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Abstract 
This report presents the results of the master thesis project on developing new services in B-2-B 
situations. Case studies were conducted to study new service development (NSD) with customers. 
Twenty success factors for service innovation were extracted from literature. Based on these factors 
the current situation at Océ was evaluated. Furthermore, a set of six external B-2-B companies were 
also studied and evaluated. They were used as comparison material. Finally, after the comparison of 
both Océ and the external companies with literature, a general design for NSD - which includes the 
involvement of customers - was configured. Furthermore, suggestions are provided to improve the 
NSD process of Océ. 
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Structure of this master thesis report 
The structure of the thesis is presented in the figure below. First, in chapter 1, the context of the 
research is presented. This is followed by chapter 2, which describes the methodology. Next, in 
chapter 3, a reference model is described based on the current literature. This reference model has 
been used to study the NSD situation of the internal case and external cases. In chapter 4, the results 
of the internal case study is presented. Chapter 5 presents the results of the external cases. This 
chapter only presents the evaluation of the external cases. In the appendix, individual case study 
descriptions of the external cases are given. Based on the results of chapter 3, 4 and 5, a design for 
NSD is configured in chapter 6. In chapter 7, suggestions are provided to improve the NSD process of 
Océ. The thesis ends with limitations of the research and a reflection of this project in chapter 8. The 
references are listed in chapter 9 and the appendixes are included in chapter 10.  
 
 

 
Figure 1 Structure of master thesis report 
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Management summary 
This report is the documentation of the master thesis project performed at Océ. It addresses new 
service development (NSD) and customer involvement (CI) in the NSD process. NSD and CI 
appeared to be the greatest gaps in the service management area. 
In this increasing service-driven economy, innovating in services is critical (Smith et al., 2007). Not 
only for pure service providers, but also for manufacturing companies, such as Océ (Antioco, 2006). 
Océ has a history of developing products (e.g. copiers, printers), but service development is relatively 
new to them. Another trend is that the traditional buyer-supplier role is becoming more vague (Payne 
et al., 2008). Today, customers can be engaged in dialog with suppliers in each stage of design and 
delivery (Payne et al., 2008). However, the role of customers in the development process is interesting 
but unexplored for both the literature and Océ. Therefore, the objective of this thesis is to contribute to 
this gap in the literature by providing a generic NSD design - which includes the involvement of 
customers - and to provide interesting insights to Océ in the field of NSD and CI. 
 
This has lead to the following central research question: 
 

How can customers be optimally involved in NSD in B-2-B situations in order to create 
added value for both the company and the customers? 

 
This central research question has been answered by conducting literature studies, an internal case 
study and external case studies.  
 
Literature study 
In the extensive literature study on new service development and customer involvement, 20 important 
success factors divided over six important dimensions were identified: 
• On a company related dimension a company needs a clear strategy and top management 

commitment (1), a resource fit (2) and an entrepreneurial development context (3); 
• On a NSD related dimension researchers argue for the use of a structured NSD process (4), 

collaboration with internal and external partners (5) and the need for embedding organizational 
learning (OL) component in the NSD process (6); 

• On a human resources (HR) related dimension researchers argue for the need of service oriented 
employees (7), intrinsically motivated steering members (8) and a multidisciplinary teams (9); 

• On a market related dimension, current literature plies for fitting the needs of customers (10), 
development for large and attractive markets (11) and the importance of obtaining market 
knowledge, through open innovation (12); 

• On a service related dimension researchers stress the importance of trained employees (13), the 
use of service quality evidence (14) and managing expectations (15); 

• On a customer involvement related dimension current literature suggests involving the right 
customer - lead customers, financially attractive and close relations (16) - in a moderate degree 
(17). The literature also states that diverse modes of customer involvement strongly contribute to 
the success of service innovation (18). Furthermore, literature suggests companies to involve 
customers in the early and late stages of the NSD process (19) and to learn from the customers in 
development programs using diverse CI modes (20). 

These 20 key success factors for service innovation were selected and used as a reference model. This 
reference model was used to analyse and organize the results of this thesis.  
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Results of the internal case study  
The current situation of Océ was studied by conducting a case study to the development program of 
Managed Office Services (MOS). This program consisted of 15 customer projects in which five lead 
customer projects were used in the lead customer approach (LCA). The case study showed that the 
environment for service development within the company is not optimal. Not surprisingly, since Océ 
is still in transition from a product-orientation to a more service-orientation in a learning process. The 
majority of the company-, NSD process- and service related factors were not or partially in line with 
the success factors of the reference model.  
The majority of the HR-, market- and CI related factors were partially or fully in line with the success 
factors of the reference model. It seems that the special attention to stay close to the customer during 
the lead customer approach of the MOS program has paid off. The LCA seems to be an effective way 
to develop services iteratively with customers.  
 
Results of the benchmark study 
External companies have been studied in order to further evaluate NSD and CI. The objective was to 
find patterns and new insights of NSD and customer involvement that could lead to a generic NSD 
model and suggestions for improvement of the NSD process of Océ. The external companies were 
selected on characteristics that had strong resemblance with the internal case studied. All companies 
provide B-2-B services. The sample contained four ICT companies (KPN, NedStars, anonymized 
company X and company Y), one facility service company (ISS) and one supplier of Aviation 
equipment (Driessen). The external case studies confirmed the finding of the comparison between 
Océ with literature. The service companies have more similarities with literature. For Océ it can be 
concluded that the product orientation overshadows the service orientation and this seems to hamper 
the NSD activities. The conditions for NSD at Océ are less optimal than at the service companies in 
the sample. This means that Océ should improve its NSD context in order to maintain a sustainable 
competitive advantage. 
 
Design 
Pattern in practice- new insights for literature  
The three clearest patterns in practice (internal and external cases) are: 

1. NSD on two levels- Iterative development with customers 
NSD seems to happen on two levels. These levels are not distinguished in literature. The following 
two levels of NSD should be distinguished, namely: 
- Level 1: the customer project NSD (also denoted as NSD of one-offs on customer project level)  
- Level 2 : the portfolio NSD (also denoted as NSD of generic services on program level)  

2. NSD - Component based development 
All cases (internal and external) are building services in components. Meaning that they break down 
the service in components in order to simplify it and embed the new service processes in the 
organization.  

