers. The role concept in the context of
service design has been discussed by Frings andb@akier (1999), Meiren (1999) Bullinger et al.
(2003), for example.
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3.4 Service Packaging

As discussed in chapter 2, ICT service providegsogerating in a very challenging environment
and dealing with increasingly complex ICT systefitge complexity is a result of several environmental
factors jointly affecting ICT service provider op#@pbns. These environmental factors include: an
increase in demand (including increased customeietyy the accelerating pace of technological
change and lack of standards as well as increasisigmer demands. The complexity is manifested in
increasing number of different technologies, methadols, processes and conventions. In this study
is argued that industrialization is one of the mesthods to address this complexity. Industrializais
used to apply principles of manufacturing as asakthe service design. Principles refer to thieligg
rules according to which the service should begiesi. As described earlier, these can be soft (the
rationalization or specialization of human actesf, hard (replacing human activities by technology

based processes) or hybrid technologies (a condimat both).

In the context of ICT services, industrializatiomosld be applied to minimize idiosyncratic,
one-time performances, reduce the number of diffetechnologies, methods, tools, processes and
conventions and to make things as reusable as bp@ssThis in mind modularization from
manufacturing should be used as the guiding priadipr building ICT services based on a common
modular architecture, so that idiosyncratic, omeetiperformances would be minimized and modules
could be reused by different ICT services as mucpassible.

The service business differs from the product essnin order to be competitive in the service
business, new competencies need to be developé@Tbgervice providers. ICT services have four
distinct characteristics that make them challendmgnarket, deliver, implement and manage. These
characteristics are: intangibility, interactivithéiman intensity, heterogeneity, and skills anctivesy
dependency. In order for ICT service providers todpce high-quality services and to be able to
operate them efficiently, they need to reduce tianigibility and heterogeneity of their servicesit B
the further one is moving from ICT systems along $lervice continuum towards business consulting,
the more human intensive and skill and creativépehdent the services are. This makes the task quit

challenging.

In order to reduce the undesirable effects of igitaility, interactivity / human intensity,

heterogeneity, and skills and creativity dependeahege characteristics need to be addressed alieady
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the service design phase. When designing ICT syitCT service providers have to handle two
aspects: The design process itself and the toalsrathods used during that process. In this stilngy,
combined toolbox with a defined process, togethdh vthe tools, will be referred as “service
packaging”. As discussed in chapter 3.2, therenaapy design processes that are each applicable in a
given context. At this point the process is notdiad on a detailed level, but instead referredriy as

a design process. In the different phases of tk@derocess different tools can be applied. Thenma
four methods identified are 1) industrializati@revitt, 1972, 1976; Quinn and Paquette, 1990;nQt

al., 1990), Il)_tangibilization(Levitt, 1981), 1ll) service blueprintingShostack, 1984, 1987), and IV)
service scriptingSolomon et al., 1985). The application of thesfe@nt tools should be done in this

particular order — from a holistic view into detiBtarting from the very principles of modulariaat
going into defining and drawing the lines betwebr tifferent tasks and activities, continuing by
defining the processes within the particular tasid activities, and ending with step by step pakbkon

role definitions. This is illustrated in the follang figure 15.
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Figure 15 Service packaging.

The key goals of service design should be to rhisalegree of tangibility and at the same time
reduce the degree of heterogeneity of the diffesaments, while taking into account the human
intensity and the need for skills and creativityfteh the basic principles have been defined
(industrialization), the different service elemerdisould be tangibilized by properly defining the
contents of these elements. What is included ih @acticular element and what is not. By definihg t
different outputs the intangibility of the elemeigseduced and the level of tangibility of thevsee is

increased.
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After the basic design is done and intangibilitpdiled, the heterogeneity of the elements should
be addressed. This can be done by applying sebliegrinting. Service blueprinting can be used to
map the different steps and phases of the provigjoprocess and to identify possible places for
decreasing the performer’'s discretion. By systemgizihese parts of the provisioning process the
performer dependent variance of the elements caedeed, making the services less heterogeneous.
Finally role scripting can be used to harmonize safithe customer encounters during the provisgnin
process. By doing this the performer dependentias of the elements can be decreased and again the
level of heterogeneity of the service will be reeldc

In practice, the raised level of tangibility wihew as better quality and more unambiguous and
understandable services to customers as the savilldeave a greater changes of meeting customers’
expectations (Palaima and Banyte, 2006). This mékakso easier to measure and test the services
(Zeithaml et al., 1988). Nevertheless, it shouldremembered that due to the increasing levels of
interactivity, human intensity, special skills aakativity that are required in system integratérd
business consulting in particular, the level ofgiaility will never (nor should it) be as high iubiness
consulting as in operational services. The effégroper service design on intangibility is showrthe

figure 16 as increased tangibility indicated by énews.

Method/Tool/Technology dependent

Comfilementary service
elements -

ICT system eleme

Tangible dominant
Jueuiop djqiBuelu

ICT system Operational Systems Business
services Integration Consulting

Skills and creativity dependent

Human aspect

Figure 16 Desired effect of applying industrializaion, tangibilization and role scripting.

The degree in which the different methodologies ased depends on the position that a

particular element inhabits in the continuum aslwaelon what is aimed at with the particular design
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effort. For example, if the element is situatedthe service domain end possessing many intangible
characteristics, then maybe the emphasis shoutth hangibilizing. If, on the other hand, the gaato
reduce the throughput time, then the emphasis dhmeilmore on service blueprinting. And again, if
customers are complaining about poor customer t@atien in encounters, then maybe service scripting
could prove to be the most beneficial.

3.5 Service Dominant Logic

The service sector is one of the most growing itrékssin western societies. Today the majority

of the workforce in western coutries is employedthy service sector and usually more than half of a
nations’ GDP comes from the service sector (Liu Wfahg, 2007). As economic growth is accelerating
and welfare societies are flourishing, consumpfatterns are also changing — unfortunately to the
wrong direction from a global perspective. Publiegsure to cut down energy and raw-material
consumption is evident in almost all developed toes As — at least in theory — services can be
provided without any energy or raw-material constiarp many see them as a part of the solution to
control energy and raw-material consumption, buthatsame time even accelerate economic growth
(Cipolla and Manzini, 2009; Sakao and Shimomura)720 That is why services are also often

associated with the idea of “indigenous econommmgn” — the idea of creating sustainabe growth

without the need for energy or raw materials, lBating new information, new knowledge.

As this role of services has risen in importancar¢en, Tonge and Lewis, 2007; Paton and
McLaughlin, 2008; Liu and Wang, 2007; Ojasalo, 280%lso service sciences have received more
popularity. Service Dominant Logic is one of the sheoecent advancements in the field of Service
Management. According to SDL, the focus in the iserprovider - customer interface should be moved
from the exchange of tangible or operand resou(Gesods Dominant Logic) into the exchange of
intangible or operant resources (Vargo and Lus0B4p Examples of these operant resources are the
knowledge of the individual employees of an ICTves provider, the ICT service provider's
organizational routines and culture, the ICT serpoovider's knowledge about competitors and market
segments as well as their relationships with seppland customers (Hunt, 2004). Madhavaram and
Hunt (2007) further divided these operant resouitsa hierarchy of three types of operant resesirc
representing their potential value to a companyeraonnected operant resources (IOR), composite
operant resources (COR) and basic operant reso(B&@R). According to Madhavaram and Hunt
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(2007) BOR's are usually the easiest to copy, wien©R'’s represent to most potential source of

competitive advantage.

Vargo and Lusch (2004) go on further and explaiat thctually SDL is not only about the
interchange of intangible resources but more atelyrabout the co-creation between the service
provider and the customer. Michel, Brown and Ga(2007) emphasize this aspect, since it means that
value is not readily in the output, but the valaseco-created together with the customer. This &rth
means that service providers can only offer valapgsitions, but it is ultimately the customer thats
to decide whether the service is of value in usenatr — thus separating the concepts of value-in-
exchange from value-in-use (Ballanthyne and Vag807). In practice, this distinction means that
those ICT service providers that are happy whenlI@E solution is succesfully delivered to the
customer are actually leaving the customer alonenéde the decision whether the ICT service is

actually of value or not.

As the customers have such a fundamental roleisnvéidue creation, Gronroos (2008) argued
that it is the interaction in all forms between 8evice provider and the customer that repredéets
very idea of SDL. In ICT service design and devaiept, prototyping is one of the most important
forms of this kind of an interaction (Saco and Galwes, 2008; Moller, Chaudhry and Jorgensen, 2008;
Holmlid and Evenson, 2008). With different kinds mitotypes, the ICT service provider can test
whether or not the customer actually values the@spof the service in real use. The idea is tatere
this iterative cycle to develop services that realteate value for the customers. Unfortunately
prototyping is commonly used in that phase of teeetbpment when the service is ready — as a kind of
a final test. If used more often and in an eartiease, ICT service providers would often realizg th
those new technological features that they so highpreciate do not actually create any valuetier t

customer.

In order for companies to be able turn the SDLKimg into a real competitive advantage, the
whole company needs buy this idea of how the custamserved (Lush, Vargo and O’Brien, 2006).
This represents a major challenge for ICT serviewviders — as well as many other industries in the
journey from a product business into a serviceriess — are they ready to do that? Ojasalo (2009a)
argued that the extent of how deeply customerspeaticipate in the co-creation is greatly affecbgd
the phase that the whole company is in the tramsftiom a product company into a service company.

Her study further concluded that it is not possiiolelesign the customer’s role as a co-creatohén t
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true spirit of SDL if the whole company has not ergbne the transition all the way. Considering, this
the extent to which the customer’s role should ésighed in ICT services is still quite small. Tsiady

will argue that ICT service providers are stillthe very early stages of the transition from a pod
oriented company towards a service oriented compemy therefore the true spirit of SDL may not be
the highest priority in ICT service design and depment at this time. However, the research done in
the field of SDL will be utilized when it focuseanicularly on the ICT service design and developime
process as well as the practical tools and mettmde conceptualized the service. ImplicationsDBELS

on future research as well as managerial implioatisill be discussed in chapter nine.
3.6 Knowledge Management

The provisioning of ICT services itself is a complaighly social process generally involving
the co-operation of several organisational unitd #meir personnel. Typical units include product
management, product development, sales suppopodugystems etc. The information needed in this
production chain is typically embedded in procesmed only partly documented. It is usually only
stored in the minds of people, and highly contesiehdent. This know-how, this intangible knowledge
can either be seen simply as an asset or in a coonplex way, as a combination of codified explicit
and silent tacit knowledge or individual and sodiowledge (Spender, 1996). Either way, this
knowledge can be considered a critical resourcpackaging ICT services to develop sustainable

competitive advantage (Woo et al. 2004).

In order to benefit from knowledge, organizationsstidentify the existing knowledge residing
in individual employees and try to codify and tf@msit from them to the rest of the organization
(Spender, 1996). In ICT service packaging two émr@wvledge processes can be distinguished in regard
to knowledge management: knowledge creation andvlatge transfer (von Krogh et al. 2001).
Knowledge creation will be examined through a ficstion process defined by von Krogh et al.
(2000). Knowledge transfer will be examined fromotwerspectives: the knowledge conversion
perspective developed by Nonaka and Takeuchi (18@8) the organizational learning framework
perspective developed by Crossan et al (1999).
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3.6.1 Dominant Logic and Knowledge Creation

Knowledge creation has been described as a praéedsaring knowledge among individuals
and also described as being highly dependent oodhtext it has been created for and from (Nonaka
and Takeuchi, 1995). Therefore, all new knowledgeat always useful to a broad range of people. The
knowledge has to be proven worthwhile to be adofitst by other individuals and finally by whole
organization. Von Krogh and Roos (1996) call thigustification process, where the organization’s
dominant logic plays an important role as a fiierthe way of approval.

Justification is a dynamic process, where the nevowdedge is rejected, returned or
appropriated. This is shown in figure 17. A rejenttakes place when the knowledge is not perceaged
useful or relevant, since it does not contributéhto existing knowledge base in any useful way. iBut
the new knowledge has some valuable features aimhgitrejecting it, the knowledge gets returned for
further elaboration. Finally, if the knowledge ippaopriated as commonly acceptably knowledge, it
becomes existing knowledge, which can be seemnssfigd true beliefs’ (von Krogh et al. 2000).

Returned
knowledge
Existing
knowledge
o) ‘Justified true
New i beliefs’
knowledge '
Appropriated
knowledge
Rejected
knowledge

Figure 17 Locus of justification in knowledge creabn (von Krogh et al. 2000)

In figure 17, von Krogh indicates with the questiorark that justification is a diversified
mechanism that is described by a dominant logicmiDant logic is the way in which managers
conceptualize the business and make critical resoaltocation decisions (Bettis and Prahalad, 1995)
Bettis and Prahalad (1995) continue that dominagitlis also an information filter, a funnel, thgbu
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which the relevant information is incorporated toaganization’s behavior. Adapted information from
the funnel also slowly shapes the dominant logicraéfiect the new learning. In addition to the
organization’s justification process single individs may have their own justification process due t
their unique set of experiences (Von Krogh and Rt696).

As discussed earlier, many ICT service providerseh®t been operating in the service business
very long. Many of them have a rather long historyithe product business. This is reflected in the
product business oriented logics of ICT servicevigler organizations. In practice the production and
product logic causes many challenges. Many goodicgenriented ideas can be abandoned simply
because they conflict with the product businesscldgor example, product-based pricing can still be
seen as being so superior that irrational discouats be made of monthly fees, if up-front fees of
equipment can be agreed on. On a more general $&veices can also be regarded as inferior to
products. In practice this is often shown as frawises given to the customers as a discount ierdal
get the product sales. In addition to these chgdlerinflicted due to the service origin, ICT seevic
packaging also faces doubts because it entersi@woand unknown areas. If the challenges associated
with the justification and dominant logic are natcognized by the ICT service provider, serious

problems will occur during the whole lifecycle oparticular ICT service.
3.6.2 Challenges in Codifying Tacit Knowledge to Ex  plicit Form

Knowledge is generally divided to two basic typesplicit and tacit. Explicit knowledge refers
to codified knowledge that is transmittable in enfal, systematic language and is easily transfeanet
stored by using information technology, for instrfsee e.g. Nonaka, 1994, Woo et al., 2003). In the
context of ICT services, this can consist of serviescriptions, sales slides, brochures, process
descriptions, etc. Tacit knowledge, on the otherdhads harder to formalize and communicate. In KM
literature, the definition of tacit is generallydeal on Polanyi's theory of tacit knowledge (Sterkpar
2001). Tacit knowledge is installed in the humaairand can be seen as expertise, understanding,
professional insight formed as a result of expegefWoo et al., 2003). In the context of ICT seegic
this refers to the know-how that the individualstliive provisioning process have developed over the
years. For example when (in chapter 2.6 Provid@ig $ervices in practise) the LAN expert noticed tha
a financial application was missing from the firéwailes, the insight was based solely on the
individual’s tacit knowledge.
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The codification of tacit knowledge to an expliéirm is challenging. According to Boiral
(2002) the challenge comes from associating tamiwtedge with intuition. Employees may not be
fully aware of their own tacit knowledge and inste# solving complex problems entirely rationally,
they rely on hunches, recognising patterns and idgaintuitive analogies, and parallels to other
seemingly similar situations (Koskinen, 2000). Ezample, if the LAN expert would have been asked
how she was able to notice the absence of thecapipln, she would have most probably said that I
just knew”. In ICT service packaging there are twther reasons that make the codification process
challenging (Stenmark, 2001). Firstly, as employaes already able to act by the guidance of tacit
knowledge they may lack the personal need to aadifin. And secondly, employees feel that
codifying their own tacit knowledge may cause thé&mlose a valuable competitive advantage.
Regardless of the challenges in codification, & isecessary and important process in the packading
ICT services, if the producers aim at the efficipravisioning of these services.

3.6.3 Four Modes of Knowledge Conversion

Nonaka and Takeuchi (1995) model (SECI model) thasformation of individual implicit
knowledge into common external knowledge withineatity as a spiral process. According to Nonaka
(1994), tacit knowledge and explicit knowledge aeen as mutually complementary entities that
interact and form a process through which orgaiisat knowledge is formed. Interactions in
organization encourage its individual members teetigp new knowledge through new experience, and

this makes the model dynamic (Scharmer, 2000).

In the SECI model knowledge creation takes plaosugih two interaction processes. First (1) is
the continuous interaction of tacit and explicitolwtedge, which is referred to as knowledge
conversion. In this interaction, knowledge develeptcomprises elements of both knowledge types
and the key role is given to interaction of thegpes. The second (2) process concerns social
interaction. Here the individual knowledge forme ttrucial basis for knowledge development but the
organization is an important mediator (von Kroglaket2001). These two interactions are combined in
the SECI spiral, where conversing knowledge takesepin four modes (see figure 18). The four
conversion processes between the two types of laugel are, socialization, externalization,
combination and internalization. (Nonaka and Takgut995)
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Figure 18 Four Modes of Knowledge Conversion. (Norka and Takeuchi, 1995)

According to Nonaka's (1994) definitions, the firgt) mode, socialization is a process of
creating common tacit knowledge through shared mepee and then learning through observation,
imitation, and practice. Knowledge sharing is oftleme without ever producing explicit knowledge. In
ICT service packaging this usually occurs whendbetent of the service is pondered upon in various
work-shops. No explicit documentation is necesgapfoduced, but ideas about the service are
discussed with people presenting different funcionthe service provisioning process.

Nonaka continues that the second (2) mode, exieatian, contains articulating tacit
knowledge into explicit knowledge, often with thelf of metaphors, analogies, and sketches. The
second mode is challenging because of the difficultconverting tacit knowledge into explicit form
(Boiral, 2002). In ICT service packaging this occwhen ideas about the service are analysed and the
content of the service is created, further tesedaborated, and then the feedback is further used t
develop the service, most importantly when all thidocumented into an explicit form. In other word
the new service is in a way implemented into thganization, and then the knowledge accumulated

into it is validated and enhanced by the peoplethait knowledge in the provisioning process.

The third (3) mode, combination, is a process dfeawling new and existing explicit
knowledge into systemic knowledge, such as a seapetifications or guidebooks for a new service
prototype. In ICT service packaging this occurs mwitee material of the new service is fine tuned and
finalized. The final fourth (4) mode is internaligg, which means that in order to act on the fatme
information, individuals have to understand ancerindlise the codified knowledge of others. This
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internalisation involves creating own personal tt&ciowledge by combining one’s own existing tacit
knowledge with new explicit knowledge from othetdowever, this process is becoming more
challenging because individuals have to deal withréarger amounts of information (Nonaka, 1994).
In ICT service packaging this occurs when the servs trained to people, actually rolled out, and
continuously produced by the organization. Here,gople in the provisioning chain are learning how
to perform their particular tasks in the productadrthe new ICT service.

As discussed earlier, the provisioning of ICT seesiis very knowledge intensive, and most of
the tacit knowledge is embedded in processes amdattly in the minds of the people participating i
the process. For ICT service providers designing Bervices or redesigning existing services, it is
important to understand how knowledge is createtteansferred in the organization. But it is equall
important that they recognize that this is just @l that can be used to explain these two prosesse
(creation and transfer). The model does not proaitievalue as such, but if properly applied it ban

used to avoid some of challenges associated witlvladge management in ICT service design.
3.6.4 Organizational learning framework

Crossan et al (1999) formed a dynamic model fomwoizational learning. This so called 4l
model building of collective knowledge is based foar related subprocesses intuiting, interpreting,
integrating, and institutionalizing. These are ptated to occur on three levels: individual, groapd
organization levels. Intuiting and interpreting ocon the individual level; interpreting and intating
happen on the group level; and integrating andtinstnalizing take place on the organizationaldiev
(Crossan et al, 1999). The dynamic and layeredcéspéthe 41 model are shown in figure 19.
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Figure 19 Organizational learning as a dynamic proess (Crossan et al., 1999)

Crossan et al (1999) describe the four subprocessédlows. Firstly (1), intuition is a uniquely
individual process. At its most basic level, indwal learning involves perceiving similarities and
differences, patterns and possibilities. Experty mat be able to explain their actions, their atdiare
based on unconscious knowledge or skills — ontiotui In ICT service packaging this happens very
early in the process. Basically this happens whanice packaging is recognized as a solution to
service provisioning challenges. These challengas accur in any of the phases: sales, deliver,
implementation, and/or management. The challengasntanifest themselves as difficulties in Sales’
ability to communicate the benefits to the custgroelin implementing the service into the customer’
environment, for example. When these kinds of elmglés occur, some individuals may recognize that
these are usually a result of poor service desighthat service packaging could provide a solutmn
the identified problem. Secondly (2), interpretisghe explaining of an insight or idea to oneselfl
to others. This process goes from the preverbtildoerbal and requires the development of a common
language. The process spans the individual andodemels, but it does not extend to the organizetio
level. In ICT service packaging this occurs whemitidividual, who has identified service packagisg
a solution, explains his or her idea and reasoturtge rest of the project group that will be inxed in
the packaging process. Thirdly (3), integratingufses on coherent, collective action. For coherémce
evolve, shared understanding, the same languagergoiht actions are required for the integrating
process, which initially is informal. If the proseis coordinated and routinized, the learned astmm
knowledge become institutionalized. Integratingetakplace in service packaging when the actual

service design is started and ultimately completéd. this phase the service design tools
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(industrialization, tangibilization, service bluéging, and service scripting) are applied and udédw
service will be designed and appropriately testethat the first version — “version 1.0” — is readye
fourth process (4), institutionalizing, basicallyeams that the organization is no more dependent on
individuals’ learning since their knowledge is emtled into the organization including systems,
structures, procedures and strategy. So in othedsydhe service tasks are defined, actions specifi
and organizational mechanisms put in place to enthat certain actions occur. When the service is
packaged and ready and is then rolled-out into diganization’s processes, the ICT service is

institutionalized.

The 41 model describes organization learning asagss where the main stages are identified,
interactions among the three levels of the orgdio@aare recognized, and the influence of the
individuals on the dynamic creation of knowledgedsscribed as the feedback and feedforward
elements. This means that learning is a contingrggess, where previous knowledge can either
enhance or prevent further development. The moldel provides explanations on the links between
creation of knowledge and its adaptation into shatandards, deeds, acts and performance. (Stevens
and Dimitriadis, 2004)

3.7 Knowledge Management Taxonomy for Service Packa  ging

The SECI model developed by Nonaka and Takeucl®5{L&xplains the knowledge creation as
the transformation process between its two maim$or tacit and explicit. Von Krogh and Roos (1996)
explain how knowledge justification is an importgtitase during knowledge creation. Crossan et al's
(1999) 41 model describes the knowledge transfdwéen different levels in an organization —
individual, group and organization. The provisianof ICT services is a complex, highly social psxe
generally involving deep co-operation of severafamisational units and their personnel. The
information needed in this production chain is ¢tghly embedded in processes and only scarcely
documented. It is usually only stored in the mindgeople, and highly context dependent. In ICT
service packaging, two core knowledge processes beardistinguished in regard to knowledge
management: knowledge creation and knowledge ®ar(sbn Krogh et al. 2001). By uniting the
different dimensions of the SECI model (the knowgkedreation process), knowledge justification (the
phase in knowledge creation) and the 41 model (kedge transfer) both of these two core knowledge

processes of ICT service packaging can be covétezinew model is illustrated in figure 20.
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Figure 20 Knowledge creation and transfer in ICT sevice packaging.

The model shown in figure 20 can be used as a bédma examining the ICT service packaging
process from a knowledge management point of viéith the model, it is possible to examine in
which of the different phases different knowledgeation steps occur and also in which of the daifer
phases different types of knowledge transfer octlis will help to identify some of the critical abes

in the process.
3.8 Social Networks

The production of ICT services requires co-operafimm many different individuals from
many different organizational units. This wide argational reach is manifested in the many differen
roles in packaging the ICT services — each resptmfr a particular function necessary to prodilee
particular service. As this network of people tlraheeded in the packaging of ICT services extends
many organizational borders, it is not so easilynagged (Bullinger, Fahnrich and Meiren 2003). The
heads of different functions may have overlapping contradictory goals and therefore their

justification, for any project that requires thesources, is needed.

Araujo and Easton (1996) classified different fielaf network research into the following ten
approaches: social networks, interorganization rfheactor-network theory, networks of innovators,

network organizations, policy networks, networks @monomic geography, comparative studies,

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



75

entrepreneurship studies, and industrial netwdiksdetails of the different approaches, see Araujo
Easton, 1996, pp. 68-71). They used six differémiedsions characterizing each approach, which were:
research goals, the nature of actors, nature d{slirdisciplinary background, methodological
orientation, and orientation as structure/prockssddition they listed some exemplary works asl wel
as cross references. (Araujo and Easton, 1996).

When considering this study, social networks as ashetwork organizations both gave a good
match in terms of research goals, the nature ofrgctnature of links, disciplinary background,
methodological orientation, as well as orientatiamd structure / process. The biggest difference
between the two was in research goals. The netar@dnization approach uses network metaphors and
methods to explain decentralized, non-hierarcharghnizational forms, whereas the social network
approach tries to uncover forms and patterns ofabeelationships (Araujo and Easton, 1996). As
defined in chapter 1, the networking approach is skudy is used to address the research gap oiaiso
composition and its relations to an ICT serviceiglesind development process”. This in mind, Social

network was chosen as the valid approach to adthississue.

According to Wellman (1988) the social network gsal is a subtype of structural sociology.
Social network analysis argue that the content agfiad relationships influence the behaviour of
individuals and larger groups in organizations mihx@n cultural norms or formal organization rules
(Mizruchi, 1994). As explained earlier, people whogarticipation is needed in the ICT service
packaging process may have very contradictory tibgs; so the content of the social relationships
may very well be the deciding factor in the deaisinaking of where to put resources and with what
kind of an emphasis. Moreno (1934) developed algcap technique to represent social networks,
where actors are depicted as points and relatibeslbetween them as lines or arrows. In the ICT
service packaging, these actors refer to the iddals in the projects and relational ties as infiiam
flows between them (Wasserman and Faust, 1994)seTlgraphical representations are called
sociograms (for a discussion of the developmentsadiograms see for example Scott (1991)).
According to Mizruchi (1994), social networkingeiature examines these sociograms from three
important perspectives: centrality and power, neftvenibgroups and interorganizational relations.

Literature concentrating on centrality and powealgses actors’ positions in a network and the
power or influence they have in the organizatioe tlu those particular positions. An actor enjoys a

high level of network centrality when he or shénig central position in a network of relationshipat

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



76

has control over the access of information or resesi (Ibarra, 1993). Social networking literature
concentrating on network subgroups analyzes soei@Vorks to identify densely concentrated parts in
networks where many actors are tied to one andfBert, 1976, 1982). The most studied area in
literature that concentrates on interorganizatiomhtions, analyses “interlock networks” that are
formed between different firms (Mizruchi, 1994). vlichi provides the board of directors as an
example of these interlocks. As many boards ofctirs act in many different companies boards’, they
form interlocking networks that influence thesen®' “behaviour”.

ICT service packaging is a process that involvatigigants from many different units around
the organization. These units may often, as poiotgdabove, have overlapping or even contradictory
goals. Skillful people are needed in many projeats] prioritization of their participation is noglfs
evident. Because many ICT service providers havestory in a technologically oriented product
business, service oriented projects are not alwags as being of top priority. This may hamper the
commitment of the people in the ICT service packggirojects. From this perspective, an analysis of
network centrality and power as well as a netwartigsoup analysis could improve the possibilities of
success of ICT service packaging. If those pedm are most influential and powerful were to be
identified and convinced about the ICT service pagkg, commitment in the projects could be
improved. The same applies to network subgroupsflifential people in important subgroups can be
recruited to the projects early on, they can actasable messengers to the rest of the organizatio
The role of interorganizational relation analysistead seems somewhat irrelevant in the case of ICT
service packaging. External members of a servickgmng network are mainly individual customers.
As the number of customers for even a midsize 18Tise provider is measured in hundreds, the role

of customers as a limiting input network for ICTh8ee development feels far-fetched.

ICT service packaging is a process in which thgeptogroup — that is the social network — is
evolving all the time. In analysing it, the emplsashould also be put on the evolution of that $ocia
network. That is, how the social network evolveshesICT service packaging process progresses and

what issues therefore need to be taken into speaiaideration.
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4 Research Methods

Because the goal and characteristics of the stifegigtahe research approach and methods
chosen, they are briefly discussed here. This enaptdivided into five different subchapters. Thist
subchapter discusses the overall research desigrelass the chosen research methods. The second
subchapter focuses on the case company TeliaS@metadescribes the background, environment,
context and the circumstances in which this stualytheen conducted. The third subchapter outlires th
research process and case design. The researa@spnart describes the different stages of theystud
and the case design part explains the positionimyraasoning behind each of the cases. The fourth
subchapter discusses the data collection and amahethods that have been used in this study.dn th

fifth and final sub chapter, the reliability andidéy of this study are discussed and argued.
4.1 Research Design and Methods

This study examines business-to-business ICT semioduction. It has been shown that the
production of ICT services itself is a complex dnghly social process generally involving seamless
co-operation of several organizational units andirttpersonnel. Typical units include product
management, product development, sales suppogpgugystems, etc. The information needed in this
production chain is typically embedded in procesmed generally not documented. It exists usually
only in the minds of people and is highly dependedthe particular context. Information needed to
configure a LAN set-up can vary greatly dependimgtioe usage of the particular segment, such as
whether there are marketing people using the LAMpared to R&D people using the LAN. The
differences in the configurations may exist onlyast knowledge in the production unit.

Chapter 2 discussed how several factors, aspedttremds have little by little led to a situation
where the services and/or processes and methods éhelved organically, without proper control
mechanisms, and resulted in as many end resultheas are processes and services. This has
manifested as an increasing complexity of ICT sergroduction. The indicated, significant increfmse
the complexity of ICT services (Kallinikos, 2005;aldes, Brady and Hobday, 2006; Oliva and
Kallenberg, 2003) is creating many challenges thhout all stages of the service lifecycle — service

development, marketing, implementation, and managem
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As service providers have not been able to propergnage this complexity, it has led to
increasing production costs, systems failures (BgvBrady and Hobday, 2006) resulting in serious
problems in customers’ business processes andatétiynin customer dissatisfaction (Chapman and
Hyland, 2004) and defection. On the other handsen€T service providers that are able to decrease
this complexity can turn it into a real sustainatienpetitive advantage.

In this study it is argued that service design isrifical aspect in addressing the described
complexity as design influences service developmemdrketing, implementation production, and
customer perceptions and satisfaction (Bullingé@hrifich and Meiren, 2003; Hyotylainen and Mdller,
2007). The aim of the study is to decrease the @mxiip of b2b ICT services by constructing and
validating a framework and toolset for designing developing these services. This main research goa
is further divided into three sub-objectives:

1. to construct & validate the ICT service design pgscmodel — and identify individual
phases in it — which can be used to decrease thplerity of b2b ICT services,

2. to search, identify and integrate suitable metrau$stools into a model that can be used
in the process, and

3. to examine and model the application of the proeessmethods from the perspectives
of knowledge management and social networking deoto identify the most critical
phases.

The phenomenon of ICT service design is still natieav and therefore quite unstructured. Since
there is not much existing research available enttinee sub-objectives, the phenomenon needs to be
approached step by step in order to get graduekyper and deeper knowledge, while validating earlie
observations made about the phenomenon. One wdg this is to build constructions that produce
solutions to explicit problems (Kasanen, Lukka &idonen, 1993). This follows the principle of the
hermeneutical spiral, which Kaitovaara (2004) diéssr as the link between the real-world and the
world of research: the research observations andlesions also have a clear impact on real life and
vice versa, which creates a mutually beneficialey@/hen one challenge is identified and tackled a

the phenomenon is examined closer, the next clyalenexpected to be revealed.

The nature and type of the research goals as waheimmaturity of the ICT service design
phenomenon push for a constructive research appro&ccording to Kasanen et al (1993) the
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constructive research approach refers to realgifiblem solving through constructions of different
models, diagrams, organizations, etc. They furtidde constructive research into six different gés

1) finding a practically relevant problem that alss lhesearch potential,
2) obtaining a general and comprehensive understamditige topic,

3) innovating, i.e., constructing a solution idea,

4) demonstrating that the theoretical solution works,

5) showing the theoretical connections and the rekeewatribution of the solution concept,
and

6) examining the scope of the applicability of theusioin.

In this study the challenge of increasing compieistapproached following these principles of
constructive research by developing, building aedting tools, methods, process models and
frameworks for ICT service design and developmantrder to reduce and manage the complexity.
These tools, methods, process models and frameveoekthen further tested and the theories further

developed.

A constructive approach presumes open access tinfilvenation of the focal phenomenon.
With the highly competitive field of ICT service quisioning, it is not possible to get such richly
detailed information outside the company, so thta de@eds to be gathered from inside the company.
Action research (AR) refers to such qualitativeesesh where the researcher participates actively in
organizational problem solving or change prograifarifert, 1999). The role of the researcher can
further be divided into different categories depgegdn the depth of involvement. Roth et al (2003)
distinguished five different roles of the actionsearcher: 1) complete observer, 2) observer-as-
participant, 3) participant-as-observer, 4) conwlgarticipant, and 5) membership role. The complete
observer has the smallest effect on the phenomedarustudy as being a pure researcher, and
correspondingly membership has the biggest effediedng a full organizational member. In order to
get access to appropriate information, to get gecepy the organization and to gain knowledge deep
enough to understand this complex process, thendser acted in a membership role as an action
researcher.

In AR theory is developed bivalently, theoreticalderstanding is sought of the object to be

constructed or tested and of the change processiats] with the process of constructing or testing
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(Checkland and Holwell, 1998; Stowell et al., 199dsman and Evered, 1978). In this sense the main
difference between ordinary case study and AR ésititerventionist action of the researcher. The
bivalency, the hermeneutical spiral of AR also suppthe constructive approach of this study.

As argued in chapter 1, there are serious resegaph in existing literature. In order to gain
enough understanding of the phenomena for the pagof this research, rich real life data needseto
gathered to enable the achievement of the statggttoles. Yin (1984) argues that case study is a
suitable method for studying complex organizatigmaicesses in their real life context. It captutes
many-sided view of a complex object to be studied ispecific context (Halinen and Térnroos, 2005;
Easton, 2010; Eisenhadrt 1989; Stake 2005). Yi®3P0Ourther adds that case study can be adopted
when the research is seeking answers to questicnsHow” and “why”. Case study also supports

analysis where explanations of the changes in peontexts need to be understood (Pettigrew, 1997

A case study research can be of a single casenaoméer of cases and consist of one or more
units of analysis (Yin, 2003). As discussed earliee phenomenon of ICT service design needs to be
approached in a step by step manner in order &blestt the beneficial cycle, where the theory feeds
practice and vice versa. In order to study this ,nemstructured phenomenon and further validate the
research findings, the phenomenon and its evolvemeeds to be examined over time in different
contexts. To address this, a multiple embedded sasty design is selected (Yin, 2003; Pettigrew
1992). Multiple case design, also allows bettelizatiion of the hermeneutical spiral — the testargl

further theoretical development of the models aoesed in earlier cases.

Considering the nature of information involved imckaging ICT services, the context
dependency and wide organizational reach, actisgareh oriented multiple embedded case study with
constructive approach was seen to provide bottreptkdconceptual understanding of the ICT services
packaging process and relevant managerial impdieatand know-how (Baskerville, 1999; Baskerville
and Wood-Harper, 1998; Klein and Myers, 1999). Blton research oriented case study has been
used by Sandberg (2003), for example, in studyimgsulting services and by Kaitovaara (2004) in

studying the packaging of IT services.
4.2 Description of the Case Company

TeliaSonera was selected as the case company nfiairtlyree important reasons 1) during the

research period TeliaSonera was undergoing a ni@osition from product offering company into a
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service offering company, 2) b2b ICT services hlagen in the strategy agenda the whole time and 3)
the researcher has been a project manager or posyeer and a full member in the organization for a
the projects selected for the projects that foremémpirical case object of this study and thushezaks
excellent access to the information. Based on lineet aforementioned facts, it can be argued, that
TeliaSonera is a highly suitable case company fiodysng the management of ICT services in the
business-to-business context.

During the peak of the .com hype cycle in year 20468 company began to expand its focus
from traditional telecommunication products into rmwersatile ICT services. At his point the case
company was still pretty much in a traditional prodbusiness. However, as the complexity of the ICT
products increased, the need for certain profeabisarvices also increased among customers. This
brought a new kind of a business challenge — hodetelop, sell and manage services in a company

that is in the product business.

When understanding and knowledge had been graddelgloped to solve these business
challenges, the focus turned on cost and resoufiméercy challenges. Although the company had
learned to manage services in a professional wait (@eviously did with products), it was not albde
do it very efficiently in terms of costs or resoesc At this point there were first signs of priceséon in
traditional telecommunication services and ICT E@wy were seen a very important component to lock-

in customers and defend the existing core telecomirations portfolio.

Again, when new methods and tools for designing @dawkloping service were constructed, the
company was able to improve its costs and resoefiteiency. As the ICT market itself evolved,
competition was seemingly becoming more intense fiecte. This forced companies also to
concentrate more on quality issues — a new busiclesenge was identified. During the seven year
period under study ICT services became a fundarhpattof the company’s offering and really paved

the way into a service business oriented company.

During the research process (which will be discdssemore detail in the following chapter) in
years 2001 — 2007 the case company has experiesmental organizational changes. In fact, four
different organizations have been effective, Sorkersto Oy (Consulting Unit) during 2001 — 2002,
TeliaSonera Oyj (Enterprise Networking Servicesjirp2004 — 2005 and TeliaSonera Oyj (Managed
Services and then later Integrated Enterprise 8esyiduring 2006 — 2007. The good news is that the

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



82

business — that is the B2B ICT service businesas-stayed the same during the research period. Late
on when discussing the case company, it will berretl only as TeliaSonera during the entire researc
process. Some basic characteristics of the pragadiganizations are listed in table 2.

Table 2 Organization details in the time of cases.

Year Firm Unit under study Turnover # Employees
2001 Sonera Juxto Oy  Consulting Unit ~1M€ ~15

2001 -

2002 Sonera Juxto Oy  Product Management and Development ~50M€ ~450

2004 — Enterprise Networking Services - Information

2005 TeliaSonera Oyj Logistics Business Area Tlame %0

2006 TeliaSonera Oyj Managed Services ~43M€ ~400

2007 TeliaSonera Oyj Integrated Enterprise Services ~150M€  ~3800

At the beginning of 2001 the unit under study wasefy the Consulting Unit of Sonera Juxto
oy. It consisted of some 15 people and had a temof roughly 1M€. From the late 2001 until 2002
the unit under study was Sonera Juxto Oy with adlcatB0 employees and a turnover of roughly 50M€.
From 2004 until 2005 the unit under study was thfermation Logistics business area in Enterprise
Networking Services of TeliaSonera Oy. The InforioratLogistics business area had a turnover of
14M€ and some 90 employees. From 2006 — 2007 tfferelt organization forms prevailed. First, the
unit under study was the Managed Service Unit witlarnover of roughly 43M€ and 400 employees.
Then during 2007 the organization was transfornméal integrated Enterprise Services of TeliaSonera.
Integrated Enterprise Services has a turnover ofitab50M€ employing some 3800 people. Although
in the latest organizational change the unit bedotgthe TeliaSonera Corporation, the geographical

focus is still Finland in the context of this study

TeliaSonera has quite a wide ICT offering. The rirfiig covers everything from data and voice
networks to workstation and server management hal way to horizontal application platforms.
Examples of horizontal application platforms areldiivork service, which enables mobile usage of
information (e.g. stock levels) in a company's SAfstem, or Alerta service, which validates,
transforms and reroutes alarm information fromding alarm sensors (e.g. burglar sensor) to sgcurit
firms (e.g. Securitas) systems. To use the categpioh of Market Visio (2003c) TeliaSonera Finland

offers four types of ICT services: 1) hardware anftware support services, 2) consulting serviggs,
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integration and implementation services in a retdyi small scale, as well as 4) managed services,
which form the core of offering. The last groupns the focus of this study and contains the faithgw
kind of services: “Fieldwork” (brings the informati from SAP to mobile devices), “eCenter”
(integrates companies’ internal as well as extebnainess and support systems with each other with
formats such as EDI, xml, etc), “Cstream” (provigesans for multichannel messaging, for example
enables sending emails as faxes or SMSs), “Secagityices” (firewall services, anti-virus protect
encryptions etc), “Alerta” (burglar alarm systenbsiilding automation, automatic metering systems

etc.).

A TS service offering is targeted to the whole hass-to-business segment from SMEs to large
corporations. Customer relationships in this bussrerea are generally long term in nature. Thetheng
of the contracts is usually a minimum of two yeansl they often comprise of several individual ICT
services. As the relationship with the customemgrand develops in time, usually more complex and
sophisticated services are adopted by the custoiftes makes the customer generally more profitable
to the service provider but also complicates thecessful management of the service provisioning,

maintenance, and upgrading.
4.3 Research Process and Case Design
4.3.1 Research Process of the Study

The research process started in March 2001 anddeimdduly 2007. It comprised of four
different cases, each focusing on different kinfi<lmallenges both from a theoretical as well as a
business point of view. The case structure angutpose are described in more detail in the fatgw

chapter 4.3.2. The timeline of the research proaadshe corresponding cases is pictured in fi@are
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Case | Case(s) Il Case llI Case(s) IV
Prestudy Consulting Service Professional
Service Services Architecture Services
Redesign
March - May June - December January - January June - July
2001 2001 - 2002 2004 - 2005 2006 - 2007

Figure 21 Research process of the study.

As can be seen from figure 21, the cases are qgitally distributed within the six-year time
period. The first one started in March 2001 andeéenith the same year in May. The case is called
“Prestudy Service” in this study. The second cadgch is called “Consulting Services”, was starired
June 2001 and lasted until December 2002. The tas# was started in January 2004 and lasted for
one year, so it was finished in January 2005. Thie is called “Services Architecture Redesigne Th
last case, case number IV, was started in June 28@@ompleted in July 2007.

The research process itself was quite long, lastimgr six years. During those six years
knowledge of b2b ICT service design and developmes increasing both inside and outside the case
company. The theory was advancing — although slewhut also the knowledge and awareness of
service design inside the company. As one challemge solved it was soon noticed that deeper
knowledge resulted in new challenges. Thus all rblepts — forming the four cases — are connected to
one another and their basic goal was solving chgdle and questions that the previous projects had

brought to the surface.

4.3.2 Case Design of the Study

The four selected cases consisted altogether gfrdjects. Cases | and Il included only one
project each and then Case I five projects ance@dshad four projects. The individual projects wer
of variable lengths and they were all managed aiegrto project management principles. This case
structure is illustrated in detail in the followipicture 22.
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Case | Case(s) Il Case Il Case(s) IV
Service packaging Issues in service Constructing a Applying service
process packaging process service factory factory philosophy

CRM
consulting service

Mobility Technical Key
consulting service Customer Service
Multi Access Platform Solution Design
consulting service

Mobile Care Quality Management
consulting service Service

Service architecture

Prestudy service redesign

Key Customer Care

Mobile Logistics
consulting service

Project structure

| Senicedesignand | | Criticalissuesinthe | | Methodsandtoolsinthe | |  Service factory
i development process | ! design process . design process ] framework

Goals

March - May June - December January - January June - July
2001 2001 - 2002 2004 - 2005 2006 - 2007

Timeline

Figure 22 Case design of this study.

As can be seen from figure 22, Case | - servic&kgging process — consisted of one project
called Prestudy service. The Prestudy service grajencentrated on designing a new consulting
service. This Prestudy service would be used itocwsr relationships in which the customer is noésu
about the actual ICT solution, but is interesteckimowing whether ICT services could be used to
support their business processes. The aim of testiRly service is to examine the customers’ present
situation and identify the most challenging “paaréas and then build a proposal, if it is seen Bt
services could benefit the customer. The main rebdaterest in this Prestudy service project (Qase

was to develop a process model for designing amdldeing professional ICT services.

The second Case Il — issues in the service packa@gocess — consisted of five projects 1) CRM
consulting service, 2) Multi Access Platform cotisigl service, 3) Mobile Care consulting service, 4)
Mobile Logistics consulting service, and 5) Molyildtonsulting service. All of the five projects aichat
designing and developing a new consulting serviceafparticular ICT solution (CRM system, Multi
Access Platform, Mobile Care, Mobile Logistics) egtfor the Mobility Consulting service. The main
purpose of the consulting services in each casetevagamine a customer’s present situation from the
particular ICT solutions point of view to ensurathhe solution would benefit the customer and also
that there would not be any clear “showstopperat thould make the implementation of a particular
solution impossible. Mobility Consulting servicarad at examining the customer present situation to
identify possibilities for utilizing different molg ICT services. From a research point of view,rtteen
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interest was to use the ICT service packaging pooeodel developed and constructed in Case | and
examine the different phases in it from a soci&voeking and knowledge management point of view.