3. Customer involvement in NSD - Learning with customers   
All external companies believe in the benefits of customer involvement. Customers are involved at 
different moments: during the operations (1), during relationship building activities (2), during NSD 
projects (3) and between NSD projects (4). Customer contact moments in these four different settings 
are considered to provide valuable and complementary information that can be used to develop 
reusable and mature service components in an iterative way.  
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Based on the new insight the following generic customer oriented NSD model has been designed. 
 

 
 
The model can be seen as a model which interweaves two levels of NSD (the funnel). The customer 
projects (NSD level 1) are part of the NSD program (NSD level 2) and these customer projects are 
linked to each other. Each successive project will build on the learning points of the previous project 
(spiral in the funnel). In each customer project, service components (triangles) are developed. This 
results in a platform of mature service components at the end of the development program.  
The literature and the case studies have shown that learning with customers in the development 
process is essential. Therefore, continuous learning loops (the four outer circles) are integrated in the 
model.
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1 Research context  
1.1 Océ  

Océ was founded in 1877 and started as a family business in colouring butter. In 1918, this knowledge 
of the colouring technique was used to experiment with blue printing materials. In 1927, the company 
developed a method for copying originals using a ‘semi-dry diazo procéde’. 
Today Océ N.V. is one of the worlds’ leading companies of document management and printing for 
the professional market. The company is headquartered in Venlo, the Netherlands. Worldwide Océ 
has approximately 23.000 employees, is active in more than 80 countries and has Operation 
Companies (OpCo) in 30 countries1. In 2008, the company had a revenue of 2,9 milliard euro’s and a 
profit of 2 million euro’s2.  
 
Océ Nederland B.V. is the commercial organization of the Netherlands of Océ N.V. It is coordinated 
by four Strategic Business Units (SBU):  

1. Wide Format Printing Systems (WFPS), which focuses on the sales of wide format devices, 
such as wide format plotters and scanners.  

2. Document Printing (DP), which focuses on smaller devices, such as multifunctional devices 
and printers for in the office. 

3. Production printing (PP), which focuses on the market for which the printing is the core 
process.  

4. Océ Business Services (OBS), which focuses on supplying document-related services and 
technology for businesses, governments and law firms.  

Each SBU has several business groups supporting the SBUs. Since the Business groups are 
supportive, these do not have a revenue target. The business group Software and Professional Services 
(S&PS) play an important role in supporting the SBUs with consultancy, implementation, software 
support and project management services.  
In appendix 10.1.1 the relation between S&PS, OBS and R&D - entities that are often mentioned in 
this thesis- is displayed. To give an impression of the size of the SBUs, the revenues of 2008 for each 
BU is displayed in appendix 10.1.1 (table 1). 

1.1.1 Services  
Océ is active in the entire value chain of printing systems, from development through manufacturing, 
sales, service and maintenance, to the provision of business services and finance3.  The offerings of 
Océ comprise hardware (printers, copiers and scanners), software, services and imaging supplies.  
To give an impression of the portfolio of Océ, some of their services are positioned on the tangibility 
scale (in bold and brackets). 
 
 

  

  
  

  
  

  

 
Figure 2 Océ offerings on the tangibility spectrum (source: Shostack, 1977) 
 
                                                      
1http://www.oce.nl/over-oce/organisatie/wereldwijd.aspx (October 2009) 
2 Annual report 2008 
3 Quarterly report 2009/2 
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Océ acknowledges that products are becoming commodities. Diversifying from competitors becomes 
increasingly difficult. Therefore, the company aims for the delivery of software and services. The 
company delivers various types of services. OBS delivers, for example, document printing and fleet 
management, mail and distribution, consulting services. SP&S delivers for example, consultancy and 
software service support. In general, the diverse services could be categorised as follows:  

- Consulting services 
- Maintenance support services  
- Outsourcing services (facility services) 
- Implementation and education services  

Not only products are becoming commodities, the same seems to hold for services4 (Gartner, 2008).  
This results in an intense competitive environment for both products and services. This means that 
Océ does not only compete with printer vendors, but also with facility service providers, ICT service 
providers and consulting firms.  

1.1.2 Service development  
Service development on a customer level 
Océ uses a solution delivery process with several stages: orientation, investigation, analysis, design, 
implementation and support. This is the sales cycle Océ uses. For every customer all phases of this 
process are passed. Figure 3(left) also illustrates the types of services placed and linked to phases on 
the SDP. This cycle is used when goods (e.g. printers) are delivered to customers, this could be 
combined with the services that are linked to these stages. After the implementation, the service will 
operational. By some employees, this cycle is considered as NSD. 
 
Service development on a generic level  
New services within the portfolio are not developed in only one customer project. Figure 3(right) 
illustrates that a generic service is being developed over time when several customer projects have 
been completed. When NSD is addressed some people think of the SDP, whereas, others think of 
generic service development.  
 

 
Figure 3 Left: SDP at Océ; NSD customer level (source: Steinbach, 2005), Right: unofficial Service 

Innovation Model - NSD on program level (source: van Garderen, 2009) 

1.1.3 Current customer contact moments  
Several employees of Océ maintain relationships with employees of customers. The account manager 
(DP) or operational manager (OBS) is the contact person to the customer. This means that the account 
manager stays in contact with the customer in different levels of the organization and with diverse 
document management related disciplines (e.g. facility, ICT, logistics). 
There are five different approaches used to offer services.  
1. The product approach; this approach is used when the customer wants a standard product. 
2. The bundled approach; this approach is used when a defined solution of hardware, software 

and/or services is sold. 

                                                      
4 See appendix 10.1.2 for the magic Quadrant for Managed Printing Services of Gartner (2008) 
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3. System consulting (SC); this approach is used when a customized solution is sold, when the 
bundled approach does not fully fulfil the needs. 

4. Outsourcing (OS); this approach is used when the customer wants to outsource activities. 
5. Document consulting (DC); this approach is used when the customer does not know what the 

best solution for his problem is. An extensive investigation into the customer business objectives 
is needed and executed before the customized solution is delivered. 

 
Based on the needs of the customer and the estimation of the account manager of the solution, the best 
approach is selected. In Figure 4 the phases of the SDP and the involved employees are displayed.  
 