The third Case Ill — constructing a service facterflad only one project, service architecture
redesign. The service architecture redesign praeoed at redefining four ICT services (eCenter,
Fieldwork, Alerta and Cstream) into one single @ptc The targeted concept was called Business
Process Networking. The project examined these detrices especially from an architectural point of
view in order to decrease and remove overlappingnieal functionalities. For example Cstream and
Alerta services used two different technologiesdotbound messaging, so the project examined how
both of these services could use the same techymoldge main research focus in this project was to
concentrate on the four different service packagimahods (industrialization, tangibilization, sesi

blueprinting, and service scripting) identifiedtive literature and examine their practical appiorat

The fourth and final Case IV — applying servicetdag philosophy — in turn consisted of four
projects 1) key customer care, 2) technical keyooasr service, 3) solution design, and 4) quality
management service. All of these projects deah wiparticular service or (key customer care servic
technical key customer service, solution designiser and quality management service) at that point
Each of these projects concentrated on developieggetservice concepts — that in practice were mgpthi
else than some existing tasks and activities —dotomercialized professional services. From a rekea
point of view, the main interest was in implemegtia new holistic ICT design and development
approach — the overall service factory frameworkl ghilosophy that was developed based on the
earlier Cases | — III.

As mentioned, the research process lasted arowngears. Each project produced answers to
guestions but also led to new questions. Thusabe Ifor selecting cases was highly influenced by
previous cases. The logic for selecting thesdquéar cases and their relation to the objectiviethis

study and different theories is presented in fi2Be
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Objectives

Framework for decreasing
service complexity

Process and steps

service packaging

Knowledge Management

Service Management

Social Networking

Case Il

Framework

Case IV

Implementation of the framework

Theory & Cases

Figure 23 Logic between objectives, theories and ses.
Case |

As the complexity of the case company’'s producttfpbio increased, the need for certain
professional services also increased among cussorfkis brought a new kind of a business challenge
— how to develop, sell and manage services in gpaomthat is really in a product business. From a
holistic ICT service point of view, these professb services refer to the complementary service
elements (figure 7, chapter 2.2). When the managemas discussing possibilities about how to help
customers to know what kind of solutions would Hi#ghe company, it became clear that a new servic

component to achieve this needed to be designedaraloped.
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However, this was all new for TeliaSonera — realise design and development had not been
done before. As a result, a project was formed rainait designing and developing a new pilot service,
called “Prestudy service”. When the challenges @ated with the project were discussed, it soon
became clear that the solution was to design amdlale services in a similar manner as products are
designed. This particular Prestudy Project providecdpportunity to test some methods from service
management literature in practice and at the séme document that process. As a part of the overall
objective of this study — constructing and validgtia framework and toolset for decreasing the
complexity of b2b ICT services — the research fogas to construct and develop a process to design
and develop ICT services. That is, to plan whafttaetical steps and phases are in a processedhdsn
to be done when one is designing and developingsé&vices. And also in which order do those steps
and phases need to be conducted.

Caselll

The Prestudy Project broadened the company’s kmige&l@bout service business, but in reality
that knowledge stayed very much within a small gebgroup. Although the journey from a product
oriented company towards a service oriented compeay started, there was a long way to go. The
main business challenges — how to develop, sellnaawiage services — were still very much the same
although some understanding about the peculianfisgrvices was gained.

When the first project was finished and evaluaiedyas discussed that it was not an easy
project and that some things that seemed quitees@ent were surprisingly difficult to communicate
and implement in the organization. Another condnswas that the methods and tools used in the
service design and development process neededatiergion themselves. It became quite evident that
some of the phases in the service packaging praeeres more critical than other, some of them even
proving to be potential “showstoppers” — that isy @ingle step or a phase that could stop the whole
project. Thinking about the next possible projehts would use the constructed process, it waslddci
that the critical issues needed to be solved aadtified before concentrating more on the tools and

methods.

As the process was discussed in more detail angdhases that seemed to be more difficult and
crucial than others where further examined, twoctwions were made 1) difficulties emerged in

phases that involved some kind of knowledge transdtion, either from one form into another or then
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from one person to another and 2) difficulties agswerged when new people were joining the project
network. From these two conclusions it was dedubed both knowledge management and social
networking theories could bring some understandimdjconcepts into the question of crucial phases.

These discussions and deductions produced anathestgective — identifying critical issues in
b2b ICT service packaging process. As it came disoussion that there will be five new consulting
services — that is complementary service elememtstneed to be packaged, an opportunity to tackle
the second sub-objective became open. With thepfiogects the design and development process could
also be tested with new services and then the gieog®uld be examined from knowledge management
and social networking perspectives to see whetiey tould shed some light into the question of the

critical phases.

When the projects were finished and evaluated, itfigal guesses could be confirmed,
knowledge management and social networking indepthimed the reasons why some phases of the
process were more critical than others.

Casel lll

The knowledge and understanding that was gainethgluhe first two cases really built
foundation for the journey towards a true serviompany. The case company now understood how
services — or complementary service elements —beadesigned, developed and managed. However,
this understanding also allowed focusing on newdssand challenges. As the number of new products
and services in the case company increased, thécesemanagement aspect became ever more
important. Two challenges or points were identifigdhe service term should cover more than just th

complementary service elements and 2) the costemmlirce efficiency was not on a proper level.

Now that the questions concerning the critical éssin the b2b ICT service design and
development process had been identified, it was tonconcentrate on the last remaining sub-objectiv
— what methods and tools could be used in the 62bskrvice design and development process. In the
previous projects the methods and tools taken fsermice marketing and management theories were
only applied to consulting services — the compleiagnICT service elements. Considering the scope of
b2b ICT services, it did not seem sufficient. Tbel$ and methods needed to be applied to all trezda
of a b2b ICT service — ICT application/system elatagcore ICT service elements, and complementary

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



90

ICT service elements. The use of methods and tonekded also more careful elaboration and

examination.

At the end of 2003 discussions started to emergeitad need to reduce the overlapping and
complexity of Business Process Networking serviddss presented another possibility to tackle the
last remaining sub-objective of this research. Awise packaging and its philosophy were discussed
with the management, it was agreed that it couldid®d so solve the problem at hand. So, in January
2004 a project called Service Architecture Redesigrs started with an aim to improve cost and
resource efficiency by building a holistic Servieactory model to design and develop existing bZb IC
services. In this third case, methods from sermi@magement and marketing were used to build the
model of a Service Factory. The project as suchweag successful both from a theoretical as wek as

practical point of view.
Case IV

The findings and learnings from the first three esasfrom the seven service design and
development projects, laid down the foundation thoe journey from a product oriented company
towards a service oriented company. The contexthiich the company operated in 2006 was very
different from the context at the beginning of thesearch process in 2001. Knowledge and
understanding of services and above all the rightlset for service business were starting to emerge
among a larger group of people. The basic diffezertsetween products and services were identified
and successful processes and tools were constriactiebign and develop services. The main business
challenges also evolved. As the service factorylmgy gave answers to the resource and cost
efficiency issues, the business management staldedo think about quality issues.

From a research point of view another question waésed. How do the processes and tools
apply in the company'’s present context? Based erittee first cases the overall framework was built
When it had been constructed, the key thing thadeé to be done was to test it. This time the
management identified four services — or servicecepts — that were presently given for free to the
customers but were still incurring heavy costs. réheere also some quality and consistency issues

present, because the services were designed, gededmd produced in more or less an ad-hoc manner.

At this point the service factory and service paikg as such were recognized widely in the
company, which presented yet another possibilityneet the overall research objective — to test and
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validate the constructed service factory framewditkus, when the decision was made to package the
four services, it was decided that they would foine last case for this research.

The following table 3 summarizes the five differatitnensions of how the four cases differ
from each other. It also shows how both the busimesl research focus have developed as knowledge
and understanding have evolved. The five diffedimensions are 1) main business focus, 2) main

business challenge, 3) research focus, 4) newld'seovice, and 5) element focus.

Table 3 Research and business focus in the five fdifent cases.

New vs existing
Main business focus Husiness Challenge Research focus service Flement focus
Case | product managing services design process new complementary services
challenges in the design
Case ll product managing services process new complementary services
system services and core
Case lll product and service cost & resource efficiency tools and methods existing services
cost efficiency & Implementation of the
Case IV service standardized quality service factory existing complementary services

The first dimension (main business focus) expldhes main orientation of the case company,
whether the focus is more on products or on sesvidde second dimension refers to the different
business challenges that the projects have beahlishied to solve. The third dimension does theesam
from a research perspective. The fourth dimensétla whether the case has been dealing with old or
new services, and the final dimension indicates'ldngers” of which an ICT service has been involved

— system services, core services or complemengavyces.
4.4 Data Collection and Analysis
4.4.1 Data Sources

Yin (2003) lists six data sources that can beadilito collect evidence in a case study. These
data sources are documentation, archival record&erviews, direct observations, participant
observation and physical artifacts. To improve nl@bility of the study, multiple sources of datee
utilized (Eskola and Suoranta, 2000; Yin, 2003)tiPi@ant observations and interviews form the two
main data sources for this study. These data ssareefurther backed up by archival records as agll
internal documentation. Three different types afharal records were mainly used: personal records,
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organizational records and different kind of lidtsy own personal records covered mainly my calendar
records during the research period. From my Outloalkendar | could easily follow all the research
meetings and other occasions during the entirearelseperiod (2001 — 2007). Organizational records
covered mainly budgets and operational plans fogusin the service production. With the exact
personnel budget calculations at hand, it was raghsy to calculate business cases for the sertaces
be designed and developed. In addition, also @iffekind of personnel lists and directories weredus
mainly to select people for the different researases.

Internal documentation was also frequently usednduthe study. Different kinds of agendas
and memos from the meetings, as well as writtenrte@nd email conversations were used to construct
the different models in this study. Written repopt®ved also very useful in figuring out different
personal conflicts between some people in the cddesome points it seemed very irrational why some
people were so much against some of the ideas. St reports and email conversations showed
how those people had been constructing other congpetodels for quite a while and were just trying

to defend their own views, and not so much disaggeen other views.

The two primary data sources in this study wererinéws and participant observations. Both
the interviews as well as participant observatimese conducted during 326 meetings that were held
during the research period. These 326 meetings floenbackbone for this research. These meetings are
documented in Appendixes | — IV. The appendixes rarmbered according to the cases, so that
Appendix | outlines the interviews and participatiservations during Case |, Appendix Il outlines
interviews and participant observations during CHsand so on. Those meetings where only two
people (the researcher and one other person) wesernt are classified as interviews and those where
more people were present are classified as patitipbservations. The number of people is not the
main classification for interviews versus participabservation, but more of a result of the purpafse
the meeting (whether interview or participant olsagon) and can thus be used as separators ofvthe t
different type of data source.

Following the six principles of constructive resgarapproach and applying the five-step
cyclical process of action research, the case estutteded to be organized into three differentstyfe
meetings: framework, project and revieRroject meetings concentrated on constructing thaaha
tools, methods and models — in other words commalézirig the individual services (Key Customer

service, Technical Key Customer service, Qualitynitgement, or Solution Design). Framework
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meetings concentrate on discussing and validatiegcbnstructions made in the project meeting. |
frequently used my colleagues very widely in thgamization to check and validate the assumptions
and interpretation that | had made concerning thexadl framework for designing and developing ICT
services, or parts of it (process, methods & todésnplates, or approach). Review meetings
concentrated on getting feedback and acceptancthéodesign and development constructions — the
design and development framework. Basically thes&w meetings were used to review and verify the
draft research papers, theoretical assumptionglesions, implications and contributions | had made
each particular case study. These meetings werdlynmse-to-one interviews and are classified as
interviews. Framework and project meetings arelin tlassified as participant observations.

The project meetings were mostly very hands-on tfpmeetings where the project manager
had a strict agenda and everyone participated lmaastorming fashion to the discussion and the
project manager documented the developed consinsctiJsually also some “homework” was given
before the meetings to the participants. Most @& #ervice documentation was created in these
meetings. The framework meetings followed a somewierent kind of structure. In these meetings
the models were always pre-constructed to a cepaint and the participants were then asked about
their view on whether or not the assumptions anttlesions made were correct and then to discuss
further and contribute to the models constructdte model construction needed always to be taken to
certain level by the project manager before it ddug discussed within a wider audience. The review
meetings were prepared by the project manager la@dmiost essential service design and project
findings were then verified and discussed withipaaticular interest group. These meetings aimed at
ensuring that the assumptions and deductions made imdeed correct and that the overall service
design and development process could continue lemaMtstacles that appeared were removed by the

management.
4.4.2 Action Research Structure

As discussed earlier according to Susman and EvEr®d8), action research is a cyclical

process consisting of five phases:
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0] diagnosing,dentifying or defining a problem;

(ii) action planningconsidering alternative courses of action for s@\a problem;
(i) action taking selecting a course of action;

(iv)  evaluating,studying the consequences of an action;

(v) specifying learningidentifying general findings.

All the four cases followed this same kind of cyali action research structure. The research
projects in the case studies always started with diegnosing phase, where someone in the
management identified a challenge and someonedtartdig deeper in to the issue and identified the
root causes. This diagnosing phase was usually bpilee management team. After the root causes had
been identified, a group of people was put togethdurther define the problem and plan courses of
action that needed to be taken. At this point is\waen that there existed mutual interests between
practical challenges and research potential. Thade place in the framework meetings. Because the
service business as such was a rather new phenaniertbe company, the result was to establish a
project to handle the job. In other words thereemeot enough capabilities or knowledge in the line

organization to carry out the task, but a virtualjgct team needed to be formed.

Because the researcher was a project manager arawrall of the four cases, the action
planning and action taking phases became easiereasiér during the research period. The more
projects were conducted, the easier it becameato gohd construct the next project. Retrospectivhaby,
action planning and action taking phases were sséglemainly due to two reasons: The vice president
responsible for the service design and developrasd had an academic background and first-hand
experience of service packaging, and the projectager / owner also had an academic background.
Especially in the first two cases, the issues dmallenges were so new and so few practices were
available that without an experimental, open-mindeglication of academic theories and models in
practice, organizational learning would not haveusred in a way that allowed further development of
the service design and development framework. Hig® made it possible to gather the needed
theoretical understanding about the challengead lad innovatively develop new constructions.

With the vice president in charge of the areanlamagement team always chose the course of
action proposed by the project team. The evaluat@ok place on two different levels. In the

framework meetings, the constructions, the ovei@imework for designing and developing ICT
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services (as well as the parts of it — processhaoust & tools, templates, or approach), was disclusse
and developed. In the review meetings the overajept as well as the service design and developmen
as an approach were discussed and feedback gatfigéredeview meetings formed a very important
part of the overall learning process. Because ¢inéice design and development as a phenomenon was
very new it faced a lot of change resistance. Thesgit was very important to handle and discines t
challenges and possible obstacles that needed reenf@ved or taken care of in the following projects
Within the project core group it was agreed thatpabsible “second opinions” needed to heard and

dealt with and passed on to the steering group.

Specifying learning took partly place after the jpob itself was closed and partly before the
next one started in the following project’s diagngsphase. These took place in the framework ak wel
as in the review meetings. The specifying learrphgses were very important from the research point
of view because they formed the continuum betwhemtultiple cases — the next one took over where
the previous one finished. The researcher hadréfisant role here, because he could ensure thtiel
learnings from the previous projects could be z#ii in the next projects. This kind of an iterative
nature of the research process is common in cadéest(Eriksson and Kovalainen, 2006). The multiple

case design also allowed the hermeneutical spinabrk and really show also benefits in practice.
4.4.3 Data Analysis

As described earlier the primary sources of infdfama the interviews and participant
observations were categorized into project, frantkvaod review meetings. The different kinds of sole

of these meeting are illustrated in the followingufe 24.
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Project meetings
Purpose: To construct the
tools, methods and
frameworks

Framework meetings
Purpose: To check and
validate the constructions
made

Real-world

process 6 \ 3‘/

Researcher's
world 5 ( ,,,,,,,,,,, > .

Review meetings
Purpose: Review and verify
the research implications and
conclusions

Figure 24 the logic between the interviews and padipant observations (the different meetings).

The assumptions, deductions and final constructittred were developed in the project
meetings were then validated and checked in thexdweaork meetings. According to the received
feedback, the constructions were modified and cemphted. In order to follow Yin's (2003) principle
of “fair treatment of the evidence” the theoreti@ntributions and conclusions made were also
reviewed and verified by my colleagues and othejegt participants. Additions and alterations were
then made accordingly. The resulting constructisese then further developed in the next project
meetings. The iterative nature of this research feilker enhanced by the multiple case design, lwhic
allowed testing the constructed models and thgitiegbility. The way the interviews and participant
observations are structured in the case studidly reature the mutually beneficial cycle that arihed
between the real-world and research world.

4.5 Evaluation of Reliability and Validity of the S tudy

The quality of any research design and approactbeagvaluated using a certain logical test. In
case study research, four tests are the most cotymsed (Yin, 2003). These tests are construct
validity, external validity, internal validity anceliability. The internal validity test is used gnfor
causal (or explanatory) studies in which the redeanterest is to examine whether event A leads to
event B. This research concentrates on construainffamework and toolset for reducing the

complexity of business-to-business ICT servicesnfthis point of view, the research is not a pure
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causal study. However, the implications of theeati#ght processes, tools and methods that are afpart
the framework are discussed on a general levelmFRtas point of view, the internal validity is
applicable to the present study. This internal diali was improved by addressing also rival
explanations of these implications, as suggesteXiity2003).

Construct validity refers to choosing correct ofiersal measures for the concepts being studied.
To meet the construct validity criteria the resbaranust 1) select the specific types of changaisate
to be studied, and 2) demonstrate that the spetiiasures of these do reflect the specific types of
change that have been selected. In other words, sdtecting the type of change to be explained the
researcher must be able to demonstrate that thetesglmeasures are the right ones concerning plee ty

of change.

Yin (2003) refers to three tactics in case studseaech in establishing construct validity: 1)
using multiple sources of evidence, 2) establiskinghain of evidence, and 3) having key informants
review a draft case study report. In this studydhta was collected from different kinds of meeding
(some of them more of interviews and others morpasficipant observations), documentation (some
external and some internal) and archival recordee flesults and analysis of the projects and their
underlying logic (chain of evidence) were widelgdissed in several steering group meetings with the
project people (key informants reviewing resulf)ese actions can be seen to improve the construct
validity criterion.

External validity tests to what extent the resolfta particular case can be generalized. In other
words whether the results can be applied beyonarticplar case. To improve external validity a
multiple case design with 11 sub-cases was selettesl framework that was constructed during the
first three cases was further tested in the fooaite in a little bit different organizational emriment
than in which the framework was originally built.

Finally reliability tests to what extent the vargoaperations during the research can be repeated
with same results. In other words, if another redesr were later on to conduct all research opamnati
(for example data collection) in the same way aslieen described, he or she would end up with the
same analysis and conclusions. To improve thehiétiacriterion, the research process was followed
and evidence gathered through 326 meetings — Tase I, 150 in Case Il, 61 in Case lll, and 39 in
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Case IV (see Appendixes | — IV respectively). Tivigvided quite rich data of the AR steps in each of
the cases.

Action research has typically received a lot ofticism of its lack of rigour. Rigour refers
mainly to how the research process is conducted.hAR thus been associated with a symptom of
having more relevance but less rigour (Kaitovaaé®4). When acting as a complete participant (Roth
et al, 2003) in performing AR there is always thenger of being more of a practitioner than an
academic when agendas conflict (Robert, 2003). H@nother hand my role as a complete participant
has allowed access to confidential data such @smasing and customer data as well as futureovisj
business plans, and strategies. Furthermore, thicipant role has positively influenced the co-

operation with other people in the projects.

When patrticipating in all of the 11 projects, cormsipg the 11 sub-cases of the study, there must
have been many situations in which my choices ofcgba practitioner vs. academic might have differed
from someone else’s. My choices when selectingrinémts for reviewing the case results and
examining their underlying logic might very wellfféir from someone else’s. When being a content
expert as well as a project manager in a projbet,analysis and interpretations that one makesrdiff
from ones made by someone else, resulting in diffteoutcomes for the projects.

Although the organization’s forms and units weriéedént during the research process, the sub-
cases were all from same corporation. This corfmratike any other, has some cultural charactesst
and operational characteristics that are uniquecesall the sub-cases were from the same corporatio
it inevitably has effects on the generalizabilifytiee results.
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5 Service Design Case Studies — Case I: Service Pac

The case studies of the service design projectsegnarted in four separate chapters, in this

kaging Process

chapter five and then continued in the next chaper, seven and eight. This division into fouraepe
chapters is made to 1) help the reader to follawcise findings and 2) because the first threescise

at constructing the different pieces of the serf@ory framework, and then the fourth case fosuse

testing the framework as a whole and further deuirlpit based on the results. In chapters 5 — &, th
first three cases are examined, discussed aneshiéts presented. Based on the results from these t

cases, the first version of the service architecfuamework is constructed. Then the framework is

tested and further developed in the final case. fohie fourth case is examined, discussed andstsdtse
presented in the chapter eight.

Each case is reported in two parts. First, the easkits action research process are described

and then in the following subchapter the case @yaed and the results are reported and discuséed.

second case differs a little bit from the restref tases, because its results are reported indbpegate

subchapters. The reporting structure of the casbest is shown in figure 25.

Empirical case studies

5. Service Packaging Process

6. Issues in Service Packaging
Process

7. New Service Architecture

8. ICT Service Factory Framework

5.1 Case | — Case and action
research description

6.1 Case Il — Case and action
research description

7.1 Case lll - Case and action
research description

8.1 Case lll — Case and action
research description

5.2 Case | — Presenting
results and specifying
learning.

6.2 Case Il - Presenting
results from knowledge
management perspective

7.2 Case | — Presenting
results and specifying
learning.

8.2 Case Ill — Presenting
results and specifying
learning.

6.3 Case |l — Presenting
results from social networking
perspective

6.4 Case |l — summarizing and
combining the results and
specifying learning

Figure 25 Reporting structure of the empirical casestudies.

This chapter is divided into two subchapters désugi the Case I. The first, 5.1, describes the

case and the different phases of the action ras€&R) process. In each Case (I, Il, lll and IVEth
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description of the case and the action researctepsois divided into the same five research phiases
addition to the overall description of the cases&aescription, AR — Diagnosing, AR — Action
planning, AR — Action taking, AR — Evaluating. Thenthe second sub chapter, 5.2, the material of
Case | is analyzed and reported in terms of ICViserdesign and development process and its
individual phases and findings are specified. Irse€C#l, the results are reported in three separate
chapters (6.1, 6.2 and 6.3), the first one conaéing on the issues in the ICT service design and
development process from a knowledge managemespgaive, the second from a social networking
perspective and the third summarizing the resutimmfboth perspectives. Case IV divided into two
subchapters in a same way as Case | and Ill —dirset(8.1) concentrating on describing the case and
the action research process and the second ong d@2entrating on the results: the new service
architecture.

5.1 Defining the Process for Service Design and Dev  elopment
5.1.1 Prestudy Service Case Description

As the complexity of the case company’'s producttfpbo increased, the need for certain
professional services also increased among cussormkis brought a new kind of a business challenge
— how to develop, sell and manage services in gpaomthat was really in a product business. There
was a small consulting service organization — timgj of some 15 people — but they had been
operating only with internal clients and did notveamuch experience from the service business. In
practice they conducted consulting studies onlydibrer units inside TeliaSonera — not for external
customers. As the management saw that there wa®d for a consultative service that would help
TeliaSonera’s customers to choose the right kindCdr services, the management decided that the
consulting service organization would develop éabé service for this.

As these organizational and environmental changéke business context took place, changes
for the consulting team were inevitable. Basicalhg internal service offering of the organizatisas
seen to need efficient development efforts. Theagament of the consulting business set three goals
for the consulting unit: they were to achieve l9aier efficiency, 2) better quality and 3) to captthe
intellectual capital of individuals. To achieve theals set by the management, it was decided that a
project of service packaging should be establishad,within the project, service packaging showd b

tested as a method and philosophy. In this prgjentice packaging was used for the first time & th

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



101

case company, so the project team was dealingigsties involved in service packaging for the first

time in practice.

The consultative service to be packaged was namegbtudy Service”. The service itself would
be a consulting service that was to be used to exaesn SME company’s business internally and
externally to quickly identify the most evident édspment areas. So the purpose was not to build a
full-scale business plan or strategy for the clieampany, but to distinguish with relatively small

efforts the most obvious areas for ICT servicedkthimprovement.

The consulting unit had been conducting similardkaf activities with internal clients. They
were normally carried out by two consultants. Tl of a task took normally around 1 to 2 monihs t
deliver and about 7 mandays to execute. The prostmsed with gathering some background
information, which was followed by a workshop witie customer. After the workshop, all gathered
information was analyzed, and a proposal was pteddn customer. The 7 mandays consisted of two
consultants doing some preparation work, conducting workshop, drawing up analyses and
conclusions and finally presenting the results. @akvery time is longer because it usually tooknso
time to prepare the questionnaires to be sentda@tistomer, for the customer to gather the infaonat
and then to find a suitable date for everyone (isa@aound three to five persons) from the custdser

organization. Some details are presented in thewWaolg table.

Table 4 Details of the Prestudy service.

Service Delivery time Execution Documentation Resourcing
Internal
Prestudy 1-2 months 5 mandays Service description 2 consultants

Normally there were two consultants who carried thé service. One was always the lead
consultant, while the other’'s contribution was daralThe service description was the only existing

document of the service.

The main research interest in this case was thécsgrackaging process itself. Because service
packaging was applied for the very first time, precess and its phases were not known beforehand.
Thus the main research objective was to construdtdefine the service packaging process and its

different phases during and after the Prestudyiceproject.
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Multiple sources of evidence were used in dataectibn. The case material was collected
during 76 meetings (see Appendix I) in which théhau participated by being in charge of the Project
The meetings are divided into four different typesording to their purpose: 1) framework, 2) projec
3) review, and 4) customer. In 22 framework meetingth the consulting business management and
other stakeholders, the overall framework for pgakg ICT services, or parts of it (process, meth&ds
tools, templates, or approach) was discussed avelaped. In 36 project meetings with managers and
experts representing sales, product managementpasidess as well as technical development, the
actual Prestudy service was commercialized. 12evevineetings with vice presidents and directors
representing consulting, sales and production cureted on getting feedback and acceptance for the
Packaging framework. These meetings also discusseproject itself and the implications or learning
that could be extracted from the project. Meetimgge mostly one-to-one interviews. Finally in 6
customer meetings the commercialized Prestudycewas tested, piloted and delivered to customers.
Although the project itself lasted from March top8smber 2001, these meetings took place during
January 2001 — February 2002. All meetings weraish@nted in memos containing information of the

decisions, activities, and frameworks. This richtenial base was further supported by Email logs.
5.1.2 AR - Diagnosing

As the ICT consulting service offering was examinigdvas determined that in general the
consulting services were quite hard to grasp oettié consulting organization. For example, thessal
unit found the ICT consulting services quite hardell. They did not know what kind of ICT services
the consulting organization provided and at whateprThe consulting organization itself felt thaet
quality of the services should be improved in dealvith outside customers and that the serviceldhou
be produced with a greater efficiency. The consgltnanagement’s concern was that the knowledge
was too much bound to the individuals. In practitis meant that if a consultant were to leave the
company, all knowledge would leave with him or h&hus, three challenges were identified: 1) the
services were not adequately defined, 2) the qusiiould be improved and 3) it should be ensuratl th
the knowledge of the customer cases should algarsthe company. Quality improvement meant that
the Prestudy service should be produced in a mtaredardized way resulting lesser variance in the

output. As a result a project was establisheddkl¢athe three aforementioned challenges.
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5.1.3 AR — Action planning

As the core group was thinking about various aiiBve actions, a common understanding was
formed that there is need to design and develogsimatic process that would define the consulting
services in a more concise way. In addition, thecess should be based on proven methods to ensure
better quality of the consulting service and toueaghe capture of knowledge in a way that it cdadd

reused to the fullest extent.

The core project group identified three methods tloald be used to tackle the goals set by the
management — service tangibilization, service bingpg and service scripting. With tangibilization
services could be defined more adequately, withiceblueprinting and service scripting, the praces
to produce the service would be improved and, mae@redefined and fixed, thus resulting in better
quality in terms of predefined and harmonized ougnd lesser variance of that output.

5.1.4 AR — Action taking

Together with the management the core project gamnzluded that by using all these three
methods the service itself would be properly doowe and also standard documents would be
developed to document the customer cases. Thisdvemdure that the knowledge of the customer cases

would also stay in the company, not just in thedsiof the consultants.

As this was the first time that the project groupswdealing with such an issue (the three
challenges), it was decided that the process shHmultteated as the three methods were appliedeal a
sample service — a test case. The project grogeteel Prestudy service together with the consulting
management as a stepping stone. Prestudy servia waitable test because it was relatively compact
and focused as a service, and also general ensaghd content point of view, so that the defined
process could also be used on the other services. mesult, a service packaging project consisting

total of 12 people and lasting three months waasbéished and outlined.

The Prestudy project itself progressed in an iteeatnanner. Since the purpose was to develop
and outline a service packaging process that digxist before, the Prestudy project progressetiats
process was developed during the Prestudy projepttsy step. So in practice, the next step was not
necessarily known beforehand, but was developedfamdulated during the Prestudy project. The
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process that this Prestudy project followed isinad in chapter 5.2, where the results of Caseel ar

reported.
5.1.5 AR - Evaluating

As the project was finished, the results of thejgmowere reviewed. The project produced a
defined and systematic process that was labele@®eavice Packaging Process” and “Packaged”
Prestudy service. The process was documented dmdlexs the project advanced and then further
improved when it was evaluated by the consultinghagement. The packaged Prestudy service was
well-defined, documented and easy-to-understantdditdr the customers and the employees of the case

organization. The practical changes and developrametlisted in table 5.

Table 5 Prestudy service, before and after packagin

Service Delivery time Execution Documentation Resourcing
Prestudy 1-2 months 5 mandays Service description 2
(before)
Prestudy 2-4 weeks 25-3 Service description (internal* + external), process |1
(after) mandays description, offer, sales slides*, workshop
material*, questionnaire, answer sheet, internal
presentation

Documents marked with asterisk (*) can be fountheAppendix V.

As a part of the packaging process the Prestudyjcgewas also tested in an authentic customer
case, so some estimates of the delivery time amtirtte needed to execute can also be drawn. Thee tim
needed to deliver the service was halved as wagirtie needed to execute the service. The main
practical differentiator was the documentation @&t be seen as a pre-made tool. Before the Pyestud
service was packaged, there was only one existingrdent, and after the packaging process there were
9 different documents for the service. The docuwtér made the service much more communicable
to Sales as well as to the external customer. A%tlestudy service production process was defindd a
the tools developed, the quality of the service alas improved. The ready-made documentation also
ensured that the consultants would report and deatithe customer cases in a fashion that enaldes th
knowledge to be reused. To sum it up, all the trale&llenges or problems were solved during the

project.
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5.2 Results of Case I: Service Packaging Process De fined

Most of the results that are presented in chap@m&re initially published by Kaitovaara and
Hyotylainen (2002). These initially published rdsidre further elaborated and examined in mordldeta

Also the case material is based on additional mgsti

The main goal of this case study, was to reacHiitbieobjective of this research, to 1) construct
& validate an ICT service design process — andléntify its individual phases — which can be used t
decrease the complexity of b2b ICT services. Theltg of this case study are examined to refldst th
objective. Thus, the key results are A) a validd@@ service design process and B) the identifarati
and description of the individual phases. Partthefe results were initially published in a confiees
paper by Kaitovaara and Hyotyldinen (2003).

5.2.1 ICT service design process

The constructed ICT service design process moddivided into four different steps (prepare,
design & develop, pilot, and implement) that carttfer be divided into 12 phases. The model covers
only those activities that are performed after gneject has been decided to be launched. So, the
essential questions prior to the project’s starthsas how the original idea is developed into@euot
or how the project manager is selected, are notoexgh The design and development project is
considered to end when the ICT consulting servicaoiled-out. The four main steps that were

identified in the Prestudy project are illustratedhe figure 26.

Idea Prepare Develop Pilct Implement ROt

Figure 26 Main steps in the design and developmeptocess (Kaitovaara and Hy®6tyldinen, 2002).

Before the idea has been formulated into the fofra project, thereparestep is needed for a
well-defined ICT consulting services offering, atte project for this effort is started by setting a
core development team. In thldesign & developstep, the team defines the content and gathers

information, which can also be used for marketingppses. Hence, the ICT consulting service is
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created and documented, and the implementatiorepses are defined. Based on the experiences and
feedback in the evolutionarpilot step, the ICT consulting service is further atated. In the
implementstep, internal activities will secure the flueoll-out of the finalized ICT consulting service.

Based on the material form the Case | and the stiggs form Kaitovaara and Hy6tylainen
(2002, 2003) these four main steps are furtheddiviinto 12 phases. The whole process is depinted i
figure 27 below (adapted from Kaitovaara and Hyiityén, 2002).

Idea Prepare Design & Develop Pilot Implement Roll-Out

Selling the
service
to the first
customers

Prototyping
with internal
organization

Marketing the

ICT service Service service for the
. : ifice content e EY A S ————
Identifying . ! definition creation organization ;
| packagingasa Esrt]abllsh\ng Piloting with | Roll-outofthe
! solution, naming de[ e core " (extlerna\) i ICT consulting
B i ! Ld . customer
| project manager / eam ot Docurnenting o service
i for the project C ze‘rvwies the content Finalizing and
- ’ and tasks ; concretization ) | Tl
information for all paries, of the material
incl. marketing, Tuning
gathering

sales etc. i material for

| production,
marketing,
sales etc.

Training the
service for

internal
organization

Figure 27 ICT service design process.

The individual phases of this ICT service desigacpss are described in more detail in the
following chapter 5.2.2.

5.2.2 Different phases in the ICT service design pr  ocess

The design and development of ICT services staith the establishment of the core
development team and it is considered to end whenQT consulting service is rolled-out. The phases
that lie on the same vertical level can be completere or less simultaneously. Table 6 describes th
phases more accurately (adapted from Kaitovaara Hygdtyldainen, 2002). Samples of the

documentation can be found in the Appendix V. Thage with the samples is indicated with * in the
table.
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Table 6 Description of the phases in the design press of an ICT consulting service.

Establishing the core
development team

Phase Description
Prepare Before the actual ICT services packaging projentstart, the core development team has to be

established. This is most likely an activity foetbroject manager to do. The members of the cor

development team should represent all the necepsatigs that are needed when offering the ICT

consulting service after its roll-out. In this wal necessary standpoints are taken into account.

Design & Develop
Service specification
definition

The core team sets target specifications, by remigvgsues such as market potential, customers
the business logic for the upcoming ICT serviceonsultation. This phase sets boundaries and
aims at a common understanding of the goals anfengroject members.

Design & Develop
Services and tasks

information gathering

It is often possible that there are some prelinyil&T services and tasks to start with. Hence,
related information and knowledge on the particatarsultation is gathered around the organizatj
by the core development team. Based on this, arvieveis generated on what already exists and
what has to be created. Also information concertiiegparticular business area should be gathe
This information will form the basis for the higével concept and specification.

Design & Develop
Service content
creation

The content, including such issues as the theorighe current consultation subject, methodolog

issues, pre-defined delivery and implementatiorc@sees, and a set of questions for the customer

are collected, and - as needed - developed. Thpoperof this phase is to define the overall
methodological framework as well as the actual eont

Design & Develop*
Documenting the
content for all parties,
including Marketing,
sales, etc.

After the content and framework of the consultapooduct are specified and developed, the idea
are put on a paper. Also material for internal extrnal marketing and sales efforts are created
e.g., easy-to-understand slides, brochures, amdtseThis phase helps the knowledge transfer th
has to be conducted in situations such as traihiegisage of the ICT consulting service or intern
communication purposes.

Pilot
Prototyping with an
internal organization

ICT consulting service can be prototyped with aerimal organization, in order to test and evaluate

its usability. This phase has its effect on theteonof the ICT consulting service and it acts as a
general rehearsal for the external piloting phliseaurpose is to make sure that no essentialsssu
have been forgotten.

Pilot
Piloting with an
(external) customer

Piloting with external customer or customers givalsiable feedback of the ICT consulting servic
such as the ICT consulting service delivery time #ire content suitability for the customers - for
the core development team based on the marketquhap This is a very essential phase, since
far the team has been dealing with the developrust without any specific external view on the
subject. This phase also has great motivation@aspn the form of confidence and trust.

Pilot

Tuning the material
for marketing, sales,
etc.

The documentation is revised according to the faekligathered from the internal organization an
the customer. The material is also fine-tuned &sthe possible ICT service provider organizatiol
brand demands so that it can be externally marketed

Implement
Selling the service to
the first customers

Before selling to the internal organization, thedurct has to be sold to the first real customehss T|
will increase the credibility of the ICT consultisgrvice, since it proves that it really respordthe
market demand.

Implement

Marketing the service
for the internal
organization

Changes in the organization’s existing ICT servimed tasks, especially those that are described
people-processing professional services with a bigfertise ICT component, needs to be sold fo
the rest of the ICT service provider organizatibhnis phase will increase awareness of the
developed ICT consulting service and its delivelycgss.

Implement
Finalizing and
concretizing the

When the product is being sold to the internal pizgtion, there will emerge discussion and
feedback that has to be incorporated to the firedion, so that it will get the internal organipats
approval. In this finalization and concretizatidmge the difficult service is transformed into as a

19

and

at
al

material concrete service as possible for the customer.
Implement Atfter the ICT consulting service is concretizedhas to be trained to the people that will be deali
Training the service | with it. The purpose is to ensure that those pewafildhave wide enough competence and expertise
for the internal to carry out their part on its delivery processthis training phase also all the documentatiot el
organization handed out.
Mika Hyotylainen, Aalto University School of Econas 19.7.2010



108

The final ICT consulting services were basicallylvdefined and easy-to-understand template
packages to be communicated for both the targeteslomers and the employees of the case
organization. With a pricing model and a serviceati@tion, customers know what is included in the
particular ICT consulting service and what it codtise pricing model is part of the service desaipt

document.

The actual document templates of the packaged eiEuwdting service were divided into three
different types — reflecting their depth — 1) framoek, 2) process and 3) document. The framework (1)
type covers service descriptions, various presentalides, and price lists. This material maingids
explaining and depicting the approach and contéxhe service product. The process (2) templates is
used to describe the different phases of the psoaesprocess charts, the associated tasks and
corresponding task descriptions - such as respditisdy inputs, outputs, etc. The document (3)
templates were divided according to the differdmges. These templates included instructions and th
actual questions. The overall number of documenmtthé template package was close to a dozen.

Appendix V contains samples of the service desorgiinternal), workshop material and sales slides.

In terms of the packaged ICT consulting serviceplementation process the customers will
first receive a certain amount of preliminary wdHat is related to the content of the forthcoming
workshop. Subsequently, the consultants arrangersiop for the customers within their premises,
and the consultants create various notes basedh@ncustomers’ responses to their questions.
Afterwards, in a fixed delivery time, which is addy informed to the customer during the sales phase
the consultants create with a certain methodolagy documentation and slides. In the last meeting
with the customers, the consultants arrange a pie@en gathering in which they give the resultghef
consulting study and proposal for the future depelent efforts and projects. These outcomes were not
supposed to be left on the shelf but for real wsdHe development projects to come. The prelinyinar
works to the customers, the workshop with the eelajuestions, the agendas of the workshop, and the
presentation gathering, as well as the structuréhi contributions are all a priori defineds ready as
it is possible for the future customer cases.

5.2.3 AR - Specifying learning

When the project was reviewed, two most importardifigs were identified. 1) From a service

management theory perspective, a clear packagimgegs was defined and tested in a test case. This
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packaging process model was outlined and brokemdat four main steps and further down into
more detailed 12 phases. Detailed descriptionbexfe 12 different phases were also provided. 2nFro

a practical point of view, packaging as an appraauth philosophy was developed and tested and seen
as the right solution to the challenges identifiédvas also discussed that the packaging proceskeim

constructed in the project was to be used in sinaéaes later on.
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6 Service Desing Case Studies — Case II: Critical |  ssues in the Service Packaging
Process

6.1 Identifying critical issues in the Service Pack  aging Process
6.1.1 Case Description

The Prestudy project broadened the company’s krdgeleabout the service business, but in
reality that knowledge stayed within the small pobjgroup. Although the journey from a product
oriented company towards a service oriented compeasy started, there was a long way to go. The
main business challenges — how to develop, sellnaatlge services — were still very much the same

although some understanding about the peculiadfisgrvices was gained.

At the end of 2001, the case company (Sonera Juxas) about to launch three ASP based
(Application Service Provisioning) services inte thnarket: Juxto CRM, Juxto Multi Access Platform,
and Juxto Mobile Care. A fourth service — SoneeefNare — had already been in the market for some
time. Application service provisioning means offigrisoftware products and systems as a service to
customers. In practice, the service provider handiany operational tasks such as back-ups, end-user
support, server monitoring, etc., tasks that woatlderwise need to be performed by the customer

themselves.

When these four services were built, it was idedifthat a lot of configuration and
customization work needed to be done before théomes could start using the system. These
configurations and customizations were further dedpet on the particular customers business,
processes and technical environment. Some procassetechnical environments in particular could
even prevent the implementation of the systems ¢leéms. The management of the case company then
decided that they should have also consulting sesvin their portfolio to identify potential show
stoppers and, if none of them existed, gather theded information for the configurations and
customizations. In other words, the consulting isess would aim at the successful planning and
implementation of the ICT services (Juxto CRM, duktulti Access Platform, Juxto Mobile Care, and
Sonera FleetWare). The management further decidgdhese consulting services should be somehow
fixed in terms of price and content so that thesgessary “prestudies” would not become issuesean th

negotiations of the actual systems.
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When dealing with consulting services that werdoéodeveloped from scratch the fixed price
and content requirement posed some serious denfantise design of these services. As there were
people in the management team who where familitir thie Prestudy service that was packaged earlier,
it was decided that service packaging was to béieabplso in this case. After some discussions with
the management, it was decided that five projebtaulsl be established to produce five consulting
services. CRM consulting service for the Juxto CRWUIti Access Platform consulting service for
Juxto Multi Access Platform, Mobile Care consultegyvice for Juxto Mobile Care, Mobile Logistics
consulting service for Juxto FleetWare, and Mopiltonsulting service. The Mobility consulting
service was a service that could be used when gaaynwould like to get more out of their mobile
solutions. Some details of the services are listede next table.

Table 7 Description of the ICT services.

Service Description

Juxto CRM was a full scale CRM system, based on Onyx technology. The service was
provided in an ASP mode to the customer. The service had User Interfaces (Uls) for PCs
as well as PDAs. So mobile workers, especially sales people, were able to use the system
Juxto CRM irrespective of the place.

Juxto MAP was a mobility platform (delivered in ASP mode), based on Fenestrae
technology. In practice, the platform could be used to mobilize - that is to provide a PDA or
Juxto Multi Access | smartphone Ul - any back-end system. With the system the customer was able to retrieve
Platform any information from their back-end system irrespective of the location.

Juxto Mobile Care was a terminal management service that was delivered in an ASP
mode to the customer. With the service, the customer could take back-ups from their
mobile devices over the air, for example. The system also had normal device

Juxto Mobile Care | management features.

Sonera Fleetware is a mobile logistics platform delivered in the ASP mode. In practice, a
customers bring their SAP system to their mobile fleet (trucks, forest machines, etc). All
this is done in an end-to-end managed fashion, so that all traffic is guaranteed in and out
Sonera FleetWare | of the mobile handset.

Mobility consulting service was a service that could be used to further improve the use of
a customer's mobile service. It could also be used to discover new areas and processes in
Any mobile service | the customer's business where they could utilize mobility.

The five projects in this case provided a good ibdgy for two things: 1) to test further and
adjust the packaging process model for new prajassiservices and 2) to find out what are the most

important issues during the packaging processithe¢ to be taken care of in order for it to succeed
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Thus the main research objectives were 1) to haestad service packaging process model that could
be used for new as well as existing professiormaices and 2) to find out what are the most impurta

issues in the packaging process.

Multiple sources of evidence were used in dataectibn. The case material was collected
during 150 meetings (see Appendix 1) in which #ngthor participated by being in charge of the
Projects. The meetings are divided into four défertypes according to their purpose: 1) framewajk,
project, 3) review, and 4) customer. The projestlftlasted from June 2001 to December 2002. The
meetings took place during the same time. In attmge33 framework meetings with the consulting
business management, the Packaging process amdqggtily were discussed. Project meetings focused
mainly on the content of the project. Altogether88ject meetings were held involving nine managers
and experts representing sales, product managear@htjusiness as well as technical development. In
seven customer meetings the services were pilatedtested with the customer. Finally 21 review
meetings were held with vice presidents and dirsatepresenting consulting, sales and production to
review current material and improve it. These mmegti also discussed the project itself and the
implications or learning that could be extractednfrthe project. All meetings were documented
through memos containing information of the decisjoactivities, and frameworks. This rich material

base was further supported by Email logs.

Most of the results that are presented in chap@2m&re initially published by Hy6tyldainen
(2003) in conference proceedings. These initialiyblighed results are further elaborated and

scrutinized.
6.1.2 AR - Diagnosing

As the services (Juxto CRM, Juxto Multi Access felat, and Juxto Mobile Care) were being
developed, it was soon discovered that the amolnbifiguration and customization that had to be
made for each customer was more than an averagemarscould handle by themselves. This naturally
created a challenge, because the customer couldseothe service before those configurations and
customizations were made. Same kinds of conclusi@ne also made from the already existing service

— Juxto FleetWare.