 
Figure 4 SDP approaches and involved employees (source: Steinbach, 2005) 

1.2 Research area  
In a service-driven economy, companies must develop new and better services to stay competitive and 
make a profit. Océ strives to keep its sustainable competitive advantage by creating services. Since the 
beliefs occurred that products quickly tend to become commodities.  
Developing new services has become vital to survive highly competitive markets (Johnson et al., 
2000). For this reason, the development of new services is important. Despite of the importance, new 
service development is one of the least studied and least understood areas in service management 
(Menor et al., 2002). Innovation of services is a clearly less investigated area than innovation of goods 
(Ojasola et al., 2008). In NSD, customer orientation has been proven a successful orientation for new 
service success. To become more customer oriented, customer involvement can be used as a tool, 
because customer involvement ensures that the developed services attract customers and create value 
when they are used (Edvardsson et al., 2006). Involving customers is a relatively new area within the 
already least understood new service development area. 
 
The figures of Océ have shown that services are becoming increasingly important. In addition, the 
developments in the environment, such as the commoditization of products and services and the 
higher expectations of customers are reasons to need a good NSD process.  
Océ has been developing products (goods) for decade, whereas, service development is relatively new 
for Océ. The orientating interviews have suggested that there is no knowledge about ‘how’ new 
services could be developed in a structured way. For Océ the customer is number one, but the 
company does not know what role the customer could play in NSD process. In order to maintain a 
sustainable competitive advantage Océ needs to improve the current NSD process.  
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1.3 Research questions 
The interest of Océ and the academic field has led to the following central research question:  

 
How can customers be optimally involved in NSD in B-2-B situations in order to create 
added value for both the company and the customers? 

 
In order to answer the central research question, the following sub questions have been defined: 
Q1: What factors does literature describe as success factors for service innovation?  
Q2: How does Océ manage and organize NSD in relation to customer involvement?  
Q3: What are patterns in managing and organizing NSD and involving customers in practice? 

1.4 Purpose of the research 
The purpose of the research was to describe and compare the current situation of NSD of Océ and 
other B-2-B companies with literature. Studying customer involvement as a part of NSD should 
provide new insights in the possible contact moments and the role customers could play during. The 
objective of this thesis is to contribute to this gap in the literature by providing a generic NSD design - 
which includes the involvement of customers - and to provide interesting insights to Océ in the field 
of NSD and CI. 

1.4.1 Research boundaries  
This research primarily focuses on the service development of these services that have a ‘total 
solution character’ in which the configuration of the offering consists of hardware, software, people 
and activities and are presented as one offering. These services are offered to the customer as an 
integrated solution to the customer problem. Total solutions are offered during the SDP (from 
orientation till support). This means that services such as, maintenance service, after sales service, 
consultancy service and training are not considered as total solution services, but as parts of the total 
solution service.  
Both OBS and DP are selling this type of service and R&D contributes to the service development. 
However, at OBS the focus is more on the end of the SDP (support and facility services), whereas, at 
DP (S&PS) the focus is more at the beginning of the SDP (consultancy).  
 
In studying NSD, the Managed Office Services (MOS) program developed by S&PS and R&D was 
selected as object of study. This research has been done in the context of service development of 
S&PS, R&D and OBS from a service literature perspective. In appendix 10.1.1 the relation between 
these entities is presented.  
 
This thesis research aims at finding interesting insights in the management and organization of the 
NSD process, while involving customers. These insights will be used to configure a generic customer-
oriented NSD model. This thesis does not aim at: 

• Assessing the quality and satisfaction of the delivered service. 
• Improving the service delivery processes. 
• Developing performance criteria for service development or delivery. 
• Designing radical organizational change. 
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2 Methodology  
The figure below presents the graphical representation of the research model. 
 

 
Figure 5 Research model  (based on Verschuren et al., 2007) 
 
The methodology for this master thesis can be globally divided in four steps: 
1. Orientation and exploration: Conducting a literature study and orienting interviews with 

professionals. This resulted in a conceptual model.  
2. Conducting case studies: The conceptual model (literature) was used to conduct and organize the 

results of the internal and external case studies in a structural way. This resulted in interesting 
case studies.  

3. Confrontation: The results of the cases were evaluating and compared. This led to similarities, 
differences and patterns of how companies develop new services and involve customers. 

4. Design and suggestion: The results were used to design a generic NSD model and to provide 
suggestions about NSD with customers to Océ. 

2.1 Orientation and exploration  
• Literature study about NSD 
For this thesis, a literature study about NSD has been conducted. The aim of this literature study was 
to gain insight in the most important themes within NSD and to find gaps and further research areas.  
The literature study showed that no common ground had been found on when NSD starts and ends. 
Furthermore, the role of the customers involved in NSD was found to be the most unclear.  
• Literature study about customer involvement in NSD 
As an extension on the literature study that had been conducted as preparation for this thesis, 
additional literature about the involvement of customers in NSD was studied.  
• Orienting interviews with professionals 
In the orientation phase, 11 employees have been interviewed in order to formulate and determine the 
research area and the context of the research area. These interviewees are all involved in researching, 
developing, managing or delivering services5.  
 
As a result, a reference model has been constructed. This reference model is presented in Chapter 3 
and contains 20 success factors for service innovation. The reference model helped in comparing the 
cases in a structured way.  

2.2 Case studies 
A multi case study approach has been chosen to study NSD with customers (research object). In this 
thesis, the aim is to get a holistic view of NSD with customers. According to Verschuren et al. (2007) 
a case study approach is the most applicable research method when detailed qualitative information 
about the research object as a whole is searched for. This type of research is particularly used when a 

                                                      
5 for the positions interviewees of the orienting interviews see appendix 10.2.2 [1] 
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full understanding is desired. Yin (1994) argues that case studies are particularly useful when ‘a 
“how” or “why” question is being asked about a contemporary set of events, over which the 
investigator has little or no control’. For this research, a survey method has found to be inappropriate, 
because according to Verschuren et al. (2007), a survey method aims for generalism and broadness. 
This is not the objective of this research.  
For the interviews, an interview protocol was used6. In the interviews the 7S model of McKinsey, 
which is well known by practitioners, was used to shape a shared vocabulary. The Who-How-When 
model designed by myself based on current literature was used to structure insight of customer 
involvement. During the interviews, interviewees received 20 hard cover cards on which with 
customer involvement techniques and definitions were displayed. This stimulated interviewees to tell 
about their experience with these techniques, modes and methods used when customers were involved 
in NSD.  
During the interview, interview techniques of Emans (2004) were used. For instance, points of 
measurement were standardized as much as possible and multiple questions for each measurement 
point were included. The answers were vocally summarized by the interviewer and the results were 
checked twice in written form. These actions improve the reliability of the measurements (Cooper et 
al. 2003). 
 