The management saw that each of the four servieedeu a professional service consultancy

component that would take care of the configuratind customization needed for the customer to start
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using the ICT service. They also recognized thatpitofessional service component could not become
too heavy because then it could too easily becostewstopper for selling the actual ICT system. So,
the problem was to develop a professional servieg would take care of the configuration and
customization of the ICT systems and that wouldifxed content and price.

6.1.3 AR — Action planning

As different options were considered, it became i@y that there were only two main
alternatives. Either the professional service camepb would be developed by TeliaSonera and then
later provided to the customers, or a partnershiplvbe established with some consulting providers
that they would take care of the professional senpart. Further, when developing the consulting
service in-house, the question of how to comphhwite fixed content and price requirements would
have to be answered. Since some members of thegeraeat were the same people that were
participating in the Prestudy project, they hadomdyunderstanding of what kind results could be

achieved with service packaging.
6.1.4 AR — Action taking

The management decided that both options couldsbkd. A light version for SME customers
would be developed and provided by Sonera Juxtopaggelected partners would be used to provide

professional services for large size customers.

In the case of Sonera Juxto’s own consulting sesvid was decided by the management that
the same process and methods that were appliée isarlier Prestudy case would also be used here. S
as a result, five consecutive projects were establl. Each of these consisted of 8-13 people.
Altogether, the five projects lasted from June 2@®December 2002.

6.1.5 AR — Evaluating

As the sub-projects were finished one by one, #seilts of them were reviewed. The project
produced five packaged consulting products. Thekgged consulting services were basically well-
defined and easy-to-understand template packages tommunicated for both the targeted customers

and the employees of the case organization. Wighptiicing model and the general description, the
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customer knows what is included in the particu@r lconsulting service and what it costs. Each ef th
consulting services had a fixed content as wedl fised price.

When the sub-projects and their progress were ateduand discussed together with the
management, some adjustments were made to thegiaghkarocess model developed in the Prestudy

project.

6.2 Results of Case Il — Issues in Service Packagin g Process from Knowledge

Management Perspective

The results from a knowledge management perspedativinis case Il are reported in the
following four sub chapters. The first examines I8@rvice packaging as a process of knowledge
transfer, the second examines ICT service packagingn organizational learning process, the third
subchapter examines the ICT service packaging feokmowledge justification point of view, and
finally the fourth examines ICT service packagihgotigh the knowledge management taxonomy that
was built and developed earlier in chapter 3.7addition, in the fifth subchapter, research leagris
summarized from an action research point of viehaer 6.3 continues examining the results of this

same Case Il from a social networking perspective.
6.2.1 Service Packaging Process as a Knowledge Tran  sfer

According to Nonaka (1994) knowledge transfer hagpm two different forms — tacit and
explicit. From these two different forms Nonaka arekeuchi (1995) identify four main knowledge
transitions in the SECI model: tacit-to-explicipdicit-to-explicit, explicit-to-tacit, and tacitsttacit.
Knowledge transfer in the ICT service packagingcpss can be examined through these four different
transitions. When we take the transitions of tst@¢o-e, e-to-t, and t-to-t and map the phasebhef
service packaging process of ICT consulting sesvamording to them, we end up with the following
table.
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Table 8 Categorization of different phases of theGT design and development process according
to the SECI model.

Tacit-to-Tacit Tacit-to-Explicit Explicit-to-Explicit Explicit-to-Tacit
Tuning the material for marketing, Training the service for the internal
Identifying packaging as a solution Service specification definition sales etc. organization
Establishing the core development Finalizing and concretization of the
team Services and tasks information gathering ~ material Roll-out of the ICT consulting service

Service content creation

Documenting the content for all parties,
including marketing, sales etc.
Prototyping with internal organization
Piloting with (external) customer
Selling the service to first customers

Marketing the service for the internal
organization

According to Nonaka’'s and Takeuchi’'s (1995) deims, the first (1) mode, socialization, is a
process of creating common tacit knowledge throsgared experience and then learning through
observation, imitation, and practice. Knowledgerstpis often done without ever producing explicit
knowledge. In the process of designing and deveppCT consulting services, this socialization
happened when different alternatives were discussédckle the identified challenges and packaging
was selected as a solution. The same socializadmnplace when the right people from differenttpar
of the organization were selected, identified anought together in various workshops, forming the

core development team.

Nonaka and Takeuchi continue that the second (2)emexternalization, contains articulating
tacit knowledge into explicit knowledge, often witie help of metaphors, analogies, and sketches. Th
second mode is challenging because of the diffidnlconverting tacit knowledge into an explicitrio
(Boiral, 2002). The majority of activities in thegeess of designing and developing ICT consulting
services were about this. Externalization took @lachen the service was specified and its scope
decided upon. This continued when different peapdee interviewed and information of the service
and the tasks that were needed to produce it watfeeged, content created, documented and finally
prototyped within the internal organization.

Actually in services task and information gatheringervice content creation and in
documentation some combination occurred — wherptbgct team dealt with tasks and information

that had already been documented then, it was ma@ugestion of knowledge combination. In service

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



116

content creation, some of the tasks and informatiah were gathered, had already reached an explici
nature in the form of documentation, so it was meguestion of turning that information into formal
specifications. The same occurred in documentireg dbrvice to all parties, when other additional
documentation was put together. However, sincehallservices to be designed and developed were
new, the amount of existing material was veryditghd the documentation was more about turning taci
information into an explicit form than it was abgust combining explicit information. Also, thede¢e
phases (information gathering, service contenttineand documentation) are considered to be more

about knowledge externalization.

The third (3) mode, combination, is a process dfeawling new and existing explicit
knowledge into systemic knowledge, such as a sapetifications or guidebooks for a new service
prototype. A typical activity here might be to pudocument into a shared database. When designing
and developing the ICT consulting service, thisolmed two different tasks: the tuning of the matkri
based on the feedback and the finalization andetization of the material. The tuning process wats n
followed with finalization. Instead, they returnéitee times to the externalization phase. Actutéy
tuning of the material was a recurring activityttt@ok place three times. Externalization continired
piloting, selling the service and marketing thevemr for the internal organization phases. Onddou
argue that also these three phases (pilotingngedind marketing) are combinations, because thaly de
mainly with existing explicit material that is pitml, sold or marketed. However, from a design and
development process point of view the purpose eddtphases is to test the newly designed seniite —
other words to further gather and document taéitrmation from different people to either confirm o
reject presumptions made about the ICT service.nTihethe tuning and finalization phases this
documented explicit information is merged togetheth the service documentation into the final

commercial material and put into the intranet aifigicent databases.

The final fourth (4) mode is internalisation, whicheans that in order to act on formed
information; individuals have to understand anceiinélise the codified knowledge of others. This
internalisation involves creating own personal ttaanowledge by combining the existing tacit
knowledge with new explicit knowledge from othetdowever, this process is becoming more
challenging because individuals have to deal wittr4arger amounts of information (Nonaka, 1994).
In the design and development of ICT consultingvises, internalization took place in two phases:
training the service with the internal organizatamd the actual roll-out. The training phase wasuab
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education that was based on the codified informaitiothe form of ICT consulting service material.
The people in different parts of the organizatioarevtrained and educated to enable them to sell,
deliver and implement the ICT consulting servideom this point of view, internalization occurred
also in piloting and selling phases with externastomers. When the ICT consulting service was
piloted and then later on sold to customers, theldped existing material (product descriptiongsal
slides, workshop slides, offers, etc) was useddnpfe involved to actually sell, deliver and impkamh

the ICT consulting service. Again, however, frore tiesign and development process perspective, the
purpose of these phases was to gather tacit infam#o confirm or reject presumptions made about
the ICT service. The process ends in the roll-duase where other people continue training and
learning to be able to sell, deliver and implemt& service. After this, the process returns to the
socialization phase in which people are finallyeatiol learn through practical experience.

6.2.2 Service Packaging Process as an Organizationa | Learning Process

The SECI model developed by Nonaka and Takeuch5)l€élefines how knowledge transfer
occurs between different modes of knowledge — tawit explicit. The model does not take a stand on
whether the transfer happens between individualsyps or on the organization level in general.
Crossan et al. (1999) introduced their 41 modet thamines also the levels on which the knowledge
transfer occurs. In their model, Crossan et al99)describe four sub-processes in organizational
learning. Firstly (1), intuition is a uniquely inddual process. At its most basic level, individual
learning involves perceiving similarities and diffaces, patterns and possibilities. Experts maybeot
able to explain their actions, which may be basedirmconscious knowledge or skills — on intuitiam. |
the design and development of ICT consulting sesvithis happened in the 0 phase, i.e. when
packaging was identified as a solution to the currehallenge. Secondly (2), interpreting is the
explaining of an insight or idea to oneself andtbers. This process goes from the preverbal to the
verbal and requires the development of a languslge.process spans the individual and group levels,
but it does not extend to the organizational lekelthe design and development of ICT consulting
services, this happened in the first phase, i.eerwtie core development team was established and
goals of the project were defined. Thirdly (3)egitating has a focus on coherent, collective acton
coherence to evolve, shared understanding, sangaidge and/or joint actions are required in the

integrating process, which is initially informah bur case this happened in the majority of thfedsht

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



118

phases, all the way from service specificatiorh@sttaining of the service for the internal orgaiian.

If the process is coordinated and routinized, g@erled actions or knowledge become institutiondlize
This fourth process (4), institutionalizing, badiganeans that organization is no more dependent on
individuals’ learning since their knowledge is emtled into the organization including systems,
structures, procedures and strategy. In the demighdevelopment process this happened in the final
phase — that is in the roll-out of the ICT consigtservice. The tasks are defined, actions spddciinel
organizational mechanisms put in place to enswecdrtain actions occur. (Crossan et al., 1999)

When the different phases of the ICT design anald@wment process are categorized according
to the definitions of the four different types afdwledge transfer (intuiting, interpreting, inteting,
and institutionalizing), which were explained abowe get the following table.

Table 9 Categorization of different phases of theGT design and development process according
to the Organizational Learning Framework.

Intuiting Interpreting Integrating Institutionalising

Establishing the core development
Identifying packaging as a solution team Services and tasks information gathering Roll-out of the ICT consulting service

Service content creation

Documenting the content for all parties,
including marketing, sales etc.

Prototyping with the internal organization

Piloting with (external) customer

Tuning the material for marketing, sales
etc.

Selling the service to the first customers
Marketing the service for the internal
organization

Finalizing and concretizing of the
material

Training the service to the internal
organization

One could argue whether some of the documentativesgs are part of integrating or
institutionalizing. In table 9, also those phadest fire aiming for the information to be instituidized
are categorized as part of integrating. Only thpisases in which the information is really embedded
into the organization including systems, structurpsocedures and strategy are categorized as
institutionalizing. The 41 model describes orgatia learning as a process where the main stages ar
identified, interactions among the three levelghaf organization are recognized and the influerfce o

the individuals on the dynamic creation of knowledare described as the feedback and forward
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elements. This means that learning is a continpiogess, where previous knowledge can either help o
prevent further development. In the design and ldpweent process of ICT consulting services this
became evident when some of the phases proved moobe critical than others — some of the phases
could even stop the whole process. Proper previogsvledge proved to be very important in these
phases. Especially in the phases of establishiagtine team, piloting, selling the service to tist f
customers, marketing the service to the interngaoization and training, previous knowledge plaged
significant part. If there was not enough practiegidence that this kind of design and development
really works, it was almost impossible to contirioegthe process. That is how big the resistance was.
These four phases will be examined in more detaihé following section that explains the desigd an
development process from a knowledge justificagioimt of view.

6.2.3 Service Packaging Process and Knowledge Justi  fication

Dominant logic is a perspective through which mamagonceptualize the business and make
critical resource allocation decisions (Bettis &vdhalad, 1995). Bettis and Prahalad (1995) coatinu
that dominant logic is also an information filter,funnel, through with the relevant information is
incorporated to an organization’s behavior. As assed in the previous chapter, the 41 model by
Crossan et al. argues that learning is a continpingess, where previous knowledge can either drelp
prevent further development. Dominant logic is wimanagers and such base their decisions on. When

they apply dominant logic, knowledge justificatioccurs.

In the design and development process of ICT ctingukervices, knowledge justification
happened in five different phases: 1. establisiiregcore development team, 7. Piloting with externa
customer, 9. selling the service to the first comsts, 10. marketing the service for the internal
organization, and 12. training the service to titernal organization. From the process point ofwiie
was extremely important to recognize the dominagicl that the managers and vice presidents based
their decisions on — and that was still very mudddpct based. In other words, service orientedeptsj
had to undergo a much more scrutinized examinatiam product based projects. When this was
realized, it became evident that the “previous”Wleaige had to be such that it provided some sort of
empirical evidence that supported the service tegprojects. In the establishing phase it meaat th
the project could only be initiated by people whkally believed in the design and development of ICT

consulting services. The Piloting and selling pbkase turn proved to be phases that were later
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evaluated, and if they were not successful or naecat all, the process would not continue. Pesgle
these two phases as practical evidence that thigndasd development really works. Evaluation of
these two phases took place during the aforemesdiamarketing and training phases.

6.2.4 Knowledge Management Taxonomy and Enablers fo  ran ICT Consulting Service
Design and Development Process

From a knowledge management perspective therehaee critical elements for an efficient
production of ICT consulting services — the taaiidaintangible nature of the particular type of
knowledge, the organizational transfer of that kisolge, and the organizational adoption and
utilization of that knowledge. These three elememtsexamined by uniting the three core dimensions
of the SECI model (how knowledge changes its fortng, organizational learning framework (how
knowledge is transferred in different levels inaaganization) and knowledge justification (what tre
critical phases in the process). By uniting thésee different dimensions and using the data fiaioies
six and seven, we get the following model taxondoryknowledge creation and transfer in an ICT

consulting service design and development prot¢egsg presented in figure 28.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



121

W Tacit Tacit ﬂ

Socialization Externalization

Tacit 1. Establishing Explicit
the core
development

[ ] Intuiting o
[ ] Interpreting ! pa
- Integrating
|| Institutionalising
I aer .

() Justification

Internalization' .

15. Roll-out of the
ICT consulting
service

Tacit Explicit

E Explicit Explicit <:£

Figure 28 Taxonomy for examining knowledge creatiomnd transfer in an ICT consulting service

design and development process.

During the application of the ICT consulting seevipackaging process model, it was noticed
that the Tuning material for production, marketargl sales phase was actually a recurring actikday t
did not happen just after piloting but also afteotptyping and selling. This was not emphasized by
Kaitovaara and Hyotylainen (2003) earlier, so in@v done here by renumbering the ICT consulting
service packaging process phases. In practices ibea total of 16 phases instead of 14, becawuse th
Tuning phase happens three times (two times mae iththe original model). This can be seen in the
Nonaka’s and Takeuchi’'s (1995) SECI model formsfthendation of the taxonomy. In addition, the
framework of organizational learning (Crossan efl8P9) as well as the principles of justificati®fon
Krogh et al. 1996) are embedded into the models Tambination of the three different models
provides a comprehensive taxonomy to be used imiag the design and development process from
the knowledge creation, transfer and justificapi@nspectives.
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The different phases of the design and developmpetess — including the first idea phase and
the last roll-out phase — are mapped in the modebrding to the dimensions of tacit and explicit
information. This is examined in more detail in ptea 6.2.4.1. The levels, individual, group and
organization, are illustrated in different colotsat are explained in the legend. Phases that isvolv
justification are of a round shape. In chaptersd62and 6.2.4.3, the design and development psdses
examined in more detail. The original cases combini¢h the aspect of justification in chapter 6.2.4
provide insight to the practical enablers of theigie development process.

6.2.4.1 Explicit vs. Tacit Knowledge in the Design and Development Process

Figure 28 illustrates which of the service desigocpss phases involve mainly explicit or tacit
information. The first two phases of the model {@entifying packaging as a solution and 1.
establishing the core team) deal mainly with exdian tacit knowledge. The phases involve a lot of
brainstorming, sharing successful experiences anergting new ideas. Especially idea generatian is
typical step that involves mainly tacit knowledgece ideas mostly originate from intuition.

During phases two to five (2. service specificatit@iinition, 3. services and tasks information
gathering, 4. services content creation and 5. miecting the content for all parties, including
marketing, sales etc) the tacit knowledge getssfemred into an explicit form as the ideas and
experiences get turned into different documentedgsses, tools and manuals. As a result, the servic
description (internal + external), process desinipt offer, sales slides, workshop material,

questionnaire, answer sheet, internal presentdticnments are made.

All the remaining phases from 6 to 12 deal mostithwexplicit information as the newly
designed and developed service gets prototypedeateal and sold to the internal organization and to
customers. There are differences however. Althquiggses six, eight, ten, and twelve involve mainly
explicit information, from the design and developiinprocess point of view the aim of these phases is
to get feedback, that is to further test and vaédidhe service content. In other words, the maiplemsis

is to harvest more tacit information from peopleovdither confirm or reject earlier made presumpsion

On the other hand, phases seven, nine, eleventhémelen (7., 9., 11. Tuning material for
production, marketing and sales, etc, and 13. Eat@bn and concretization of the material) deahwi
explicit information in another way. Their aim frotime design and development process point of view

is more on finalizing existing explicit informatiomn the prototyping phase all the documents gttt
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in practice. The same happens in piloting aparnftbe internal presentation document. In the tuning
phase, all the materials are revised based omthe from prototyping and piloting. The selling gka
again uses all the documents except the interreeptations. All documents are then again used in
marketing and training phases. In the finalizafiwase before the training, all materials are revfse

the last time.

When the new service is finally rolled-out, the pleocarrying it out will learn new skills and
acquire new tacit knowledge. This in turn leads toontinuous circle of knowledge creation. Thig las
step of the process also brings the important oaoityi perspective (Vandermerwe, 1994) into the
design and development process. When the ICT cimgudervices are further developed, feedback
after the roll-out phase is vital to ensure that #ervices really meet the market as well as iatern

requirements.

6.2.4.2 Design and Development Process as Knowledge Transfer

The four modes of knowledge conversion are predegdehe ICT consulting service design and
development project goes through from the estamigstt of the core development team to the ICT
consulting service roll-out phase. All four convens are necessary for the transfer and creation of
knowledge (Nonaka et al. 1998\ the project, two first phases are consideretlegsharing the tacit
knowledge of individuals in the core team. In thestfphase (0 phase), identifying packaging as a
solution, the sharing of tacit information occumstween the members of the steering group. In the
second phase, establishing the core team, comntiamidaetween the core team is mostly based on
sharing the experience of core team members andhastly based on feelings and hunches.
Furthermore, these feelings and hunches are mhadgd on rumors and possible personal experience
of ICT consulting service packaging. Therefore, #sablishment of the core team as well as
identifying and packaging as solution phases folld@naka's (1994) description of socialization as a
process of creating tacit knowledge through shasgutrience. The face-to-face interaction among core

team members provides an important advantage sujiwf sharing tacit knowledge (Mascitelli, 2000).

The second mode of knowledge conversion is exteatan, where tacit knowledge is
articulated and translated into forms that canfeustood by other members of the project (Nonaka e
al. 1998). This means that through conversatiorts @re group meetings, the service is specified,
information, tasks of the ICT consulting service gathered and translated to an agreed form, and th
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content of the ICT consulting service is accurateiplained and documented in the internal and
external service descriptions. The rest of the dwmis that are formed in the documentation phase ar
process description, offer, sales slides, worksimgperial, questionnaire, answer sheet, and internal
presentation documents. After mutual understandihghe service is formed, feedback from other
parties can be then asked, gathered and documerites] feedback is gathered in the prototyping,
piloting, selling, and marketing phases. Feedbauk hefers to the interest groups’ existing knogéed
the expertise that they have about selling senacesof delivering and implementing them. When the
service is actually sold to internal and exterratmers, their comments, opinions and feedbackised

to further revise the final ICT Consulting service.

Externalization leads to a combination, where fadl éxplicit information that has been created
during the design and development process is cadbivith existing information. As Nonaka (1994)
puts it, in order to benefit from new knowledgeréhehe ICT consulting service prototype) it hadeo
combined with existing knowledge. Since all thevems that are designed and developed here are
totally new, no service specific definitions, doamtation or processes have existed before. The
existing explicit knowledge that is here combinethvexplicit knowledge formed during the design and
development process consists mainly of general eampemplates, process manuals and diagrams as
well as brand guides. In phases 7., 9. and 11.npumaterial for production, marketing, sales, #te,
existing documentation that has been formed ihéurtieveloped based on the documented feedback
from the prototyping, piloting, and selling phas@#er this, in the Finalizing and concretizing thie
material (13.) phase, all the service documentasdmalized to comply with the company’s tempkate

and brand guidelines, and the service is implendeinte the process manuals and diagrams.

The last steps of the project, internal training #me roll-out of the product, approach the final
mode of knowledge creation model — internalizatiloiernalization means the conversion of explicit
knowledge to an individual's tacit knowledge (Noaak998). In here, internalization means that newly
created explicit knowledge in the form of ICT coltisig service is converted to the individuals’ taci
knowledge. When the people actually sell, delived anplement the ICT consulting service they use
the documentation about the service and througletipeaturn part of that documented, explicit
knowledge into their own implicit knowledge. Leargiby doing, training and exercises are important
in order to embody explicit knowledge (Nonaka et18198). Also coaching and mentoring are seen as
enablers of internalization (Lubit, 2001).
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6.2.4.3 Design and Development Process from Organizational Learning’s Point of View

In 4l organizational learning model (Crossan et1899) four related learning subprocesses —
intuiting, interpreting, integrating, and institomtializing, are combined with the organizationalelev
the individual and group levels, and the levell® whole organization. The information about thé IC
consulting services and their delivery and impleraton, is scattered throughout the organization in
different units and ultimately in the minds of p&opvorking in those units. During the design and
development process of ICT consulting often seveeable are needed to sit down together to elit a
construct the needed information and knowledge.sThuost of the phases in the design and
development process of ICT consulting services lirevaseveral people. In these phases shared
understanding is formed through dialogue and jations — as Crossan and Berdrow (2003) describe —

as an integrating process on a group level.

Individual learning is taking place in the verysfitwo steps of the project. Intuiting happens,
when an individual first visualizes the ICT congudt service packaging project as a solution and als
when the project manager chooses other membetsdotore project group. These actions are based
much on individuals’ own hunches that are subjectind rooted in individual experience. To identify
packaging as a solution is only possible if thesperin question has some prior knowledge and
experience in similar projects. The way to selbetrhembers to the core project group is based on tw
things: what kind of knowledge is needed duringdbsign and development process and also who are
the potential persons who might pose this knowledgesuccessfully handle these both is also only
possible if the person in question has some primowhkedge and experience of similar projects.
Learning in the establishing of the core team pliasdoes not take place solely on the individeakl.
When the project manager explains his or her patsorights about ICT consulting service packaging
through words and actions to other members of tlwupy also interpreting happens among the
members of the core team. During this phase, the sam begins to develop a common language to
examine and further understand the ICT consultérgise packaging phenomena and the process itself.

Integrating starts in the next phase of the desigd development process — the Service
specification definition (2) phase — and it conéauand extends all the way to the Finalization and
concretization of the material phase (13). In ¢hpkases, during which the ICT consulting servce i
actually being designed, the learning happens an gloup level as the service design tools

(industrialization, tangibilization, service blueging, and service scripting) are actually applestd
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used. The learning extends itself also to other begs— in addition to the core team — as more and
more people are added to the project. However)agaming does not yet extend to the organization

level.

Finally institutionalizing can be seen to happerewlthe ICT consulting service is being trained
to the internal organization (14) and then finalbfled out to use. According to the definition of
institutionalizing, the absence of one core persloes not affect an organization’s functionality
(Crossan et al. 1999). After the packaging proddssknow-how that used to be possessed only by the
individual people working in different parts of tleeganization is defined and packed into the ICT
consulting service and trained to the organizatibhe organization is able to sell, deliver and
implement the ICT consulting services without tmewledge of any of the members in the core project

group. Therefore, the roll-out phase of the paakggrocess can be seen as a form of institutiangliz

6.2.4.4 Dominant Logic and Knowledge Justification in the Service Design and Development
Process

There were five phases in the ICT consulting serdesign and development process in which
some form of justification took place. In other @sy if any one of these phases would fail, the whol
process could be endangered. If the idea was moessfully sold or bought in each and every one of
these phases the project would end there and thesaevice would not be launched. These phases

were:
1. Establishing the core team,
2. Piloting with an (external) customer,
3. Selling the service to the first customers,
4. Marketing the service to the internal organmatiand
5. Training the service to the internal organizatio

In the following sections the underlying dominaogit in each phase that determined whether

the projects were justified will be examined moiasely.

Establishing the Core Team

Before the core team began with the projects, dieea bf the need for design and development

efforts had to be sold to the team. What the ptejbesically meant to the members of the core team
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was more work. So in order for them to be fully mated they had to be convinced of the project’s
benefits. The projects were sold by the managemaerg new way of working that would enable the
core group to work much more efficiently. The cgreup was also told that the sales organization is
able to sell the ICT consulting services more gaaild thus create more demand for consulting

resources.

The dominant logic of the core group to justify thew approach (service design and
development) was actually quite obvious: they ndetdebe convinced how the projects helped their
practical work and how they would be able to inseethe level of valuation of their work (=consuifin

in the company.

Piloting with an (External) Customer and Sellitng tService to the First Customers

The piloting phase and selling the service to et fustomers are quite similar phases in terms
of justification. The justification process by thastomer — whether the customer is a pilot or & rea
customer — is quite the same and obvious as imeles a common sales process. The customer simply
wants to know how the service that is being soltbhéim or her to increase his or her profits.
Respectively, the dominant logic behind the justifion is to be convinced of the benefits of the

service.

Marketing the Service to the Internal Organization

After the service was sold to the first customdrsiéeded to be marketed to the internal
organization. The people involved in this phaseewarostly of higher status (vice presidents, sales
directors etc.). The reason for doing things irs tbider was also part of the dominant logic in the
marketing phase. As with the core team, the intesrganization that the services were being matkete
to also needed to be known, what this can do famtbefore they are ready to buy the idea. In axditi
these people also wanted to act as gatekeepensay that they wanted to have their fingerprintshia

services.

The dominant logic in this phase had two dimensi6instly, as before, these people needed to
know how this new service would enable them to edhitheir goals more easily, and second, they

wanted to validate their role in the line organizat
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In practice, the latter part of the dominant lobgcame visible when it was first attempted to
train the service to the line workers, before getéin “approval” from the line directors. This ordied

to nowhere no matter how enthusiastic the line exarkvere of the new services.

Training the Service to the Internal Organization

Justification takes place also in the last phasthefdesign and development process — that is,
training the service for the internal organizatibmthis phase, the people who were being trainetew
mainly sales people. For them the most crucial tipresvas whether there was a sufficient demand of
the particular service. In other words, would tinisrease their sales results. Secondary questiens w
also raised about how easy it would be for thetmetable to sell the service.

The basic dominant logic in this phase was the samwith the previous ones, to convince
people involved of the benefits for them. Here, shkes people wanted to know how this idea (the new
service) wouold be able to help them achievingrtgeals easier, that is, to bring more sales tmthe

6.3 Results of Case Il — Issues in Service Packagin g Process from Social Networking
Perspective

The earlier chapter 6.2 examined the results ofcdee Il from a knowledge management
perspective. This chapter 6.3 continues examinireg same case Il, but from a social networking
perspective. These results are reported in foulerdifit subchapters. The first subchapter (6.3.1)
examines ICT consulting service packaging procesa aocial network formulation from an internal
perspective. The second chapter (6.3.2) does the &ait as an external social network formulation.
The third chapter (6.3.3) combines the internal extgrnal networking models into a single modet tha
represents the social network that emerges duhied@T consulting service design and development
process. Finally chapter 6.4 examines key issuéiseiiCT service packaging process from knowledge

management as well as from social networking petsge

The five service design and management projects planned and constructed in such a similar
fashion that the project groups in the differerdjgects were very similar. Furthermore, the people f
the project were selected based on the role cordisptissed earlier (Frings and Weisbecker, 1999;
Meiren 1999; Bulliner et al., 2003). Because o$ tldifferent people were involved in the five diffat

projects, they represented same organization parts were working on the same level of the
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organization. The role concept utilization mearet thhen new ICT consulting services were designed
and developed, there were not always people ineptaking responsibility, of service delivery for
example. Instead in this design and developmensegha delivery role was assigned to the technical
development manager of the product who was askkmbkoat things from a delivery angle.

Because of the similar composition of people andirthroles, and the organizational
responsibilities in the five different projects,etmetwork models constructed here present average
compositions of all the five projects. Furtherain also be said that very little actual differeneristed
between the projects in this regard. The main esiphltom the network perspective is on the
development of the network in comparison to thekpgimg process — not the relational ties between th
actors or the attribute data of the actors (SA®91; Wasserman and Faust, 1994) that are often the
basic focus in social networking studies. Nonetsgleconsidering the further research topics, the

methods of social network research are applieghpsogriate.

The network as a whole is illustrated as a sociograan analytical technique applied for social
configurations first by Moreno in 1930’s (for a dission of the development of sociograms see for
example Scott (1991)) — where actors are depiciqubants and relational ties between them as limes
arrows. Actors refer to the individuals in the jgaij and their relations as information flows betwee
them (Wasserman and Faust, 1994). This is a udustration of a layout in different types of netiko
research traditions (e.g. Stephenson and Zeler;1l98kanson and Snehota, 1994; and Anderson,
Hakanson and Johanson, 1994; Economides, 1996).

As the process of packaging ICT consulting serviee®lves individuals from inside and
outside the case company, the network is firstddigiinto internal and external networks accordingly
The project manager is in the centre of the netwsirice he/she starts the project by establishieg t
core development team (Kaitovaara and Hyotylai2€02). Additional members are then added to the
project step by step. In the formulation of thewwrks, the different stages of the networks are

explained through the 14 process phases, which: were
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e establishing the core development team,

e ICT consulting service specification definition,

e ICT consulting services and tasks information gaitige

e ICT consulting service content creation,

e documenting the content for all parties includigrketing, sales etc.,

e prototyping with an internal organization,

¢ piloting with an (external) customer,

¢ tuning the material for marketing, sales, etc s(ttappens three times),

o selling the ICT consulting service for the internaganization,

o selling the ICT consulting service to the first tmmsers,

o finalizing and concretizing the material,

e and training the ICT consulting service for theeinial organization.
6.3.1 Formulation of the Internal Network

In the illustration of the network only the job ddgtions are depicted as an attribute data of the

actors. The network formation is divided into separstages each time new actors, new project
participants, joined the project. This principle mmind, the 14 phases of the service design and
development process are compressed into four disstages. When the project manager is the only

member in the project it could be seen that thevorkt is in stage 0. As can be seen from Figuar29,

four different stages of the network can be idesdif
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Figure 29 Different stages of the internal networkormation.

The first stage (I) of the internal network covére phases from the “establishment of the core
development team” to “documenting the content fibrparties” of the process model. During these
phases the project group — the network — operatéstie same resource composition.

The second stage (Il) of the network is reachedwthe prototype is tested within a small group
of internal personnel (prototyping with an interoaanization). The group should consist of thoke w
are already familiar with the basic concepts of fB& consulting service to be packaged. The reason
for this is that the people should already haveghouhe idea itself and can focus on improving the
coming service content itself. Otherwise the focosld turn on discussing the basic idea and the
approach, away from the particular content. Suitgi#ople to be used as a test group could be, for
example, the members of the extended project mamagte group that are not part of the daily

development work.

The network is expanded to the third stage (llhew the ICT consulting services is sold to the

internal organization (selling ICT consulting servito the internal organization). At this stages th
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network expands its reach to the executive managersave time, also other members than those with
executive status can be reached at this time. Timapy purpose is however to join the necessary
executive mangers to the network. The relationshipthem can be formed either through the core
development team members or directly through tbgpt manager.

The final level (IV) of the internal network corgemnds to the “training of the material for the

internal organization” phase in the process model.
6.3.2 External network formulation

The composition in stage | is same as in stagetheninternal network, so it is left out in here.

Figure 30 illustrates the formation of the extemmatwork.
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Consultant .
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expert Salesman
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Customer Customer

Customer .
Customer @ cusomer
. Customer
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Figure 30 Different stages in the formation of thexternal network.

The second stage in the network formulation is edcwhen the ICT consulting service is
piloted with external customers (piloting with extal customers). The relationships to the external
customers are most likely to be formed betweencthre development team’s members rather than

directly to the project manager.

The stage (lll) of the external network model coldddivided into two, but it is handled here as
one. The expansion to this level occurs, when @ik donsulting service is sold to the first custosner
(selling the ICT consulting service to the firststamers). Since the packaging of the ICT consulting
services process contains only these first casdg tltose customers have relationships to theofetste

network. The rest of the customers are depicted because they will join to the network later on,
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which is really happening in the roll-out phasewdwger, that is not a part of the process model for
packaging professional ICT consulting services {¢daiara and Hyotyldinen, 2002, p.10).

6.3.3 Network Model for the Packaging Process

The different stages of both the internal and extenetworks are merged into a single network
model in Figure 31. The stages are presented manological order so that the first one to ocauini
the center. Those stages that relate to the inltextavork formation are depicted here with a gray
background color, while the external ones are white four stages of the internal network and tlufee
the external network are here divided into sevemlte of the network model (initial stages in the
internal and external networks are marked withai'sl e’s respectively). It should be noted, however,
that the seventh level does not really belong ® ghocess model for professional ICT consulting
service design and development, but is depicted &ieice it represents a logical continuum from the

networking point of view.
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Letter “i” in brackets stands for the "internal” and letter “e” for the "external” network model (figures 29 and 30 respectively). |
The combination “ie” refers to both models. Numbers I-VII represent the different stages of the total network formation. e.g.
111 (Il ) means Il stage of the final network model and Il stage of the external network formation model. '

Figure 31 Network model for the packaging of ICT sevices in the case study.

In Figure 31, levels | and Il are identical in tfst two stages of the internal network model.
Level | is also identical with stage | of the extarnetwork model whereas levels Il and IV corasgh
to stages Il and Ill. To be precise, stage lllfeg £xternal network model diverges into levels hd a
VII of the network model. Levels V and VI correspbto stages Il and IV of the internal network
model. Although the VII level is not really a paiftthe ICT service design and development process —
because it is considered to end in the roll-ousphait is shown in the model due to the clarigsmns
(level VI corresponds to the roll-out phase). Witlhe process phases of “tuning material” and
“finalization and concretization of the materiald metwork expansion occurs. Instead, both of the

phases are executed within the core developmemt tea
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From this network model for professional ICT cotisigl service design and development
process, three interesting findings can be distsimd. Firstly, there seems to be a clear relation
between knowledge justification and network expamdgiom one level to the next. In every instance —
except when moving from level 1 to 2 — when theséxg network composition is changed, the
following phase in the design and development m®cequires knowledge justification. In a sensg thi
is quite logical — when new people are added tgtbgct group they first need to buy the core idea
the project, before they commit to contributing thmject. From this point of view it is also quite
logical, why the transition from level 1 to 2 doest require the knowledge justification — the
prototyping phase is a simple test, where the nembers do not need to buy the idea, they just egpre
their opinions. Whereas in the other phases wheeenetwork is expanded, new members in the
following phases first need to buy the core ideegduse they will be actually involved either in the
service production or they are real customers whaetually buying the service.

Secondly another interesting notion is that the network tmexpand externally before it can
expand internally. This may be explained by theartgnce of external customer feedback that has also
been highlighted by Bowen and Youngdahl (1998) ai as Alam and Perry (2002). They all argue
that as the role of the customer is much more ggeand deep in services than in products, it should
also be visible in the service design phase. Tipoitance of external feedback can be explained tom
knowledge justification point of view. When the \@ee is piloted and sold to real customers, it pov

to internal parties that the service has real deheendl suitability in the markets.

Thirdly, when the attributes of the actors in the netwoddel’s level V are viewed, it can be
seen that the actors’ job descriptions belong mdmlthe executive level. These executive managers
have to be convinced before the process can cantimd the internal personnel trained. This could
imply that they are what Hildebrand (1998) desailae gatekeepers in social networks. The network
model emphasizes their role by illustrating howytlgerate, in addition to being gatekeepers, atso a
hubs that provide multiple connections to importa@bple (Hildebrand, 1998) that play crucial raie i
actually selling the service product. This couldoabe seen as reaching the critical mass of a mletwo
(see for example Rogers, 1995 or Kelly, 1998).
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6.4 Summary of the Results in Case II: Critical iss  ues in the Service Packaging

Process Identified
6.4.1 Key Issues in the Packaging of Professional |  CT Consulting Services Process

Chapters 6.2 and 6.3 examined key issues in th&apaw process of professional ICT
consulting services. Chapter 6.2 examined this gg@@articularly from the knowledge management
perspective, and chapter 6.3 did the same fronmstlogal networking perspective. Both perspectives
focused on different changes that took place dutiegprocess. Knowledge management focused on the
changes that happened as knowledge was createttearsfierred during the different phases of the
process. The models that were used to examinentris: (1) knowledge justification, (2) knowledge
transfer across different modes and (3) organiratiearning. Social networking focused on exangnin
the changes in the composition of the project grdupng the process (4) — at which phases of the

project new people joined the project group.

When discussing the significance of the differehges, one phase might be very important
from one perspective but not relevant at all fronother perspective. Some phases might be very
important from the knowledge justification point wiew, but not at all important from the social
networking point of view, or vice versa. When theell importance of the different phases is
considered, all the different perspectives shoeldaen into account. One way to achieve this set®
in which of the different phases the most changesiosimultaneously. If all of the four differerypes
of changes were examined simultaneously, then angdnget a quite comprehensive overview on what
might be considered important and what would be iegortant on an overall level. For example in
which of the phases are there more changes th&nimdhe following table 10, all the four changes a
examined in relation to the different phases in phefessional ICT consulting service design and
development process.
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Table 10 Different changes in different phases dumg the service design and development
process.

Knowlegde transfer across Organizational learning New members added to
Justification modes across processes network

0. Identifying
1. Establishing X X X
2. Specification X X

3. Gathering

4. Creation

5. Documenting

6. Prototyping X

7. Tuning
8. Piloting X
9. Tuning
10. Selling X
11. Tuning
12. Marketing X

13. Finalizing
14. Training X
15. Roll-out X

XX X X X X X |[X
x

In table 10, all the changes — from the four défdrperspectives — that are taking place during
the different phases of the service design andldereent process are marked with an X. For example,
in the (8.) piloting phase, knowledge justificatisntaking place as the customer simply wants wakn
how the service that is being sold helps the omgditn to increase profits. Furthermore, the domtina
logic behind the justification is for the custonterbe convinced of the benefits of the service.rgea
in knowledge transfer across different modes isntpkplace as in the previous phase (tuning)
knowledge transfer was from explicit to expliciythin this piloting phase it is from tacit to exgti
Also in the piloting phase, the composition of g®ject group changes when an external customer
joins the project. On the other hand no changepérafrom the organizational learning point of view,

because integration takes place in both of thegshaguning as well as piloting.

The overall importance of the different phasesérnvise design and development process is
examined through the number of simultaneous chahgppening in a particular phase. The phases
where there are more changes than status quo frese four different perspectives are highlighteith wi
dark grey color. In other words, those phases wbleagages concerning at least three of the four leode
take place. These phases are: (1.) Establishingdareeteam, (8.) Piloting with an external customer

(20.) Selling the service to the first customel2.Y Marketing the service for the internal orgaiiian,
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and (14.) Training the service for the internalamgation. Each of these five phases is examined in

more detail as follows.

(1.) Establishing the core team

Before the core team began with the projects,dka bf the need for a design and development
process had to be sold to them. What the desigdemelopment projects meant for the members of the
core team was basically more work. So in ordettiem to be fully motivated they had to be convinced
of the projects’ benefits. The projects were sojdtibe management as a new way of working that
would enable the core group to focus mostly on d&ual consulting, not so much on internal
marketing. The core group was also told that tHessarganization is able to sell the ICT consulting

services more easily and thus create more demarbfisulting resources.

The dominant logic of the core group to justify thew approach (service design and
development) was actually quite obvious: they ndeidebe convinced how the projects helped their
practical work and how they also were able to iasecthe level of valuation of their work (=congudbi

in the company.

Changes in the organizational learning also tockcgl From the organizational learning
perspective the process moved from intuiting termteting. In the previous phase (identifying the
packaging as a solution) learning happened mostlgroindividual level, but in this phase (estabtigh
the core team) learning happened on a group Ewvehe project manager explained his idea of the
packaging project to other members of the core gréespectively, the composition of the social

network also changed as new members (the other srembthe core group) took part to the project.

(8.)Piloting with an external customer

Knowledge justification took place also in the gitg phase. Although it was a pilot, the
customer wanted to know how the particular ICT ottisg service that they were being sold helps
them to increase their profits. Respectively, ttmmohant logic behind the justification is to be
convinced of the benefits of the service. In thisting phase, also the social network was charage
was — for the first time — expanded externally whiea external customer joined the project group.
Although the customer may not have been thinkingda part of the design and development project

they were just that from the project point of view.
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In addition to knowledge justification, also chasga knowledge transfer took place. In the
previous phase (tuning the material) the trangdek tplace from explicit to explicit. Whereas inghi
phase (piloting with external customer) the transdek place mainly from tacit to explicit as theaim
purpose was to test the particular ICT consultiayise with an actual customer to get their feeébac
This tacit information was then analyzed and whesnsimportant, further transformed into an explicit
form to the design and development process. Nogd®sitook place from the organizational learning
point of view as the learning continued to happemaroup level.

(10.) Selling the service to the first customers

The piloting and selling the service to the firsstomer phases are quite similar in terms of
justification. The justification process of the tmer, whether pilot or real, is quite the same and
obvious as it resembles a common sales processcugtemer simply wants to know how the service
that is being sold helps to increase profits. Repaly, the dominant logic behind the justificatits to
be convinced of the benefits of the service. Atsthis selling phase, the social network was chdrage
it was — again — expanded externally when the neereal customer joined the project group. Here
also the customer did not think of being part & ¢tiesign and development project but from the ptoje

point of view they were just that.

In addition to knowledge justification, also chasge knowledge transfer took place. As the
process returned to the tuning the material phageerg the transfer took place from explicit to
explicit), a change took place when in this phas#lifig the service to the first customers) thagfar
took place mainly from tacit to explicit. Here tdloe main purpose was to test the particular ICT
consulting service with an actual customer — andhia phase in a real life situation — to get their
feedback. This tacit information was again analyaed, when seen important, further transformed into
an explicit form to the design and development gssc No changes took place from the organizational

learning point of view as the learning continuedhéppen on a group level.

(12.) Marketing the service for the internal orgaation

After the service was sold to the first customersnéeded to be marketed to internal
organization. The people involved in this phaseewmostly of a higher status (vice presidents, sales
directors, etc.). The reason for doing things iis thrder was also part of the dominant logic of the

marketing phase. As with the core team, the intesrganization that the services were being matkete
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to also needed to know what this can do for theforbehey were ready to buy the idea. In addition,
these people also wanted act as gatekeepers ity aimee they wanted to have their “fingerprints” in
the services.

The dominant logic in this phase had two dimensifistly, as before, these managers needed
to know how this new service would enable themdueve their goals more easily, and secondly, they
wanted to validate their role in the line organiaat In practice, the latter part of the dominaogit
became visible when it was first attempted to tithia service to the line workers, before getting th
“approval” from the line directors. This approadd [to nowhere no matter how enthusiastic the line

workers were of the new services.

Internal marketing involved also changes in theiadonetwork as the vice presidents and
directors joined the project as new members. Algihotineir input may sometimes have been quite small
in practice — at least compared to the other mesnbéhney needed to be convinced that they realhg we
members of the design and development projectfuatitermore that the project team was really eager
to receive their input. In practice, this inputaateeeded to be actually visible one way or anaih¢ne
documentation of the ICT consulting service. Norges happened from the organizational learning
perspective as the learning continued to happergiroup level.

(14.) Training the service to the internal orgartina

Justification takes place also in the last phasthefdesign and development process, training
the service to the internal organization. At thimge, these people were mainly sales people. Eor th
the most crucial question was whether there wasficignt demand for the particular service. Ine@th
words, would this increase their sales results.i#athl questions were also raised about how e@asy i
would be for them to be able to sell the servics.tite people to be trained joined the project group
changes in the social network took place as thearktexpanded for the last time. Sales persons were
not thinking so much to be part of the project, fram the project perspective their role was vital.
these people were not trained properly, there wheldifficulties in the service delivery, and more

importantly there would not be people who know howell the service.

The basic dominant logic in this phase was the sasneith the previous ones, to convince sales
persons of the benefits for them. The sales pewsplged know how this idea (the new service) would
help them to achieve their goals easier, thabibring more sales to them.
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Changes also take place in the knowledge transféhe transfer takes place from explicit to
tacit whereas in the previous phase (finalizingrttagerial) it took place from explicit to explicit this
phase (training the service), the main purpose Bducate the people with the explicit documentatio
and enable them to actually sell and deliver theise Professional services are not like products,
can not sell them just with the help of brochu@se really needs to know and understand the ICT
consulting service in order for the customer tocbavinced. In practice this means that during the
training session the people need to also create $acit information, in order to convince the cuséo.

No changes happen from the organizational learpiegpective as the learning still continues to
happen on a group level until the service is abtualled-out into the whole organization.

6.4.2 AR — Specifying learning

The practical outcome of the five projects in tBiase Il is quite straight forward — the actual

ICT consulting services were designed, developedpackaged. Each of the five projects delivered the
template-sets that were developed during Casehése templates of the packaged ICT consulting
service were divided into three different typegflecting their depth — 1) framework, 2) procesd ap
document. The framework type (1) covers servicemgsons, various presentation slides, and price
lists. This material mainly helps in explaining atepicting the approach and context of the service
product. The process (2) templates is used to ibestine different phases of the process in process
charts, the associated tasks and correspondinglésekiptions - such as responsibilities, inputspats

etc. The document (3) templates were divided adegrdo the different phases. These templates
included namely instructions and the actual quasti@he five consulting services all included tame

set of templates. All the templates and some detdidelivery, execution and resourcing are listed

the following table.

Table 11 Details of the five consulting services.

Services Delivery time | Execution | Documentation Resourcing
Service description (internal +

CRM consulting service, Mobility external), process description,

consulting service, MAP consulting offer, sales slides, workshop

service, MC consulting service, 3-5 material, questionnaire, answer

and ML consulting service 2-4 weeks mandays | sheet, internal presentation 1

The delivery time, execution time, documentationd aneeded resourcing of all the five

consulting services. The delivery time was from tedour weeks depending mainly on the customer’s
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schedule — that is how fast they were able to gdtieeneeded people from their side. The execution
took from three to five mandays depending on themexity of the customer’s environment and size.
If needed, all of the ICT consulting services cobkl conducted by one consultant. Of course with
larger customers two consultants would be bettérftat would require the customer to pay for bafth
them.

From a theoretical perspective this case Il hadrvest important contributions. Firstly (1), the
application of the ICT service design process mdttelt was developed in case I) in these five cases
proved that the process model is also applicabtk ttally new services. The model worked just as
well with totally new services than it did with arsice that had already been delivered a couple of
times but did not have any established deliverpraduction processes in place. This makes a clear
contribution to service management theory. The s@g@) contribution is the identification of the
important roles of knowledge management and sauvorking in the ICT service design. The
description of the detailed role of knowledge tfangand creation as well as the role of social oekw
expansion in the ICT service design process cartbboth to the service management theory as well

as to the practices of knowledge management andl s@tworks.
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7 Service Desing Case Studies — Case IIl: Towards a  New Service Architecture

7.1 Case lll — Constructing a New Service Architect ure
7.1.1 Case Description

The knowledge and understanding that was gainethgluhe first two cases really build
foundation for the journey towards a true servioepany. The case company now understood how
services — or complementary service elements —-beadesigned, developed and managed. However,
this understanding also allowed focusing on newllehges. As the number of new products and
services in the case company increased, the sanaoagement aspect became ever more important.

In the early 2004 the management of the TeliaSobesiness services started to recognize that
their key business services — the “managed sefvigesup (containing among others the briefly
described “Fieldwork services”, “eCenter service&Cstream services”, “Security services”, and
“Alerta services”) were becoming very difficult tmanage. These services originated from earlier
subsidiaries of the company and had been createdahligus organizational units serving special
customer needs. Because of this history, the ssvitilized many different software technologies,
provided different functionalities, had differenopesses, and used different kinds of backend mgste
Some of the challenges concerning the developnpeatuction, and selling of these services were
originated from the incorporation of most subsidiarback to the mother company (TeliaSonera
Finland) in the summer of 2002. The extent ofediéht types of services and their technological
variation led to increased complexity, which masiiéel in problems concerning service quality and
increased production costs. These challenges ledtiet establishment of the Service Architecture

Redesign project.

Multiple sources of evidence were used in dataectibn. The case material was collected
during 61 meetings (see Appendix Ill) in which thethor participated by being in charge of the
Project. The meetings have been divided into thdiderent types according to their purpose: 1)
framework, 2) project, and 3) review. In 15 framekvaneetings with the business and product
development management and other stakeholdersyvidrall service architecture framework, service
design and development methods, and applicatioduginialization, tangibilization and service
blueprinting) were discussed and further develope®6 project meetings with managers and experts
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representing sales, product management, and basamebtechnical development, the actual Service
Architecture model was designed and developed. fBsiew meetings with vice presidents and
directors representing business, sales, produciagesment and production concentrated on getting
feedback and acceptance for the Service Architecttamework philosophy. These meetings also
discussed the project itself and the implicationd kearning that could be extracted from the prtojec

These meetings were mostly one-to-one interviews.

Most of the results that are presented in chapfweére initially published by Hy6tyldinen and
Moller (2007). These initially published resulte durther elaborated and examined in more detésio A

the case material is based on additional meetings.
7.1.2 AR - Diagnosing

In diagnosing the service business situation, ceripl was identified as the core problem. As a
result, a project labelled SARDIN (Service Architee Redesign), targeted at reducing the service
offering complexity, was launched in the beginnimig2004. The project concentrated on Business
Process Networking (BPN) services in the managedcss portfolio. An example of these services is a
BPN User Integration service that enables a companyobilize their SAP system in a way that all

data traffic between the SAP and a mobile deviee@ired and guaranteed.
7.1.3 AR — Action planning

When the core problem was examined further, it idastified that the large variety in every
aspect of the services led to increased complékiiyazaki and Kijima, 2000), which in turn led to
challenges concerning service quality, cost stmectand customizability. As alternative actions ever
identified to reduce the variety, it was recognisieat the complexity challenge could be approached
from various perspectives — customer need, techgplrocess, system, etc.

7.1.4 AR — Action taking

In the end it was decided that the project wouldcemtrate on developing a framework that
encompasses both the customer need perspectiveelhsasvthe technology perspective. Service

Industrialization, Service Blueprinting and ServiEangibilization were identified as suitable metsod
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to do this. From the customers’ point of view, iAsvseen that about ten services under the old BPN
concept should be integrated and regrouped intdBéi¢ service.

7.1.5 AR — Evaluating

The SARDIN Project was concluded in February 2005a result of the project, a new Service
Architecture framework was developed that will deadignificant reduction in the number of different
software technologies as well as functionalitiesduand offered by the BPN services. The framework
also contains rules and standardized ways of wgrkor processes that involve service design,
development and production. These processes thessselill be also significantly simplified. The

implementation efforts of the framework were stddering late fall of 2005.
7.2 Results of Case Ill: Applying the New Service A rchitecture
7.2.1 Applying Service Industrialization: Building a Modular Service Architecture

Service Industrialization means using hard, soft hgbrid technologies, borrowed from
manufacturing, in service design and developmeavift, 1972). In the SARDIN Project mainly soft
technologies were used because of the criticalgdeghase of the ICT services were highly people-
dependant, being carried out by various groupsxpers. Applying soft technologies in this context
means systemizing something that has been doneelpigvery time and/or pre-planning something
that has been done in an ad-hoc manner (Levit6}197

When reflecting the potential principles of compigxeduction, it was identified that we should
minimize idiosyncratic, one-time performances amat as much as possible of the service design work
or actions should be reusable. This in mind, maikddon from the manufacturing industry was
selected as a cornerstone principle (Peters ardinS&i000; Jiao et al, 2003; Voss and Hsuan, 2009).
Modularisation in general aims at packaging indiadfunctionalities in a way that functionalitias i
one module would have as much in common as posaililéhat those modules would be as reusable as
possible (Tsai and Wang, 1999; Erradi, Kulkarni &taheshwari, 2007).

When analysing the modularisation of TSF's BPN e, it was discovered that
modularisation could be used on two levels: teckiniand functional. On the technical level
modularisation involved an ability to create a b set of product platforms to produce the tadjete
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functionalities, instead of using about ten difféareindividual products to produce the same
functionalities. The targeted product platforms evdrased on a handful of selected software
technologies, leading further to a considerableicgdn in software complexity. The original prodsict
had each been based on a separate software tegiinolo

On the functional level, modularisation led to &jplg the original service products into
functionalities. Because the existing BPN servigege not structured in a similar manner, the vest f
task in the modularisation was to examine the otirmechitectural situation. When the current sitrat
was unfolded, it was realised that the reusabitifymodules could be further enhanced if the

functionalities were further divided into two sep&ripheral functionalities and core functionastie

The core functionalities (e.g. message convers@iable message routing, triggering a chain of
events, etc.) were crucial in addressing actuatoocusr needs, so greater variability existed among
them. The peripheral functionalities in turn, wevees that were more involved with service
management issues or the service aspect per seb{fig of the service, service desk operation,
service delivery, service reporting, etc). Thesgpberal functionalities had more things in common
among the 10 different BPN services, or at leastas seen that these could have more in common,
which meant greater reusability in practice.

The impact of modularization on the service protucarchitecture is illustrated in figure 32. It
should be noted that the functional product elemgRPE’s) or technology elements (TE’s) of the
different services were not so clearly known nouctured before the SARDIN project. Here similar
structure is used to illustrate the situation befand after the project so that they could be reasily
compared. As an example of the acronyms on thesidf# of the figure 32, Service 1 stands for
“Cstream” (providing means for multichannel mesegyi Product 1 would be "Topcall* and
Technology 1 would be "WM Ware". TEs in this corttesould be "Link Server", "Archive Server" and
"Voice Server". FPE 1 in turn is "office messadingPE 2 "message archiving" and FP3 "business

critical messaging.”

The modular service architecture comprised novh@e levels: technical modularity (shown on
the left hand side of figure 32 as technical mosldlelements), core functional modularity (shown on
the left hand side of figure 32 as core functionaddules / elements) and peripheral functional

modularity (shown later in figure 33 on the leftndaside as peripheral functional modules / elements
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After this basic high-level structure of the seevarchitecture was developed, the actual exisgéngs
functionalities provided by BPN services were exsedi This was done by using a kind of tree
methodology to break the functionalities down teitlsmallest possible elements. After this ba®p st
the individual functionalities were examined in @rdo find ones that were fulfilling the same cusén
need. When this was done, those functionalitiesvileae used in several services were all groupgd in
one module called CORE. The CORE module would tieemade usable for other modules. At this
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Before Modularization

After Modularization
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FPE = Functional Product Element, TE = Technology Elem  ent, FPM = Functional Product Module, TM = Technology M odule

Figure 32 Influence of Modularization on the Architecture of Complex ICT Services.
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point it was not yet selected which software tedbgies would be used to produce the functionalities

the CORE module and which ones were to be abandoned

When the lowest functionality level (those that eveot part of the CORE module) was further
examined, functionalities that had the most symardgietween them (Tsai and Wang, 1999; Erradi,
Kulkarni and Maheshwari, 2007) were grouped togeitite three modules (M2M, B2B and Ul). In the
end, about ten services were reassembled into &N $&rvice that consisted of four basic and one
extra modules: CORE, B2B (business transaction@yNmachine initiated transaction), and Ul (user
initiated transaction). In addition, there is dhfimodule (Integrated Network Services) for intéiga
other services to the BPN. These are shown in dif®8 as the five FPM’s (Functional Product
Modules).

7.2.2 Applying Principles of Tangibilization: Creat  ing Service Manuals

The main philosophy of tangibilization is to tramsh intangible activities or acts into as
concrete a form as possible (Levitt, 1981). In tase of BPN services, very often the different
functions are in fact outcomes of certain procepseformed by different units in the organizatiéior
example, price rating or billing functions in a BBHErvice are only the intangible outputs of thérigl
process performed by TeliasSonera’s billing orgatign. In a similar manner, also service design and
delivery functions are intangible outputs of desard delivery processes. The challenges with these
intangible outputs are that they are often quitel iar people to grasp, and the variance in th@ust
is high, because the output itself is not usuadifyrebd in a clear and consistent manner.

By applying tangibilization, the number of outpwigl be limited and clear boundaries are set
for the outputs. In other words, some choices aaélerin advance for controlling which actions and
things are allowed or not allowed during the sernpecoduction. In practice this meant that if the/se
charge comprised of a set-up fee, variable daffietreharge, usage based monthly fee and an sms-
traffic charge, by applying tangibilization thellsify structure would be simplified by allowing ondy
set-up fee and three different levels of monthlg {enonthly fees depending on predefined traffic
amounts), for example. As a result there was adiennumber of billing structures that could be used
a billing function or a limited number of attribstée.g., duration, mandays, etc) in a design foncti
that are allowed to be changed. The second stagmgibilization is to concretize the outputs tokma

them more tangible for people to handle.
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In the SARDIN Project, the original variety in ragi and billing functions alone was quite big.
So, first the number of allowed outputs was limiged then some design attributes were set as fixed.
The second stage of tangibilization in the projgas done by establishing the idea of service design
manuals for different internal organizational urtit&tt were producing the functions. In practices thi
meant that instead of making rating structures welig for every product, the rating and billing
organization would have a ready service manualaioing the possible rating structures (=service
elements) that they are allowed to produce. Theuadawould also indicate the cost levels of différen
service elements, so that the designer developimemalCT service would appreciate the implications
to the overall costs his/her decisions concerniifigndp, delivery, and help-desk opening hours, .etc.
would have.

During the SARDIN project, two service cataloguestivo peripheral functional modules were
created — one for “rating and billing” structureadaanother one for “monitoring & service
management” (these peripheral functional modulessaown in figure 33). The contents of these two
manuals are very detailed and thus also very cenfidl, so it is impossible to include the full éepof
those two documents. However, an example of thetithtion and the descriptions of the originalmati
structure for the Fieldwork service can be foundAjppendix VI. The purpose is just to give an
overview of how the structures were illustratedfirdel and described. Also in Appendix VII, the
structure of the service catalogue for monitoring&vice management is illustrated, and the overall

logic of how the elements wil be defined is alseatibed.

Utilizing this form of tangibilization helped tortiit the number of outputs and by defining the
content of service outcomes clearly in the serm@muals reduced further the perceived complexity of
service design and production. The overall variaincboth the outputs and in their production was
significantly reduced. All this makes the outpwihich are functions of the overall ICT service,ieas
for people to handle.

7.2.3 Applying Service Blueprinting: Defining Inter ~ faces

Service blueprinting (SB) looks at a service fronpracess point of view. Its aim is to find
points in the process that cause unnecessary eariarthe overall output or that could be carried o
more efficiently (Shostack 1987). After it was clahat the different functions of the overall ICT

service were to be tangibilized as service eleméntthe service manuals, the next thing was to
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concentrate on the interfaces in the processesebetihe development organization and the internal
units that were producing the service elements.t€ha “interface” here refers to methods, tools] an
the actual processes used.

As the processes were broken into smaller pieckedame clear that especially those parts of
the processes that involved two different orgaimnal parties (one was the performer and the other
was the internal customer of the process) were moless performed in an ad-hoc manner. This meant
that the performer had quite a lot of discretionmiany process phases, which often lead to quitg lon
lead-times. After this diagnosis, the main senbageprinting activities were targeted to those paift
the processes that involved interfaces with difiemrganizational parties.

This turned out to be probably one of the easiasispn the SARDIN Project. As said before,
the different processes worked more or less indshag way. All that needed to be done, was to
develop simple rules and guidelines to the intedaior the people to use, to significantly reduee t
need for performers’ discretion as well as to reenpliases that were not producing any real value for
the service elements. In practice this meant thextetwere as many processes to do pricing structure
designing, for example, as there were people paatiog in it. Every product manager had different
contact persons in the Pricing & Billing productianit and every one of them did things a little bit
differently. What was needed was to define therfate between the Pricing & Billing organization
and Product Management so that the change reqaesthandled in a coordinated fashion, pre-
evaluated, “is this really necessary”, accordingtoagreed schedule, in an agreed form and sent to
predefined contact person. It was also agreed Fmatluct Management would also need some
guidelines for designing pricing and billing struets for new products. This would also include the
definition of prices, estimated delivery times amdrk-estimates of different kind of change requests

concerning pricing and billing elements as needed.

The output of service blueprinting was defined a®escription of the mode of operation which
includes a couple of documents that will be usedctommunications and as templates for the actual
orders of the development work. For communicating way of working, three documents were
defined 1) Guidelines for designing new pricing dulting structures, a 2) List of works that can be
ordered (Changes, New products etc) and a 3) PrateEscription. These documents contained a lot of
confidential information about different systemsaxt persons, etc, so they cannot all be included
here. However the guideline document of pricing hitichg structures is presented in Appendix VIII.
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The process description was a definition of théedént phases and the way work is ordered including
the contact persons. For ordering development weré, documents were defined, a 1) Price list for
what that can be ordered and 2) order-forms for different tasks. It was agreed that the first
document would contain at least some estimateta8ixs in different categories. E.g., tasks belamgin

to category 1 take 2 weeks at the most — no edteroik required, tasks in category 2 take 4 wedks a
the most, of which 1 week is external work, andoso The price list also contained response time
estimates on the time required to perform work ihgilog to different categories. Order-forms for the
different tasks were often very simple documend tasically defined what preliminary information

was required.

During the process it was also defined what wash®purpose of Service Blueprinting. It was
stated that documentation is not the end in it3él& most important thing in service blueprintisga
develop a common way of working, and describinig i@ way that it can be communicated to people
involved in that process. In addition, order formmsre an important method in making sure that both
parties share a common understanding of what cadelieered and what information is needed in
order to do this properly. Documentation was justey to describe all this. This process redesign in
pricing and billing development shortened the pigcand billing design and service production times

considerably.
7.2.4 Service Architecture Framework

Based on the analyses and outcomes of the adopted methods of service design and
production (industrialization, tangibilization argkrvice blueprinting) a new Service Architecture
Framework was constructed, summarizing the keyltesd the SARDIN Project. The framework is
illustrated in figure 33.Applying industrialization tools resulted in dewping overall modularization
architecture for the Business Process NetworkirRNBservices. In figure 33 this is shown as theyasa
of modules and elements. Tangibilization in turrswaed to transform the intangible process outputs
into more tangible product elements that weredigteservice manuals. These are shown as
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Figure 33 The Service Architecture Framework of theSARDIN Project.
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common product modules and elements instead ofepsooutputs in figure 33. Finally, service
blueprinting was used to standardize the interfaetween the organizational units that were prodyci
functions to the services. In figure 33 this isisirated as systemized interfaces between thenaiter

service providers.

When the design part of the SARDIN project wassfigid the basic principles of the modular
service architecture (cross use of modules betw#farent services) were immediately discussedén t
product management as well as in the developmeganaation. The idea of modularity was well
received and the results of this were immediateipwa in the new development projects:
Functionalities from different services (e.g. A&grivere planned to be reused in new servicesriewy.
versions of Cstream). Also, old hardware (e.g. Gemter) was utilized more efficiently in new

development projects (e.g. in new versions of Alert

The implementation was well planned and becauseskélgd architects needed to be hired, the
implementation planning lasted until January 2006e preliminary calculations made during the
implementation planning showed estimates of +3,5Mmarly EBIT effects after 2,5 years from the
implementation. Positive EBIT (Earnings Before fetds and Taxes) effects were evaluated to come
from direct cost saving as well a better scalgbditthe platform.

7.2.5 AR - Specifying learning

When only the basic principles of the modular ssgvarchitecture (cross use of modules
between different services) were discussed in tbgeldpment organization, the results were
immediately shown in the new development projeé€tsnctionalities from different services (e.qg.
Alerta) were planned to be reused in new servioesv(versions of Cstream, for example). Also old
hardware (e.g. of eCenter) has been utilized mffigesntly in new development projects (e.g. in new
versions of Alerta).

From a theoretical perspective, the case resulte vee major contribution to the service
management theory with the service factory constmc The service factory philosophy connects
several methods (industrialization, tangibilizatiand service blueprinting) in an innovative way and

successfully applies them in complex ICT b2b ser@nvironment.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



155

8 Service Desing Case Studies — Case IV: ICT Servic e Factory Framework

Each of the previous cases | — lll focused on «ifipeaspect in professional ICT service
packaging. Case | concentrated on constructingweeall process model for professional ICT service
design and development. Case Il continued to exathiis process model in more detail and focused on
identifying the most critical phases in the desam development process. Case Il focused on the
application of the different service design andedlepment tools and methods in the professional ICT
service design and development process. Althougth e€ase had a specific focus, the examined
research and development projects provided knowledgo from other areas — Cases Il and Il also
gave insight into the process model itself as wasllto the overall service design and development
philosophy. Together, the three elements (1. tleéggdeand development process, 2. critical phases in
the process and 3. application of different methadd tools in the process) form the service factory
framework. Although each of the elements were eranhithrough cases | — I, they have not been

examined as a holistic model.

This section examines how this new constructiorervie Factory framework — functions as a
service design and development philosophy and memahow it can be applied in practice. This term
— Service Factory —became actually very populacesit also expressed the true idea behind thécgerv
architecture framework in a better way — how todoiee ICT services with a same precision as factorie
in the manufacturing industry.

8.1 Case IV: Service Factory — Applying Service Fac  tory Philosophy
8.1.1 Case Description

When the service factory model was constructedidixas and overall philosophy behind it were
introduced to various stakeholders of TeliaSonagathe current trend of downsizing and rationatizin
was a major item in the management’s agenda al8winase company, the ideas of the service factory
model were beginning to spread internally. In autl20606, some discussions were held together with
the management of the Managed Services business @hese discussions concerned the Service
Factory ideology and thoughts about how it couldubed to rationalize TeliaSonera’s professional ICT
service portfolio. During and after those discussiit was decided that the service factory ideology
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should be put into practice, and we should stavekdping professional ICT services according to the

service architecture framework.

Four services that were selected to be developeatdiog to the service factory ideology were
Solution Design, Key Customer Service, Technicay Keistomer Service and Quality Management. A
short description of each of these four servicesh@wvn in the following table 12.

Table 12 Description of the four services to be deloped according to the service factory
ideology.

Service Description

Solution Design is a professional service that is produced by an IP or IT expert. The
expert examines the customer’s network and/or IT environment and makes an
assessment of the current environment and recommendations for future actions. Based on
these recommendations, the customer network or IT systems are developed or new ones
Solution Design | installed.

Key Customer Service is a professional service that is produced by a customer servant.
The customer servant is dedicated to the customer. He or she is familiar with all the
services the customer has from TeliaSonera and the customer itself and the customer’s
Key Customer processes. The customer servant is a single point of contact for the customer and handles
Service orders, change requests and service process (such as billing) oriented problem situations.

Technical Key Customer Service is a professional service that is produced by a technically
oriented customer servant. The customer servant acts otherwise in a similar role than in
Key Customer Service but is only concerned with technical problem situations or change
Technical Key requests. The customer servant naturally keeps the customer up-to-date with the progress
Customer Service | of problem situations.

Quality Management is a professional service that is produced by a technically oriented
service manager. The service manager presents a single point of contact for the customer
concerning the production of TeliaSonera’s services. The Service Manager follows the
quality of TeliaSonera’s services and reports (SLA-performance) to the customer. He or
Quality she also evaluates development aspects of the services and optimizes the customer’s
Management total solution.

The first of a series of four service packagingjgots was started in June 2006. Although the
last one of the four sub-projects was finishedully 2007, the work continued by the packaging tieot
professional ICT services until June 2008. At tiirae altogether nine professional ICT services were
packaged, five in addition to the four mentioned\ab In June 2008, the organization was under a
major restructuring and at that time there werelear statements about how the work would continue.
The author was in the role of a project owner intla four projects. In practice this meant tha th
author participated both in the content discuss@nsin the steering of the projects.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



157

Multiple sources of evidence were used in dataectibn. The case material was collected
during 39 meetings (see Appendix IV) in which thehar participated by being the owner of the
projects. The meetings are divided into three dhffi€ types according to their purpose: 1) framework
2) project, and 3) review. In 21 framework meetifiglay 2006 — March 2007) with the vice president
of professional service management, senior vicseigeat of product development and management as
well as other stakeholders, the overall servicaofgcframework and the design and development
methods and application (industrialization, tangibtion and service blueprinting) were discussed a
elaborated. In nine project meetings (May 2006 k¢ 2007) with managers and experts representing
product management, business and the producticsomeel of the professional services, the actual
professional ICT services (Solution Design, Key tOmeer Service, Technical Key Customer Service
and Quality Management) were produced and packdgedine review meetings (May 2006 — May
2007) methods and tools, their application as aglthe critical phases of the packaging procese wer
discussed together with the interim results ofgtaects with the vice president of professionaviee
management, senior vice president of product dewedmt and management, two directors responsible
for process development and production developnaent other stakeholders. All meetings were
documented in memos containing information of teeislons, activities, and frameworks. This rich

material base was further supported by Email logs.
8.1.2 AR - Diagnosing

As rationalizing was on the management agenda thsspre to find new ways to increase
revenue or cut costs were high. It had earlier liscussed in different management forums that cost
cutting cannot continue forever, but that also refmeams of revenue should be discovered. Many
managers that were in charge of functions that yred peripheral service elements for services had
already earlier identified that only a fraction tfeir unit's work was directly charged from the
customer. If additional revenue streams were fotimely would offer an alternative to cost cutting. O
course, the task was not so straightforward, smtcérst it was not properly known where in the
organization the tasks that were not ultimatelfetiwere performed. So the first thing was to idgnt

those activities all over in the organization. Anduen different tasks were identified in the fipidce.

As four of those activities were further examinédwas soon discovered that their services
elements were in general given for free to custsnaerd those activities were also incurring heavy
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costs. These service elements included: 1) keyomest care, 2) technical key customer service, 3)
solution design, and 4) quality management servit® commercialization status of the activities is
illustrated in the following table.

Table 13 Commercialization status of the activities

Service Commercialization _ [Pricing [Documentation [Systems & Processes
Solution Design Some per man-day Service description yes

Key Customer Service None no none no

Technical Key Customer Service |None no none no

Quality Management None no none no

Although many people argued that the prices ofelfeasks and activities” are in the prices of
the end services, a more detailed examination sthalaag this was not the case in practice. Some cost
elements were included in the end services, bgetisost elements were almost always given fortéree
the customers, since it was not properly definedtwhey included. In other words, the sales wette no
able to charge anything for the elements becawsedid not know what the customer actually got for
the price. The rest of the cost elements had erdevger time and they had not been calculated in any
of the end services.

The cost elements were typically such that in langgtomer cases some additional expert work
was included in the total solution. But as the nradpecame down, this was not feasible anymore. The
current way of operating had led to a situationenl@gh cost were incurred by the functions, butesm

no revenue came in.

It was first argued that since those service elésere given for free, it had a significant boost
for sales of the ICT services. Although this wagipHy true, the margins in the basic communicatio
services were decreasing very rapidly. When compattie margins from this sales boost to the cost
that those functions were incurring, it became ejeitident that those service elements could not be
offered for free in the future. The sales orgamiwatvas originally quite strongly against the idbat
when it was shown that other professional ICT sergroviders had been doing this all the time, the
resistance somewhat decreased. It was also argaethese services (Solution Design, Key Customer
Service, Technical Key Customer Service and Qualignagement) were not mandatory in order for
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the customer to buy, implement or use our servioesthat they provided real added value, were also
recognized by the customersm, and had a real mpricet

The main managerial challenge was summed up by#ragement as “to move from providing
free services into providing fee services”. In othwrds start charging for service elements that ha
been given for free to the customers for some tifnem the research point of view the main interest
was to test the overall service factory model daaghilosophy in practice. To see how all the bogd
blocks (the professional ICT service design ancetigpment process, the critical phases in the psoces
and the packaging methods and tools used in theepsd fit together and to examine how well the

service factory model and philosophy work in preeti
8.1.3 AR — Action planning

As alternative actions were pondered upon in theagament team, it became quite clear that
continuing as business as usual was not a feagjitien. The costs that the functions were incurring
were high, but on the other hand those tasks ativtis were often critical from the point of vieof
customer needs. So, mere cost cutting, not perfagritie activities any longer, was not possibleegith

A way had to be found to keep on performing th&gasd activities, but not for free.
8.1.4 AR — Action taking

After the discussions, it was decided by the mamesge that a series of four projects was to be
started in June 2006 aiming at turning the actsitand tasks into commercial services. The service
factory model was recognized as the most promimexyt to solve the identified challenge. A major
impact in this was of course that service packagiag through the years been discussed and presented
in so many management forums that enough people aveare of it.

8.1.5 AR - Evaluating

The series of first four projects was concludeduty 2007. As a result of the projects all of the
four aforementioned services (key customer cargicgrtechnical key customer service, solution
design service, and quality management serviceg wackaged. They all were defined, priced, trained,
and implemented into processes and the relateddratisystems. In other words, they were all ready t

be sold and billed and produced in a professioral. w
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8.2 Results of Case IV — Towards Industrial ICT Ser vice Production

The findings and learnings from the first three esasfrom the seven service design and
development projects, laid down the foundation theg journey from a product oriented company
towards a service oriented company. The contexthith the company operated in 2006 was very
different from the context at the beginning of thesearch process in 2001. Knowledge and
understanding of services and above all the rightiget for the service business was starting torgene
among a larger group of people. The basic diffesrfzetween products and services were identified
and successful processes and tools were constriectigbsign and develop services. The main business
challenges also evolved. As the service factorylmgy gave answers to the resource and cost
efficiency issues, the business management startiihk also about quality issues.

Case IV focused on the implementation of the serf@ctory philosophy in this new business
environment in a company that is far more advarcéerms of service business that was the cadesat t
beginning of the research period in 2001. The nfains on the results of Case IV is on three thibgs
the essence of packaging b2b ICT services, 2) #wice factory framework itself, and 3)
implementation of the service factory frameworkff&ient parts (the design and development process,
the tools and methods as well as the critical phasethe design and development process) of the
service factory framework have been discussed durases |, Il and Ill, so these findings are regubrt
here only to the extent in which they differ orrgrinew insights to the results found in Cases.I-lll
Technically, some of the findings reported hereld¢dave been identified also during cases | —hidid
there been similar knowledge of the phenomena ithawailable today. Findings that remain the same
as in the previous cases are not repeated here.

8.2.1 The Essence of Packaging b2b ICT Services

Kaitovaara (2004) defined the packaging of IT smsias & transformation process of existing
IT services and tasks into an IT service protlude further classified that there are two arcpety of
packaging IT services, incremental and radical. fEhe “service product” in the definition refersttee
end result of the packaging process. The term ‘i8erProduct”, suggest that the focal service has
moved from the service dimension towards the prodimension, indicating that what comes out of the

packaging process is more “product like” than thevise is before the packaging process.
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Although the definition provides some explanatianthe process of packaging services, it
suffers from an inherent paradox. If we recall doacept of the service continuum (figure 16), there
was a service dimension and a product dimensioa.sEnvice dimension consisting more of intangible
elements and the product dimension more of tangi@ments. Service packaging means a transition
from the service dimension towards the product dsien. Now, if there is a service that would
originally be located at the end of the serviceetision and then it would undergo a packaging psyces
it would move towards the product dimension endls lsay two “steps”. The end result is now a
“Service Product”. Now what if a service — that Wwbuoot have been packaged — would be in the “step”
four in the first place. How could it be possibte ft to be labelled a service when it is more ‘throt
like” than the service that was packaged and tumteda “service product”. Even if the paradox loé t
definition were ignored, it could be argued that tefinition provides only an idea of what is therw

idea of service packaging.

Many words can describe the idea of packaging idef delimiting, bounding, or focusing,
etc. During the four cases and the eleven sub-c#sesore, the idea of service packaging, became
quite clearly articulated. Depending on whether @enspeaking with academics, technical experts or
business consultants, the core idea can be exgresttedifferent words. The idea of service packagi
is to delimit the universe based on well-educated guesse® be more down-to-earth tmake
predetermined choices based on best available laugnelor to put it simpler, todecrease the
performer’s discretion As discussed in chapter 3.1, the production @®de an inherent part of a
service. Moreover, the service can be producedcandumed more or less simultaneously. In every
part of the production process, where the ICT senprovider's employee is in contact with the
customer, the employee — the performer — has seged of discretion over his or hers actions. df¢h
are many points of encounters with no limitatioristtee actions, the customer’s experience of the
service can ultimately vary in numerous ways.

Homburg and Garbe (1999) identify two aspects ofise quality; outcome quality and process
quality. Similar quality dimensions are identifiedlso by Gounaris and Venetis (2002). Service
packaging addresses both of these dimensions.diefethis and the descriptions above the very idea
of service packaging could be formulated desreasing the performer’s discretion by definimg t
content of the outcomes in various stages of tbeqes and moreover by defining and standardizieg th

production process itself
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When considering this definition one can easilyuarthat not everything can be predetermined,
not everything can be standardized. This is parthe. If figure 7 presenting a b2b ICT service is
recalled, 14 different elements constituting thd I€ervice that were identical can be found. These

elements organized to different layers are:

- ICT application/system elements
o Data conversion
o Data routing
o Format conversion
o Data integrity

- Core ICT service elements
o Billing
o Data back-up
o Server monitoring
o Help-desk

- Complementary ICT service elements
o Process consulting
o Business analysis
o Training
o Implementation
o Problem resolution
o Technical expert services

The further we are moving from the ICT applicatgystem elements, the less technology,
method and process dependency and the more indivkhwowledge dependency there is in the
production process of the particular service eldmaffhen knowledge dependency overruns
technology, method and process dependency, thesfitsetihat can be achieved through packaging start
to decrease. For example, “data back-ups” is veaghmdependent on various systems and on the
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process by which the individual performer/perforsné producing the service element. Not much
knowledge is necessarily needed. On the other peowkss consulting, for example, is very knowledge
dependent. The performer can produce that particgevice element with minimal (except to use of
PC) aid from systems and in a very varying fashimsing the outcome solely on his or her individual
knowledge. However, it should be noted that heoeplackaging can provide benefits. Standard process
design programs can be used, report and presentatigplates can be fixed and standardized, and the
output of the service can be defined using samécgedescription templates as with the core service
elements. In other words, the benefits achievedutiit packaging are greater the more technology,
method and process dependency there is. But theynar totally insignificant when knowledge
dependency is increasing.

8.2.2 Service Factory Framework

Case | examined the packaging process and itsithdil phases. Case Il identified critical
phases and task in that process. In Case Il pauagethods and tools were identified and applied i
practice. In the final Case IV all parts of thenfiework were tested in practice: the packaging m®ice
the tools and the methods, and the critical isstibese three parts constitute the framework, wkich

shown in the following figure 34.

Process for packaging Tools and methods for Critical tasks and issues
B2b ICT packaging b2b ICT in packaging b2b ICT
services services services

Figure 34 Different parts of the Service Factory Famework.

During Case IV and its four sub-projects, two magsues concerning the first part of the
service factory framework — the process for paakgdi2b ICT services — were discovered: First, some
important phases were not evident in the early ldpweent projects, so these were missing from the
process model, and second, the resulting packggimcess model was quite heavy for services that
needed some redesign and development efforts Auh#ud been produced for some while in a more or
less ad-hoc manner. In the early development pigjéwe focus was very much in the basics of servic

design and development — that is defining and iimgithe content — so some business and system
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related issues were neglected. During the fourmofects three additional phases were developed: 1)
creating a business case, 2) pricing and 3) imphimge the service to the support system environment
These phases are nested in the process modelie 8%. The details and rationale for these phagies

be further explained and discussed in the follovgiegtion 8.2.2.1.

Concerning the second notion, none of the phasdasts in the overall process model for
packaging b2b ICT services were seen as irrelevauit,some of them take considerable time to
complete. It was also realized that some of thimzse tonsuming phases were the most important ones
from a knowledge management and social networkmigtf view. In other words, skipping those
phases would most probably result in difficultiasorganizational implementation. So, it was realize
that skipping certain phases was a trade-off betweefaster time-to-market and greater ease of
organizational implementation. As the ultimate goak to achieve a level good enough for the sesvice
to be in a condition in which they could be soldlivered and billed as soon as possible, it wagldedc
that there was a need for a fast track. Duringfthe subcases, a fast track for packaging b2b ICT
service design was developed. These additionalghitsi were integrated with the accumulated
experiences from cases | — Il resulting to theviger Factory Framework is shown in the following

figure 35.
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Process for packaging Tools and methods for Critical tasks and issues
B2b ICT packaging b2b ICT in packaging b2b ICT
services services services
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Figure 35 Service Factory Framework.

Each part of the framework — packaging processkaaging tools and methods and the critical
phases — will be discussed in more detail in thieviang three chapters 8.2.2.1, 8.2.2.2 and 8.2.2.3
8.2.2.1 The Service Packaging Process

As the packaging process model developed duringfitee Il cases was used in the four
packaging projects during Case 1V, a need for tladditional phases arose. These were: 1) creating a
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business case, 2) pricing and 3) implementing drgice to the support system environment. These
phases are illustrated in figure 35 as phasesgix@and seven as well as phases B, D and E inaste f
track (the idea of the fast track will be coverext). The importance of the business case developme
became clear when the content of different serpaekages were defined. The market prices for
different packages had a great influence on thdeodrdevelopment of different packages as they
limited the extent of what could be produced witthie boundaries of a particular price. One could of
course argue that pricing could be part of therimss case phase or that it could be part of theegbn
creation or definition phases, but it is separ&eet as its own phase on purpose. The reasoningior

is that there has to be an unambiguous price frstrvice and that price has to be approved by all
necessary parties at the very start of the paclagiocess. The word “unambiguous” is used to
highlight that as the price has a fundamental exfee on what can be included (in other words how
many manhours) in the service and what tasks atiMtess need to be priced as an extra chargefor le
totally outside, there needs to be a common uretedstg of the possible price range. This enables th
service content to be properly designed. Even thdhg business case also includes different pricing

schemes, the prices needs to be commonly decidedgired on before the process proceeds further.

The discussion of the business case and pricingnatidcome up in the first two cases — Case |
and Case Il. Retrospectively, examining the reasoe, major cause for this is the difference in the
packing projects’ objectives. In Cases | and Il tegor goal for packaging was to design and devalop
new professional service to help in promoting amglementing TeliaSonera’s core ICT services. In
other words, the main emphasis was on what needed tlone in order for the customers to realize the
full business benefits of the ICT services andlem@and implement them properly; the emphasis was
on the tasks that needed to be performed. Whenethee ipackaging sub-projects in Case IV, the main
emphasis was to redesign and develop the profeddioi services in a way that they could be sold

and produced more efficiently. In other words thephasis was on the price and costs.

The knowledge and information about b2b ICT sergeekaging has accumulated during the
whole research period — during the four cases ancsponding 11 sub-projects. The need for these
additional business case and pricing phases beeaident during Case IV as the other “old” phases
became more familiar. Although retrospectively Kiirg their role should have been identified already
in during Cases | and I, it did not. Partly duethe reasons described above, partly because of the

immature developing status of service packagingeneral. Nevertheless, as their importance was
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identified, both of these phases — business cadepdacing — were added to the packaging process
models in figure 35 (complete track and fast track)

Another aspect that was not evident during Casesllll, was that the services need also to be
implemented in different sales, pricing, billingydadelivery systems. During the four sub-projects i
Case IV it was identified that this was actuallynacessity, because if these services were not
implemented in the systems it was a perfect extosmntinue giving these services for free. Every
sales person wants to avoid any extra work, bectgseeed to spend as much time as possible with
actual customers. And every one of them knows ghHling a service that is not properly implemented
to the back-end systems means extra work lateflbis. important phase should have been identified
already during the Case | and I, but it was ndte Fame reasons apply here as with the business cas
and pricing phases; the emphasis and focus inaHierecases was more on the content development of
the b2b ICT services than it was on the organimatiimplementation of those services. At the tirffie o
Case |V the knowledge and information accumulatedired service packaging was far greater than in
the early stages of the research process, moreandeocus was available also to things outside the
content design and development. This made it plesddh address the relevance of the back-end
systems. So also this implementation to the backsgstems phase was added to the packaging process

models in figure 35 (complete track and fast track)

During Case IV it was seen that in designing angeltping totally new services, the role of
internal marketing and selling is emphasized ansl hagreater meaning. It was also noticed that
considering the objectives, some phases in theepsomodel for packaging b2b ICT services prolonged
the lead time quite a lot. These phases includedotyping with internal organization (9), pilotingth
an (external) customer (11) and marketing the serto the internal organization (15). As discussed
earlier, these phases were not irrelevant, butusecshe focus was on redesigning and developing
existing tasks and activities into commercializedvices in order to start billing for them, it wasen
that the benefits from these three phases wereeigied by the time gain in the process. The piptin
phase was seen as unnecessary because the pmodtisetioivas not that much affected by this redesig
and development that it would have required prgioty. Another thing that allowed skipping the
piloting and marketing phases was that sales wetesuspicious about whether or not these services
can be delivered. The services had been produceglite a while, just not as commercialized serwice
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From experience, Sales also knew that customen®eipfed the value that these services delivered to

them.

As there already was some material available atfmitasks and activities and there was —to
produce them — although an ad-hoc one — the paudaliil not require as much content creation or fine
tuning as was required in Cases | and Il that aimiedackaging totally new professional b2b ICT
services. Considering the lead time, the aforemaatl conditions allowed skipping also the ICT
services and tasks information gathering (4), sereontent creation (5), tuning material for prdehg

marketing and sales (10, 12, 14, 16), and finaiizind concretization of the material (17) phases.

These changes to the packaging process model modhe so-called fast track model that
could be applied when redesigning and re-developiigting tasks and activities into commercialized
ICT services. As a result, in the first part (Psxenodel for packaging b2b ICT services) of theviSer
Factory framework illustrated in figure 35 two aftative process models can be found — the complete
track and fast track. After the 11 packaging prigiea completion time for the fast track was aroond
month and for the complete track around threexarsinths. It should still be noted that the timattit
takes to move from the idea phase — “let's dedigmriew service” — to the moment when the core team
is established can be even some months. The €titicé the different phases in both tracks is het
discussed in chapter 8.2.2.3. Next, the secondgfatie Service Factory framework — methods and

tools — is further examined.

8.2.2.2 Service Design and Development Methods and Tools in the Packaging Process

The application of different tools and methods isrenor less the same whether one is dealing
with existing services that need to be developeduh packaging or whether one is dealing with
totally new services that need to be designed tirqaackaging. In both cases, one needs to start wit
industrialization, continue with tangiblization, reiee scripting, and finally end with service
blueprinting. The differing aspect is how the tasksl activities constituting the particular servize

examined.

With existing services the task proved to be ra#fimiple. One should start by interviewing
those people who are actually producing the sentitese experts and specialist that are actually
conducting the operative tasks and activities.dditton, one or two senior managers in charge ef th

particular function should also be interviewed. Thain reason to involve these senior managers is to
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get their approval and commitment to the design declopment work. However, since they usually
have a long history in the work, they also have sdamsights and knowledge that the younger experts
and specialist do not have.

With new services the task is not so straightfodvathe packaging process needs to start by
identifying the tasks and activities that need ¢of@rmed, in order for the customer to be abletéots
using the functionalities of the core ICT systerplagation. This can be done with what one mighelab

as a “reverse service design” method. This istithied in following figure 36.

Production & Delivery

“Reverse service design”

ICT
Product

Business Process Technical
Analysis Analysis Analysis

Design & Development

Figure 36 Reverse service design method.

With this kind of approach the technical ICT prod(I€T system/application) — for example a
fieldwork solution to enable workers to accessabmpany’s SAP system while on the move — is first
viewed purely from a technical perspective. In otlerds, the ICT product — fieldwork solution here
is examined in order to find out what kind of teiclah issues need to be taken into consideratioarbef
it is certain that the ICT product can be implereeninto the customer environment. Do the needed
API's (Application Programming Interfaces) exisges the company’s security policy allow the SAP
system to be accessed outside the internal netwdrht kind of terminals are currently in use, etc?
Some of the issues can just incur more costs, tlmescan be even possible “show-stoppers” for the

actual implementation.

Then issues that are found are further examineu tite process perspective. For example, is

the information that the people on the move neathigul in real time with the system, if some updates
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are made while on the move does the rest of theepsadopt to this information, what is the current
order of the process, does it comply with the ortdesd by client, etc? In some customer cases Hrese
really big issues. If some activities have beenediona certain order and in a certain fashion tone

years by hundreds of people, it costs a lot of maaehange it.

Finally, the new process findings are examined feobusiness perspective. In some occasions
this can be just business case calculations, buttmes some of the process changes needed in the
ICT system may not be aligned with the rest of $krategy. By means of a business analysis it is
ascertained that when a particular ICT servicaken into use by the customer, it really is alignetth

their business goals, supported by their procemsedits into their existing technical environment.
Applying Industrialization

The application of industrialization does not diffeery much whether one is dealing with new
vs. old services. However, one thing that is muetsie¥ with existing tasks and services is
modularization. When there is knowledge and histdrgroducing the tasks and activities, it is easie
perceive the modularity of the service. Whereas wihew service more time is needed to outline what
the actual tasks and activities that need to bdopeed are. The actual sequence of applying
industrialization is briefly described next.

When dealing with new services, the ICT systemiapfbn is first viewed from a technical
perspective. What tasks and activities need toake tare of before and during the use of the ICT
system/application? What technical details neduetdetermined before the ICT system/application can
be implemented? What prerequisites are there coimgethe customer environment? What needs to be
defined so that the ICT system/application can dr&figured correctly? When the information of the
tasks and activities is collected, it is furtheamined and packaged into service elements. Afieithie
ICT system/application is viewed from the processspective. If the ICT product is complemented
with the service elements that were packaged inptlegious step, what kind of issues should be
examined in the customer’s processes to make Batéhere are not any potential show stoppersras fa
as processes are concerned? What requirementsafopdrticular area’s processes are there solthat t
ICT system/application can be implemented? Whatspafrthe processes need to be re-engineered to

support the ICT system’s/application’s informatitow? Can this be done in practice and what kind of

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010



171

costs does this incur? Are people able to adatitemew processes? When the information of thestask
and activities is collected, it will be further emened and packaged into service elements.