• Case study MOS 
Given the time boundaries of the Master thesis projects of 30 ECTS, only one internal case “Managed 
Office Service” (MOS) was studied. The MOS case has been chosen from all available cases for the 
following reasons7: 

1. Newness of the service   
2. Complexity of the service: it contains all characteristics of a total solution service 
3. Complexity of the service development organization 
4. New developing method LCA8 used and partially documented 

Various sources and data were used to triangulate the results and obtain internal validity. The three 
following data collection methods were used within the case study MOS: 

Data collection 1: Semi structured interviews 
In total, 14 key persons of the development of MOS have been interviewed in-depth in order to get a 
more holistic view. They were interviewed once or several times in a semi structured way about their 
experience in fleetmanagement projects. Two of the fourteen interviewees are former employees that 
played a key role in the past9. The duration of these in-depth interviews was 1.5- 2.5 hours per person. 
All interviews were recorded and transcribed. Afterwards interviewees commented and completed the 
transcriptions.  
 Data collection 2: Documents 
In order to increase the validity additional documents were used10. These documents were provided by 
the interviewees, obtained from the intranet, SharePoint or the internal database.  

Data collection 3: Site Visits 
Next to the interviews, two full days were spent on visits to two different OBS sites (Unilever and 
InHolland). On the first site, the objective was to passively observe the service delivery activities and 
customer’s organization from an Operational Manager (OM) perspective. One full day was spent on 
interviewing and accompanying the Operational Manager in his daily activities.  
On the second site, the OM was interviewed on his participation on fleet management service. 
Furthermore, the site employees were observed and questioned while working along with them on an 
operational level. The interviews with the OMs were recorded for further use. Furthermore, additional 
documents were requested and received.  
 

                                                      
6 For the interview protocol see appendix 10.2.1 (also the 7S+1 model and WHW model is presented in this appendix) 
7 For an elaboration of the choice see appendix 10.2.2 [4] 
8 Lead customer approach: an approach for develop services with leading customers. 
9 For the positions of orientating interviews see appendix 10.2.2 [2] 
10 For the documentation used see appendix 10.2.2 [3] 
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• Benchmark 
Three projects were initiated for MOS-like development activities. Respectively, the projects are 
MOS (S&PS+R&D), Office services (OBS) and fleet operator (team of managers). MOS and MOS-
like services were developed by developers from S&PS, OBS and in a cross BU project. 
Preferably, the set of case studies should resemble the MOS case as much as possible. Printer vendors 
were not selected for the benchmark due to confidentiality issues. For the set of external companies, 
cases were selected that had a strong resembling character.  
Six external case studies have been conducted next to the internal MOS case study. These case studies 
were used as comparison material for the case study MOS.  
Firstly, S&PS and R&D team have strong resemblance with ICT service providers. Therefore, the ICT 
providers KPN, NedStars, Company Y and organization X were selected 
Secondly, OBS has many similarities with Facility Services providers. Therefore, ISS was selected. 
Thirdly, Océ is a company that is in a transitional state towards becoming more service oriented. 
Therefore, Driessen, a company that is also in a transitional state from product orientation towards 
service orientation, was selected. Although this company operates in a very different (less-
competitive) market, the offering has a quite similar value proposition. Managed Office Services 
(Océ) and Managed Trolley Services (Driessen) have many resemblances; therefore, this case study 
was included.  

Data collection 1: Semi structured interviews 
In total eight semi structured interviews took place. Each interview lasted between 2 to 3.5 hours. All 
interviews were recorded and transcribed. In order to avoid misinterpretations, the transcriptions were 
corrected and completed by the interviewees or other employees of the companies. In additions, an 
interview with a senior experienced professional took place11. This interview contained many 
interesting narrations of past experiences at IT companies, the data has been used as background 
material. 
  Data collection 2: Documents  
In these case studies, documents from the companies have been used to triangulate as much as 
possible the results of the in-depth interviews, examples of information that have been used are annual 
report, internal presentations, innovation models, business case documentation and customer emails.  
  Two check moments 
After data collection, the case study descriptions were written and were sent for an approval of 
publication. Authorized employees checked and agreed on the version that is included the case study 
section in the appendix. These descriptions have followed two check moments by the external 
company’s employees.  

2.3 Confrontation  
The case study MOS and external case studies were compared with literature using the reference 
model presented in chapter 3.  

2.4 Design and Suggestions 
The results of the internal and external cases were used to make a general design for customer 
oriented NSD. In addition, suggestions are provided for the NSD of Océ.  

                                                      
11 Is founder and co partner of an coaching, managing institute and has more than 25 years experience as senior executive management in IT 
companies (also at rank Xerox).   
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3 Literature study  

Importance of new service development (NSD)  
Developing new services has become vital to survive in highly competitive markets (Johnson, et al., 
2000). For this reason, the development of new services is important. Despite of the importance, new 
service development is one of the least studied and least understood areas in service management 
(Menor et al., 2002). Innovation of services is a clearly less investigated area than innovation of goods 
(Ojasola et al., 2008). 
 
This literature review describes six important themes within NSD. The current literature will be used 
to configure a reference model in order to compare the situation at Océ and external companies in a 
structured way. Divided over six themes 20 factors will be extracted from literature. These factors are 
stated to be key success for service innovation. 
This chapter will be organized as following:  

• First, service and service innovation will be defined.  
• Next, 20 key success factors of NSD are described.  
• This chapter ends with a tabulation of these 20 key success factors12.  

3.1 Service 
Service definition 
The word service can be interpreted in many ways. In present literature, the word „services” has 
different interpretations. It has become clear that the word „services” has many and broad uses. For 
this thesis, I will adopt the following definition of Grönroos (1990) because in this definition 
components of services; hardware, software, people and processes are well identifiable.  
 

“A service is an activity or series of activities of more or less intangible nature that normally, 
but not necessarily, takes place in interactions between customer and service employees and/or 
physical resources or goods and/or systems of the service provider, which are provided as solutions 
to customer problems”  
 
Service characteristics 
Services are different from physical goods. Physical goods are also often referred to as products or 
goods. Services have the following four -widely acknowledged- distinguishing service characteristics 
(Booz, 1982; Johne et al. 1998; de Brentani, 1995; de Jong et al., 2003; Ojasalo, 2008) 
• Intangible; services cannot be seen, felt, tasted or touched in the same manner as tangible goods. 