When the technical as well as process perspedtises been covered, it is time to look at the
ICT system/application from the business perspectWhat kind of issues need to be considered to
make sure that the particular ICT system/applicai® able to support processes that support the
company’s business goals? Is the procurement ofGfiesystem/application necessary to achieve the
business goals? Does the business case hold ahdnidine with the business goals? When the
information of the tasks and activities is collekta will be further examined and packaged intovee
elements. After this all the necessary service efgmhave been recognized and packaged around the

core ICT system/application.

When applying Industrialization to existing sengcene needs to figure out what the tasks and
activities performed at the moment are. The begpleeto do this with are usually the actual perfersn
of the service and one or two people who are imgehaf that particular function or service. By slynp
going through the usual day and asking what tasks@nsuming their time, the most important tasks
and actions that are constituting the particularcrite easily discovered. This takes usually ploaf
1-3 hour workshops with 2-3 experts. The workshzgrsbe augmented with one senior manager who is
in charge of the particular service. Although thperts often have a much more clearer picture @f ho
their time is spent, the senior managers often faan®re holistic picture of how their time shoulel b
spent. Many times the challenge with these existiewyices, which have not been formalized in any
way but are in the worst case just mere oral presnig the sales people, is that the people aredspen
their time in various tasks and actions that hagt peen adding through the years. When developing
these services through packaging, the servicegigésos that will be developed, should be stripped
away from all these kinds of tasks and activitigss is a phase where the senior managers oftem dav
more holistic picture of the tasks.

During the workshops (both with new as well as txis services) the tasks and actions
identified are then grouped into higher level tatiat form the top level modules of the serviceeh
these top level modules are further broken down mbre detailed modules. This modular service
structure creates a very good ground when desigdifigrent service levels or service packages.
During the modularization the modules that form iasic level of the service should be marked from

those that can be optional modules. The modulesldlaso have an identifier of how laborious they
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are to produce. When creating the different serld@eels or service packages those modules thatburd
the organization more or create clearly more védue customer should be included only in theleve
or packages that are surcharged.

Applying Tangibilization

The same differences with old vs. new service afgaly here as they did with industrialization
— the work is much easier with existing servicdse €ssence of tangibilization is about documemiatio
to identify, develop and define things. Althougmddbilization and documentation have been done
during all the cases, the extent to which the “doent library” can be reported here is the outcoifne o
eleven projects and years of research.

After the service has been developed into a modsitacture, tangibilization can begin. With
tangibilization the service modules were defined kmited. It was unambiguously stated what is part
of the modules and what is not. Then the service lvaught into as concrete a form as possible. The
main differentiation between industrialization atahgibilization is that tangiblization goes much
further in defining the tasks and activities. Thaimrole of industrialization is to form a modular
structure and the actual modules. The main rotargjibilization is to define the content of the e
and build a suitable document structure or librarystore that information. In practice all service
documentation is made in this phase. In this C¥sthé documentation that was produced during the
packaging process is shown in the following talle 1

Table 14 Service Documentation.

Purpose of the Document Internal Documentation Basic External Documentation Additional Internal Documentation
What Product Offering Outline.doc Sales slides.ppt
Product Offering Description Sales sheet.ppt, Business Case.xls,
How Outline.doc Scope of Work.doc Customer Solution Template.doc, Sales
instructions.ppt, Process
Specify Modular Product Structure.ppt _|Statement of Work.doc Description.ppt, Launch Plan.doc

As can be seen from the table the documentatiodivisled into three categories: internal
documentation, basic external documentation, adéiadal internal documentation. The basic external
documentation with the exception of the businessectorms the so-called minimum level of
documentation. This means that when tangibilizatias reached that level, the service is ready to be

sold and billed. Other documentation is useful prattical, but it is not necessarily needed in ofde
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the service to be sold and billed. A short desimipof the content as well as the purpose is fduoich

the following table 15.

Table 15 Description of the content and purpose dhe documents.

Description Outline.doc

functional perspective.

Document Content Purpose

Product Offering Describes the product on a high level [Intended for high level managers to give a holistic picture of the service and its
Outline.doc from a business perspective. business environment.

Product Offering Describes the product from a A basic document for product managers to give a more detailed picture of the

service and its functionality.

Modular Product
Structure.ppt

Outlines the modular service
structure.

Outlines all parts of the service in a detailed level.

Sales sheet.ppt

Describes the basic things of the
service in one slide.

To be used by the sales people to communicate the whole service portfolio in a
uniform fashion to the customer.

Scope of Work.doc

Describes the service.

To be used as a basic service description document to present the content of the
service to the customer. What is included and what is not.

Statement of Work.doc

Describes how the service is produced
to the customer.

To be used to develop the production production of the service as well as to
communicate the professional way the service is produced to the customer.

Sales slides.ppt

A more detailed description of the
service and its benefits.

To be used in a sales situation where the sales people are presenting the
service, its content, modules and the benefits to the customers.

Business Case.xls

Calculation of the costs of producing
the service and desired profit levels.

The be used in pricing the service and its different service levels. Provides also
support when launching the service to sales people.

Customer Solution
Template.doc

Description of the customer solution.

To be used as an order form, with which the service is ordered.

Sales instructions.ppt

Detailed intructions of the service and
its benefits to the customer.

To be used when training sales people of the service. Provides some detailed
information of the service and how it can be used by the customer.

Process Description.ppt

Service in order, pricing, billing and
delivery systems.

Describes how the service is ordered, billed and delivered through support
systems.

Launch Plan.doc

Time table for marketing activities.

Describes the timing of different marketing activities.

Examples of the Scope of Work, Statement of Word Modular Product Structure can be
found in appendix IX. Tangibilization provides theost benefits in such services where the outcome
can be accurately defined. In other words, wheeelthsic service can be replicated to a very high
degree and offered to many customers. During Cdsarld to some extent also during Cases I-llI, it
became quite evident that the degree of tangibitimashould always be fitted to the context. If the
actual outcome of the service process is alwayerdift, and furthermore if the customer cannot be
directed towards a limited amount of variationshwitrice discrimination, then tangiblization should
only be used to harmonize services and define wehatcluded in the service and more importantly
what is left outside the scope. If, on the otherchahe outcome is quite similar, or more impottaift
the customer can be directed towards a limited awnai variations with price discrimination,

tangibilization can be used to really define antindéthe outcome of the service process. To define
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a very detailed level what the particular partg #ra included in the service are and what padgaly
available for additional charge, and what is natilable for that particular service at all.

Applying Service Scripting

Service scripting is the third tool to be usedeénvice packaging and probably the trickiest one.
It can be done also with new services, but theptenvill most probably be rewritten many times,
because the more the service is produced, the ebarme that some things will be done more effityent
in some other way than originally anticipated. Tisisiot necessarily a reason not to apply it wighvn
services, but one needs to bear that in mind. Glacehsideration has to be applied when using it. |
service scripting is used in a wrong context opprapriately, it can produce unnecessary documents
that provide little help for anyone. In Case IV thervice scripting method was used in creating
instructions for sales people (Sales Instructiay®.dThe instructions included detailed descrigiof
the arguments that customers may raise in vari@iss ssituations and corresponding counter-
arguments. These instructions were then mostly usebe training phase of the packaging process
(phases 18 and G in figure 35).

The four services that were packaged during Casedké not so much based on the customer
encounter element — at least not in the extent blugtness consulting relies on, for example. But
nevertheless also these services can benefit feamice scripting, when applied to instructing sales
about the customer encounter.

In general terms, the larger the role of the custoemcounter in the service, the more beneficial
service scripting can be. In practice the rolehef tustomer encounter tends to increase the fustier
is moving from the core ICT system/application. Thé of the customer encounter is probably the
biggest in some form of business strategy congultitowever, it should also be noted that service
scripting is only useful when repetition is the gda other words, if there is only one person dpin
business strategy consulting, it does not makesange for him to write a service script for himsBliit
if there are many people doing it, then it wouldkeaense to try to copy and replicate the knowledge

that the most senior people have to the most juonies.
Applying Service Blueprinting

Service Blueprinting is the final service packagtogl to be used when dealing with existing

services. In practice service blueprinting meansmgineering the processes through which the servic
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is produced. With new services some of this engingavork is done already in the industrialization
and tangibilization phases, the modules and costdefine what is produced, but not how it is
produced. The part that involves designing and ldgusy the actual production process is called
service blueprinting.

The first step of service blueprinting was to depethe Statement of Work document. In that
document the way the service is produced to thtomess is described in general terms. Although no
actual development for the process occurs duriegctieation of the document, it is the first step in
service blueprinting where the production procesdéntified. In this Case IV, service blueprintings
only applied using this first step. Still, plans fcompleting all steps of service blueprinting éxis
During the Case IV it was identified that after thesic things of packaging have been completed, the
real efficiency and quality gains in terms of thervice factory philosophy can be achieved through
service blueprinting. When efficiency, repetitiondaquality are pursued, the re-engineering of the

production process is inevitable.

8.2.2.3 Critical Phases of the Packaging Process

Despite the fact that the packaging of ICT serviiesnore on the footing of design and
development than typically has been associatedseithice tangibilization, it was interesting todiout
that the crucial phases in the process were fouooh fother phases than in the essential content
development work. In a professional service orgation, such as an ICT service provider organization
the know-how and information can be gathered angetliinto concepts, models, and methodologies.
The laborious documentation phase can be handlagegect. But in the end, these issues are mainly
matter of time and available personnel. The reallehges arise in the phases in which knowledge has
to be transferred to people or new people have toobvinced about the core idea of what is to eedo
The underlying reasons and findings of each of dhtical phases are discussed in more detail as

follows.
Establishing the core development team

The first challenges relate to the establishmerthefcore development team. The composition
of the core team is established partly on the bzfsislevant expertise and partly on the basisitgrnal

and external relationships. The expertise is neddethe particular ICT service and the relatiopshi
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for both communicating as well as selling. Moreg\tbe core development team is responsible for the
whole project.

Piloting with an external customer

In the pilot phase the core team is expanded ferfitist time. The expansion is complicated
because it involves external parties. The role o$tamer feedback, based on the real market
environment, cannot be ignored since it is the firgual step demonstrating that the IT servicepco
really meets the market demands. Before this pliasannot be implemented or sold as easily ash re
ICT service. In this phase, the quality of the cm@m’s external relationships is put under a fEisat
is, can they identify and recruit critical and exative potential customers to the project?

Selling the ICT service to the first customers

The project team continues expanding here. Sineecttaracteristics that the customer’s is
looking for in the actual selling phase differ savhat from those in the pilot phase, a different
approach is needed to build these relationshipis. gtase is crucial, because selling the ICT serfoc
the internal organization becomes an overly diffitask without any external references. By having
such references, the credibility of the ICT serwia# be increased. The challenge becomes from the
fact that until now, only the core development tdaraws the ICT service well enough. In other words,

the external relationships of the core developrtesrin come under a serious test.
Marketing the ICT service to the internal organiaat

In the internal selling phase, some executive marsaghould be recruited to the project team.
The ICT service has to get approval also from tkecetive managers before it can be communicated
further in their responsible organizations. Thiads as self-evident as one might think, and is getich
harder if more innovative and fresh ideas and cptscare concerned. The approval ensures that the IC
service has the support from the managers on higkiels. The members of the core team have to act
as messengers towards the executive managers WithiCT service provider organization and thereby
get their attention. The value of internal relasibips of the core development team is emphasized in
this phase.
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Training the internal organization for the ICT s&m

In this phase the project team experiences itd &rpansion. The underlying logic of the ICT
service and the ideas and concepts around it labe tcommunicated to a heterogeneous group of
people in a simple but straightforward way. The am@nce of the previous phase is still underlined,
since the executive managers’ attitudes towarddGheservice will have an impact on the successful

completion of training.
8.2.3 Implementing Service Factory Philosophy

It seems a paradox that even though many modelsfranteworks are applied hundreds of
times, and many success stories can be found odLghem, it is more a rule than an exception that
the implementation of those models and framewoaks.fSometimes it seems nearly impossible for a
good model or framework to get properly implement@dring all the four cases, and especially during
Case IV, three most important aspects that affetttecsuccess of the implementation were identified.
These were, in the order of importance: 1) the @mgntation of an idea, 2) the application of theaid

into a particular context and 3) avoiding excessudeentation.

8.2.3.1 Implementing an ldea

Companies are currently implementing more advanoemtlels or frameworks in their
organizations. These models are communicated aiett to people and often their application is even
guided. Then it is assumed that people will startking according to the models and frameworks. But
adopting new models or frameworks normally mearsdbning the way things have been done before.
So, people would need a reason to change thein déep ingrained behavioural models. The thing that
is often missed in model application is that forsinof the people one particular model is just that
model, just as good as the next one. They do nmssarily see any difference between them, even if
the new one would be far more superior. What shbaldione is to implement, to sell the idea behind

the model. To sell the reason why they should caaheir current way of doing things.

Although all this sounds quite self evident, it net. Many times people are too much
concentrating on the model itself, for example ITlhformation Technology Infrastructure Library) .
When companies are Implementing ITIL, they traigitlorganization of the different standards, and
explain how ITIL is the industry standard, how thebmpetitors are adapting it, how customers are
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demanding it, etc. What they really should do, dssell the idea of predefining the processes of
producing the services. Why do the employees befeiin having a uniform process for incident
management, for example? How does that make tloek @aasier?

Models and frameworks are just tools that can leel t6 communicate complex ideas to people.
It should always be remembered that they are siivgiions of the real world. They are abstractiohs
reality describing average situations, which may accur at all in real life. That is why when
implementing the service factory framework, a comypshould sell and implement the idea behind it.
To implement a philosophy of producing ICT serviges factory-like fashion. To reduce complexity
by having less of everything. To produce ICT sersiaccording to a standard setting that uniforras th
output. How much easier is it for the productiommle, when sales people have only a limited amount
of configurations to sell. How much easier it is floe sales people, when they know the servicesfare

a high uniform quality, because there is only ateh number of configurations to be managed.

8.2.3.2 Applying the Idea in a Particular Context

As already discussed in the previous chapter, nsoaledl frameworks are abstractions of some
average situation, a way to simplify the hundrefigliierent situations that occur in real life. Any
model should be carefully examined and its applitghbnto a particular context critically evaluate
When applying the Service Factory framework, itidtde adjusted to fit into that particular sitoati
Services elements that are more knowledge intersieelld not get as deep a packaging as service
elements that follow a strict process and benefitarfrom a set of methods and tools. Both benefit
from the approach, but in a varying degree. Whepeeted volumes are very low, benefits gained
through repeatability are not so high. So whenidgalith service elements that have low volumes,
then it should be carefully evaluated how much tand effort should be put in service blueprintihgtt

aims at making the production process more efftcilen example.

As with every model, also the Service Factory frenmk should be applied to fit with the
context. But that does not mean that there carubeerous variations of the application. What is nhiean
here is that the application of the framework nedse managed and controlled. For example, there
could be two different applications depending oa lgvel of knowledge intensiveness, but no vanmtio
inside the two categories. Or that one part offtamework, for example the documents, could be the
same for every service element, but the conteniddoe of varying depth depending on the expected
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volumes of the elements. Whichever application hed framework is used, it has to be done in a
managed and controlled way.

8.2.3.3 Avoiding Excess Documentation

The most evident output of service packaging isud@ntation. And when dealing with ICT
services, those documents can be the only tangilifuts of the service. As shown in table 15 tleee
quite many documents that are produced during dlekgming process. The documents and their content
have been developed during the six year reseantbdpand a lot of effort has been put into them. It
could be argued that not one of them is uselesgtaicvery one of the documents serves its purpose
However, the documentation is just a means, n&nah The purpose is not to produce documents, but
to create a common understanding of the serviceeries — a common language (Wijnhoven and
Kraaijenbrink, 2008). In practise the documentscfiom as practical tools for the sales, delivery,
implementation and management of the service elem@nd that is just what the documents need to
be considered as, a set of tools.

Again, the documentation should be applied to figticular context. If a service element costs
€200/month for a customer then the documentatiGoaated with it should be far lighter than
documentation for a service element that costsOBD0for a customer. When an individual’s tacit
knowledge is codified into the explicit form of aaiment, it needs to be made certain that the

codification will not lead to bureaucracy that isexcess of documentation (Boiral, 2002).
8.2.4 AR - Specifying learning of Case IV

Before the service packaging projects were launchiecke of the four services had no
commercialization and one had some level of comiakezation. The status of commercialization,

pricing, documentation, and systems & processskagn in the following table.
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Table 16 Commercialization status after packagingfahe four services.

Systems &
Service ICommercialization icing D¢cumentation Processes
Service Description, Sales Slides, Statement of Work,
Data-Sheet, Oder/Delivery Form, Sales Instructions,
Product Management Outline, Product Management
Solution Design Full per manday Description, Product Structure Description yes
Service Description, Sales Slides, Data-Sheet,
Key Customer Service Minimum fixed Oder/Delivery Form, Sales Instructions yes
Service Description, Sales Slides, Data-Sheet,
Technical Key Customer Service |Minimum fixed Oder/Delivery Form, Sales Instructions yes
Service Description, Sales Slides, Statement of Work,
Data-Sheet, Oder/Delivery Form, Sales Instructions,
Product Management Outline, Product Management
Quality Management Full fixed Description, Product Structure Description yes

As can be seen from the table, Solution Design @odlity Management services are fully
commercialized and Key Customer Service and Teahiiey Customer Service have the minimum
level of commercialization. As can be seen from tmeumentation, Key Customer Service and
Technical Key Customer Service lacked some prodmahagement documentation and also the
Statement of Work.

The more services were packaged the easier thegiackitself became. The last service was
packaged to the full commercial status in one molittlwas clearly demonstrated that the service
architecture philosophy and its methods do worle packaging process is valid, although there have t
be variations of it for short term actions, i.eiaguand dirty solutions. All the critical phasestiwere
identified in the earlier cases do apply and thayehto be taken into consideration early enougtihab
the pitfalls can be avoided.

From a theoretical point of view, case IV resultgistent support for the framework and
proves that it is a valid systemic tool for compsetvice design. The Service Factory framework thus
makes a major contribution to service marketing armhagement and provides also support for the

usefulness of knowledge management and social ne@spects in service design.
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9 Conclusions and Managerial Implications

Service production itself is actually quite a coexpbystem (Paton and McLaughlin, 2008). As
was described in chapter 2.6, it involves severpte from several parts of the organization. The
deeply rooted role of people makes the productimegss of services very complex and challenging to
control in general (Cipolla and Manzini, 2009) @oddesign in particular (Orman, 2008). Cipolla and
Manzini (2008) go on even further and argue thatises can never be fully designed beforehand.
However, this significant increase in the comphexit ICT services (Kallinikos, 2005; Davies, Brady
and Hobday, 2006; Oliva And Kallenberg, 2003) isating many challenges for all stages of service
lifecycle — service development, marketing, implatagon, and management (Paton and McLaughlin,
2008). If a service provider cannot manage thisperity it will lead to increasing production costs
and systems failures (Davies, Brady and Hobday6P@€sulting to serious problems in customers’
business processes, and ultimately to customeatdifaction and defection (Chapman and Hyland,
2004). On the other hand, if ICT service providems able to decrease this complexity, they caniturn
into real competitive advantage.

In this study it is argued that proper service giesis a critical aspect (Wijnhoven and
Kraaijenbrink, 2008) in addressing the describethgexity as design influences service development,
marketing, implementation production, and custopenceptions and satisfaction (Bullinger, Fahnrich
and Meiren, 2003; Hydtylainen and Mdller, 2007)u$hhe main research objective of this study was to
“to construct and validate a framework and tools®t b2b ICT service design to decrease the
complexity of these services”. In order to appro#uh relatively new phenomena the main objective
was further divided into three mutually related -sidjectives:

1. to construct & validate an ICT service design pssce and identify individual phases in

it — which can be used to decrease complexity of I&T services ad their provisioning
process,

2. to search, identify and integrate suitable methadd tools that can be used in that
process, and

3. to examine the application of the process and nustifrom knowledge management and
social networking perspectives.
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The main research objective and the correspondireg tsub-objectives were approached through
three different theories: service management, kadg¢ management, and social networking. Because
of the nature of information involved in packagii@T services, the context dependency and wide
organizational reach, action research orientedipd@lembedded case study with constructive approach
was seen to provide both in depth conceptual utatetig of the ICT services packaging process and
relevant managerial implications and know-how. Neixe theoretical contributions, managerial
implications as well as limitations, and suggegitor further study are discussed.

9.1 Theorethical Contributions

The reported research process lasted over six yeastarted in March 2001 and ended in July
2007. During this long research period, the thémmbunderstanding of the phenomena has increased
significantly. Because of the action research @agéon and the resulting dual role of the researche
also the managerial understanding of the resedrehgmena has increased. This has had a significant
effect for the development of the case companyjr@h towards service business as such. Both
theory and practical applications have nurturecheztber and a mutually benefitting cycle has been
established. As theoretical understanding of trenpinena has increased the learnings have been taken
also into practice. When new research problems hagen the case company has been equipped and
prepared to examine these ‘next questions’. The campany and its challenges have evolved during
the six year period and thus provided new oppatigsifrom a research perspective. This mutually
nurturing cycle has provided a truly unique oppoitjuto examine the phenomena and its development
in a consistent environment over a reasonably Ipegod of time, and really develop theoretical

understanding about the domain and process ofceetésign and development.

This research focused on the area of service designdevelopment. The principal theoretical
focus was on service management but included &tsmwledge management and social networking
literature. The main research gaps that were ifiedtivere:
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1. merging of different methods and tools,
2. detailed level description of the design and dgwalent process,
3. practical application of the process as well ashods and tools

4. social composition of the service design team &tinks to the design and development
process, and

5. knowledge creation and transfer in service desighdevelopment process.

The first three gaps were associated mainly witlhise management theories, the fourth one
with social networking theories, and the last orihh \wknowledge management theories. Service design
and development as a phenomena, has previously meémy studied in the context of service
management theories, but the inclusion of socialkokking and knowledge management perspectives
enabled extending service management understarmiiggnd its traditional boundaries. The same
applied naturally also vice versa, since neithepwedge management nor social networking
researchers, have previously been studying theqrhena of service design and development.

Contributions to Service Management Theories

The main contribution of the study is the consinrctand evaluation of the service factory
model presented in chapter eight outlined a detgil®cess description for designing and developing
b2b ICT services. The process had two variants, fonedesigning and developing new services
(complete track) and other one for designing anetldging existing services (fast track). It wasoals
noted that the process model for designing newiceswvas better fitted for organizations that ofgera
in the early stages of the transformation from poddbusiness into a service business. This process
construction makes a clear contribution to servitgnagement literature and addresses the second

research gap (detailed level description of thégtesnd development process).

The service factory model also included a set ofstéo be used in b2b ICT service design and
development. These tools were industrializatiomgitailization, service blueprinting and service
scripting. Each of these tools and methods wereribesl in detail and included several model
templates to be used in actual service design emdlabment. The first research gap that was idedtif
was that there was no overall toolset developedédovice design and development. There were some
individual tools and methods that had been predentéifferent contexts, but they haven’t been teke

into same context. The holistic and detailed tdalsat has been constructed, is illustrated in tdrap
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eight in the service factory model, makes a sigaiit contribution to service management literature
addresses the first research gap (merging of diftemethods and tools).

Besides the service factory model, the serviceofgdramework presented in chapter eight also
included two other parts 1) the essence of desiygaimd developing b2b ICT services and 2) the
implementation of service factory philosophy ingiiee. As identified in chapter one the third resha
gap was the absence of practical applications wicgedesign and development processes as well as
methods and tools. The “implementation of servigetdry philosophy” as a part of the framework
points out what are the core issues that need ttaken into consideration while designing and
developing services. These were a) the implememadf an idea instead of a model, b) always
applying every model into a specific context ané@w)iding the excess of documentation. This insight
has been collected through four different casesededen projects in different stages of organizatio
transformation during over six years and well otreee hundred meetings and presents a significant

contribution to service management literature.

The service factory framework also included a pladcribing the very essence — the underlying
philosophy — of b2b ICT service design and develepmAlthough it was not originally identified that
there was an actual research gap in the existiagature concerning this, it was realized during th
research process that the current literature wasaldc missing the attempt to fully capture and
crystallize what is the very essence, the veryikegesigning and developing services. Although some
previous definitions provided ideas about the témirexecution in a very precise manner, they daile
to grasp the very ideology and philosophy in serdesign and development. The definition in the
service factory framework was the followinthé very idea of service design and developmetd is
decrease performer’s discretion by defining thetenhof the outcomes in various stages of the poce
and moreover by defining and standardizing the potin process itself’It describes the very idea —
simply because service design and development alweagds room for interpretation. In service design
and development it is enough to plant the ideas Tihie essence of designing and developing b2b ICT
services” aspect of service factory is also malangignificant contribution to service management
literature.

The fourth and fifth research gaps concerned kndgdemanagement (knowledge creation and
transfer in service design and development procasd)social networking (social composition of the

service design team and its relations to the desighdevelopment process) aspects of service design
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and development. These two aspects of service mesig development had remained practically
unexplored. This was somewhat surprising, becamssvledge management and social networking
aspects of service design and development work imareediately identified after the first case which

focused on constructing the first version of theigie and development process.

After the more detailed examination in case Ikiés discovered that knowledge creation and
transfer as well as social composition of the sendesign and development project were the major
sources for significant challenges during the desigd development process. These notions leacto th
constructions of the “Knowledge Management Taxonanyg Enablers for ICT Consulting Service
Design and Development Process Model” and the “Nekviviodel for ICT Consulting Service Design
and Development Process”. Both of these modelssbms make a significant contribution to service
management literature. These models further leddetadentification of the most crucial phaseshia t
b2b ICT service design and development process faiy not at first strike as that important, but a
firm belief developed in this research is that ithentifications of these phases is extremely imgourt
for companies in the early stages of the transfGondrom a product oriented company towards a
service oriented company. The identification andcdetion of the critical phases form the third and
integral part of the service factory model. Thisnstouction is addressing the research gaps of
“knowledge creation and transfer in service desigd development process” and “social composition
and its relations of a design and development psicand thus making a valuable contribution to

service management literature.

As discussed in chapters 1.3 and 3.5 Service Damibagic (SDL) is one of the most recent
advancements in the area of service management.eBiplhazises the value-in-use over the value-in-
exchange. According to SDL, since it really is tustomer that gets to decide whether or not anyeval
is experienced during the use, it should reallythe interaction that happens between the service
provider and the customer, that should be in tmrakfocus of study. From this perpective one rhigh
argue that this study is not adequatelly emphagizime customer perspective. From this SDL
perspective one is right. However, as Ojasalo (aD@9gues quite correctly that allthough SDL has a
very valid proposition (that one need to pay adegatention to the role of the customer), one khou
also recognize the stage a particular company tisdrtransition from a product oriented compay ato
servce oriented company. If a company is in théyesiages of the product-service transition, théoca
deep inclusion of the customers role can make serdesign too hard for the company to handle
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(Ojasalo, 2009a), as the customer brings just anathcontrollable variable to the already complex
equation (Cipolla and Manzini, 2009).

Concidering this set-up from an ICT service providgerspective, it should be safe to say that
in the beginning of this study in 2001, the ICT ustty was really in the very early stages of
development from a product company into a servicegany. | will argue that this contiued to be prett
much the case all the way to 2007 — the time ofdkecase study. However, now in 2010 the sitnatio
is more favourable. In TeliaSonera, the late of®pfesented a turning point towards the ideas df.SD
Along with the a new management (in the Finnish b&mnization) together with the ten year journey
(from a product company into a service companyg, filcus has shifted from the inside — process
oriented — perspective towards the more customientad perspective. As a results a new service
concept for SME customer was actually finnishethi beginning of 2010. It is fair to say that S@ner
Kumppani is the first truly customer oriented cqptcthat was desinged following the ground ruled and
ideas of SDL in TeliaSonera (and propably in thenish ICT industry for sme companies). It is worth
mentioning that the author was the project manatger for this project. Presently it is safe to Haat if
this study were to be continued during this timdeast the case company would be starting to agyre
to digest the ideas of SDL and the role of theaustr would be more prevalent already in the design

phase.

The remaining question that might bear ones minthé do the principles of current SDL
thinking make the service factory framework constied in this study some how less valid. | argue the
opposite — that the service factory framework taltg valid for companies that are in a similar paaf
the transition from a product oriented company iatservice oriented company. Furthermore, as
Larsen, Tonge and Lewis (2007) argued, servicegdess really in childs shoes in the majority of
companies still today. This means that for thisarigj of companies, the service factory framework
presents much work for many years to come befarg should focus on the service provider-customer
interface in the extent that SDL proposes.

Contributions to Knowledge Management and Sociahiieking Theories

The provisioning of ICT services is a complex, Mygkocial, process generally involving co-
operation of several organizational units and thpérsonnel. Typical units include product

management, product development, sales suppopogugystems etc. The information needed in this
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production chain is typically embedded in process®as generally not documented. It is usually only
stored in minds of people and highly context depend

In practice there hasn’'t been any significant redean areas of knowledge management or
social networking concerning b2b ICT service desayid development. Models from knowledge
management as well as social networking were mohess isolated models and perspectives that were
taken into the context of b2b ICT service designl alevelopment for the very first time. The
“Knowledge Management Taxonomy and Enablers for IC®nsulting Service Design and
Development Process” model, presented in chapt#d,6as such was constructed from separate
knowledge management concepts and models and alésachtaxonomy was new also in the field of
knowledge management. Considering this model,gdi@ation is not restricted to service design and
development process alone, but can be used to egakmowledge creation and transfer in any
knowledge intensive process, which has a wide dzgtional reach. The model itself can be seen to
make a contribution to knowledge management libeeatIn addition, the practical application of
knowledge management theories in b2b ICT servistgdeand development as a freshly phenomena

makes a contribution to knowledge management tileza

The study benefits from the social networking tieoin a similar manner. b2b ICT service
design and development phenomena was new in tldeofisocial networking. This research has shown
how social networking plays an important part ire teervice design and development process.
Understanding of the process from social networkiagspective can help to avoid many mistakes that
could otherwise be made. Furthermore in case taiteideas and concepts from social networking
were borrowed and the service design and developpreness was illustrated as a development of a
social network. The aforementioned implementatibsarial networking practises in the new area of
service design and development together with th@akmetworking model for service design and
development constructed in chapter 6.3.3, presesisall contribution to the area of social netwogki

9.2 Managerial Implications

Along the six year long research process the cas®any has been facing changing business
challenges. In the beginning of the research peottes case company was dealing with, retrospegtivel
speaking, relatively primitive challenges in theearof ICT services. Systematic research process

together with open-minded practical applicationgegenput to planning and strategy work and enabled
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the company to evolve as an ICT service providerthas understanding of ICT service business
increased. The case company’'s knowledge aboutdhwlexity of ICT service design has evolved

considerably during the six year long researchogeriAs initial questions were answered, next
challenges were identified and new questions amdseew methods and conventions were taken into
use, next problem areas were identified and furdieeeloped.

In 2001 the main business challenges concernedceemanagement in general. As the
complexity of the case company’s product portfatioreased, the need for certain professional sesvic
also increased among the company’s customers.bFbigght out a new kind of a business challenge —
how to develop, sell and manage services in a coynflaat was really in a product business. The
results and findings from case | helped the casepany to understand the basic differences between
products and services and also provided them witlolaa process to design and develop services. Th

basic understanding was further developed durisg 4a2001 — 2002).

By the end of 2003 the case company had evolvedng Way — from a product oriented
telecommunications provider into a more servicemgd ICT service provider. In the beginning of
2004, the main business challenges were no longeceening the basic questions in service
management, but about cost and resource efficienayore particular. The results that had earliearbe
achieved with service design development projento@raged the management to continue with the
same methodology. As a result the service architecedesign project was formed and the basihor t
next case (lll) was born. Case Il that focusedtba applying the different service design and
development methods and tools, produced excellestilts and provided much insight about the
challenges at hand. The service architecture fraorlestarted to change the basic thinking in theacas
company'’s service development.

In the mid 2006, the case company was startingettate like a real service company. The
journey that the company had experienced, had ddeng one, but nevertheless it had not yet reached
its end, not by a long shot. The management rezednthat although there were still challenges
concerning cost efficiency in service productiotsoaquality issues raised their importance. It was
noticed that services were too much produced iadahoc manner and their production was too heavily
dependent on individuals. Every individual seemedhdve their personal way of doing things, which
they had learned during the past years. Certain beesnof the management had at this time a

reasonably long history in service design and dgraknt, so it was no longer a question of which
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methods to selected, but more of a question of wkarvices needed to be redesigned and developed
first. In the end, five services were selected eodespondingly five projects were established.sehe
five projects provided perfect change to test tifferegnt parts of the service factory frameworkdase

IV that had been constructed during the first troases.

9.2.1 Lessons Learned During the Research Process

The six year long research process has providatusual, perhaps even a unique — opportunity
to examine from a close proximity the developmeithe b2b ICT service design and development
phenomena and a real life case company's transfmmafrom a state owned traditional
telecommunication products company into an ICT iserprovider. Just by examining this phenomena
for such a long period of time, made it possiblegather many insights that were not directly about
service design and development as such, but weneaitely related to the success of service desigh a
development. These insights fall into two categorienderstanding the transition from a product
oriented company into a service oriented company facusing on the implementation of Service

Factory Philosophy. Next, both of these issuesi@m®ussed in more detail.
Moving from a Product Oriented Company into a Ss@riented Company

There are two basic things that one needs to psopaderstand and identify before starting to
design and develop b2b ICT services: at what stagecompany is in the product-service transition
(Ojasalo, 2009a) and what it actually takes to miowe a product oriented company towards a service
oriented company. Both aspects may sound self-eviaefirst, but one the major learnings duringsthi
research process was that these aspects are gtumlgrestimated in every company, time after time.

When the case company was starting to develop ssiofeal services, many people had the view
that the company had in fact been in a servicenlessifor quite some time, and that there wasnllyrea
that much to develop. As during the Case | the Kkadge and understanding of the service business as
well as knowledge of service design and developritself started to grow, it became quite clearhe t
core project group that the transition is goingb® a real challenge. The importance here is that
different aspects need to be emphasized in sedgsgn and development work, depending on the
stage the particular company is at concerning rduesition. In the beginning it is important thatnga
things are “done by the book” and much effort i$ fouthe organizational implementation. Companies

may be tempted to cut corners in phases that mr@ ¢onsuming, but that leads to nothing else than
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trouble. The transition from a product company iatservice company really is a long one, which
makes it increasingly crucial that the basic thiags properly learned before on can make decisibns

what is important and when.

Relating this to the Service Factory Framework odticed in chapter 8.2.2., one cannot
emphasize enough that the complete track of theesgomodel needs to be applied many times before
the fast track can be applied. Although there aemymstages that are quite time consuming (e.g.
piloting and selling to the first customers) anduiee much challenging and difficult discussionshwi
various stake holders in the organization, one si¢egerform those phases in order to learn fraemth
and understand their purpose. That way it is lehmubat skipping those phases mean. And skipping
always has some consequences to the success efmemtation. In this regard, the service design and
development is like projects in general, if one poomises too much in the early stages, the changes

are that the end result is not what was originaillged at.

As discussed earlier, companies often see thenssétvédoe far more advanced in terms of
service business than they actually are. Unforipathere are no cook books available in expiicitl
stating how companies rate in this aspect, so aeds)to have enough humility to preferably
underestimate than to overestimate. Service busirgslosophy touches every corner of the
organization so one should estimate how well hdvtha parts of the organization abandoned the old
product business paradigms and adopted new sepugieaess ones. When one takes one look at the
figure 9, illustrating the different parts of theganization needed to provide ICT services, one
comprehends that really all parts and all levelghef organization are involved. And even when it
seems that the job is really done, one needs tepadhat some tension will always remain between
product people and service people (Antioco et@082.

If the table 1 from the introduction chapter isakk®d and the timeline is added, one can see how

case company'’s transition developed during the/ear period. This is illustrated below in table 17.
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Table 17 The transition of the case company from product business into a service business.

Timeline Main business focus Blisiness Challenge Regear ch focus
Case | 2001 product managing services design process
challenges in the design
Case Il 2001-2002 product managing services process
Case lll 2004-2005 product and service cost & resource efficiency tools and methods
cost efficiency & Implementation of the
Case IV 2006-2007 service standardized quality service factory

As can be seen from the table above, it has taikeyears for the case company to move from a
product business into a service business. And avéis time it is fair to say that the transiti@nby no
means reached its end. The case company’s transitidd be divided into three different stages,oluhi
were each characterized by three different typeguettions: 1) what should be done and how, 2) how
can we cut costs and 3) how can we improve qudlithe first phase, the questions are mostly eelat
to what should be done and how. For example howldhee manage service, how should we sell
services, how should we produce them etc. In otfteds people do not exactly know what should be
done and how, but they are convinced that somethéegls to be done. In the next phase, after the
basics have been learned, the focus turns intedbts. In the first phases the emphasis has been on
putting various tasks and activities into some lifidrder, which also makes it possible to seette
costs of these tasks and activities. After thescage know, it usually leads to debate that théscae
too high. This puts more effort and focus on cdtitbg and decreasing the costs of providing semvice
It is important to recognize that this might alse dne of the reasons for some people not to be
interested in designing and developing serviceeeabse it makes them open for discussions about
efficiency. As long as things are done in an ad manner and no one really knows what exactly is
done, by whom and why, it is possible to stay afwam discussions about productivity.

The last phase is characterized by questions d@heuguality. After the company has learned to
provide services in a systematic standardized wag,in a cost efficient manner, they tend to see al
lack of quality. In the case company this marked onportant point in the transition from a product
company towards a service company. For the firsetithe main focus was on what does the end
customer what. Management saw that although itkmasvn how services needed to be provided in a

professional manner, how they could be provided gost efficient manner the quality of the services
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was not totally matching the customers’ requirerseht the case company this development through
these three stages seemed quite natural and idbtif- at least retrospectively examining. Althloug
this is not meant to be rock solid categorizatitwowt the different stages in the transition from a
product company towards a service company, onetrbigiefit from the questioning characterizing the
different stages. This examination about the diff¢istages in the transition leads to the othepmtapt
aspect in the transition — the effort needed.

In addition to the tendency to overestimate thgesta particular company is in the transition
there is a tendency to underestimate the effortt ihaneeded to continue that transition. The case
company’s six year transition hasn't been easy #@nkdasn’t happened by it self. As with any
organization change (Kotter and Rathgeberg, 2606h hard work, much failing and much continuous
repetition and reminding is needed for a companye@ble to change from a product company into a
service company. The fundamentals in product basimempared to service business are so different
that the effort required in making every one inaegé corporation to understand that and then make
them abandon their old ways of working and furtimake them adopt to new ways of working, is many

times bigger than one can estimate in the beginning

During the research process, these fundamentals tidwminated into a two primary aspects.
The first one is that service production procese@ly a never ending one. In other words, whea on
delivers a product the process ends in a way tortient, when the customer purchases the product.
With a service the process continues all the wahéopoint when the service is terminated on bebfalf
the customer or the provider. Following the reasgrof SDL, this “minor” difference alone has quite
fundamental impacts on the thinking about valuatioe: in product companies the value is created
before the delivery, but in service companies e creation starts after the delivery. This leadbhe
other fundament — a service is an abstract, intdeghing that is not perceived the same way by the
customer than a product. Even if a product a brdqt@mporarily or for good) customer can still ske t
tangible product and maybe evaluate the qualitgdas how the product has functioned before. But an
abstract service is evaluated continuously andjttadity is very much dependent on the present time.
other words especially with ICT service, it is véigrd for the customer to evaluate the past quafity
service, if the service is presently not workingcéuse there are no tangible outputs to remindoinim
her.
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These two fundamentals have a huge impact on tlys whworking in the organization and
have a huge impact on the sense of urgency thdsrieebe on the top of the mind of those people tha
are affected by customers — and that means eveliyotigee organization. Because companies do not
understand or do not completely realize the ramuiitms of these two aspects, they very often
underestimate the effort needed to successfullyycawt the changes during the transition from a
product company into a service company. On of thgsathis was visible in practice, was that after
each of the phases there was a short period of leopny after each of the phases. After people
learned how to manage service in general, theygthiothat now the job was done. And after they
further learned how to do that in a cost efficiemty they again thought that now the job was doas —
do they think after the third phase. The importaason within the case company was that nevertheles
how much time and effort was planned to be needeairying out the change, it always required a bit

more.

Allthough this research period ends at a time wtencase company wasn't yet ready for a
deeper focus on the service provider-customerant@m, a couple words can be said about the next
steps. | argue, that the very next steps in thesitian from a product company into a servce corgpan
will become more and more focused on the role ef ¢hstomer. Now when the company starts to
master the things that happen inside the compamsiould start to pay more attention to what happen
outside the company. In other words the principleSDL present the focus that the case company will

concentrating on for the next three to five years.
Implementation of Service Factory Philosophy

The overall service factory model introduced inptea 8.2. consists of three different aspects 1)
the essence of designing and developing b2b IQVices;, 2) the service factory framework and 3) the
implementation of the service factory framework.ring the research process, three specific aspects
were highlighted in the implementation of the seeviactory model I) the implementation of an idéa,

application of a model into a particular contexd &) avoidance of excess documentation.

At first the implementation of an idea instead ahadel might sound more of a semantic issue
than an issue of practical relevance. Howevereteenuch more behind it than just that. Models are
often quite complex, theoretical constructions tuat left open for debate and further discussidris T

makes them quite challenging to be unambiguousignconicated and adopted throughout an entire
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organization. The mere notion that they are almaistays left open for debate makes it nearly
impossible to make any change happening. In additlee complexity makes it difficult for people to
understand the purpose in a uniform way. An idsgesd, is much simpler and unambiguous for people
to grasp. When people have bought the overall itteds and methods in a particular model become

mere means to an end, not objects open for diggussi

The second notion of application of the model mfparticular context is related to the first one.
When it is understood that the purpose is to gepleeto buy an idea (that a model is a construaidn
it is also understood that models themselves haveatue unless they fit to the circumstances and
environment of the particular company. And becaosedels are usually designed to work in a
particular context, it means that they need to fiygied to fit into another context. It is importathit
people that are steering service design and deweopare ready to compromise the orthodox use of
the model when the context differs enough from Whie model was originally designed for. However
some caution is needed here. Application of a mddeén’t automatically the same than skipping &ll o
the laborious phases it simply means that the rgaad is not the orthodox use of a model but an
appropriate use of a model. And that means thatlpeoust also be ready fine tune the model when the

context is different.

This leads to the final aspect in the implementat&lthough service design and development is
very much about tangibilizing the intangible, abaibstracting the knowledge, the know-how from
people’s minds, documentation is not end goalfit§arvice design and development can easily lead t
excessive amounts of documentation. This mighitstt$eem even appropriate, but will eventuallyntur
out to be unbearable as no one has time to read @alieno one has time to update them all and re® on
really benefits from all the information in the dwmeents, except the people who have designed and
developed the services. Documentation structure service should always be constructed to function
throughout the entire lifecycle of the particul@nsgce, not just in the design and development @has
Many documents may be useful and necessary indhigi phase. But if they are not used after that,
they will not be updated as the service develogs tine and will end up being just another reasby w

not to manage services in a systematic way.

In many ways service documentation is about bafencbetween practicality and
standardization. On the other hand service prodnaieeds to be standardized and in order to do that

certain things need to be documented. On the didwed service production is in practise about people
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performing various tasks and activities. Althougte avould like every one to follow the same process
and perform the tasks and activities in a simigmhfon, in practise it is just not possible. Atskei is

not possible in knowledge industries, such as I€fvise production. Every one wants to perceive
themselves as more of an artist than just one mi&ceachinery functioning in a predefined fashion.
This means that every document needs to have @ageithat is relevant to the person that is supposed
to follow and update that particular document. Example a well defined service description needs to
be sold to the production people, who think thagrgwservice needs to be unique customer specific
performance as a way to prohibit sales people ltasemething that cannot be delivered. As a way for
the production people to ensure that they do nceive customer reclamations from poorly defined
service outputs. If one cannot justify the purpoa document to the person who is intended t@¥oll
and/or update that document, there are good chdhgethe particular document falls into the catggo

of excess documentation.
9.2.2 Practical Relevance of the Study

The previous chapters discussed about the pradgeahing’'s that have been accumulated
during the research period. But what about theiseractory framework as such, is it just another
theoretical construction without any practical velece. The service factory model is consisted xfeth
parts 1) the essence of designing and developihd®2 services, 2) the service factory frameword an
3) the implementation of the service factory framgw The first and third part are — as discussed —
pretty much about the practical learning’s thatéhaeen captured during the research process, so the
second part — the actual framework — is probablgtnopen for debate over practical relevance. The
framework itself consists of 1) the packaging pes¢e2) the tools and the methods and 3) the dritica
issues. From a practical relevance view point @reyall considered to be equally open for discussio
The evaluation of the practical relevance of thamfework is based on three aspects: 1) empirical

foundation, 2) application of the framework andt8) content of the framework.