Services can be seen as performances, actions or processes, rather than objects. 
• Heterogeneous; services are offered not precisely the same every time. This is because of the 

changing factors, customers do not demand the same, and service providers perform service 
activities differently every time. 

• Inseparability; services are simultaneously produced and consumed. 
• Perishable; services cannot be saved, stored, resold or returned. 

 
The majority of the researchers believe that services can be distinguished from physical products 
because of these four characteristics. However, some researchers do not believe that these 
characteristics distinguish. Vargo et al. (2004) argue that these four characteristics do not distinguish 
services from goods and are therefore myths. In their reasoning, they present examples that dispel the 
service characteristic myths. In quite similar fashion Teboul et al. (2005), does not believe in the 
distinction between goods and services. Because every offering - goods or services - have a service 

                                                      
12 See appendix 10.3.3 for the references for each success factor. 
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component, namely, the front-stage in which customers experience the service. He believes that we 
are all into services more or less (Teboul et al., 2005). 

3.2 Service innovation 
In present literature, there are hundreds of definitions for innovation. According to de Jong et al. 
(2003) all definitions of innovation include development and implementation of „something new”. In 
addition, some definitions of innovation include introducing „some kind of benefit”.  
For this thesis, the following definition was adapted from van der Meer (2007): 
 
“Innovation is the total set of activities leading to the introduction of something new, resulting in 
strengthening the defendable competitive advantage of a company” 
 
As described in van der Meer (2007) this broad definition includes all types of innovation, such as 
new products, new technologies and new organization forms. In my opinion, this definition also 
covers new services. 
 
The term „new” in the definition has a rather subjective nature. Lovelock (1984) has stressed that the 
word „new” is one of the most overused in the marketer’s lexicon. The degree of the innovativeness 
ranges from relative simple improvements (adaption, line extensions or imitation of competitors 
offerings) to „new to the world” innovations and high technology (de Brentani, 2001). Service 
innovation and new service development are used interchangeable, new service development can be 
seen as the development of services products which are new to the supplier (Johne et al. 1998). 
 
At the right side of the figure below. Booz (1982) has defined different types of product innovations 
and at the left side Lovelock (1984) has positioned different types of service innovation from „style 
change” to „major innovations”.  
Despite of the different characteristics for products and services, there is an overlap between types of 
product innovations of Booz (1982) and service innovations of Lovelock (1984). This can be seen in 
Figure 6 below. 
 

 
Figure 6 Degrees of product innovation (left, Booz et al., 1982) and degrees of service innovations (right, 

Lovelock, 1984)
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Basic innovation model 
Van der Meer (2007) describes a basic innovation model by suggesting breaking down the innovation 
process into three basic stages:  
1. The concept stage in which new ideas are found, this is the stage on „invention” and free creativity.  
2. The development stage in which ideas are transformed into projects.  
3. The business stage in which projects are turned into business. 
 

 
Figure 7 Innovation model (source: van der Meer, 2007) 
 
Despite of the simplicity of the innovation model displayed above, it describes stages that are well 
accepted. It seems that these basic stages can be found more or less in every NSD model. However, 
the occurrence of the stages differ in the various innovation models that were proposed during the 
years. Some researchers argue for stage gate models (Booz, 1982), while other researchers ply for 
parallel models (Alam et al., 2002a), spiral like models (Bullinger et al., 2003; Stevens et al., 2005; 
Shostak et al., 1991) or cycle models (Johnson et al., 2000).  

3.3 Towards a categorization of success factors 
The following paragraph will present the findings on sub question 1 of this thesis: 
 

Q1: What factors does literature describe as success factors for service innovation? 
 
Present literature does not point out one dimension that is key important. Different academic fields 
describe specific factors that are more related to their field as key important. The marketing journals 
mainly describe key factors of that can be classified in the product and market related dimensions. 
Whereas, the technology management journals mainly describe key factors that can be classified in 
the company and NSD-process related dimensions. 
De Brentani (2001) uses the following dimension to categorize success factors: 

(1) Product-related dimensions, (2) Market-related dimensions (3) Company-related 
dimensions, (4) NSD Process-related dimensions.  

Johne et al. (1998) describe in their literature study the following 6 key themes in the NSD:  
(1) the corporate environment, (2) the process itself, (3) the people involved, (4) analysis of 
opportunities, (5) development and (6) implementation.  

Whereas, Bullinger et al. (2003) describe important areas of service engineering in R&D management 
areas (1) organization, (2) human resources and (3) information technology. 
The categorizations of these researchers were used to make a categorization for this thesis. The 
following key important themes were used to categorize service innovation success factors:  
 

1. Company related dimension  
2. NSD process related dimension  
3. Human resources related dimension  
4. Market related dimension  
5. Service related dimension  
6. Customer involvement related dimension  

 
To my knowledge customer involvement is the greatest gap in NSD literature, while this is the 
clearest common denominator of present literature for new service success. Therefore, this theme has 
been added as a sixth dimension.  
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Within the six important themes, 20 success factors were extracted from literature. This has formed 
the reference model. 

3.3.1 Company related dimension 
On the first theme - the company related dimension - the following three factors (1,2 and 3) are 
argued to be success factors for service innovation. 
 

• Clear strategy and top management commitment 
Current literature argues for a clear strategy and resources fit. Researchers have argued for a clear 
corporate vision concerning NSD (Johne et al., 1998). Meaning that clear goals should be set for NSD 
programs (Edgett, 1993; Edvardsson et al., 1995; Johne et al., 1998; Johne et al., 2000) because, a 
clear vision from top management to where the organizations is heading is crucial for innovation 
efforts to be successful (Thwaites et al., 1991; Thwaites, 1992; Johne et al., 2000). Furthermore, the 
new service developed should be compatible with the “ vision” of senior management  and contribute 
to the business strategy of the firm (Khurana et al.,1998; Terrill, 1992).  
Researchers have found that top management commitment is critical for new service success. Koen et 
al. (2001) believe that top management support leads to increased innovation levels. Especially for 
manufacturing companies top management commitment to service strategies is critical (Antioco, 
2006), because, difficulties with top management commitment and resistance to change are often 
hampering factors for innovation (van der Meer, 2007). Despite of the importance, in competition, 
many service firms are developing new services but there is a lack of strategic focus on NSD and 
development competencies (Kelly et al., 2000; Martin et al., 1993).  
 