Although the framework is a theoretical construttiot is based on four cases that are
themselves based on 11 real-life projects. Moredtiverresearch period during which the framework
was constructed lasted over six years. Duringtthie the case company went through many phases in
the transition from a product company towards aisercompany. This six year long research period

during which the framework was constructed, galet af perspective to the framework. The fact that
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the empirical foundation, based on which the frawwws constructed, is heavily based on real life
context, increases the possibility a lot that tremework really provides practical significance. In
addition the long research perspective furthereases the possibility that the framework is not gus
snapshot in a time but can be applied over time. Jétond fact that different parts of the framework
and the framework as a whole have successfully bpptied in practice during the four cases, further
increases the possibility that the framework warkeeal life context. The service factory framewdask
not just a construction that has been developeddban real life cases, but it has also been further
tested in real life cases. Time after time the fases reported how the different parts of the énaork
were applied in real life context and how they pitad.

The content of the Service Factory Framework is miged of three different parts 1) the
process for designing and developing b2b ICT sewi@) the tools and methods to be used in the
design and development process and 3) the critisils and issues in the design and development of
b2b ICT services. The process part acknowledgedigah limitations by providing also the fast track
description for more advanced companies in furithewn the transition. This could be argued to
increase the usefulness of the process model. 8thaf $ools and methods for designing and devetppin
services comprised of four different approachesintustrialization, 2) tangibilization, 3) service
blueprinting, and 4) service scripting. All of tieeare more or less theoretical models that nedx to
properly understood and learned before they casulbeessfully applied in practice. From a practical
view point these might — at least at first glancgeem a bit too theoretical to be used in praciibés
practical weakness has been tried to be contrblgoroviding insights and instructions about hoeyth
have been applied in practice during the four caNlesertheless it is acknowledged that they are the

weak point from a practical point of view.

The individual models and theories through which thitical tasks and activities in service
design and development process were identifiecadsé too complex for practitioners to be used in
every day operations. That's one reason why thradveork focused on elaborating the critical tasks an
activities as such as well as the reasons behiaoh th not the knowledge management nor social
networking models and theories themselves. Thegfatie service factory framework examining the
critical tasks and activities provides very pragtiadvices and ideas of was needs to be considecd
remembered during the design and development tretise success of the overall process. This can be
argued to increase the probability of the practieddvance of the framework. Finally the framework
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contains many real life templates that have beerldped for service design and development in the
case company. In addition the framework contaidetailed description of the document structure that
was developed in the case company. All of thesel®es and example documents can be used as such
or with minor modifications a companies that wamtapply the service factory model. This example
documents provide very practical and very usefulregs of information for practitioners planning to

use the service model.

Considering the three different aspects as sodargsractical relevance (empirical foundation,
application of the framework and the content offilaenework) it can be argued that the probabiliy f
the service factory model to be of high practiedévance is very high. The model is based on strong
empirical foundation, applied in several real lifesses and the content of the model is such thakeés
into account many limitations facing practitionémsa real life context. It is thus strongly believby

the researcher that the service factory model suitsa real life context with high remarks.
9.3 Limitations and Suggestions for Further Studies

In the chapter the limitations of this study as Iwad suggestions for further studies are

discussed. Both of these aspects are examinedria aetail in the following two chapters.
9.3.1 Limitations for this study

The limitations of this study come from three diéfet sources 1) the nature of service business
itself as well as the nature of service designaekelopment as a phenomenon, 2) the characteritics
the case company and 3) action research orientdtplauembedded case study with constructive
approach as a selected research methodology.

The Nature of Service Business

As discussed throughout this study, service busirdiffers from a product business in a
fundamental way. The differences in the fundamentaed to be properly understood, before the
phenomenon of service design and development cax&mined. In many ways service business is
much more abstract than product business. Thisafuedt causes many challenges when one is trying
to conceptualize things in order to raise one’sviedge. For people who have been dealing with

product business for years the mere change in ipargeabstract services in stead of more tangible
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product requires much work and effort. When furttrging to capture the idea of service design and
development into models that are used in this abistontext, the resulting model is many timeseguit
theoretical and complex. The mere understandingaxfels describing service design and development
require quite a lot from the perceiver. It is nelf vident that everyone is equipped for that.uady
quite a few people are equipped for that. Serviegsigh and development requires people with good
conceptualization skills and a mind set that enages the use of different theories. Finding thisllof
people is by no means easy. These requirementstexipieom the user, propose a clear limitatiorhto t
service factory model constructed in this studythéligh the model itself is sound and it has been
developed in a way that allows it to be used irciice, there are actually quite a few people tlaat c
conduct service design and development in a riatéintext. This limitation is not specifically fthis
study, but in general a limitation for all studiesthe field of service management studying service

design and development.
Characteristics of the Case Company

The second limitation is dealing with the chardst@s of the case company. As discussed in
chapter 4, the selected case company is large matitihal-corporation employing around 6000
employees, operating in high technology field ofibess. Although ideally the service factory model
constructed is focusing on the phenomena of sedésgn and development in general and thus would
be applicable among all sizes of companies, thegegsshat are related to its use and implementation
may vary quite a bit depending on the size of hgany. As stated by Smith and Fischbacher (2002),
in a way service design and development is a palitbargaining process. This degree of different
political ambitions concerning service design amdelopment is more or less affected by company
size. In bigger companies the political game tkatdnstantly played is probably much more intense
than in smaller companies. This has undoubtedlyeffect on the use and implementation issues
concerning the service factory model. In additiortite size of the case company, the field of bissine
has also significance when generalizing the finginghe basic issues in service design and
development can be the same irrespective of thé @iEbusiness, but again different aspects maybe
important for a company operating in a health darsiness compared to company operating in ICT
business. The case company is very technologicaignted which probably shows in the results. On
the other hand the thinking of “what service eletaetio we need in order to be able to sell this

technology” may not be so different from “what seevelements do we need order to enhance the sales
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of this blood pressure meter”. The differences mayy well be more related to the stage in the
transition from a product company towards a servicenpany than in the field of business.
Nevertheless the size of the company and the heghnblogy field of business do have certain
limitations that need to be taken into account whemeralizing the findings of this study.

Action Research as the Research Approach

The third source for limitations origins from thelexted research methodology. Action research
as a research approach added with constructiveentunot the one that is argued to produce the mos
general findings. As Kaitovaara (2004) summarizied triticism, AR has been associated with a
symptom of having more relevance but less rigouneWacting as a complete participant (Roth et al,
2003) in performing AR there is always the danddseing more of a practitioner than academic when
agendas conflict (Robert, 2003). This leads to dhestion of how objective is the Service Factory
model constructed. Is the model objectively deseghihe service design and development phenomena
or is it just a subjective view of my own. The dtabf any research design and approach can be
evaluated using certain logical test. In case stadgarch four tests are most commonly used (Yin,
2003). These tests are construct validity, extewaidity, internal validity and reliability. | has
provided explanations and evidence of how theds tesve been applied to increase the validity and
reliability of this study. From this point of vielfeel that proper methods and conventions have bee

used throughout the research period.

Moreover, during the six year long research pefiodve become quite convinced of at least one
thing, | claim that service design and developreamnot be reliably studied without some degree of
participation by the researcher. My role as a cetepgparticipant has allowed access to confidedtita
such as cost, pricing and customer data as wélltage visions, business plans, and strategiesegsc
to this kind of sensitive information would haveveebeen possible, unless | had been a full memiber
the organization and the group. Furthermore myigpant role has positively influenced the co-
operation with the other people in the projectdoih’t believe that the development in regards ® th
understanding of service business — and especiatlgrstanding of service design and development —
would have been the same unless there had beesadanaic conceptualizing things and pursuing new
challenges all the time. | strongly believe thahaligh purely from a methodological point of vidvist
kind of a symbiotic relationship between theory amectice is not the most rigorous, the practical

relevance out weights these short comings in tagecAnd | further think that the Service Factory
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model constructed in this study would not have jbsshrough any other research approach and that i
truly provides a good ground that further reseacah benefit from and build also more rigorous

research on.
9.3.2 Suggestions for Further Studies

During this research period four ideas for furtbrdies have risen above others and each of
these three areas focus on different aspects afehéce design and development phenomena. These
areas are: 1) application and further developméservice design and development tools and methods,
2) testing Service Factory model in other conttslevelopment of metrics for service design and

development, and 4) emphasizing the role of théoowsr in service design.

Suggestion for Further Research 1: Application &uwdther Development of Service Design and

Development Tools and Methods

The basic methods and tools — industrializationgitzilization, service blueprinting and service
scripting — are presented during 70s and 80s, avelt 20 years ago. Although they are very muctdvali
today, surprisingly few researches have tried fyafhem or further develop them. Service desigth an
development altogether has been somewhat unexpdweaduntil recent years. Now again during this
decade, new research interests has been showisiarda. Yet, these old methods have still stayed
pretty much untouched — this presents one veryntiatearea for further studies.

Future studies could examine both the applicabibtythe above mentioned four tools and
methods as well as the further development of thHosts and methods. These models themselves
present certain ideas and approaches, provide ghitesophies of how one can design and develop
services, but before those ideas and philosopltdaaspeoperly be understood and their full potential
captured, they need to be applied in different extstand in different kinds of case companies. More
research needs to be conducted to apply thesedndlsnethods so that they can be further developed

and new tools and methods can be developed.
Suggestion for Further Research 2: Testing Serivarory Model in Other Contexts

As discussed in the previous chapter, the Servaetofy Model has been constructed in a
certain corporate environment in a certain highhmetogy business context. It is not known how well
the model can be applied in other environmentsthrer kinds of contexts. Some laws concerning the
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service business logic are undoubtedly the samspective of the environment and context, but some
laws are different. From design and developmerggestive, the process for designing and developing
services may very well vary especially in relattonthe company size. This in turn poses questiéns o
how essential roles do knowledge management andhlsoetworking aspects play in smaller

companies. In a way the knowledge management aspeetassociated with the challenge of context
specific, scattered information. This kind of ckalje may not exist in smaller companies or at least

may not exist to a same extend.

In a similar manner the social networking aspecassociated with the challenge of multiple
persons that have contradicting goals, have thidtesed tacit information. First they need to be
convinced that they should tell this informationdathen the information needs to be organized and
further conceptualized. In smaller companies tl@rimation is not so widely scattered (simply beeaus

there aren’t so many people) and the role of psisnanay not be so strong.

In addition to the corporate size aspect, the heghnology business context brings another
angel. How much do business context affect serdiegign and development. As discussed in the
previous chapter, the business context may have sdfact, but then again many things are inherently
the same irrespective of the line of businesseast the effects are not as obvious as they atedelo
the company size. To seriously test the generalizabf the service factory model, it should bepéipd
in case companies in different kinds of environmandifferent kinds of business contexts. | strgngl
believe that most of the laws concerning servicggiteand development are pretty much the same, but

| also believe that some surprises will be found.

Suggestion for Further Research 3: Development ddtriss for Service Design and
Development

In a way the Service Factory model describes arilihea the ideal and optimal situation in a
service company. It illustrates how services shdidddesigned and developed using certain tools and
methods and how these services should construotkniving a modular architecture. As discussed
earlier, in the case company — TeliaSonera — thissition has taken over six years and is till yodg
no means ended. Taking this into account, the tiniea for further studies could to develop some kin

of metrics to measure how well the transition franproduct company into a service company is
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happening in a particular company. In other wotdsdevelop metrics to follow up how well the
different aspects of the service factory modeltarging into a reality.

Purely from a managerial point of view, the metricaild also cover the benefits gained from
the transition. Although it may feel that the betsefire quite self-evident and trivial an moreoiés a
more a question of business decision to move fr@roduct oriented company into a service company,
the transition altogether is a huge change. Anidh asy change, there will be people how will quasti
the necessity or sanity of the transition from adoict oriented company into a service oriented
company. Bearing these people in mind it would wiséfthere would be key performance indicators
measuring the before and after situation — what desged and how. And really developing these
KPI's into quantitative measures that bring harddemce of how much better things are when

companies began to adapt to the Service Factoojuge.
Suggestion for Further Research 4: EmphasizingRble of the Customer in Service Design

As discussed earlier, the role of the customer atalve overemphasized in terms of value
creation. And at the same time, it should be césefissessed when is a particular company is réady
this customer oriented thinking in such a passioat iSDL proposes. That being said, this study
suggests that the fourth area for further resesr¢b examine how the role of the customer shoeld b
promoted in b2b ICT service design by companiesahaready for the next steps in the transitiomfr
a product company into a service company. In conegahat are at this phase of the transition, ileo
be evaluated how the ideas of SDL could be incedgor to service design process proposed in the
service factory framework. This could present thiedtprocess variant in addition to the completd an
fast track models presented in figure 35.
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Appendix | — Interviews and

Meetings in Case |

The main purpose of the meetings is categorizeatmtee different categories, which are frameweprioject and review.

The logic of the categorization is as follows:

services, or parts of it (process, methods & taelsiplates, or approach).

Technical Key Customer service, Quality Managemengolution Design).

1. Framework
[ ]

2. Project
L]

3. Review

meetings were mostly one-to-one interviews.

The Meeting Subject describes the general thentkeofneeting and the Purpose explains the main ebofehe meeting

in more detail.

Date Meeting Subject Participants Purpose

4.1.2001 | ldeas for professional | Hy6tylainen, Mika (Methodology Expert Framework - Meeting concentrated
services Professional Services Commercializationdn discussing the current challenge

Auer, Timo (Vice President / Product | consulting services.
Management)

12.1.2001 | Workshop for discussiridHyotylainen, Mika (Methodology Expert  Framework - Meeting concentrated|
the idea of packaging | Professional Services Commercializatiopdn discussing how to commercializ
professional services | Auer, Timo (Vice President / Product | professional services.

Management)

16.2.2001 | Workshop for Hydtylainen, Mika (Methodology Experty Framework - The meeting
commercializing Professional Services Commercializatiopdpncentrated on the different
Prestudy service Auer, Timo (Vice President / Product | methods and tools to be used in th

Management) Prestudy packaging project.

26.2.2001 | Workshop for examiningHyétylainen, Mika (Methodology Expert {Framework - Meeting concentrated
alternative ways for Professional Services Commercializatiopdn discussing how to commercializ
packaging professional | Auer, Timo (Vice President / Product | professional services.
services Management)

2.3.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert | Framework - Meeting concentrated
commercializing Professional Services Commercializationdn discussing a possible project for
Prestudy service Auer, Timo (Vice President / Product | packaging professional services.

Management)

15.3.2001 | Workshop for Hyotylainen, Mika (Methodology Expert |/ Project - Meeting concentrated on

commercializing Professional Services Commercializatiopgstablishing the core project team.
Otala, Tuomas (Department Director /

Mika Hyotylainen, Aalto University School of Econ@s
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Framework meetings concentrate on discussing anelajgng the overall framework for packaging ICT

Project meetings concentrated on commercializing itidividual services (Key Customer service,

Review meetings concentrated on getting feedbadkaaseptance for the Packaging framework. These
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Prestudy service

Professional Services); Auer, Tifice
President / Product Management);
Kaitovaara, Petteri (Consultant /
Consulting)

19.3.2001

Workshop for
commercializing
Prestudy service

Hy®otyldinen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management)

Framework - The meeting
ndpncentrated on the Prestudy
packaging project planning.

23.3.2001

Workshop for
commercializing
Prestudy service

Hy®otyldinen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Review - The meeting concentrate
ndn reviewing the project plan.

|

27.3.2001

Reviewing
commercialization
process

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Review - The meeting concentrate
ndn reviewing the packaging proces|

|

29.3.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Lehtinen, Anneli (Development Manage
Product Manager)

Project - The meeting concentrated
ndn discussing the role of
documentation in the Prestudy
packaging project.

30.3.2001

Reviewing Prestudy
service project

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services); Auer, Timo (Vice
President / Product Management)

Review - The meeting concentrate:

ndn reviewing the project plan and tf
tools and methods to be used in th
2project.

f

2.4.2001 | Reviewing Hyétylainen, Mika (Methodology Expert J Framework - The meeting
commercialization tools | Professional Services Commercializationgpncentrated on discussing the
and methods Auer, Timo (Vice President / Product | packaging tools and methods.

Management)

12.4.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn specifying the Prestudy service.
Prestudy service Kaitovaara, Petteri (Consultant /

Professional Services); K&aaridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

17.4.2001 | Reviewing Hydtylainen, Mika (Methodology Expert}Project - The meeting concentrated
commercialization Professional Services Commercializationdn discussing the role of sales in th
process Sten, Janne (Director / Sales Sweden); | commercialization project.

17.4.2001 | Reviewing Hy®otylainen, Mika (Methodology Expert Review - The meeting concentrate

commercialization
process

Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

ndn discussing the progress and iss
in the packaging project.

]
ues

Mika Hyotylainen, Aalto University School of Econ@s

19.7.2010



220

18.4.2001 | Reviewing Hyétylainen, Mika (Methodology Expert  Framework - The meeting
commercialization Professional Services Commercializationypncentrated on reviewing the
framework Auer, Timo (Vice President / Product | current packaging process

Management) description.
19.4.2001 | Workshop for Hydtylainen, Mika (Methodology ExpertProject - The meeting concentrated

commercializing
Prestudy service

Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); K&aridinen, Riitt
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

ndn specifying the Prestudy service.

a
a-

20.4.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn specifying the Prestudy service.

a
a-

23.4.2001

Workshop for
commercializing
Prestudy service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); K&aridinen, Riitt
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrateq
ndn gathering information about the
different tasks in the Prestudy
aservice.

a-

24.4.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn gathering information about the
different tasks in the Prestudy
aservice.

a_

24.4.2001 | Reviewing Hyotylainen, Mika (Methodology Expert | Framework - The meeting
commercialization Professional Services Commercializationgpncentrated on discussing the
framework Koski-Lukkari, Liisa (Vice President / packaging framework from the sales

Sales) point of view.
27.4.2001 | Workshop for Hydtylainen, Mika (Methodology Expert{Project - The meeting concentrated

commercializing
Prestudy service

Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kéaridinen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

ndn gathering information about the
different tasks in the Prestudy
aservice.

a.

4.5.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /

Professional Services); Kéaridinen, Riitt;

Project - The meeting concentrated
ndn creating the Prestudy service
content.

a
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(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

8.5.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializatiopdn creating the Prestudy service
Prestudy service Kaitovaara, Petteri (Consultant / content.

Professional Services); Kaariainen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

9.5.2001 | Workshop for Hyotyldinen, Mika (Methodology Expert / Framework - The meeting
commercializing Professional Services Commercializationgpncentrated on discussing the
Professional services | Auer, Timo (Vice President / Product | packaging tools and methods.

Management)

10.5.2001 | Reviewing Hyotylainen, Mika (Methodology Expert | Framework - The meeting
commercialization Professional Services Commercializationgpncentrated on discussing the
framework Kaitovaara, Petteri (Consultant / packaging framework.

Professional Services)

11.5.2001 | Workshop for Hyotyldinen, Mika (Methodology Expert / Framework - The meeting
commercializing Professional Services Commercializationgpncentrated on discussing the
Professional services | Vayrynen, Petri (ITIL Manager / packaging framework from the ITIL

Production) model’s point of view.

11.5.2001 | Workshop for Hy®otyldinen, Mika (Methodology Expert / Project - The meeting concentrated
commercializing Professional Services Commercializationdn gathering information about the
Prestudy service Kaitovaara, Petteri (Consultant / different tasks in the Prestudy

Professional Services) service.

15.5.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert | Framework - The meeting
commercializing Professional Services Commercializationgpncentrated on discussing the
Professional services | Auer, Timo (Vice President / Product | packaging process.

Management)

15.5.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert | Framework - The meeting
commercializing Professional Services Commercializatiopngpncentated on discussing the
Professional services | Auer, Timo (Vice President / Product | packaging framework from the

Management); Salmela, Jussi-Matti production point of view.
(Development Manager / Production)

18.5.2001 | Workshop for Hyotylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn creating the Prestudy service
Prestudy service Kaitovaara, Petteri (Consultant / content.

Professional Services); Kaaridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

28.5.2001 | Reviewing Hyétylainen, Mika (Methodology Expert /Review - The meeting concentrated
commercialization Professional Services Commercializationdn discussing the progress and isstes
framework Auer, Timo (Vice President / Product | in the packaging project.
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Management)

28.5.2001

Workshop for
commercializing
Professional services

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Vayrynen, Petri (ITIL Manager /
Production)

Framework - The meeting
ngpncentrated on discussing the
packaging framework from ITIL
model point of view.

29.5.2001

Reviewing Prestudy
service project

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services); Auer, Timo (Vice
President / Product Management); Tuor]
Otala (Department Director / Profession
Services); Koski-Lukkari, Liisa (Vice
President / Sales)

Review - The meeting concentrate
ndn discussing the progress and iss
in the packaging project.

nas
al

]
ues

4.6.2001

Workshop for
commercializing
Prestudy service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn documenting the Prestudy servi

A
a-

ce.

5.6.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaaridinen, Riitt
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn creating the Prestudy service
content.

a
a_

6.6.2001

Reviewing the Prestudy
service project

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services); Auer, Timo (Vice
President / Product Management);
Kaitovaara, Petteri (Consultant /
Consulting)

Review - The meeting concentrate:
non discussing the progress and iss
in the packaging project.

h

|
les

7.6.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaéridinen, Riitt
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn creating the Prestudy service
content.

a
a_

11.6.2001

Workshop for
commercializing
Prestudy service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /

Professional Services); Kaaridinen, Riitt

Project - The meeting concentrated
ndn documenting the Prestudy servi

a
a-

(Consultant / Professional Services); Ot

ce.
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Aho, Ville (Consultant / Professional
Services)

15.6.2001 | Presenting Hy®otylainen, Mika (Methodology Expert | Framework - In the meeting the
commercialization Professional Services Commercializationpackaging framework was presented
framework Sten, Janne (Director / Sales Sweden); | to the head of the sales unit in

Kostilainen, Panu (Director / Swedish | Sweden.
Market); Qvarnguard, Lars (Vice President
/ Sales Sweden)
18.6.2001 | Workshop for Hy®otyldinen, Mika (Methodology Expert /Project - The meeting concentrated

commercializing
Prestudy service

Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

ndn documenting the Prestudy service.

a
a-

19.6.2001

Workshop for
commercializing
Prestudy service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kéariéinen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn documenting the Prestudy service.

a
a-

20.6.2001 | Workshop for Hy®otyldinen, Mika (Methodology Expert | Framework - The meeting
commercializing Professional Services Commercializationypncentrated on discussing the
Prestudy service Kaitovaara, Petteri (Consultant / different tools and methods used in
Professional Services) the packaging process.
20.6.2001 | Reviewing Prestudy | Hyotylainen, Mika (Methodology Expert  Framework - The meeting

service project

Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

n¢pncentrated on discussing the
template set in the packaging
framework.

21.6.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn documenting the Prestudy service.

a
a-

3.7.2001 Reviewing the packaginglyotylainen, Mika (Methodology Expert | Framework - The meeting
process Professional Services Commercializationgpncentrated on discussing the
Pihlajaméki, Jaana (Project Manager / | packaging process from the
Process Development) production point of view.
4.7.2001 | Reviewing the packagin¢lyotylainen, Mika (Methodology Expert}Framework - The meeting

process

Professional Services Commercializatio
Pihlajaméki, Jaana (Project Manager /
Process Development)

ngpncentrated on discussing the
packaging process from the
production point of view.

Mika Hyotylainen, Aalto University School of Econ@s

19.7.2010



224

5.7.2001 | Reviewing Hyétylainen, Mika (Methodology ExpertProject - The meeting concentrated
commercialization tools | Professional Services Commercializationdn documenting the Prestudy service.
and methods Ké&ariainen, Riitta (Consultant /

Professional Services); Otra-Aho, Ville
(Consultant / Professional Services)

7.8.2001 | Workshop for Hydtylainen, Mika (Methodology ExpertProject - The meeting concentrated
commercializing Professional Services Commercializationdn documenting the Prestudy service.
Prestudy service Kaitovaara, Petteri (Consultant /

Professional Services); K&aaridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

10.8.2001 | Workshop for Hy®otyldinen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn documenting the Prestudy service.
Prestudy service Kaitovaara, Petteri (Consultant /

Professional Services); Otra-Aho, Ville
(Consultant / Professional Services)

13.8.2001 | Workshop for Hydtylainen, Mika (Methodology ExpertProject - The meeting concentrated
commercializing Professional Services Commercializationdn prototyping the Prestudy service
Prestudy service Kaitovaara, Petteri (Consultant / with the internal organization.

Professional Services); K&aaridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

15.8.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn documenting the Prestudy service.
Prestudy service Kaitovaara, Petteri (Consultant /

Professional Services); Otra-Aho, Ville
(Consultant / Professional Services)

17.8.2001 | Reviewing the packaginglyotyldainen, Mika (Methodology Expert /Review - The meeting concentrated

framework Professional Services Commercializatiopdn discussing the issues in Prestudy
Kaitovaara, Petteri (Consultant / service project.
Professional Services)

20.8.2001 | Workshop for Hyotylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn documenting the Prestudy service.
Prestudy service Kaitovaara, Petteri (Consultant /

Professional Services); Kéaaridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)
22.8.2001 | Workshop for Hy®otyldinen, Mika (Methodology Expert /Project - The meeting concentrated

commercializing
Prestudy service

Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional

ndn finetuning the Prestudy service
material.

a
a_
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Services)

22.8.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn documenting the Prestudy servi

a
a-

ce.

22.8.2001

Reviewing Prestudy
service project

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Pihlajamé&ki, Jaana (Project Manager /
Process Development)

Framework - The meeting
ngpncentated on discussing the

packaging process from the

production point of view.

24.8.2001

Reviewing Prestudy
service project

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management)

Review - The meeting concentated
ndn discussing the issues in the
Prestudy service project.

27.8.2001

Workshop for
commercializing
Prestudy service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaaridinen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
nyn documenting the Prestudy servi

A
a-

ce.

28.8.2001

Reviewing Prestudy
service project

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Review - The meeting concentrate:
ndn discussing the issues in the
Prestudy service project.

i}

29.8.2001

Workshop for
commercializing
Prestudy service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management)

Review - The meeting concentrate:
ndn discussing the issues in Prestud
service project.

il

30.8.2001

Workshop for
commercializing
Professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Framework - The meeting
ndpncentrated on discussing the
packaging framework.

31.8.2001

Workshop for
commercializing
Prestudy service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kaariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project - The meeting concentrated
ndn finetuning the Prestudy service
material.
a
a_
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4.9.2001 | Reviewing Prestudy | Hyotyldinen, Mika (Methodology Expert/Review - The meeting concentated

service project Professional Services Commercializationdn discussing the issues in Prestudy
Auer, Timo (Vice President / Product | service project.
Management)

5.9.2001 | Workshop for Hydtylainen, Mika (Methodology ExpertProject - The meeting concentrated
commercializing Professional Services Commercializationdn finetuning the Prestudy service
Prestudy service Kaitovaara, Petteri (Consultant / material.

Professional Services); K&aridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

7.9.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn reviewing the Prestudy service
professional services | Otala, Tuomas (Department Director / | material to be used in the custome

Professional Services); Auer, Timo (Vicecases.
President / Product Management)

7.9.2001 | Workshop for Hy®otyldinen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn finalizing the Prestudy service
Prestudy service Kaitovaara, Petteri (Consultant / material.

Professional Services); Kaaridinen, Riitta
(Consultant / Professional Services); Otra-
Aho, Ville (Consultant / Professional
Services)

3.12.2001 | Workshop for Hyotylainen, Mika (Methodology Expert /Project - The meeting concentrated
commercializing Professional Services Commercializationdn reviewing the issues in the
professional services | Kaaridinen, Riitta (Consultant / customer cases from a packaging

Professional Services) process point of view.

11.12.2001 Workshop for Hyétylainen, Mika (Methodology Expert  Customer - The meeting concentrated
commercializing Professional Services Commercializatiopdn preparing for a pilot customer
professional services | Kaaridinen, Riitta (Consultant / case

Professional Services)

13.12.2001 Workshop for Hydtylainen, Mika (Methodology ExpertProject - The meeting concentrated
commercializing Professional Services Commercializationdn reviewing the issues in the
professional services | K&ariainen, Riitta (Consultant / customer cases from a packaging

Professional Services) process point of view.
17.12.2001 Selling Prestudy service| Hyotyldinen, Mika (Methtmdyy Expert / | Customer - Prestudy service
Professional Services Commercializatiomyorkshop with a pilot customer.
K&ariainen, Riitta (Consultant /
Professional Services)

4.1.2002 | Prestudy service Hy®otylainen, Mika (Methodology Expert | Customer - Prestudy service

workshop with a
customer

Professional Services Commercializatio
Kaaridinen, Riitta (Consultant /
Professional Services); Asteljoki, Kaijus
(Sales Manager / Presales)

myorkshop with an actual customer.
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4.1.2002 | Selling Prestudy service  Hyotylainen, Mikkethodology Expert /| Customer - The meeting concentrated
Professional Services Commercializationdn preparing for a customer case
Ké&ariainen, Riitta (Consultant /
Professional Services)

21.1.2002 | Prestudy service Hydtylainen, Mika (Methodology Expert}Customer - Presenting the results for
workshop with a Professional Services Commercializatiofifye customer.
customer Ké&ariainen, Riitta (Consultant /

Professional Services)

30.1.2002 | Workshop for Hydtylainen, Mika (Methodology Expert{Project - The meeting concentrated
commercializing Professional Services Commercializationdn marketing the Prestudy service {o
professional services | Arrakoski, Jonni (Sales Group Manager |/the internal organization.

Channel Sales)
14.2.2002 | Workshop of the Hy®otyldinen, Mika (Methodology Expert Customer - Presenting the results tp

Prestudy service with a
customer

Professional Services Commercializatio
Kéaariainen, Riitta (Consultant /

nihe pilot customer.

Professional Services)
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Appendix Il — Interviews and Meetings in Case Il

The main purpose of the meetings is categorizeatmtee different categories, which are frameweprioject and review.

The logic of the categorization is as follows:

Framework meetings concentrate on discussing anelalgng the overall framework for packaging ICT

services, or parts of it (process, methods & taelsiplates, or approach).

e Project meetings concentrated on commercializing ithdividual services (Key Customer service,
Technical Key Customer service, Quality Managemengolution Design).

1. Framework
[ ]

2. Project

3. Review

meetings were mostly one-to-one interviews.

Review meetings concentrated on getting feedbadkaaseptance for the Packaging framework. These

The Meeting Subject describes the general thentkeofneeting and the Purpose explains the main ebofehe meeting

]

in more detail.

Date Meeting Subject Participants Purpose

3.9.2001 | Workshop for Hyétylainen, Mika (Methodology Expert{Project -Discussing the project
commercializing the Professional Services Commercializationprganization for the CRM consulting
CRM consulting service | Otala, Tuomas (Department Director / | service commercialization project.

Professional Services)

4.9.2001 | Workshop for Hydtylainen, Mika (Methodology Expert {Project -Specifying content and goal
commercializing Professional Services Commercializationior the Mobility consulting service.
Mobility consulting Nurmiranta, Pekka (Vice President /
service Product Management)

12.9.2001 | Workshop for Hydtylainen, Mika (Methodology Expert {Project -Defining delivery processes
commercializing Professional Services Commercializatiopior the CRM consulting service.
professional services | Pihlajamaki, Jaana (Project Manager /

Process Development)

14.9.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert / Project -Discussing the CRM
commercializing the Professional Services Commercializatiopngpnsulting service commercialization
CRM consulting service| Pellinen, Timo (Product Group Manager project goals.

Product Manager)

14.9.2001 | Workshop for Hy®otylainen, Mika (Methodology Expert | Framework -Developing templates
commercializing Professional Services Commercializatiopior commercializing professional
professional services | Kaitovaara, Petteri (Consultant / services

Professional Services)

17.9.2001 | Workshop for Hyotylainen, Mika (Methodology Expert | Project -Discussing the CRM

commercializing the Professional Services Commercializatiopngpnsulting service commercialization
Otala, Tuomas (Department Director /

Mika Hyotylainen, Aalto University School of Econ@s

19.7.2010



229

CRM consulting service

Professional Services)

mtajeals and progress.

17.9.2001

Workshop for
commercializing
professional services

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Ké&ariainen, Riitta (Consultant /
Professional Services)

Framework -Developing the
nprofessional services
commercialization process

2.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Ké&ariainen, Riitta (Consultant /
Professional Services)

Project -Specifying the CRM
ngpnsulting service content.

3.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kostilainen, Panu (Director / Swedish
Market)

Project -Discussing the CRM
ngpnsulting service commercializatio
project.

h

3.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Liuksiala; Kai (Sales Manager / Sales)

Project -Creating CRM consulting
n3ales material.

4.10.2001

Workshop for
commercializing the
Multi Access Platform
service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Erno Niiranen (Development Manager /
Business Development)

Project -Specifying the Multi Access
niPlatform consulting service.

4.10.2001

Workshop for
commercializing the
CRM consulting service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaaridinen, Riitta (Consultant /
Professional Services)

Project -Creating CRM consulting
ndervice content.

4.10.2001

Workshop for
commercializing the
CRM consulting service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Ké&ariainen, Riitta (Consultant /
Professional Services)

Project -Specifying the CRM
ngpnsulting service content.

5.10.2001

Workshop for
commercializing the
CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kostilainen, Panu (Director / Swedish
Market)

Project -Discussing the CRM
ngpnsulting service commercializatio
project.

h

5.10.2001

Workshop for
commercializing the
Multi Access Platform
service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Erno Niiranen (Development Manager /
Business Development)

Project -Gathering information abou
nihe Multi Access Platform consulting
service.

t

5.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Pellinen, Timo (Product Group Manager|
Product Manager)

Project -Gathering information of thg
NERM consulting service.
/

Y
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9.10.2001 | Workshop for
commercializing the

CRM consulting service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Project -Discussing the CRM
ngpnsulting service content.

12.10.2001 Workshop for
commercializing the

CRM consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Review - Going through the CRM
ngpnsulting service project
deliverables.

12.10.2001 Workshop for
commercializing the

CRM consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Liuksiala; Kai (Sales Manager / Sales)

Project -Documenting CRM
ngpnsulting service.

15.10.2001 Workshop for
commercializing the

CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Liuksiala; Kai (Sales Manager / Sales);

Bjork, Magnus (Project Manager / Produ
Manager)

Project -Documenting the CRM
ngpnsulting service.

ct

15.10.2001 Workshop for
commercializing the

CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio

Project -Discussing the CRM
ngpnsulting service commercializatio

Keskinen; Mikko (Product Group Manageproject.

/ Product Management)

h

15.10.2001 Workshop for
commercializing the

CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaéridinen, Riitta (Consultant /
Professional Services)

Project -Documenting the CRM
ngpnsulting service.

16.10.2001 Workshop for
commercializing the

CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Lankinen, Pirkko (Product Manager /
Product Manager); Kokkonen, Riitta
(Product Marketing Manager / Product
Management); Ojala, Ritva (Product
Marketing Manager / Product
Management)

Project -In the meeting the CRM
ngpnsulting service was prototyped
with the internal organization.

16.10.2001 Workshop for
commercializing the

CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Review -Going through the CRM
ngpnsulting service project progressi

17.10.2001 Workshop for
commercializing the

CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kéaariainen, Riitta (Consultant /
Professional Services)

Project -Meeting concentrated on
ngreating internal CRM consulting
service documents.

18.10.2001 Workshop for
commercializing the

CRM consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Liuksiala; Kai (Sales Manager / Sales);

Rahkonen, Anne (Sales Manager /

Project -Meeting concentrated on
ndreating external CRM consulting
service documents.
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Presales)

19.10.2001

Workshop for
commercializing
professional services

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Pellinen, Timo (Product Group Manager|
Product Manager)

Framework- Meeting concentrated @
niteveloping the process for packagin
professional services.

=}

19.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Ké&ariainen, Riitta (Consultant /
Professional Services)

Project -Meeting concentrated on
ntocumenting the CRM consulting
service.

19.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Project -Meeting concentrated on
ntocumenting the CRM consulting
service.

22.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Elina Lahtinen (Marketing Director /
Marketing)

Project- Meeting concentrated on
ngoing through the external material
CRM consulting service.

of

23.10.2001

Reviewing the CRM
consulting service

Hy®otyldinen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management)

Review- Meeting concentrated on
nyetting feedback for the CRM
consulting service material.

24.10.2001

Workshop for
commercializing the
CRM consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Elina Lahtinen (Marketing Director /
Marketing)

Project- Meeting concentrated on
nyoing through the external material
the CRM consulting service.

of

25.10.2001

Workshop for
commercializing the
CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaéridinen, Riitta (Consultant /
Professional Services)

Review- Meeting concentrated on
nleviewing the CRM consulting
project.

26.10.2001

Workshop for
commercializing the
CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Pyrrd, Riku (Product Manager / Product
Management)

Project- Meeting concentrated on
nYathering information about the
technical CRM consulting service.

26.10.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Framework- Meeting concentrated d
niteveloping the process for packagin
professional services.

«Q >

30.10.2001

Reviewing the CRM
consulting service proje

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Project -Meeting concentrated on
ntocumenting the CRM consulting
service.
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31.10.2001

Workshop for
commercializing
professional services

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Keskinen, Mikko (Program Manager /
Product Manager)

Framework- Meeting concentrated @
niliscussing the framework for
packaging professional services.

=]

2.11.2001

Reviewing the CRM
consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Keskinen, Mikko (Program Manager /
Product Manager)

Project- Meeting concentrated on
nleviewing the CRM consulting servi
material.

[]

2.11.2001

Workshop for
commercializing the
CRM consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Vepsaélainen, Heidi (Product Marketing
Manager / Product Management)

Project- Meeting concentrated on
npreparing training material for the
CRM consulting service.

5.11.2001

Workshop of the CRM
consulting service with g
customer

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kéaaridinen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Customer CRM consulting
myorkshop with a pilot customer.

a
a-

7.11.2001

Workshop for
commercializing the
CRM consulting service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio

Bjork, Magnus (Project Manager / Prodd

Manager)

Project- Meeting concentrated on
minetuning CRM consulting service
chaterial based on the first pilot.

12.11.2001

Workshop for
commercializing
professional services

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); Kéariainen, Riitt;
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Customer Second CRM consulting
myyorkshop with a pilot customer.

a
a-

13.11.2001

Reviewing Mobile
consulting service proje

Hyotyldinen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management)

Review- Meeting concentrated on
meviewing the commercialization
projects.

16.11.2001

Workshop for
commercializing the
CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Lankinen, Pirkko (Product Manager /
Product Manager); Kokkonen, Riitta
(Product Marketing Manager / Product
Management); Ojala, Ritva (Product
Marketing Manager / Product
Management)

Project- Meeting concentrated on
npreparing training material for the
CRM consulting service.

16.11.2001

Workshop for
commercializing
professional services

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /

Framework- Meeting concentrated @
nileveloping the packaging framewro
for professional services.

=}

K
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Professional Services)

20.11.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kostilainen, Panu (Director / Swedish
Market)

Project- Meeting concentrated on
niinetuning the CRM consulting
service material based on the first
pilot.

21.11.2001

Workshop for
commercializing
professional services

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management)

Framework- Meeting concentrated @
niteveloping the tools and methods
used in professional services
packaging.

=}

28.11.2001

Presentation of
professional services
portfolio

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Tynjala, Hannu (Vice President / Presal

Project- Meeting concentrated on
nimarketing the CRM consulting servi
of) sales organization.

ce

30.11.2001

Training the CRM
consulting service to
sales

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Vepsaélainen, Heidi (Product Marketing
Manager / Product Management)

Project- Training the CRM
ngpnsulting service for sales groups.

5.12.2001

Workshop for
commercializing the
CRM consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Liuksiala; Kai (Sales Manager / Sales)

Customer Presenting the results of
nhe CRM consulting to the pilot
customer.

10.12.2001

Workshop for
commercializing
professional services

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Review Meeting concentrated on
meviewing the feedback from the
training session.

14.12.2001

Reviewing the CRM
consulting service proje

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services); Auer, Timo (Vice
President / Product Management)

Review Meeting concentrated on
meviewing the CRM consulting servi
material.

h

(]

14.12.2001

Presentation of
professional services
packaging model

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Otala, Tuomas (Department Director /
Professional Services)

Review- Meeting concentrated on
nleviewing the feedback from the
training session.

18.12.2001

Workshop for
commercializing the
Mobile Logistics
consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Forsten, Tapani (Product Manager /
Product Management);

Project -Gathering information abou
nihe Multi Access Platform consulting
service.

t

19.12.2001

Workshop for
commercializing the
CRM consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Vesanto, Pasi (Technical Product Mana
/ Product Management); Pyrr6, Riku

(Product Manager / Product Manageme

Project- Meeting concentrated on
niFinalizing the CRM consulting servi
geraterial.

)

=

n
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2.1.2002 | Workshop for Hyétylainen, Mika (Methodology Expert J Framework- Meeting concentrated g
commercializing Professional Services Commercializatiopdteveloping the professional service
professional services | Auer, Timo (Vice President / Product | packaging framework.

Management)

3.1.2002 | Workshop for Hydtylainen, Mika (Methodology Expert } Framework- Meeting concentrated an
commercializing Professional Services Commercializationleveloping the professional services
professional services | Kaitovaara, Petteri (Consultant / packaging framework.

Professional Services)

9.1.2002 | Workshop for Hydtylainen, Mika (Methodology Expert /Review- Meeting concentrated on
commercializing Professional Services Commercializationdiscussing the lessons learned.
professional services | Kaitovaara, Petteri (Consultant /

Professional Services)

11.1.2002 | Workshop for Hyotyldinen, Mika (Methodology Expert Review- Meeting concentrated on
commercializing the Professional Services Commercializationjeviewing the current progress made
Mobility consulting Auer, Timo (Vice President / Product | in the projects and lessons learned.
service Management); Nurmiranta, Pekka (Vice

President / Product Management)

15.1.2002 | Workshop for Hydtylainen, Mika (Methodology Expert  Review- Meeting concentrated on
commercializing Professional Services Commercializationdliscussing the lessons learned.
professional services | Kaitovaara, Petteri (Consultant /

Professional Services)

18.1.2002 | Training the CRM Hydtylainen, Mika (Methodology Expert}/Project- Training the CRM
consulting service to Professional Services Commercializationdpnsulting service for sales groups.
sales Vepsaélainen, Heidi (Product Marketing

Manager / Product Management)

23.1.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert / Project -Meeting concentrated on
commercializing Professional Services Commercializatiopgreating Multi Access Platform
professional services | Kaitovaara, Petteri (Consultant / consulting service content.

Professional Services)

23.1.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert | Project -Gathering information about
commercializing the Professional Services Commercializatiopffpe Multi Access Platform and Mobile
Mobile Care consulting | Puirava, Minna (Group Manager / Prodydtare consulting services.
service Management)

24.1.2002 | Reviewing the Mobile | Hy6tylainen, Mika (Methodology Expert /Review- Meeting concentrated on
Care and Multi Access | Professional Services Commercializatiopjeviewing the lessons learned thus far
Platform consulting Auer, Timo (Vice President / Product | in the projects.
service projects Management)

24.1.2002 | Workshop for Hyétylainen, Mika (Methodology Expert J Framework- Meeting concentrated g
commercializing the Professional Services Commercializatiopdtisscussing the professional services
Mobility consulting Handley, Luis (Business Development | packaging framework.
service Manager / Product Management)

25.1.2002 | Workshop for Hydtylainen, Mika (Methodology Expert/Project -Gathering information about

commercializing the

Professional Services Commercializatio

nthe Multi Access Platform and Mobile
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Mobile Care consulting
service

Puirava, Minna (Group Manager / Produ
Management)

«Tare consulting services.

28.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Aarnikka; Mika (Account Manager /
Sales)

Project -Meeting concentrated on
nyathering information about the
Mobile Care consulting services.

28.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Ké&ariainen, Riitta (Consultant /
Professional Services); Mertala, Jorma
(Sales Manager / Sales)

Project -Meeting concentrated on
nYathering information about the
Mobile Care consulting services.

29.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puirava, Minna (Group Manager / Prody
Management)

Project -Meeting concentrated on
ngreating Mobile Care consulting
cervice content.

29.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kéaariainen, Riitta (Consultant /
Professional Services); Kultanen, Eero
(Product Manager / Product Manageme

Project -Meeting concentrated on
nYathering information about Mobile
Care consulting services.

)

=

n

30.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaaridinen, Riitta (Consultant /
Professional Services); Kannela, Yrj6
(Project Manager / Product Developmer

Project -Meeting concentrated on
ngreating Mobile Care consulting
service content.

t

=

31.1.2002

Workshop for
commercializing the
Mobility consulting
service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Handley, Luis (Business Development
Manager / Product Management)

Project -Meeting concentrated on
nYathering information about the
Mobility consulting service.

31.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Hedlund, Christer (Program Manager /
Product Management)

Project -Meeting concentrated on
ngreating Mobile Care consulting
service content.

31.1.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Morgan, Steve (Development Director /
Product Management)

Project -Meeting concentrated on
nyathering information about the
Mobile Care consulting services.

4.2.2002

Workshop for
commercializing the
Mobile Care consulting
service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Aura, Tuomo (Sales Director / Presales
Aarnikka; Mika (Account Manager /
Sales)

Project -Meeting concentrated on
ngreating Mobile Care consulting
;service content.
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5.2.2002 | Workshop for Hyotylainen, Mika (Methodology Expert | Project- Meeting concentrated on
commercializing the Professional Services Commercializationpternal merketing of the CRM
CRM consulting service | Paakkala, Pekka (Sales Manager / Salesjonsulting service for sales groups.