• Resource fit 
Research has suggested that resource fit is a key to success (de Brentani, 1991). Because success in 
the development can only be achieved when activities can be accomplished with the organization’s 
capabilities (Koen et al. 2001).) This means that the people involved (Johne et al., 1998) and the 
systems supporting and enhancing innovation are crucial (Johne et al.,1998, Wilson et al., 2008). 
Having fitting resources is essential because they are key to success. When resources do not fit, this is 
a hampering factor for innovation (Drew,1995, Johne et al.,1998; Kelly et al., 2000). 
 

• Entrepreneurial development context   
Both leadership and culture have been identified as critical to service innovation (de Brentani, 1991, 
1995, 2001; Koen et al., 2001; Wilson et al., 2008). Research has shown that creativity is needed for 
innovation and the environment (development context) influences creativity and thus innovation 
(Amabile, 1997). Furthermore, it is believed that excessive bureaucracy can stifle innovations (Johne 
et al., 1998). For these reasons, many researchers have argued for the importance of an 
innovative/entrepreneurial culture for continuous innovation (de Jong et al. 2003; van der Meer, 
2007).   

3.3.2 NSD process related dimension 
On the second theme - the NSD process related dimension - the following three factors (4,5 and 6) are 
argued to be success factors for service innovation. 
 

• Structured NSD model 
According to researchers, firms being most successful in providing new services prevent their 
innovation process from being ad hoc (de Brentani, 2001; Kelly et al., 2000). 
Therefore, researchers argue for a systematic development process (Bitner et al., 2008; de Brentani, 
1991; Edvardsson et al., 1996; de Jong et al., 2003). Also other NSD researchers argue for a 
structured NSD process or structured parts of the NSD process (Bullinger et al., 2003; Johne et al., 
2000; Nägele, 2006; Ojasola, 2008, Stevens et al., 2005; Smith et al., 2007).  
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• Collaboration with internal and external partners 

Researchers have plied for the necessity of collaboration with partners within and beyond the 
boundaries of a firm (Bullinger et al., 2003; Chesbrough, 2003; Koen et al., 2001; van der Meer, 
2007; Stevens et al., 2005. Chesbrough (2003) has called this an open innovation model13, in such a 
model a company commercializes both its own ideas as well as innovation from other firms and seek 
ways to bring its in-house ideas to market by deploying pathways outside its current business. 
The complexity in services lies in the many actors that are involved in the processes of service 
research, development and delivery. Not only does the complexity lay in managing service R&D and 
delivery, but also in the complexity of the services offerings itself. This is the result of increasing 
complexity of underlying technologies and increasing customer expectations (Brombacher et al. 2001; 
Smith et al., 2007). For these reasons companies cannot do everything themselves, therefore, external 
partners are often involved to complement competences.  
 

• Embedded OL component in the NSD model 
Researchers have stated that learning during the NSD process contributes positively to the 
competitiveness of the firm (Blazevic et al., 2004; Lievens et al, 2000). Day (2002) maintains that 
organizations continuously learn about their markets through the linked processes of market sensing 
(collecting knowledge about customers) and sense making (interpreting knowledge). Embedding this 
knowledge in the organization though co creation of value increases the competitive advantage (Payne 
et al., 2008). For services, Stevens et al. (2005) believe that despite of the importance, organizational 
interactions are unfortunately not covered by the sequential models that are often used. Therefore, 
Stevens et al. (2005) proposed a “spiral like” model that comprises a strong organizational learning 
component. The spiral models are more advanced than the waterfall models (Bullinger et al., 2003), 
because in the spiral models, the iterative process evolves several times which stimulates the learning 
(Shostak et al., 1991).   

3.3.3 Human Resources related dimension 
On the third theme - the HR related dimension - the following three factors (7,8 and 9) are argued to 
be success factors for service innovation. 
 

• Service oriented employees 
Research has shown that the involved employees should have a service orientation (Bitner et al., 
2008; Stevens et al., 2005; Wilson et al., 2008) because employees are key important in services, 
since they play multiple key roles. They ‘are’ the service, they represent the organization and the 
brand though the eyes of the customer, and they are marketers. Research has shown that service 
effectiveness is correlated with service oriented personality characteristics such as, helpfulness, 
thoughtfulness and socialability (Hogan et al., 1984; Donovan et al., 2004). In order to effectively 
deliver service quality, considerable attention should be focused on recruiting and hiring the right 
service employees (Wilson et al. 2008), because for services other competencies are needed than for 
goods. According to Paton et al. (2008) service innovation organizations need employees and 
graduates who can cope with complexity and diversity. Furthermore, researchers argue that service 
oriented employees do not only need service competences (e.g. degrees, certifications) but also a high 
level of service inclination- interest in doing service related work- which is reflected in their attitudes 
towards service and orientation towards serving customers and others on the job (Wilson et al., 2008).   
 

• Intrinsically motivated steering member/ innovation champion and internal sponsor 
Research has argued for a product/service/innovation champions in the development process (Drew, 
1995; Edgett et al.,1994; Johne et al., 1998; Martin et al., 1993; Scarborough, et al. 1989; Storey et al 
1995). As the development process can be aided by having a product champion and top management 
support (Johne et al., 1998). A product champion is someone in an informal role that pushes a new 
product or service beyond roadblocks within the organization (Shane, 1994). The support can come 

                                                      
13 See appendix 10.3.1 for elaboration on differences between open and closed innovation 
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from a manager that sponsors the innovation. Product champions have been found to be important to 
push the project though the development process (Dover,1987), since this person is intrinsically 
motivated to support the project by persuading opponents and mobilize resources and defending the 
innovation when needed. Furthermore, product champions as an organizational feature can also play 
an important role in facilitating communication, coordination and control and ultimately success 
(Cooper et al., 1995). In quite similar fashion Smith et al. (2005) notes that product champions can 
contribute in communicating with internal and external stakeholders.  
 