6.2.2002 | Workshop for Hyotyldinen, Mika (Methodology Expert / Project -Meeting concentrated on
commercializing the Professional Services Commercializationlocumenting the Mobile Care
Mobile Care consulting | K&aridinen, Riitta (Consultant / consulting service.
service Professional Services)

13.2.2002 | Workshop for Hydtylainen, Mika (Methodology Expert}Project- Meeting concentrated on
commercializing the Professional Services Commercializationghecking external material of the
Mobility consulting Elina Lahtinen (Marketing Director / Mobile Care consulting service
service Marketing)

13.2.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services Commercializationdreating Mobile Care consulting
Mobile Care consulting | Mertala, Jorma (Sales Manager / Sales)| service content.
service

14.2.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services Commercializatiopdreating Mobile Care consulting
Mobile Care consulting | Puirava, Minna (Group Manager / Prodyaervice content.
service Management)

20.2.2002 | Workshop for Hyotylainen, Mika (Methodology Expert / Project- Meeting concentrated on
commercializing the Professional Services Commercializatiopnyhecking external material of the
Mobility consulting Elina Lahtinen (Marketing Director / Mobility consulting service
service Marketing)

25.2.2002 | Workshop for Hyotylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services Commercializationdreating Mobile Care consulting
Mobile Care consulting | Puirava, Minna (Group Manager / ProdUctervice content.
service Management)

25.2.2002 | Workshop for Hydtylainen, Mika (Methodology Expert | Review- Meeting was about
commercializing Professional Services Commercializatioppresenting the packaging framewor
professional services | Laiho, Tiina (Sales Manager / Sales) to channel sales representative.

28.2.2002 | Workshop for Hyotyldinen, Mika (Methodology Expert | Framework- Meeting concentrated @
commercializing Professional Services Commercializationjliscussing the professional serviceg
professional services in | Carelind, Karin (Consultant / Professiongpackaging framework.

Sweden Services)

4.3.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert | Framework- Meeting concentrated @
commercializing Professional Services Commercializatiopdteveloping the templates used in
professional services | Kaitovaara, Petteri (Consultant / professional services packaging.

Professional Services)
5.3.2002 | Workshop for Hyotylainen, Mika (Methodology Expert | Project -Meeting concentrated on

commercializing the
Multi Access Platform
service

Professional Services Commercializatio
Lindblad, Thomas (Product Group
Manager / Product Management)

n3pecifying the Multi Access Platform
consulting service.

Mika Hyotylainen, Aalto University School of Econ@s

19.7.2010



237

6.3.2002 | Workshop for Hyotylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services Commercializationdpecifying the Multi Access Platform
Multi Access Platform | Lahti, Heikki (Product Manager / Produgtconsulting service.
service Management)
7.3.2002 | Workshop for Hydtylainen, Mika (Methodology ExpertJProject -Meeting concentrated on
commercializing the Professional Services Commercializationgathering information about the Multi
Multi Access Platform | Hakala, Jarmo (Account Manager / Saleshccess Platform consulting service.
service
7.3.2002 | Workshop for Hydtylainen, Mika (Methodology Expert }Project -Meeting concentrated on
commercializing the Professional Services Commercializationyathering information about the Multi
Multi Access Platform | Andersson (Business Development Access Platform consulting service.
service Manager / Product Management)
8.3.2002 | Workshop for Hyotylainen, Mika (Methodology Expert / Project -Meeting concentrated on
commercializing the Professional Services Commercializationgathering information about the
Mobile Logistics Makkonen, Tapani (Product Group Mobile Logistics consulting service.
consulting service Director / Product Management);
Puruskainen, Pia-Maritta (Program
Manager / Professional Services)
11.3.2002 | Workshop for Hydtylainen, Mika (Methodology Expert }Project -Meeting concentrated on
commercializing the Professional Services CommercializationMulti Access Platform consulting
Multi Access Platform | Kaaridinen, Riitta (Consultant / service content creation.
service Professional Services); Forsten, Tapani
(Development Manager / Product
Management)
11.3.2002 | Workshop for Hyotylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services Commercializationdpecifying the Multi Access Platform
Mobile Logistics Jokinen, Pasi (Sales Manager / Sales); | consulting service.
consulting service Lindblad, Thomas (Product Group
Manager / Product Management)
12.3.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert |/ Project -Preparing for the Mobility
commercializing the Professional Services Commercializatiopdpnsulting pilot. Going through the
Mobility consulting Kaaridinen, Riitta (Consultant / external material.
service Professional Services); Forsten, Tapani
(Product Manager / Product Management);
Kultanen, Eero (Product Manager /
Product Management)
14.3.2002 | Workshop for Hydtylainen, Mika (Methodology Expert }Project -Meeting concentrated on
commercializing the Professional Services CommercializationMulti Access Platform consulting
Multi Access Platform | Kaaridinen, Riitta (Consultant / service documentation.
service Professional Services)
14.3.2002 | Workshop for Hyotyldinen, Mika (Methodology Expert { Project -Meeting concentrated on

commercializing the
Multi Access Platform
service

Professional Services Commercializatio
Kéaariainen, Riitta (Consultant /
Professional Services)

nMulti Access Platform consulting
service content creation.
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15.3.2002

Workshop for
commercializing
professional services

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Handley, Luis (Manager / Product
Manager)

Review Meeting concentrated on
nleviewing Mobility consulting service
documentation.

h

18.3.2002 | Workshop for Hydtylainen, Mika (Methodology Expert } Framework- Meeting concentrated an
commercializing Professional Services Commercializatiopdieveloping the packaging framewrok
professional services | Auer, Timo (Vice President / Product | for professional services.

Management)

19.3.2002 | Workshop for Hydtylainen, Mika (Methodology Expert }Project- Meeting concentrated on
commercializing the Professional Services Commercializatioppiloting the Mobile Care consulting
Mobile Care consulting | Eklund, Tommi (Group Manager / service
service Production); Timonen, Heikki (Specialist /

Production); Bergstrom, Pasi (Specialist/
Production); Virtanen, Vesa (Specialist
Production); Ranta, Risto (Specialist /
Production)

21.3.2002 | Workshop for Hyotylainen, Mika (Methodology Expert /Project- Meeting concentrated on
commercializing the Professional Services Commercializationfuning the Mobile Care consulting
Mobile Care consulting | K&aridinen, Riitta (Consultant / service material.
service Professional Services)

21.3.2002 | Workshop for Hyotylainen, Mika (Methodology Expert Review- Meeting concentrated on
commercializing Professional Services Commercializationjliscussing the professional serviceg
professional services | Auer, Timo (Vice President / Product | packaging approach.

Management)

3.4.2002 | Training the Mobile CareHydtylainen, Mika (Methodology Expert /Project -Meeting concentrated on

consulting service Professional Services Commercializatiofiraining the Mobile Care consulting
Aura, Tuomo (Sales Director / Presales);service.
Aarnikka; Mika (Account Manager /
Sales)

5.4.2002 | Workshop for Hy®otyldinen, Mika (Methodology Expert | Framework- Meeting concentrated an
commercializing Professional Services Commercializatiopdieveloping the packaging framewrok
professional services | Kaitovaara, Petteri (Consultant / for professional services.

Professional Services)

9.4.2002 | Workshop for Hyotylainen, Mika (Methodology Expert / Project -Meeting concentrated on
commercializing the Professional Services CommercializationMobile Logistics consulting service
Mobile Logistics Ahonen, Juha (Project Manager / content creation.
consulting service Professional Services)

9.4.2002 | Workshop for Hyétylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services Commercializationgathering information about the
Mobile Logistics Puruskainen, Pia-Maritta (Program Mobile Logistics consulting service.
consulting service Manager / Professional Services)

12.4.2002 | Workshop for Hydtylainen, Mika (Methodology Expert {Project -Meeting concentrated on

commercializing the
Mobile Logistics

Professional Services Commercializatio
Hakala, Jarmo (Account Manager / Sale
Lindblad, Thomas (Product Group

n3pecifying the Mobile Logistics
onsulting service.
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consulting service

Manager / Product Management)

12.4.2002

Workshop for
commercializing
professional services

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Framework- Meeting concentrated @
niteveloping the packaging framewro
for professional services.

=}

k

18.4.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services); Hakal
Jarmo (Account Manager / Sales);
Lindblad, Thomas (Product Group
Manager / Product Management)

Project -Meeting concentrated on
nMobile Logistics consulting service
content creation.

a,

19.4.2002

Workshop for
commercializing
professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Review Meeting concentrated on
nleviewing the current progress mad
in the projects and lessons learned.

)

22.4.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services); Haka
Jarmo (Account Manager / Sales)

Project -Meeting concentrated on
nMobile Logistics consulting service
content creation.

a,

26.4.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hyotyldinen, Mika (Methodology Expert
Professional Services Commercializatio
Ahonen, Juha (Project Manager /
Professional Services)

Project -Meeting concentrated on
nMobile Logistics consulting service
content creation.

26.4.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services); Hakal
Jarmo (Account Manager / Sales);
Lindblad, Thomas (Product Group
Manager / Product Management)

Project -Meeting concentrated on
nMobile Logistics consulting service
content creation.

a,

26.4.2002

Reviewing the packagi
framework

nglyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Auer, Timo (Vice President / Product
Management); Saario, John (Director /
Business Development); Otala, Tuomas
(Department Director / Professional
Services)

Review Meeting concentrated on
nleviewing the current progress mad
in the projects and lessons learned.

)

29.4.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services)

Project -Meeting concentrated on
nMobile Logistics consulting
documentation.
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3.5.2002 | Workshop for Hyotylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services CommercializationMobile Logistics consulting
Mobile Logistics Puruskainen, Pia-Maritta (Program documentation.
consulting service Manager / Professional Services)

14.5.2002 | Reviewing professional Hyotylainen, Mika (Methodology Expert Review- Meeting concentrated on
services Professional Services Commercializationjeviewing the current progress made
commercialization mode|Otala, Tuomas (Department Director / | in the projects and lessons learned.

Professional Services)

15.5.2002 | Workshop for Hydtylainen, Mika (Methodology Expert} Framework- Meeting concentrated an
commercializing Professional Services Commercializationdieveloping the business case part gf
professional services | Tikkanen, Joni (Business Development | the professional services packaging

Manager / Business Development) process.

15.5.2002 | Workshop for Hy®otyldinen, Mika (Methodology Expert | Framework- Meeting concentrated gn
commercializing Professional Services Commercializationdieveloping the professional service
professional services | Kaitovaara, Petteri (Consultant / packaging process templates.

Professional Services)

21.5.2002 | Workshop for Hy®otyldinen, Mika (Methodology Expert | Framework- Meeting concentrated gn
commercializing Professional Services Commercializationdieveloping the professional service
professional services | Tynjal&, Hannu (Vice President / Presaleppckaging approach.

24.5.2002 | Reviewing Hyétylainen, Mika (Methodology Expert J Framework- Meeting concentrated gn
commercialization tools | Professional Services Commercializatiopdteveloping the professional service
and methods Otala, Tuomas (Department Director / | packaging approach.

Professional Services)
24.5.2002 | Reviewing the Hyétylainen, Mika (Methodology Expert J Framework- Meeting concentrated gn
commercialization modelProfessional Services Commercializatiopdieveloping the professional service
Asteljoki, Kaijus (Sales Manager / packaging approach.
Presales); Aarnikka, Mika (Account
Manager / Sales); Miiluvaara Jukka (Sales
Manager / Presales)

24.5.2002 | Workshop for Hy®otylainen, Mika (Methodology Expert /Project- Meeting concentrated on
commercializing the Professional Services Commercializatiopnghecking the external material of the
CRM consulting service| Elina Lahtinen (Marketing Director / CRM consulting service

Marketing)

27.5.2002 | Reviewing Hyétylainen, Mika (Methodology Expert J Framework- Meeting concentrated gn
commercialization tools | Professional Services Commercializatiopdteveloping the tools and methods
and methods Tarmo, Aki (Department Director / used in professional services

Delivery) packaging process.

28.5.2002 | Workshop for Hyétylainen, Mika (Methodology Expert | Project -Meeting concentrated on
commercializing the Professional Services CommercializationMobile Logistics consulting
Mobile Logistics Puruskainen, Pia-Maritta (Program documentation.
consulting service Manager / Professional Services)

30.5.2002 | Workshop for Hydtylainen, Mika (Methodology Expert} Framework- Meeting concentrated an

commercializing

Professional Services Commercializatio

nYleveloping the professional serviceg

Mika Hyotylainen, Aalto University School of Econ@s

19.7.2010



241

professional services

Asteljoki, Kaijus (Sales Mgard
Presales); Varila, Ted (Sales Manager /
Presales); Haavisto, Sami (Sales Mana
Presales)

packaging approach from a sales
perspective.
yer /

30.5.2002

Reviewing the
commercialization mode

Hy®otylainen, Mika (Methodology Expert

|Professional Services Commercializatio
Tikkanen, Joni (Business Development
Manager / Business Development)

Framework- Meeting concentrated @

nileveloping the business case part g
the professional services packaging
process.

3>

3.6.2002 | Workshop for Hy®otyldinen, Mika (Methodology Expert | Framework- Meeting concentrated gn
commercializing Professional Services Commercializationdieveloping the professional service
professional services | Hallikainen, llkka (Sales Manager / packaging approach from a sales

Presales); Aura, Tuomo (Sales Director |/perspective.
Presales); Jantunen, Juhani (Sales Diregtor
| Presales)

3.6.2002 | Workshop for Hyotyldinen, Mika (Methodology Expert | Framework- Meeting concentrated gn
commercializing Professional Services Commercializatiopdieveloping the professional services
professional services | Asteljoki, Kaijus (Sales Manager / packaging approach from a sales

Presales); Varila, Ted (Sales Manager /| perspective.
Presales); Haavisto, Sami (Sales Manager /
Presales)

7.6.2002 | Workshop for Hyotyldinen, Mika (Methodology Expert | Framework- Meeting concentrated gn
commercializing Professional Services Commercializatiopdieveloping the professional service
professional services | Tikkanen, Joni (Business Development | packaging approach from a sales

Manager / Business Development) perspective.

10.6.2002 | Workshop for Hydtylainen, Mika (Methodology Expert /Review- Meeting concentrated on
commercializing Professional Services Commercializatiopjeviewing the current progress made
professional services | Kaitovaara, Petteri (Consultant / in the projects and lessons learned.

Professional Services)

14.6.2002 | Workshop for Hyotylainen, Mika (Methodology Expert /| Review- Meeting concentrated on
commercializing Professional Services Commercializationjeviewing the applicability of different
professional services | Kaitovaara, Petteri (Consultant / packaging methods and tools.

Professional Services)

24.6.2002 | Workshop for Hydtylainen, Mika (Methodology ExpertJProject -Meeting concentrated on
commercializing the Professional Services Commercialization)Mobile Logistics consulting
Mobile Logistics Linjamé&ki, Anu (Development Manager [ documentation.
consulting service Business Development)

2.7.2002 | Workshop for Hydtylainen, Mika (Methodology Expert} Framework- Meeting concentrated an
commercializing Professional Services Commercializatiomleveloping the professional services
professional services | Kaitovaara, Petteri (Consultant / packaging approach from a legal

Professional Services) perspective.
12.8.2002 | Workshop for Hy®otyldinen, Mika (Methodology Expert | Framework- Meeting concentrated an

commercializing
professional services

Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

nileveloping the tools and methods
used in professional services
packaging process.
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20.8.2002

Workshop for
commercializing
professional services

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Project- Meeting concentrated on
nleviewing the Mobile Care consultin
service material.

¢

20.9.2002

Workshop for
prototyping the Mobile

Care consulting service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services); K&aridinen, Riitt
(Consultant / Professional Services); Ot
Aho, Ville (Consultant / Professional
Services)

Project- Meeting concentrated on
nprototyping the Mobile Care
consulting service.

a
a-

25.9.2002

Workshop for piloting
the Mobile Care
consulting service

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kéaariainen, Riitta (Consultant /
Professional Services)

Customer Piloting the Mobile Care
ngpnsulting service with a customer.

30.9.2002

Reviewing professional

services
commercialization
process

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Tynjala, Hannu (Vice President / Presal

Review- Meeting concentrated on
nleviewing the packaging framework
>fom a sales perspective.

7.10.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services)

Project -Meeting concentrated on
nMobile Logistics consulting
documentation.

10.10.2002

Workshop for
commercializing the
Mobile Logistics
consulting service

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services)

Project -Meeting concentrated on
nMobile Logistics consulting
documentation.

11.10.2002

Workshop for
commercializing
professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Framework- Meeting concentrated d
niteveloping the professional service
packaging approach.

=}

14.10.2007

Workshop for
commercializing
professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Tynjala, Hannu (Vice President /
Presales); Kalavainen, Petri (Director /
Delivery)

Review Meeting concentrated on
nleviewing the packaging framework
from a sales perspective.

22.10.2007

Workshop for
commercializing the
Mobile Logistics
consulting service

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services)

Project -Meeting concentrated on
nuning the Mobile Logistics consultin
service material.

24.10.2007

Workshop for
commercializing
professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Tynjala, Hannu (Vice President /
Presales); Kalavainen, Petri (Director /
Delivery); Hanhijoki, Kari (Account

Framework- Meeting concentrated d
meviewing the packaging framework
tools and methods.

=}
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Manager / Sales); Laivuori, Jarmo (Vice
president / Consulting)

30.10.2007

Workshop for
commercializing
professional services

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puirava, Minna (Group Manager / Prody
Management)

Project -Meeting concentrated on
nMobile Logistics consulting
atocumentation.

8.11.2002

Workshop for
commercializing
professional services

Hyotylainen, Mika (Methodology Expert
Professional Services Commercializatio
Karhu, Eero (Consultant / Consulting)

Framework- Meeting concentrated @
nleviewing the packaging framework
templates.

14.11.2002

Workshop for
commercializing
professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Tynjala, Hannu (Vice President /
Presales); Kalavainen, Petri (Director /
Delivery); Laivuori, Jarmo (Vice preside
/ Consulting)

Framework- Meeting concentrated d
nleviewing the packaging process.

nt

15.11.2002

Workshop for
commercializing
professional services

Hyétylainen, Mika (Methodology Expert
Professional Services Commercializatio
Kaitovaara, Petteri (Consultant /
Professional Services)

Reviewing Meeting concentrated on
nleviewing the packaging projects an
lessons learned.

22.11.2007

Workshop for
commercializing
professional services

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Karhu, Eero (Consultant / Consulting)

Framework- Meeting concentrated d
nleviewing the packaging framework
templates.

2.12.2002

Workshop for
commercializing Mobile
Logistics consulting
service

Hydtylainen, Mika (Methodology Expert
Professional Services Commercializatio
Puruskainen, Pia-Maritta (Program
Manager / Professional Services)

Project -Meeting concentrated on
niining the Mobile Logistics consultin
service material.

16.12.2002

Presentation of the
professional services
packaging model

Hy®otylainen, Mika (Methodology Expert
Professional Services Commercializatio
Tynjala, Hannu (Vice President /
Presales); Kalavainen, Petri (Director /
Delivery); Hanhijoki, Kari (Account
Manager / Sales); Laivuori, Jarmo (Vice
President / Consulting)

Reviewing Meeting concentrated o
nleviewing the packaging framework
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Appendix Il — Interviews and Meetings in Case Il

The main purpose of the meetings is categorizesltimee different categories, which are framewgriject and review.

The logic of the categorization is as follows:

services, or parts of it (process, methods & taelsiplates, or approach).

Technical Key Customer service, Quality Managemengolution Design).

1. Framework
[ ]

2. Project
L]

3. Review

meetings were mostly one-to-one interviews.

The Meeting Subject describes the general thentkeofneeting and the Purpose explains the main ebofehe meeting

in more detail.tdhan

Framework meetings concentrate on discussing anelajgng the overall framework for packaging ICT

Project meetings concentrated on commercializing itidividual services (Key Customer service,

Review meetings concentrated on getting feedbadkaaseptance for the Packaging framework. These

Date Meeting Subject Participants Purpose

9.1.2004 Workshop for service |Hyotylainen, Mika (Department managefFramework- Meeting concentrated gn
architecture Service Architeccture); Isomaki, Pekka | dicussing the idea of modular servige
development (Director / Product Modularity) architecture.

14.1.2004 | Workshop for service | Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | discussing a service architecture
development (Development Manager / Project Manage®design project.

21.1.2004 | Workshop for service | Hy6tylainen, Mika (Department managefFramework- Meeting concentrated gn
architecture Service Architeccture); Niiranen, Erno | dicussing the idea of modular servige
development (Development Manager / Project architecture.

Manager); Isoméki, Pekka (Director /
Product Modularity);

26.1.2004 | Workshop for service |Hyétylainen, Mika (Department managerFramework- Meeting concentrated gn
architecture Service Architeccture); Niiranen, Erno | dicussing the idea of modular service
development (Development Manager / Project architecture.

Manager); Isoméki, Pekka (Director /
Product Modularity)

27.1.2004 | Workshop for service | Hydtylainen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | planning the service architecture
development (Development Manager / Project Manage®design project.

5.2.2004 Workshop for service |Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | planning the service architecture
development (Development Manager / Project Manage®gdesign project.
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12.2.2004 | Reviewing the service | Hyotylainen, Mika (Department managerReview- The meeting concentrated on

architecture project Service Architeccture); Nurmiranta PekKkaliscussing the issues and set-up of the
(Vice President / Head of Service project.
Solutions Product Management)

13.2.2004 | Workshop for service |Hyotyldinen, Mika (Department managerProject -The meeting concentrated on
architecture Service Architeccture); Niiranen, Erno | planning the service architecture
development (Development Manager / Project Managa®gdesign project.

18.2.2004 | Workshop for service |Hy®6tyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | discussing the modularity approach in
development (Development Manager / Project the service architecture project.

Manager); Keskinen, Mikko (Department
Manager / Business Solutions)

19.2.2004 | Workshop for service | Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | discussing the different service
development (Development Manager / Project packaging methods and tools to be

Manager); Isoméki, Pekka (Director / | used in the project.
Product Modularity)
25.2.2004 | Workshop for product | Hy6tylainen, Mika (Department managerProject- The meeting concentrated pn
modularity Service Architeccture); Niiranen, Erno | discussing the different service
(Development Manager / Project packaging methods and tools to be
Manager); Harjula Ari (Development used in the project.
Director / Product Modularity);
Nousiainen Eero (Development Manager /
Product Modularity); Lehtinen Anneli
(Development Manager / Portfolio
Development)

26.2.2004 | Workshop for service | Hydtylainen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | discussing the modularity of the badk-
development (Development Manager / Project end system services.

Manager); Isomaki, Pekka (Director /
Product Modularity); Mikkonen, Pekka
(Department Manager / Back-end Systems
Modularity); Ruottinen, Timo (Project
Manager); Kultaranta, Petri (Consultant
Consulting)

3.3.2004 Workshop for backend| Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn

system modularity Service Architeccture); Niiranen, Erno | discussing the modularity of the bagk-

(Development Manager / Project end system services.
Manager); Isoméki, Pekka (Director /
Product Modularity); Mikkonen, Pekka
(Department Manager / Back-end Systems
Modularity); Ruottinen, Timo (Project
Manager)

15.3.2004 | Workshop for service | Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn

architecture
development

Service Architeccture); Niiranen, Erno
(Development Manager / Project

defining the goals and objectives of
the project.

Manager); Salin, Juha (Unit Director /
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Business Solutions product managemer
Keskinen, Mikko (Department Manager
Business Solutions); Makkonen, Tapani
(Department Director / Business
Solutions); Nurmiranta Pekka (Vice
President / Head of Service Solutions
Product Management); Makinen, Risto
(Department Manager / Product
Marketing)

26.3.2004

Workshop for
modularity
methodologies

Hydtylainen, Mika (Department manage|
Service Architeccture); Kaitovaara Pette
(Development Manager / Production
Modularity)

Framework- The meeting

rconcentrated on discussing the
packaging methods and tools and thei

application in the project.

1.4.2004 Workshop for service |Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | discussing the different service
development (Development Manager / Project packaging methods and tools to be

Manager); Kultaranta, Petri (Consultant fused in the project.
Consulting); Karkkila Sami (Director /

Marketing & Offering); Nousiainen Eero

(Development Manager / Product

Modularity)

3.5.2004 Workshop for service | Hyodtylainen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Lindberg, Tom (Department | involved.
Manager / Product Development); Salin

Juha (Unit Director / Business Solutions

product management)

17.5.2004 | Workshop for service |Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Isoméki, Pekka (Director / | involved.
Product Modularity)

19.5.2004 | Workshop for service | Hyotylainen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Lindberg, Tom (Department | involved.
Manager / Product Development); Salin
Juha (Unit Director / Business Solutions|
product management)
31.5.2004 | Workshop for service | Hyotyldinen, Mika (Department managerFramework- The meeting

architecture philosophy

Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Nurmiranta Pekka (Vice
President / Head of Service Solutions
Product Management)

concentrated on discussing the
packaging methods and tools.
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4.6.2004 Workshop for service | Hy6tylainen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | steering the architecture redesign
development (Development Manager / Project project.

Manager); Salin, Juha (Unit Director /
Business Solutions product management);
Lindberg, Tom (Department Manager /
Product Development)

8.6.2004 Reviewing service Hydtylainen, Mika (Department managefReview- The meeting concentrated pn
architecture project Service Architeccture); Niiranen, Erno | discussing the issues in the project.
issues (Development Manager / Project

Manager); Salin, Juha (Unit Director /
Business Solutions product management);
Keskinen, Mikko (Department Manager
Business Solutions) Makkonen, Tapani
(Department Director / Business
Solutions)

8.6.2004 Workshop for service | Hyodtylainen, Mika (Department manager Project- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Lindberg, Tom (Department | involved.
Manager / Product Development);

Erélinna, Hannu (Department Director /

Product Development); Holmala, Risto

(Project Manager / Product Development)

10.6.2004 | Workshop for service | Hydtylainen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Lindberg, Tom (Department | involved.
Manager / Product Development);

Erélinna, Hannu (Department Director /

Product Development); Salin, Juha (Uni

Director / Business Solutions product
management)

11.6.2004 | Workshop for service | Hyotyldinen, Mika (Department managef Framework- The meeting
architecture Service Architeccture); Niiranen, Erno | concentrated on discussing the service
development (Development Manager / Project Managerjodularity framework.

15.6.2004 | Workshop for service | Hyotyldinen, Mika (Department managef Framework- The meeting
architecture Service Architeccture); Niiranen, Erno | concentrated on discussing the service
development (Development Manager / Project Managerjodularity framework.

16.6.2004 | Workshop for service | Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn

architecture
development

Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Lindberg, Tom (Department
Manager / Product Development); Salin
Juha (Unit Director / Business Solutions

steering the architecture redesign
project.

product management)
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28.6.2004 | Workshop for service | Hyotylainen, Mika (Department managef Project- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Lindberg, Tom (Department | involved.
Manager / Product Development); Salin

Juha (Unit Director / Business Solutions

product management); Nurmiranta Pekka

(Vice President / Head of Service

Solutions Product Management)

29.6.2004 | Workshop for service | Hyotyldinen, Mika (Department manager Project -The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | steering the architecture redesign
development (Development Manager / Project project.

Manager); Lindberg, Tom (Department
Manager / Product Development); Salin
Juha (Unit Director / Business Solutions
product management); Nurmiranta Pekka
(Vice President / Head of Service
Solutions Product Management)

30.6.2004 | Reviewing service Hydtylainen, Mika (Department managef Review- The meeting concentrated pn
architecture project Service Architeccture); Salin, Juha (Unif discussing the current issues in the
progress Director / Business Solutions product | project.

management)

1.7.2004 Workshop for service |Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | discussing the role of back-end
development (Development Manager / Project systems in service architecture.

Manager); Lindberg, Tom (Department
Manager / Product Development);
Erélinna, Hannu (Department Director /
Product Development)

2.7.2004 Workshop for service | Hyodtylainen, Mika (Department manager Project- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | identifying different modules and
development (Development Manager / Project functionalities of the services

Manager); Salin, Juha (Unit Director / | involved.
Business Solutions product management);
Lindberg, Tom (Department Manager /

Product Development)

5.7.2004 Reviewing service Hydtylainen, Mika (Department managefReview- The meeting concentrated pn
architecture project Service Architeccture); Niiranen, Erno | discussing the project progress and
progress (Development Manager / Project Managgyckaging tools used in the project.

7.7.2004 Workshop for service | Hyodtylainen, Mika (Department manager Project- The meeting concentrated pn

architecture
development

Service Architeccture); Kinnunen, Kari
(Project Manager / Product Developmer
Erélinna, Hannu (Department Director /
Product Development); Lindberg, Tom
(Department Manager / Product

identifying different modules and
fiunctionalities of the services
involved.

Development)
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7.7.2004

Workshop for service
architecture
development

Hyétylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Lindberg, Tom (Department
Manager / Product Development)

Review- The meeting concentrated
discussing the current issues in the
project.

DN

25.8.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

Framework- The meeting
concentrated on discussing the ove
grjinciples to be used in illustrating th
modularity framework.

35

1.9.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Kultaranta, Petri (Consultant
Consulting); Salin, Juha (Unit Director /
Business Solutions product manageme
Makinen, Risto (Department Manager /
Product Marketing); Ahlgvist, Kimmo
(Product Marketing Manager / Business
Solutions); Forsten, Tapani (Product
Marketing Manager / Business Solutions
Karkkila Sami (Director / Marketing &
Offering)

Project- The meeting concentrated
identifying and summing up the
common modules and functionalitie

t);

[N

on

5.

3.9.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Kultaranta, Petri (Consultant
Consulting); Salin, Juha (Unit Director /
Business Solutions product manageme
Makinen, Risto (Department Manager /
Product Marketing); Ahlgvist, Kimmo
(Product Marketing Manager / Business
Solutions); Forsten, Tapani (Product
Marketing Manager / Business Solutions
Karkkila Sami (Director / Marketing &
Offering)

rProject- The meeting concentrated
identifying and summing up the
common modules and functionalitie:

t);

[N

olp}

5.

6.9.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Isoméki, Pekka (Director /
Product Modularity); Harjula Ari
(Development Director / Product
Modularity)

rFramework- The meeting
concentrated on developing the
overall framework.

22.9.2004

Reviewing service
architecture project
issues and challenges

Hy®otylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Isoméki, Pekka (Director /
Product Modularity); Harjula Ari
(Development Director / Product

Review- The meeting concentrated
reviewing the progress and issues i
the project.

DN

Modularity); Salin, Juha (Unit Director /
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Business Solutions product managemer
Mononen, Markku (Director / Product
Development); Keskinen, Mikko
(Department Manager / Business

Solutions) Makkonen, Tapani (Department

Director / Business Solutions)

1.10.2004

Workshop for service
architecture philosophy

Hy®otylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Nurmiranta Pekka (Vice
President / Head of Service Solutions
Product Management)

Framework- The meeeting
concentrated on drafting and
developing the overall modularity
framework.

8.10.2004

Reviewing service
architecture project
issues and philosophy

Hy®otylainen, Mika (Department manage|
Service Architeccture); Nurmiranta Pekk
(Vice President / Head of Service
Solutions Product Management)

Review- The meeting concentrated
aliscussing the benefits of the
modularity framework.

DN

20.10.2004

Workshop for service
architecture
development

Hy®otylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project
Manager); Nyroos, Marko (Director /
Marketing & Offering); Kultaranta, Petri
(Consultant / Consulting)

Project- The meeting concentrated
discussing the customer perspective
the architecture project.

on
in

29.10.2004

Workshop for service
architecture
development

Hy®otyldinen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

Project- The meeting concentrated
developing the final modularity
dramework.

on

5.11.2004

Workshop for service
architecture
development

Hyétylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

Project- The meeting concentrated
developing the final modularity
dramework.

on

12.11.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

Project- The meeting concentrated
developing the final modularity
dramework.

on

15.11.2004

Workshop for service
architecture
development

Hy®otylainen, Mika (Department manage|
Service Architeccture); Kinnunen, Kari
(Project Manager / Product Developme

Project- The meeting concentrated
drafting out the final modularity
tramework.

on

19.11.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

Project- The meeting concentrated
developing the final modularity
dramework.

on

24.11.2004

Workshop for service
architecture
development

Hydtylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

rProject- The meeting concentrated
drafting out the final modularity
dramework.

olp}

29.11.2004

Workshop for service
architecture
development

Hy®otylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno

Project- The meeting concentrated
drafting out the final modularity

(Development Manager / Project Manag

on

dramework.
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30.11.2004

Workshop for service
architecture
development

Hyétylainen, Mika (Department manage|
Service Architeccture); Kinnunen, Kari
(Project Manager / Product Developmen

Framework- The meeting
concentrated on drafting out the bag
nd system modules of the final
framework.

30.11.2004

Workshop for pricing
and billing development

Hydtylainen, Mika (Department manage|
Service Architeccture); Kinnunen, Kari
(Project Manager / Product Developme
Leskinen, Juhani (Department Manager
Billing systems); Rikkonen, Kirsi
(Development Manager / Billing);
Noroviita, Heli (System Manager /
Billing); Cannavacciuolo, Minna (Project
Manager / Billing systems)

rProject- The meeting concentrated
identifying the different back-end
tnodules of the final architecture
/model.

on

10.12.2004

Workshop for service
architecture
development

Hyotylainen, Mika (Department manage|
Service Architeccture); Niiranen, Erno
(Development Manager / Project Manag

Framework- The meeting was abou
checking the draft framework agains
dhe project goals annd objectives.

—

30.12.2004| Workshop for service | Hy6tylainen, Mika (Department manageyProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | drafting out the final modularity
development (Development Manager / Project Managdramework.

3.1.2005 Workshop for service | Hyo6tylainen, Mika (Department managerFramework- The meeting was abou
architecture Service Architeccture); Niiranen, Erno | checking the first draft of the
development (Development Manager / Project Managdramework.

12.1.2005 | Reviewing service Hydtylainen, Mika (Department managerReview- The meeting was about
architecture project Service Architeccture); Salin, Juha (Unif reviewing the issues and lessons of
issues and challenges | Director / Business Solutions product | building a modular service

management) architecture.

14.1.2005 | Workshop for service | Hyotyldinen, Mika (Department managerProject- The meeting concentrated pn
architecture Service Architeccture); Niiranen, Erno | drafting out the final modularity
development (Development Manager / Project Managdramework.

20.1.2005 | Workshop for service | Hydtylainen, Mika (Department managerFramework- The meeting was abou
architecture Service Architeccture); Niiranen, Erno | finishing the final modularity
development (Development Manager / Project Managdramework.

21.1.2005 | Reviewing service Hydtylainen, Mika (Department manageyReview- The meeting was about

architecture project
issues and challenges

Service Architeccture); Nurmiranta Pekk
(Vice President / Head of Service
Solutions Product Management);
Niiranen, Erno (Development Manager
Project Manager);Salin, Juha (Unit
Director / Head of Business Solutions
product management) Isomaki, Pekka
(Director / Product Modularity);
Bogomoloff, Patricia (Vice President /
Production)

aeviewing the issues and lessons of
building a modular service
architecture.
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26.1.2005 | Workshop for service | Hyotylainen, Mika (Department managef Framework- The meeting was abou
architecture Service Architeccture); Niiranen, Erno | finishing the final modularity
development (Development Manager / Project Managdramework.

17.2.2005 | Reviewing service Hy®otyldinen, Mika (Department managef Review- The meeting was about

architecture project
issues and challenges

Service Architeccture); Kaitovaara Pettgrieviewing the issues and lessons of

(Development Manager / Production
Modularity)

building a modular service
architecture after project closure.
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Appendix IV — Interviews and Meetings in Case IV

The main purpose of the meetings is categorizeatmtee different categories, which are frameweprioject and review.

The logic of the categorization is as follows:

1. Framework

e Framework meetings concentrate on discussing avelafgng the overall framework for packaging ICT
services, or parts of it (process, methods & taelsiplates, or approach).

2. Project

e Project meetings concentrated on commercializing itidividual services (Key Customer service,
Technical Key Customer service, Quality Managemengolution Design).

3. Review

e Review meetings concentrated on getting feedbadkaaeeptance for the Packaging framework. These
meetings were mostly one-to-one interviews.

The Meeting Subject describes the general thentkeofneeting and the Purpose explains the main ebofehe meeting

in more detail.

Date Meeting Subject

Participants

Purpose

2.5.2006 Workshop for
commercializing

professional services

Hyotylainen, Mika (Senior group manager|
Professional services commercialization);
Parnanen, Hannamari (Department mana
Process development); Hautaméaki, Johan
(ICT specialist / Sales); Savilepo, Kati
(Development Manager / Delivery

[Framework- Meeting concentrated

na

processes); Rauhala, Varpu (Senior Mandger

/ Sales); Tammi, Sami (Development
Manager / Professional services
commercialization); Jormanainen, Meri
(Development Manager / Project deliverie

5)

on discussing the approach of how
geommercialize professional service

n

5.5.2006 Workshop for
commercializing

professional services

Hy®otylainen, Mika (Senior group manager|
Professional services commercialization);
Saarinen, Ainokaisa (Business Developm
Director / Sales); Lipasti, Jouni (Project

Manager / Sales); Konkola, Marja (Senior
Manager / Head of Quality Management);

Kaipio, Krister (Senior Legal counsel / Legal

department); Leporanta, Sarianna
(Department manager / Key Customer
services)

[Framework- Meeting concentrated
on discussing the methods of how

to

rnbmmercialize professional services.

8.5.2006 Workshop for the

outsourcing model

Hy®otyldinen, Mika (Senior group manager,
Professional services commercialization);
Parnénen, Hannamari (Department mana
Process development); Tammi, Sami
(Development Manager / Professional

[Framework- Meeting concentrated
on defining and developing metho
geEar/outsourcing professional
services.
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services commercialization)

10.5.2006

Presentation of the
professional services
packaging model

Hy®otyldinen, Mika (Senior group manager,
Professional services commercialization);
Petteri Kaartinen (Department Director /
Solution Design); Pyorié, Keijo (Departme
Manager / Presales)

/Review- Meeting concentrated on
getting feedback on the current
packaging model.

nt

10.5.2006

Commercializing Key
Customer services

Hy®otyldinen, Mika (Senior group manager,
Professional services commercialization);
Leporanta, Sarianna (Department manage
Key Customer services)

[Project- Meeting concentrated on
defining the business case for the
Kley Customer service.

12.5.2006

Workshop for
commercializing
professional services

Hy®otylainen, Mika (Senior group manager|
Professional services commercialization);
Mikkonen Jarmo (Department manager /
Service Production); Tammi, Sami
(Development Manager / Professional
services commercialization)

[Framework- Meeting concentrated
on developing the templates used
packaging professional services.

17.5.2006

Workshop for
commercializing
professional services

Hy®otyldinen, Mika (Senior group manager,
Professional services commercialization);
Pietidinen, Tuija (Development Specialist
Production); Hassi, llkka (Process Manag
Production)

[Framework- Meeting concentrated
on developing the templates used
packaging professional services.
or /

19.5.2006

Commercializing Key
Customer services

Hydtylainen, Mika (Senior group manager
Professional services commercialization);
Leporanta, Sarianna (Department manage
Key Customer services)

/Project- Meeting concentrated on
defining the business case for the
iKley Customer service.

22.5.2006

Reviewing the
professional services
commercialization
process

Hy®otyldinen, Mika (Senior group manager,
Professional services commercialization);
Parnanen, Hannamari (Department mana
Process development); Tammi, Sami
(Development Manager / Professional
services commercialization)

/Review- Meeting concentrated on
reviewing the current packaging
garadel.

5.6.2006

Workshop for
commercializing
professional services

Hy®otyldinen, Mika (Senior group manager
Professional services commercialization);
Saarinen, Ainokaisa (Business Developm
Director / Sales); Lipasti, Jouni (Project
Manager / Sales); Leporanta, Sarianna
(Department manager / Key Customer
services); Rikkonen, Kirsi (Development
Manager / Billing)

[Framework- Meeting concentrated
on developing the templates used
spackaging professional services.

12.6.2006

Commercializing Key
Customer services

Hy®otyldinen, Mika (Senior group manager,
Professional services commercialization);
Leporanta, Sarianna (Department manage
Key Customer services); Tammi, Sami
(Development Manager / Professional

[Project- Meeting concentrated on
defining the content of the Key
Qustomer service.
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services commercialization)

L]

ng

—

12.6.2006 | Commercializing Hy®otylainen, Mika (Senior group manager|/Project- Meeting concentrated on
Technical Key CustomerProfessional services commercialization); | defining the business case for the
services Leporanta, Sarianna (Department managefTiechnical Key Customer service.

Key Customer services)

19.6.2006 | Workshop for Hyotylainen, Mika (Senior group manager|/Project- Meeting concentrated on
commercializing Professional services commercialization); | defining the content of the Key
professional services |Leporanta, Sarianna (Department manageiQustomer service.

Key Customer services); Tammi, Sami
(Development Manager / Professional
services commercialization); Kaurijoki, Juha
(Group Manager / Service desk)

22.6.2006 | Reviewing the Hyotylainen, Mika (Senior group manager|/Review- Meeting concentrated on
professional services | Professional services commercialization); | reviewing and futher developing th
commercialization Tammi, Sami (Development Manager / | current packaging model.
process Professional services commercialization)

26.6.2006 | Reviewing the Hy®otyldinen, Mika (Senior group manager|/Framework- Meeting concentrated
professional services | Professional services commercialization); | on developing process for packagi
commercialization Tammi, Sami (Development Manager / | professional services.
process Professional services commercialization)

27.6.2006 | Commercializing Hydtylainen, Mika (Senior group manager|/Project- Meeting concentrated on
Solution Design servicesProfessional services commercialization); | defining the content of the Solutior

Tammi, Sami (Development Manager / | Design service.
Professional services commercialization)

28.6.2006 | Commercializing Hy®otylainen, Mika (Senior group manager|/Framework- Meeting concentrated

Solution Design servicesProfessional services commercialization); | on developing the framework for
Tammi, Sami (Development Manager / | packaging professional services.
Professional services commercialization)

29.6.2006 | Reviewing Hy®otylainen, Mika (Senior group manager|/Framework- Meeting concentrated
commercialization tools| Professional services commercialization); | on discussing the usage of differen
and methods Tammi, Sami (Development Manager / | methods in commercializing

Professional services commercialization) | professional services.

29.6.2006 | Workshop for Hyotylainen, Mika (Senior group manager|/Project- Meeting concentrated on
commercializing Professional services commercialization); | defining the content of the Key
professional services |Leporanta, Sarianna (Department manageiQustomer service.

Key Customer services); Tammi, Sami
(Development Manager / Professional
services commercialization); Hayrinen,
Tanja (Specialist / Key Customer Services);
Puroranta, Anu (Specialist / Key Custome
Services)
5.7.2006 Reviewing Hy®otylainen, Mika (Senior group manager|/Framework- Meeting concentrated

commercialization tools

Professional services commercialization);

on discussing the methods and tog

Is
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and methods

Leporanta, Sarianna (Department maha
Key Customer services)

gased in commercializing
professional services.

18.8.2006

Commercializing
Technical Key Custome
services

Hy®otyldinen, Mika (Senior group manager,
rProfessional services commercialization);
Leporanta, Sarianna (Department manage
Key Customer services); Tammi, Sami
(Development Manager / Professional
services commercialization)

[Project- Meeting concentrated on
defining the content of the Technicj
Kley Customer service.

a

31.8.2006

Workshop for
commercializing
professional services

Hydtylainen, Mika (Senior group manager
Professional services commercialization);
Kaurijoki, Juha (Group Manager / Service
desk); Tammi, Sami (Development Manad
/ Professional services commercialization

[Framework- Meeting concentrated
on developing the templates used
packaging professional services.
er

=]

7.9.2006 Reviewing Hyotylainen, Mika (Senior group manager|/Review- Meeting concentrated on
commercialization tools| Professional services commercialization); | getting feedback for the framework
and methods Parnanen, Hannamari (Department managtar/packaging professional service

Process development)

7.9.2006 Workshop for Hy®otyldinen, Mika (Senior group manager|/Framework- Meeting concentrated
commercializing Professional services commercialization); | on developing the framework for
professional services | Parnanen, Hannamari (Department managpa¢kaging professional services.

Process development); Tammi, Sami
(Development Manager / Professional
services commercialization)

21.9.2006 | Workshop for Hyo6tylainen, Mika (Senior group manager|/Framework- Meeting concentrated
commercializing Professional services commercialization); | on developing the process for
professional services | Huovinen Hannele (Product manager / packaging professional services.

Process development); Tammi, Sami
(Development Manager / Professional
services commercialization)

22.9.2006 | Reviewing Hy®otylainen, Mika (Senior group manager|/Review- Meeting concentrated on
commercialization tools| Professional services commercialization); | getting feedback for the framework
and methods Sutinen Juha (Director / Product for packaging professional service

Management)

2.10.2006 | Commercializing Lehtinen, Matti (Department manager / | Project- Meeting concentrated on
Quality Management | Project management); Konkola, Marja defining the content of the Quality
services (Senior Manager / Quality Management); | Management service.

Moijanen, Arto (Director / Service
Management); Leporanta, Sarianna
(Department manager / Key Customer
services); Kokkonen, Hannu (Delivery
Manager / Billing); Tammi, Sami
(Development Manager / Professional
services commercialization)
27.10.2006, Workshop for Hy®otyldinen, Mika (Senior group manager|/Framework- Meeting concentrated

commercializing

Professional services commercialization);

on developing the templates used

=}
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professional services

Mikkonen Jarmo (Departmentager /
Service Production); Tammi, Sami
(Development Manager / Professional
services commercialization)

packaging professional services.

6.11.2006

Reviewing
commercialization tools
and methods

Hyétylainen, Mika (Senior group manager
Professional services commercialization);
Tammi, Sami (Development Manager /
Professional services commercialization)

[Framework- Meeting concentrated
on developing the tools and metho
for packaging professional service

6.11.2006

Reviewing
commercialization tools
and methods

Hyétylainen, Mika (Senior group manager
Professional services commercialization);
Savola, Jussi (Development Manager /
Technical Architectures); Huovinen,
Hannele (Product Manager / Process
Development)

[Framework- Meeting concentrated
on developing the tools and metho
for packaging professional service

=]

1.2.2007 Reviewing professional Hyotyldinen, Mika (Senior group manager|/Review- Meeting concentrated on
services Professional services commercialization); | getting feedback for the framework
commercialization Leinonen, Jukka (Senior Vice President / | for packaging professional service
process Enterprise product management)

21.2.2007 | Reviewing Hyétylainen, Mika (Senior group manager|/Review- Meeting concentrated on
commercialization tools| Professional services commercialization); | getting feedback for the framework
and methods Flinta, Gunnar (Vice President / Product | for packaging professional service

Management)

13.3.2007 | Workshop for Hy®otylainen, Mika (Senior group manager|/Framework- Meeting concentrated
commercializing Professional services commercialization); | on developing the templates used
professional services | Tammi, Sami (Development Manager / | packaging professional services.

Professional services commercialization);
Kérna Heidi (Product manager / Product
management)

20.3.2007 | Reviewing Hy®otyldinen, Mika (Senior group manager|/Framework- Meeting concentrated
commercialization tools| Professional services commercialization); | on developing the framework for
and methods Flinta, Gunnar (Vice President / Product | packaging professional services.

Management)

8.5.2007 Reviewing the Hy®otylainen, Mika (Senior group manager|/Framework- Meeting concentrated
professional services | Professional services commercialization); | on developing the framework for
commercialization Flinta, Gunnar (Vice President / Product | packaging professional services.
process Management); Miettinen, Paula (Senior

group manager / Marketing & Offering)

22.5.2007 | Reviewing Hy®otylainen, Mika (Senior group manager|/Review- Meeting concentrated on
commercialization tools| Professional services commercialization); | getting feedback for the framework
and methods Mattila, Helena (Director / Process for packaging professional service

Development)
6.6.2007 Workshop for Hyétylainen, Mika (Senior group manager|/Framework- Meeting concentrated

commercializing
professional services

Professional services commercialization);
Teppo, Tapio (Business Control / Finance
Kosonen, Kari (Director / Process

on developing the process for
packaging professional services.
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development); Miettinen, Paula (Senior
group manager / Marketing & Offering);
Sandberg, Robert (Program Manager /
Professional services)

11.6.2007 | Workshop for
commercializing
professional services

Hyétylainen, Mika (Senior group manager
Professional services commercialization);
Teppo, Tapio (Business Control / Finance
Kosonen, Kari (Director / Process
development); Miettinen, Paula (Senior
group manager / Marketing & Offering);
Sandberg, Robert J. (Program Manager /
Professional services)

[Framework- Meeting concentrated
on developing the methods and to
in the process of packaging
professional services.

Dls

19.6.2007 | Reviewing the
professional services
commercialization
process

Hyétylainen, Mika (Senior group manager
Professional services commercialization);
Teppo, Tapio (Business Control / Finance,
Kosonen, Kari (Director / Process
development)

/Review- Meeting concentrated on
discussing the framework of
packaging professional services.
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Appendix V — Case | final documentation

In this appendix selected documentation of Caseprésented. Three different documents are included
here: an Internal service description, sales slatesvell as workshop material. The internal service
description document was mainly used in internalntng sessions as well as the main internal
document to be distributed within the organizatiBales slides were the main sales material to &é us

in the actual sales situation. Workshop materiat waed in the actual customer workshops as a

structural guidance to travel through the worksblopp. All documentation is in Finnish.
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1. Internal service description

T, SISAINEN PALVELU- 1(3)
sonera KUvAUS
15.5.2001 Vers. 0.2
Sisdinen
ESIKARTOITUS
Yleiskovaus

Konsultoinnin asiakasyritykselle tekemd esikartoitus toimii apuna ratkaisusuunnittelua, tar-
jouksen laatimista ja konseltoinnin aloittamista varten. Esikartoitus on siis kiinted ja tarkes
osa Juxton Professional Services toimitusmenetelmas, joka koostuu kokonaisuudessaan esi-
kartoituksasta, konsultoinrista seka palveluiden implementoinnista. Alla on kuvaus esikar-
toituksesta prosessing.

Enstmmdinan myyrikiyng
‘ Mandaliinen | arkantava ‘
E Kyt ja kavjoukean [a
Mahloilisten mkalks-
vahioehiojen astiely

‘ Sopimuksan alleirjats 2
yhdyeharkiien mazaaninan

e

Esikartoituksen ytimena toimiva workshop kestad tarpeen mukaan n. yhden tybpaivan. Ta-
voitteena on taman paivan aikana selventaa asiakasyrityksen nykytilannetta, tavoitteita, tar-
peita ja tyostaa yhdessa eri osapuolten kanssa tavoitetilaa. Nain asiakkaan tilanne ja tarpest
saadaan selvitettyd mahdollisimman nopeasti, vaivattomasti, seka olennaisimmat asiat ja
yksityiskohdat saavat workshopissa samalla hyvaksynnin asianosaisilta.

Workshopiin kutsutaan kaikki ne osapuolet asiakasyrityksests, joiden nakemysta, tietoa ja
osaamista tarvitaan kyseisen asiakkaan tarpeiden kartoittamiseen Asiakkaan puolelta pai-
kalla tulisi henkilot joiden asiantuntemusta ja pastbsvaltaa tarvitaan. {tilanteesta rilppuen
esimerkiksi [T- osaston, tuotannon, logistiikan, myynnin & markkinoinnin, asiakaspalvelun
tai johdon edustajia). Juxton puolelta workshoppiin osallistuu kaksi kensulttia.

Tarkoitus
Konsultoinnin tekemas esikartoitusta kaytetaan seuraavissa tilamteissa
- kun asiakasyrityksen tarve Juxton tarjoamia palveluita kohtaan taytyy kartoittaa

- kun halutaan tietds, mitd Juxton palveluita asiakkaalle tarjotzan (myos lisamyyntimah-
dollisuudet)

- halutaan varmistaa asiakkaan todellinen tarve, jotta Juxton tarjoama palveluratkaizu
vastaa asiakkaan tarvetta mahdollisimman hyvin

‘SOMERR JUXT® 0¥, KOTIPAINKA: HELSINKL PL 600, KUGATANEENKATU L 00051 SONERA, PUR 020401, KANRD 734.127, LY TUNNUS LA004188 ALY REX
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[ i, SISAINEN PALVELU- 2{a)
sonera KUVAUS
1%.5.2001 Vers. 0.2
Sisainen

- tarvitaan tietoa asiakasyritykselle tehtivaa konsultointia ja sen suunnittelemista varten
(miten kompleksinen asiakasyrityksen toimintaymparisto, tilanne jne. on)

- kun taytyy tutkia palvelun soveltuvuutta asiakkaalle

Lisaksi Esikartoitus toimii arvokkaana rajapintana tuotekehitystd varten, koska naista tilan-
teista saadaan tuoretta tietea asiakkaiden todellisista tarpeista ja toiveista palvelujamme
kohtaan.

Hyddyt asiakkaalle
Esikartoituksen ja myohemmin suoritettavan konsultoinnin tarkoites on auttaa asiakasta
saamaan mahdollisimman suuri hyoty Juxton palveluista. Ostamalla Esikartoituksen asiakas

saa varmuuden siitd, ettd asiakkaalle pystytasn tarjoamaan tarpeita vastaava palveluratkai-
s,

Hyddyt Juxtolle

Esikartoitus antaa mahdollisuuden Juxtolle toteuttaa esikartoitusvaihe nopeasti ja tehok-
kaasti Tama tilanne luo erinomaiset puitteet myds lisamyyntimahdollisuuksien loytamiselle,
mikali asiakas e ole viela osannut paikantaa kaikkia tarpeitaan. Lisaksi esikartoituksen
avulla pystytaan varmistamaan mahdollisesta konsultoinnista tehtavan tarjouksen tyomasri-
en ja aikataulun paikkansa pitavyys.

Sopivuus Juxton strategiaan

Tarkoitus on autiaa asiakasta saamaan mahdollisimman suuri hyoty Juxton palveluista.
Asiakastarpesseen pystytadn vastaamaan parhaiten, jos asiakkaan kanssa on yhdessa salvi-
tetty mykytilanne ja tavoitetila perusteellisesti ja sovittu yhteisista tavoitteista. Main luodaan
pohja onnistuneelle palveluratkaisulle ja asiakastyytyvaisyydelle. Tama palvelumenstelma
tukee siis ajatusta yliapitaa ja luoda pitkia asiakassuhteita.

Talla toimintatavalla pyritian myos varmistamaan, etta asiakkaalle jaa mahdollisimman
hyva kuva koko ASP-konseptin toimivuudesta. Tama taas on valttamatdnta Juxton kannat-
tavuudelle pitkalla tahtaimella.

Toimitusaika

‘Workshopille varataan yksi tyopaiva (per jokainen osallistuja). Workshopista saaduille tuo-

toksille varataan aikaa seuraavasti (vrt. kaavio sivulla 1):

1. Palveluratkaisun suunnittelu: noin kolme tyopaivaa (workshop-paiviasta lukien).

2. Esitys asiakkaalle nykytilanteesta, tavoitetilasta ja sunsitus tarvittavasta konsultoinnis-
tar yhksi wiikko

3. Tarjouksen tekeminen: yksi viikko

Mika Hyotylainen, Aalto University School of Econara 19.7.2010



262

[ i, SISAINEN PALVELU- 3{a)
sonera KUVAUS
1%.5.2001 Vers. 0.2
Sisainen

Yhteensa Esikartoituksen toimitus kestas siis workshopin jarjestamisest lahtien kaksi viik-
koa.

Palvelun rakenne

Palvelu sisaltas aina:

- valmistavien kysymysten |ahettamisen asiakkaan edustajille ja vastausten analyscimisen
- workshop —jarjestelyt ja koordinoinnin

- workshopista saadun tiedon pohjalta: esitys asiakkaan nykytilanteesta, tavoitetilanteesta
ja suositus tarvittavasta konsultoinnista

Palvelun viestiminen asiakkaalle
Tasta palvelusta on tehty erillinen, asiakkaalle tarkoitettu palvelukuvaus ja myyntikalvo.

Viestittaessa asiakkaalle Esikartoituksesta, on korostettava etta, ostamalla Esikartoituksen,
asiakas saa vakuuden siita, ettd han saa mahdollisimman hyvin tarpeita vastaavan palvelu-
ratkaisun. Ulkopuolisina konsultteina Juxton business-konsultit tarvitsevat kaiken tarvitta-
van tiedon etenemistaan varten. Tahian tarvitaan asiakkaan sitoutuminen esikartoitukseen
osallistumiseen.

Referenssiasiakkaita
{Julkaistaan myshemmin.}

Palveluun liitettdvat mout Soneran tai Sonera Juxton palvelut

Kun Esikartoitusta harkitaan jarjestettivan asiakkaalle, on oletuksena etta seuraava vaihe
palvelussa on asiakkaalle sworitettava konmsultointi. Tama taas tahtad Juxton ASP-
palveluiden myymiseen.

Hinnoittelu ja laskutus

Asiakasyritykselle jarjestettavastd Esikartoituksesta veloitetaan kiintea kertamaksu sooo
mk. Pafvelun laskutus alkaa viikon kuluessa workshop-paivasta lukien.

Palvelun kehittiminen ja jatkotoimet

Esikartoitusta kehitetadn asiakastapauksissa saatujen kokemusten myotd. Alla luetelluilta
osapuolilta [ asianosaiset”) saadaan oleellista tietoa jatkoa ajatellen. Kehityksests on vas-
tuussa Juxto International.

Asianosaiset
Juxto International / PS Konsultoinnin kehitys
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B e, SISAINEN PALVELU- 4(3)
sonera KUVAUS
1%.5.2001 Vers. 0.2
Sisainen

PS5 Business Konsultointi

PS5 Toimituksien Projektipaallikat
Myynti

Tuotepaallikot

Tuotekehitys

Tuotanta
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2. Sales slides

R
sonera’

Maksimoidaan lisdarvo

LAHTGROHTA

TARVE o

RATHARSL

Yhteiselld Workshopilla luodaan pohja

» Qikeiden menetelmien valitsemiselle

Synergiselle yhteistyélle

Realistiselle tilannearviolle

Kattavalle tarveanalyysille
Onnistuneelle ratkaisusuunnittelulle

Yhteiselle nakemykselle tavoitetilasta

Maksimaalisen hy6édyn saamiselle
palveluista

Sonera’ Juxto

Mika Hyotylainen, Aalto University School of Econas

19.7.2010



265

4. Work-shop material

Sonera’ Juxto
Esikartoitus-workshop-pdiva
IKOHDEYRITYS, PP.KK.2001]
[Workshopin vetdjat]

Sonera Juxto Oy / Professional Services

sonera*

Workshop-péivan alustava runko

09.00 - 09.15 Workshopin esittely ja tarkoitus

09.15-10.30 Nykytilan kartoitus liiketoimintanakékulmasta
10.30-10.45 Tauko

10.45 - 12.00 Nykytilan kartoitus tietojarjestelmanakokulmasta
12.00 - 13.00 Lounastauko

13.00 - 14.30 Tarpeiden kartoitus

14.30 - 14.45 Tauko

14.45-16.00 Tavotetilan kartoitus

16.00 - 16.30 Workshopin yhteenveto

Sonera’ Juxto
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b s
sonera"
Workshop-toimintamalli
=5 34
H E 23
31 Kb 2 E
= : s E Esikartoitus £2
55 E E Waorkshop g =
£E 3 £a
B 22
BT E 8L
a g ﬁ <
= .5
0 vko 0,5 vko llvl(n 2 vko
Sonera’ Juxto
Vo
sonera’
Nykytila 213

* Yrityksen palvelu/tuotetarjonta
= palvelut/tuctteet, tukevat palvelut/tuotteet, volyymit, kanavat

e Yleiskuvaus IT-ymparistosta

» ylatason jarjestelmaarkkitehtuuri (sis. laittest,
tietoliikenneyhteydet, ohjelmistot- ja tietojérjestelmat,
tietokannat), ohjelmistojen- ja tietojarjestelmien kayttajamaaria,
tietojarjestelmien oleelliset sisaiset ja ulkoiset tietovirrat,
rajapinnat

Sonera’ Juxto
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P
sonera’

Tarpeet

» Havaitut nykytilan kehittamiskohteet ja haasteet
sisdisesta ndkdkulmasta

e suunnitelmat ja tavoitteet (esim. asiakashallinnolliset
tavoitteet), sisaisen toiminnan tehostaminen,
yrityksen sisaiset kehittamiskohteet

e Tarpeet ulkoisesta nakékulmasta

e yrityksen asiakkaiden esittamat tarpeet, muiden
osapuolien esittamat tarpeet ja vaatimukset, muut
vaatimukset (esim. kansainvaliset vaatimukset)

Sonera® Juxto

SN
sonera’

Nykytila

3/3

» Yrityksen sisaiset kehitysprojektit

= lista ja lyhyt kuvaus mahdollisista meneillaan olevista
projekteista

= Nykytilan prosessit

» prosessien Kuvaus- ja dokumentointitaso:
avainprosessien Kuvaus, niihin liittyvat johto- seka
tukiprosessit, kuvaus keskeisimmista aihealueeseen
littyvista prosesseista ja naihin liittyva
tehtavakuvaus, kuvaus keskeisimmista
manuaalitoiminnoista

Sonera’ Juxto
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b =
sonera’

Tavoitetila 112

» Esikartoitus halutun tavoitetilan ja sitd tukevien
jarjestelmien kriittisyydesta asiakkaan
liketoiminnalle

= taustana palvelutasosopimukselle eli SLA:lle (esim.
palveluaika, jarjestelmavalvonta, reagointiaika,
halutut vasteajat selvitys-ja korjaustoimenpiteille)

e Aikataulullinen vaatimus tavoitetilalle
= alustava ajankohta tavoitetilan saavuttamiselle

Sonera’ Juxto

P
sonera’

Tavoitetila 142

e Nikemys tulevaisuudesta

= lyhyt Kuvaus yrityksen asemasta tulevaisuudessa,
suunnitelmat Iyhyella ja pitkalla aikavalilla, henkilostomaaran
kasvu, liikevaihto, markkinaosuus, tuote/palvelutarjonta

» Tavoitetilan ja sita tukevien jarjestelmien karkea kuvaus

= hahmotelma tavoitetilan perustoiminnallisuuksista ja
ominaisuuksista (esim. keskeisimmat raportointitarpeet),
hahmotelma tavoitetilan toimintaympéristosta

Sonera’ Juxto

Mika Hyotylainen, Aalto University School of Econ@s
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b =
sonera’

Yhteenveto tarpeista

* Havaitut nykytilan kehittamiskohteet ja
» haasteet sisaisesta nakokulmasta

= Tarpeet ulkoisesta naktkulmasta

Sonera’ Juxto

P
sonera’

Yhteenveto nykytilasta

= Yrityksen liiketoiminnan yleiskuvaus
» Yrityksen sidosryhmat

* Yrityksen rakenne

e Yrityksen palvelu/tuotetarjonta

e Yleiskuvaus IT-ymparistosta

e Yrityksen sisdiset kehitysprojektit

« Nykytilan prosessit

Sonera’ Juxto
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G
sonera’
Yhteenveto tavoitetilasta
* Nakemys tulevaisuudesta
» Tavoitetilan ja sitd tukevien jérjestelmien karkea
kuvaus
« Esikartoitus halutun tavoitetilan ja sité tukevien
jarjestelmien kriittisyydesta asiakkaan liiketoiminnalle
e Aikataulullinen vaatimus tavoitetilalle
Sonera® Juxto
JI—
sonera’
Lopuksi

e Seuraavaksi
= Tiedon analysointi
= Skenaarioiden suunnittelu
= Lopputulocksien esittely

» Kiitos osallistumisesta!

Sonera’ Juxto
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Appendix VI — Fieldwork pricing structure and prici ng development principles

The purpose of this pricing structure is just tosirate the complexity of the situation before the
SARDIN project. Basically every product had a sarlif complex rating structure, but in addition they
were all different from one another. Fieldwork as example had a mixture of different kinds of
initiation fees as well as variable fees. From stamer's perspective there were no similarities mgno
the different individual products in the Businesedess Networking group. To change this situatien t

SARDIN project defined clear goals and priciplesgacing and billing development.

Purpose of Service Blueprinting

The overall objective is to define the interfacewsen Pricing & Billing organization and
Product Management so that the change requestmadied in a coordinated fashion, pre-evaluated (is
this really necessary?) and in an agreed scheiiubm agreed form and sent to a predefined contact

person.

Product Management would also need some guidelioesdesigning pricing and billing
structures for new products. Also as a kind of isergatalog containing prices, estimated delivenes
and work-estimates of different kinds of changeuesgs concerning pricing and billing elements is
needed.

Practical output

The output of service blueprinting is a descriptadnthe mode of operation which includes a
couple of documents that will be used for commuiocea and as templates for the actual orders of the

development work.

For communicating the way of working:

¢ Guidelines for designing new pricing and billingusstures
e List of tasks that can be ordered

o Changes

o New products

o etc.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010
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e Process description
o Description of the different phases and how thekvi®ordered
o Responsible persons

For ordering the development work:

e Price list for the tasks that can be ordered

o At least some estimates for tasks in differentgaties. Tasks belonging to category 1
take 2 weeks maximum — no external work requiraskg in category 2 take 4 weeks
maximum, of which 1 week is external work and so on

o Response time
= estimates on the time requires to perform work igileg to different categories
e Order-forms for the different tasks

o Needs to be defined what preliminary informatioalisays required

What is not the purpose of Service Blueprinting

Documentation is not the end in itself. The mospantant thing in service blueprinting is to
develop a common way of working, and describinig i way that it can be communicated to people
who are involved in that process. In addition, orfilems are an important method to make sure that
both parties share a common understanding of warabe delivered and what information is needed in

order to do this properly. Documentation is justesy to describe all this.

Mika Hyotylainen, Aalto University School of Econ@s 19.7.2010
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Initiation: 84€

Periodic:

34€ / month (1-3 vehicles)

84 € | month (4-7 vehicles)

847 € / month (8- vehicles)

(Must be entered to price override)

Vehicle Interface Cargo 66€/ vehicle / month
Tiered discount pricing (brackets 1-3, 4-7, 8-)

Initiatiof
price

: O€ / override

Explanation text eneterd to the product label, which will b

e shown on the bill.

Initiation: 3000€

Periodic: 260€ /

month (Lite,Basic)

Periodic: 500€ / month (Premiere)

{1

GPRS kilobytes (modifiers: M0, M7)
zero price, except in customer specific tariffs

(used for tracking and showing the traffic in the bill)

GPRS messages (modifiers: MO, M7}
Zzero price, except in customer specific tariffs
(used for tracking and showing the traffic in the bill)

Initiation: 60€

Initiation: 1177€ /day

Initiation: 1093€/day

/
4 Billing tariffs will be implemented for Field Wor Kk —products: _ Lite,
Basic, Premiere and Fleetware(for existing Fleetwar _e customers).
Fixed fees and traffic fees will vary depending on  chosen tariff.
NOTE!
In case of Field Work, customer specific rating tar__iffs are also
needed, since there are customer specific Usage fees.

Vehicle Interface Connection
-7€/ Vehicle interface (billed on
ticket, but as init. fee in bill)

Vehicle Interface

-20€/Vehicle interface/month (Lite billing tariff)
-35€/Vehicle interface/month (Basic billing tariff)
-40€/Vehicle interface/month (Premium Billing tariff)

Vehicle Interface
Email Services
7,00€ / Vehicle
interface

or

Vehicle Interface Map 40€/ 100
subscriptions / month

quantity is upper limit of rate tier like 100,200,300 etc.

Initiation: 45€ / Vehicle
interface

| Vehicle Interface Virus Gateway
i -100€/ 100 interfaces / month

These Geneva events will be created in pre-processing (event spiit)
according to customer products.

| Vehicle Interface Service Level
i -5€/ Vehicle interface / month

Initiation: 100€

Vehicle Interface Tracker
- 45€/ 100 Subscriptions / month

Vehicle Interface Tracker with Map
- 65€/ 100 Subscriptions / month

Periodic: 45€ / login / month

Initiation: O€ / override

RICE Explanation text eneterd to the pi

roduct label, which will be shown on the bill.

Periodic: X€ / month (override)

Mika Hyotylainen,

Aalto University School of Econara
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Appendix VII — Service Catalog Logic and Structure Description

The Service Catolog Logic and Structure Descriptionument describes the principles for the
target modular structure and the logic how sereieenents should be built on common ground and how
their amount should greatly be reduced. The doctimtso presents a four-level structure for the
service catalogue: group, category, element arid facording to the target service architecturadhe
will be five main group level common services: SegvDesk, Monitoring and Service Management,
Reporting, Rating and Billing, and Design and Defix Each of these groups will then further be

divided into categories, elements and tasks.

TeliaSonera

Service Catalog Logic and Structure Description

Version 1.0

16.1.2008 Internal/Relation/Identifier/vVersion 1.(7)

Mika Hyotylainen, Aalto University School of Econara 19.7.2010
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SeSo Service Architecture — SeSo specific

Service Desk Development of product modules,
elements, components that is to say

functionalities instead of products

Montoring & Service management

Commen Frochict
Modules/Elements=
Froduct Componerts

RepoHing

Funetional Product Module/Element = individual/unigue
Seniice feature, with its own unique properties

2.0, 8 KLM translation in MILeCenter service

Comman Product Module/Elements = a common way to
viewdhuild/use common Service related processes,

Retiri) & Billing

Design & Delivery

e.0. cormman way Lo wiew rating & billing process
Instead of &+ product specific rating structures in
MIL produet area alone, a 1 BP specifc rating
strueture and billing process

Service Core

Functiansl Product
hioclules/Elements
Technical Product Module/Element = An object that

the the ) or
other Serice related capabilities needed to realise ndividual
operations of a procict nodukvelement.

Technology

-
— i Service Platform Technical Product

Prouct Componerts

Technclagy

Service Platform

1.2005 InternaliRelation/|dentifiervVersion 2 TeliaSonera

SeSo Service Architecture — SeSo specific

Service Desk

Inheritance and dependency through
interfaces

Interface = a method, t0ls, @ process to manage
inheritances & dependecies

htoritoring & Servies management

Feporiing “» e BMO interface consists of
ranager perat
= {2 method), cross-checking produst documentation
Rating & Billing

with 5O service documentation (a process) and
Serice Catalog, CTI (tools)
Inheritance = Straighforeard adoptation of every aspectof
functionality of one product element to another, no deviations
whatsoever
-» ey, Biraightforward inheritance from Service
Catalag Element Backup and Restare (Group
Palvelimet&levyiar estelmat, Category
Hallintapalvelut, Element Yarmistukset ja
palaUtukset to ServerCare praduct element Backup
(Warmistus ja palautus) to every other SeSo product
using SenverCare
Dependency = Adoptation of some aspects of functionality of

Desion & Delivery

Service Core

Sonpo
5118410

Technology one product element to another .y giving houndares
) -» e Boundary from ServerGare product element
reice Flatform Service time (Palvelu ajat) to every other SeSo
= product using ServerCare
o
e
Technology
Service Platform
1.2006 InternaliRelationdldentifier/Version 3 TeliaSonera

Mika Hyotylainen, Aalto University School of Econara 19.7.2010
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SeSo Service Architecture — SeSo specific

Service Desk

Maonitoring & Servics managsment

Commeon Product
Modules/Elements

Design & Delivery

‘ Rating & Billing

Service Core

Functional Product
Modules/Elements

161.2005 InternaliRelat on/ldentifier/Version 4 TeliaSonera

SeSo Service Architecture — SeSo specific

Serice Desk - e s
o &
‘ Moﬂwt@nﬂg& Service management
@
‘ Rating & Billing _
=
‘ Design & Delivery ,
Service Co i
rvice Core i = o
e
=
]
i)
16.1.2008 InternaliRelation/ldentifier/Version g TeliaSonera
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SeSo Service Architecture - BPN common modules

‘Service Desk

Wonitoring & Service management

‘ Rating & Billing
‘ Design & Delivery

SIUBLUE| /S8 |NPajy JNPoid LoWWoD

161.2005 InternaliRelat on/ldentifier/Version B

' TeliaSonera

Service Catalog Structure

* Four level structure

focused along each level

Category

Element

General

Element description

Component

» Categorizes tasks and activities so that the object of the tasks is

16,1.2008 InternaliRelation/Identifier/Version 7

TeliaSonera

Mika Hyotylainen, Aalto University School of Econara
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Service Catalog Structure — Element Content

ELEMENT NAME

1. General
Version
Respansible

Location in Service Catalog

Group: Group where the element belongs in Service Catalogissa

Category: Categary in which the element belangs to in the Semice Catalg

Appendixies
2. Element Description
21 Limitations
22 Delivery
23 Dielivery content
24 Service time
25 Elements required
28 Security
27 KPl's
28 Costs _af
249 Recomendations P
16,1.2008 Internal/Relation/ldentifier/Yersion g | TeliaSonera
3. Element Compenents
TASKS AND RESPONSIBLITIES
z
:
e 1
KonP TEHTAVA 2 5
Tk o kion merrL. =
Facrradm on dolunoriciesi w
w
Toohnres sk oo ki o
L (e, Goreoll Lini] oo, W
LIMITATIONS AND COSTS
KOMPONENTTI REAGCOINTI TOTEUTUS- KUSTANNUK LASKUTUS
AlKA AIKA (FYA] SET{£) TARAIE &
ASERLES & p &
ULARTICE s bt
AT I I LA 4 par &
Definitions
Versions
12005 InternaliRelation/|dentifier/Version 9 TeliaSonera

Mika Hyotylainen, Aalto University School of Econara
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TeliaSonera

1612005 InternaliRelationf|dentifier/Version 10
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Appendix VIII — Principles for new pricing and bill ing structures
i ™I Mecting Memo
sonera Mika HyBtyliinen 1122004 Internal 1(2)

Guidelines for designing new pricing and billing structures

Date: 1.12.2004
Place: Kumpu 3
Participants: Leskinen Juhani
Cannavaccivolo Minna
Mika Hy ey laincn
Kari M. Kinnunen
Fixed princing — Billing tariff { monthly fees, one-time fees, termination fees)
= Use list prices as much as possibke

o If customer specific pricing is used, discounts need o be given in graduated
percentages

= Ifthe discount is given as a price, and the original price list is changed, all
customer specific prices needs to be changed manually.

= Same works nced to be priced similarly
o Forexample back-ups need to be priced the same in cach package
=  Then these need only one element
= Service structure needs to be the same in different packages —light — extended and premium
o Dﬂ.l}' one structure is created, which is applied in all packages, but with different
prices
= The depth of the pricing tree should not be oo long
= Pricing structure and logic should not be complex
o Amount of errors is increasing with complex design
» Dependencies should be avoided
o Forexample

=  Premium package always includes component X. 1f component Y is
selected also component Z needs 1o be selected,

= Customer needs to select module X in onder to be able to choose premium

= System does not automatically check for configurations ordered. So one
can order a configuration that is not pessible to deliver.

= This will be corrected in the next version

= Discounts for graduated prices

Mika Hyotylainen, Aalto University School of Econara
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s
sonera

DI Meeting Memo
Mika Hyfityliincn 1.12.2004 Internal 2(2)

o Graduated prices are handled as discounts, so discounts cannot be given to them

= [If acustomer is given a discount for graduated prices, they need o be
created their own price Hsts

= Taiiffs cannot be deleted
Pricing needs to be done correctly in the first place
o Oid tarffs cannot be deleted
No on-demand bill

o All billing needs to be billed the same day . 1f something additional is billed the
following day, a separate run is needed.

It needs to be thought where discounts are given? In billing or in pricing
o Which are given in the pricing system
= Service specific discount
o Which are given in the billing system
= In the billing system, discount ix given from the end sum

* [fthe discount iz given in both systems, the customer recives a
double discount.

Mika Hyotylainen, Aalto University School of Econara
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Appendix IX — Case IV final documentation

1. Scope of Work — Technical Key Customer Service

TeliaSonera Service Description
Confidential

Daw Page
2006-07-08 1(3)

TeliaSonera Technical Key Customer Service
Tabie of content
1 Purpose of the servica.
2 Description of services

3 Requi for servica im
4 Sanvice Compleiition
5 Other mattars.
& Changes in the service.

R

1 Purpose of the sarvice

TaInSonara Frland Oyj's (hereafter TeliaSonera) Technical Key Customer Service provides
contact p with a contact point to solve faults and problems in

ser\rms pm\rl:lad by TeliaSonara. The service includes tha receipt, documentation and dafini-

fion of the customer's problem, and the related customer information and first-stage technical

support.

In the Technical Key Gustomer Service, customer service agents familiarize themsalves with

customer-specific solutions, whersby they are well preparad to give fast and individual assis-

fance in fault and problem sifuations.

If necessary, the Technical Key Customer Service fi ds the cush s problem to spe-

cialists in the field in question.

2 Description of services

The oparaﬁun ol the Technical Key Customer Service is based on an incident managemant
procass g to ITIL. The T ical Key Customer Service receives semvice requast sub-
mitted by the cusiomer's dasignated contact parson (for example, the main user of the ser-
vica), identifies the customear and any problem point, and enters the details in the information
systam for analysis, follow-up monitoring, communication and reporting.

The cusiomer service agents are familiar with customer-spacific solutions and support the re-
covery from fault and problem situations efficiently for example by remote managemant.

The Technical Key Customear Sarvice includas the following componants

2.1 Assessment of the Service
In the starting meeting with key IT staff and Sarvice stakeholdars, TeliaSonaera will define the
TeliaSonera's services, products and service levels that are included fo Technical Key Cus-
tomer Sarvica. Tha results will be presented via a formal document.
2.2 The Service
The incident management tasks included in the service and their progress are divided into the
following groups:
Receiving and raconding an incident
Each customer of the Technical Key Customer Service is given a telephone number and a
customar-spacific PIN coda for submitting incidants.

Company data
TafisSonar Firland Oyj
Tacliuskatu 15, 0510 Helsinki

Ragistored offica: Halsink
Businass I 147 5607-9, VAT No. Fli4rsenra
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TeliaSonera Service Description
Confidential

Daie Page
2006-07-06 1(1)

The cusiomer service agent enters the details of the incident by the cusfomer in the in-
formation system in order for the incident to be analyzed and solved.

The customer can also send incidents by e-mail or through a web channel as agread on
with the customer in the assessment phase.

First i hnical
Tha savice agent provides initial assassment of an incident, makes first attempt o solve
the incident as quickly as possible and/or according fo the service level agreement (SLA).

Second line technical support

If the incident is not solved at the Technical Key Cusiomer Sarvice during the first contact,
the customer service agent transfers the incident solving fo specialists in the incident
area.

The cusiomer servica agent follows the progress of the incident solving and is responsibla
far informing the customer of the status.

Informing the customer of the status of incident
The customer recaives two nofifications of incident:
= A notification on the receipt of incident
= A natification on the solving of the incident
Service hours
= waekdays 8am-5pm: incident reseption and incident resolution.
= at other imes: sarvice reguests reseption and incident resolution according to the
sarvica lovel agreamant (SLA).

Tha Technical Key Customear Sarvice produces the following deliverables
= deployment documantation

=  a telephone number of Technical Key Customer Samvica and a customer-specific
PIN code

» the Technical Key Customer agent team that kmows the customer and the cus-
tomear's |CT-anvironmeant
3 Requirements for service implementation
TeliaSonara and tha customer anter into a written agreemant conceming the service.
The customer is responsibla for
= soeing to it that the datails of the designated contact parsons are up-to-date
= providing (a) coniact person{s) with information and training related to the ser-
vices provided by TeliaSonera

= provide incident information as agroed on assessmant phase

4 Sarvice Completition
The samvice is considared to be defivered, according to the following criteria:
= The customear has received the deployment documentation

= The customer has a telephone number of Key Customer Service and a customar-
specific PIN code

Company data

TaiaSonara Finland Oyj

Teolbuuskaty 15, 00510 Helsinki
. fico: Heleinki

Busingss ID) 147 5507.0, VAT Mo, Fl1756070
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TeliaSonera Service Description
Confidential
e Pax
2006-07-06 1(1)
5 Other matters

Calls to the Technical Key Customer Service are subject to a charge, and the service charge
s determined according to TeliaSonera’s valid price-list. The invoicing period is two months,
and the monthly charges are collected in advanca. The monthly invoicing of the service starts
on the day following the introduction day or the completion of the delivery. Any work not in-
cluded in the service (a.g. training) is invoiced separately in accordance with the price-list valid
at any given time.

TeliaSonaras Genaral Delivery Terms for Business Customers conceming Services ara ap-
plied to the sarvice.

The customer is informed of any price changes in advanca.

6 Changes in the service

TeliaSonara has the right to change the content of the semvice and the related basas for
charges. TeliaSonera notifies the customer's designated contact parson in agreemant-related
matters by e-mail or by some other elecironic communications channel chosen by the parties
at loast 14 days before the changes take effect. The customer has the right to terminate the
agreament on the Service before the change enters into forca. If the sevice agreament is not
fterminated prior fo the eniry into force of the change, the customer is considered to have ac-
capled the changes made in the sarvica or the pricas thereof.

Company data

TaiaSonara Finland Oyj

Teolbuuskaty 15, 00510 Helsinki
. fico: Heleinki

Busingss ID) 147 5507.0, VAT Mo, Fl1756070

Mika Hyotylainen, Aalto University School of Econara

19.7.2010



285

2. Statement of Work — Service Manager

The information contained in this document represents the current view of TeliaSonera on
the issues discussed as of the date of publication. Because TeliaSonera must respond to
changing market conditions, it should not be interpreted to be a commitment on the part of
TeliaSanera, and TeliaSonera cannot guarantes the accuracy of any information presented
after the date of publication.

This document is for informational purposes only. TeliaSonera MAKES NO WARRANTIES,
EXPRESS OR IMPLIED, IN THIS DOCUMENT.

Fickitious Disdaimer:
The example companies, organizations, produdts, domain names, e-mail addresses, logos,
people, places, and events depicted hersin are fiditious. No assocation with any real
m._m,mmmmmmm,m«
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1. Purpose
The role of the Statement of Work is to:

Define a clear direction for the implementation.
Emrageaqimitp—ﬁuddsnmcfﬂmmoegoals,w«ﬁs.aﬂmﬂdrﬂds.

Set expectations.
Define the boundaries for a phased exeaution of the implementation.

2. Service Description
The operation of the Technical Key Customer Service is based on an inddent management
process according o ITIL. The Technical Key Customer Service receives service request

sydﬂnﬁrandys&fdhwtpmmﬂmpuﬁm.
The customer service agents are familiar with customer-specific solutions and support the
recovery from fault and problem situations efficiently for example by remote management.

The Tedchnical Key Customer Service includes the following components/tasks
* Receiving and recording of an incident
=  First-line technical support
+ SecondHine technical support
# Informing the customer of the status of the incident

3. Scope
The Technical Key Customer Services may be targeted at all TeliaSonera's corporate customer’s
SETVICES,
For example, the following services areas can be induded to Key Customer Services:
Mobile services
Fixed Voice services

-

.

*  Broadband services
. 3

4. Goals and Dbjectives
The Technical Key Customer Services goals are:
» Tedmical Key Customer Service team have a good knowledge of customer's solutions
» Faster readtion time to service request than in TeliaSonera’s basic technical customer
care

= The Service agents provides more individual and customized incident management
5. Implementation

Aszessment of the service

In the starting meeting with customer’s key IT staff and TeliaSonera’s Account Manager and
Technical Key Customer Agent, TeliaSonera’s services and products that are induded to Tedhnical
Key Customer Services will be defined. In the starting mesting operational model, contact
persons, incdent management and cooperation will be agreed on.

The results will be presented via a formal document.

Mika Hyotylainen, Aalto University School of Econara 19.7.2010
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Service Deployment
The customer is given a telephone number and a customer-spedific PIN code for contacting the

team of Technical Key Customer Service agents. Only the contact persons agreed on assessment
stage can contact the Technical Key Customer Service.

The incident management tasks induded in the service and their progress are divided into the
following groups:

Receiving and recording of an incdent

#* Based on a customer-specific PIN code, the customer service agent identifies the
customer in order o take inbo account. for example, customer-spedific spedal
features in a service situation.

# The customer service agent emters the details of the incident in the information
system in order for the indident to be analyzed and solved.

# The customer can also file service request by &-mail or through a web dhannel as
agreed on with the customer.

First-line technical suppart
The service agent provides inftial assessment of an incident, makes first attempt to solve
the incident as quickly as possible andfor according to the service level agreement (SLA).
The aim is to locate the problem by examining the information related to the customer
solution and by testing the technical components involved in the sarvice production.

Second line technical support
If the inddent is not solved at the Technical Key Cusiomer Service during the first
contact, the customer service agent transfers the problem solving to spedialists in the

The
problem solving and srspu'hsi:lefurrfurnl'igthemsh:rrm'ufﬂ'lesh‘hls.

Informing the customer of the status of incident or problem
In normal cases, the customer receives two notifications of a fault situation:
# A notification on the receipt of incident: the notification states that the incidant
has been entered in the information systems of inddent management and that a
person has been designated to deal with the incident.
* A notification on the solving of the inddent: the notification states that the
problem has been removed and the service has been restored.

The notifications are sent to the person who reported the incident and to the addresses
induded in the distribution list agreed on with the customer in advance.

Eﬁﬁmbrﬁﬂtbspeualmgﬂmﬂsmﬂlehtmpﬂnﬂﬁirﬁﬂuﬁm
pradices are agreed on with the customer on a case-by-case basis.

6. Deliverables

Tedhnical Key Customer Sarvice deliverables includes:
= deployment documentation

# atelephone number of Key Customer Service and a customer-specific PIN code

= the Technical Key Customer agent team that knows the customer and the customer's
ICT-environment

» oustomized incident management

Mika Hyotylainen, Aalto University School of Econara 19.7.2010
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7. Schedule

The schedule is agreed on at the assessment stage.

8. Roles and Responsibilities

The core roles and responsibilities are enumerated in the table below.

LResponsibilities
Customer ICT-manager | | Sign off responsibility for the dediverables, change

| Agreement contact person | requests, and final defiverables scceptance. |
Customer ICT-specialist Acquires the background information needed in

Feature Team

assassment phase, Operative contact and co-
operation responsibility. Ensures, that the details of
the designated contact persons are up-to-date,
Provides contact persons with information and
training related to the services provided by
TeliaSonera.

contact person | Provides incident information as required®

TeliaSonera Technical Key | Implemantstion of the assessment.
Customer Service Agent Communications and interaction with the customer

representatives. Providing technical support for the
customer’s contadt persons in matbers conceming

TeliaSonera senvices
TeliaSonera Account Point of contadt for all escalation issues that go
manager beyond the locus of control of the Technical Key
Customer Service team
*The Customear contact person’s ithes as regards incidents and service

responsibil requests
To desaribe the service request, the fault or the problem (what the problem is)
To also provide identification information on the user, location or service in the fault
report:
To state the extent of the fault or problem and its effect on business operations (the
whole solution, part of the service, usars)
To state the start time of the fault or when the service last worked
To designate a contact person (name, phone, e-mail)
To designate a person who can provide further information
To enable those who take part in the fault repair to access any necessary premises, if

To assist in testing the fundtionality of the sohution

To admowledge the removal of the fault or problem

To obligate other suppliers involved in the provision of the service (e.g. application
suppliers) to commit themsehves to operating as part of TeliaSonera'’s service as regards,
for example, coordination of faults through the Tedhnical Key Customer Service and the
fault repair process,

Mika Hyotylainen,

Aalto University School of Econara
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9. Assumplions

A separate service agreement is conduded conceming the introdudtion and level of service of the
Tedhnical Key Customer Sarvice. Customer allocates IT-manager or spedialist to co-operation
and defines contact persons.

10. Constraints

The technical Key Customer Services helps customer only with services that are provided by
TeliaSonera. Only the designated contact persons can contact the Technical Key Customer
Sarvice, The customer is responsible for making sure that TeliaSonera is always aware of the
customer's designated contact persons.

11. Acceplance

The undersigned have reviewed this statement of work and agree with the service’s approach,
responsibilities described herein for their organization. The undersigned is allowing the service to
proceed to the assessment phase,

Chiaf Information Officer Date
Enterprise Infrastructure Direchor Date
Team Manager Date

End of Document
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3. Modular Product Structure — Service Manager Serice

TeliaSonera Product Structure
Confidential

Do Page
2007-06-06 116}

Cratar
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TeliaSonera Product Structure
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Sorvice Manager

Reference

Dooumsni nams Dooums nt dentifer Ve rsion
_Product structure | TSC xoouooo | <=
1 Functions

The sarvice manager service has five different eloments. These sloments are:
+ Ensuring the functioning of efficiency of the customars solution
+  Raporting
+ Customer solution devalopment
» Handling of cusiomer feedback
»  Cuality follow-up meeiings

The more detailed structure of each of thesa five elements is broken down in mora detail in
tha their separate chapters.
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Service Manager

Ensuring solution funclioning and efficisncy

As can be saen from the figurs 1, this function is further divided into four elements. Three of
these are always included and one is optional elemant.
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Figure 1 Detailed element structure of Ensuring solution functioning and efficiency
function.
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Service Manager

Reporting
The reporting function has only one slement. It abkways includas standard reporting, but in gold
and platinum categories also tailored reporiing is available.
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Figure 2 Detailed element structure of Reporting function.
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TeliaSonera Product Structure
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Service Manager

Customer solution deval ent & Handling of customer feedback

The Customer solution development as well as Handling of customar feedback functions are
both illustrated in detail in the following figure 3.

Customer solutlon Handling of
cutlamer feedhack

Irmhudad
1
— | acagin |
salisinclion murveys

Aswaseing kdeas by
the suppller

Figure 3 Element structures of customer solution development and handling of cus-
tomer feedback.

As can be seen from the figure 3, the customer solution development funclion always includes
fwo elemenis and has one optional element. The handling of cusiomer feedback function in-
cludas two elements.
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Service Manager

Quality follow-up maslings

The quality follow-up function has one allemnatve slement Depending on the category
{whether silver, gold or plafinum) the follow-up meeting occur either once a month or every
threa months. This is also shown in figure 4.

Quallty foliow-up
mostings

Once n manth

Figure 4 Element structure of the Quality follow-up meating function.
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