• Multi disciplinary development teams 
Research suggests that teams should be configured of multiple disciplines (Avlonitis et al., 2001; 
Johne et al., 1998; de Jong et al., 2003; Stevens et al., 2005; Wilson et al., 2008). Having the right 
individuals is the first, uniting them to good teams is the second step. There are many advantages of 
teamwork. One of the greatest advantages is that knowledge will be created because of the interaction 
between the actors (Stevens et al., 2005). Furthermore, employees can complement each other in the 
variety of competences, which are needed for NSD. Researchers have concluded that workgroups 
should be constituted of diversely skilled individuals with a shared intrinsic motivation for their work 
and the willingness to both share and constructively criticize each other’s ideas (Amabile, 1997).  
Research has shown that heterogeneity between involved people (customers) lead to competitive 
advantage (Bonner et al., 2004). Furthermore, a mix between disciplines might lead to more 
opportunities, because research has shown that from one single innovation more opportunities can 
arise because of the different background and prior knowledge of people (Shane, 2000). Involving 
front stage employees is very important for creating an appropriated level of customization and user 
friendliness (Martin et al., 1995) and to enhance their motivation (de Jong et al., 2003). 

3.3.4 Market related dimension 
On the fourth theme - the market related dimension - the following three factors (10,11and 12) are 
argued to be success factors for service innovation. 
 

• Customer need-fit 
Researchers believe that fitting the needs, requirements, wishes and demands of customers is a 
necessity for service success (de Brentani, 2001; Bullinger et al. 2003; Davies et al., 2006; Johne et 
al., 1998; Wilson et al., 2008). Fitting the needs and expectations is important since services that do 
not meet customers’ expectations dissatisfy customers (Wilson et al., 2008). Not fulfilling customer 
needs and fail in creating customer value is most probably the largest threat for companies. Therefore, 
many companies use a customer oriented NSD process. This focus has been a well-excepted strategic 
orientation because customer-oriented firms are more likely to deliver better service quality and 
enhance customer satisfaction (Hartline et al., 2000).  
 

• High market potential  
Research has suggested that defining customer needs for large and attractive markets is both likely 
and essential for discontinuous innovations (Kleinsmidt et al. 1991; von Hippel, 1986). Likewise, 
research has shown that the market potential, defined as the extent to which the new service is aimed 
at markets with a high growth rate and with high volume potential, as opposed to one or two initial 
clients (de Brentani, 2001) has been identified as a success factor for new service (discontinuous 
innovation) success.  
When services are considered, the environment can have a positive or negative effect on its outcome. 
Due to the intangibility of services, the development time is (50%) shorter than those of goods (de 
Brentani, 2001), less resources -  less investments in physical assets- are needed (Griffin, 1997) and 
there is less protection (non patentable, low start-up costs) to direct imitation of services (Johne et al., 
1998, Terrill et al., 1996). These characteristics bring in threats. Therefore, aiming for large and 
attractive markets increases the chance of success and earning back the development costs. 
 



 

15 
 

• Market knowledge trough open innovation 
Obtaining knowledge from customers is a necessity. The ability to obtain customer expressed and 
latent needs (market knowledge) provides competitive advantage. Because the valuable knowledge 
about customer needs, preferences and values is the basis for a successful design (Griffin et al., 1993). 
Berkhout et al. (2006) argue for open innovation practices in which the internal oriented view on 
innovation is shifted to an external view. Strategic alliances and the open innovation are ways to 
bundle strengths and knowledge in order to obtain competitive advantage in offering services.  
Many industries, including the copiers industry, see the benefits of open innovation and are currently 
transitioning from closed to open innovation (Chesbrough, 2003). Increasing numbers of firms are 
pulling in knowledge from external sources in their innovation activities (Laursen et al., 2006). These 
companies and industries are or have shifted their locus of innovation from the central R&D 
laboratories towards various start-ups, universities, research consortia and other outside organizations 
(Chesbrough, 2003; Nobelius, 2004). Searching widely and deeply across a variety of search channels 
can provide ideas and resources that help firms gain and exploit innovative opportunities (Laursen et 
al., 2006). 

3.3.5 Service related dimension 
On the fifth theme - the service related dimension - the following three factors (13,14 and15) are 
argued to be success factors for service innovation. 

 
• Trained employees (front and back office) 

Research has shown that trained employees are a success factor for successful service delivery. 
Therefore, customers should be educated and trained well (Bitner et al., 2008; Brentani, 2001; 
Edvardsson,1996; Wilson et al., 2008). Service employees and those supporting the customer from 
behind the scenes are critical to the success of the service organization (Wilson et al., 2008). Once the 
right people are hired, they should be trained well in order to assure service performance. Employees 
play an essential role in translating the customer needs into new services. Furthermore, they are the 
ones that have to maintain contact with other sources of potential new ideas. Front-line employees are 
often having the role of a boundary spanners: a kind of intermediary between the customer and the 
internal firm in understanding, filtering and interpreting information. Training them for this role might 
increase the effectiveness. Since they often perceive new offering as increasing workload 
(Easingwood, 1986).  
Some researchers suggest that unless service employees are happy in their jobs, customer satisfaction 
will be difficult to achieve (Schlesinger et al., 1991). The chain starts with internal service quality and 
leads to employee satisfaction and ultimately to customer satisfaction. This idea enforces the need for 
training employees in order to get internal service quality, which results in customer satisfaction at the 
end.  
 

• Service quality evidence 
Research has shown that service quality evidence is positively related to new service success (de 
Brentani, 2001). Similarly, other researchers stress the importance of service quality evidence (Bitner 
et al., 2008; Johne et al. 1998; Edvardsson et al., 1996; Smith et al., 2007; Wilson et al., 2008). 
Wilson et al. (2008) argue that customers do not only evaluate service on the technical aspect but also 
on the quality of the service process and the physical surroundings. Customers base their purchase on 
tangible clues, or physical evidence (e.g. billing statement, uniforms, tickets, business cards and 
websites) to evaluate services before the actual purchase (Bitner et al., 2008).  
Wilson et al. (2008) state that effective design of physical, tangible evidence is important for closing 
the gap between companies’ perception of customer’s expectation and the service design and 
standard. Therefore, service quality evidence (tangible clues, and physical evidence) should be 
developed to influence the flow of the experience, the value customers attach to their satisfaction and 
their emotional connections.  
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• Expectation management 
This leads to the third point of this theme, the importance of expectation management (Bitner et al., 
2008; Edvardsson, 1996; Goldstein et al., 2002; Smith et al., 2007; Wilson et al., 2008) 
Knowing what the customer expects is the first and possible most critical step in delivering good 
quality service, being wrong can even mean not surviving in a fiercely competitive market (Wilson et 
al., 2008). According to Wilson et al. (2008) customer expectations are beliefs about service delivery 
that serve as standards or reference points against which performance is judged. The reference points 
are used to evaluate the perception of performance. Therefore, in service development setting the 
right expectation level is important in order to narrow the gap (consumers gap) between the 
difference between customers expectations and customers’ perception. Customer satisfaction can be 
met when customer expectations are met or exceeded. Effectively designing and managing the 
customer experience requires presenting a serie of clues that function holistically to meet or exceed 
customer expectations (Bitner et al., 2008). 

3.3.6 Customer involvement related dimension 
Customer involvement can be seen as a continuum, ranging from no involvement to sole 
development14.  Companies can involve customers on a low level (left side of the continuum), 
meaning that the firm’s objective is to learn more about the customer, that is their stated and latent 
needs, preferences, wishes, and values and thus understanding more what creates value for them. This 
is related to traditional marketing research activities which are often reactive CI approaches. 
Companies can also involve customer on a high level of involvement (right side of the continuum). 
This side represents proactive involvement, meaning that companies do not only aims at exploring 
customer needs, but also use customers as innovators. This means that customers, co create ideas, 
assess ideas or even develop and design new solution to existing needs (Edvardsson et al. 2006). Co 
creation is a way to involve customers. Researchers have placed this way of CI more on the active CI 
side of the continuum. 
For this thesis, the following definition of customer involvement has been adapted:  
 
  “Customer involvement are the processes, deeds, and interactions where a service provider 
collaborates with current (or potential) customers at the program, project, and/or stage level of 
innovations, to anticipate customers’ (latent) needs and develop a new service accordingly.” 
 
On this sixth theme - the customer involvement related dimension- the following factors (16, 17, 18, 
19 and 20) are argued to be success factors for service innovation with customers. 
  

• Right customer involved: lead customer characteristics, financial attractiveness and 
closeness of the relation 

There are different types of customers, involving the right customer is important. One important 
distinction is that there are average customers and lead customers. For NSD average customers might 
provide less useful input for ideas because they are limited to their own world experience, and are less 
likely to generate novel ideas. Whereas, lead customers are more valuable in new services, because 
lead customers present strong needs that will often become general in a market place months or years 
in the future (Sandén et al., 2006) 
Gruner et al. (2000) explored the relation between customer characteristics and new products success. 
Four characteristics were used, including technical attractiveness, financial attractiveness, closeness of 
relationship with the customer and lead user characteristics.  They found that financially attractive 
customers, lead users, and close customers had a positive impact on new product success.  Also other 
researchers see the benefits of involving financially attractive customers (Nambisian, 2002), lead 
users (von Hippel, 1986; Nambisian, 2002), and close customers (Bonner et al., 2004). 
 

                                                      
14 See appendix 10.3.2 for customer involvement continuums 
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• Degree of involvement: moderate intensity - interactive customer role 
Researchers have represented customer involvement as a continuum or maturity model (Alam, 2002b; 
Sandén et al.(2006); Nägele(2006). This ranges from no involvement until full involvement on a 
continuum15. Research has shown diversity in the intensity of customer involvement. Alam (2002b) 
concluded that majority of B-2-B firms involve customers around the middle of the continuum and 
toward the intense end, whereas, Sandén et al.(2006) concluded that customers were involved from 
the middle (customers as experts) and the least intense end (customers as informants or no 
involvement) of the continuum. A possible explanation is that Sandén et al.(2006) studied a variety of 
industries, whereas Alam (2002b) studied the financial sector only. It seems that the involvement of 
customers varies for different services. For photocopiers maintenance the involvement is low, 
whereas for payroll services the involvement is moderate and for installation of computer network the 
involvement is high (Hubbert, 1995). Despite the differences, some level of customer involvement is 
inevitable due to the inseparability (Wilson et al., 2008) and to my knowledge all literature on this 
topic plies for customer involvement to some extent. For example Schlesinger et al., (1991) and 
Wilson et al., (2008) suggest that customer involvement at all levels will affect organizational 
productivity and, ultimately, quality and customer satisfaction. 
 

• Active involvement during beginning and end of project 
Researchers have stressed the importance of involving customers during the development process and 
help them articulate their needs (Johne et al.,1998). Research of Alam (2002b) and Nägele (2006) has 
shown that in all stage customers can provide useful input, however, the intensity of customer 
involvement can vary in different stages. Other research appoint certain stages, de Brentani (2001) 
concludes that successful service firms evaluate new services in a formal market test and use customer 
feedback to further refine an innovative service. In the same fashion, other researchers have argued 
for the importance of customer’s input at least in the beginning stages (front end of innovation) and in 
the end stages of the NSD process (Alam, 2002, 2006a; Bullinger et al., 2003; Edvardsson, 1996; 
Nägele, 2006; Wilson et al, 2008). These statements are in line with Gruner et al. (2000) who have 
concluded that customer involvement in prototype testing, concept development, idea generation and 
market launch has a positive effect on the success.  
 

• CI method used between projects 
Researchers have stated that development programs should have an iterative character in which the 
development projects build up the product and service portfolio of the firm. In this process, customers 
should be involved. When customers are involved this entail a different approach to value creation. 
Sandén (2006) states that value is created among the parties when customers are involved in a high 
degree. Customer involvement is seen as an ongoing iterative process, which contributes to the 
development program (Sandén, 2006).  Bullinger et al. (2003) have addressed the advantages of a 
spiral like development process, because these models have an iterative character, which has a 
stronger organizational learning component. Therefore, it can adapt faster to changes in the 
environment. For the development of new services, this iterative character is important because 
services are being developed in fast changing environments (Stevens et al. 2005) and staying close to 
the customer is important. 
Some researchers have suggested developing new services using a lead user approach, because lead 
users can play an important role in the ultimate success of the offerings (von Hippel, 1986). By 
interacting a quasi beta testing – where the innovation is develop and tested in a specific customer 
application – lead users often provide developers with opportunities to enhance core technologies and 
to augment their understanding of customer requirements (de Brentani, 2001).  
 

• Diverse CI modes used within projects 
The last success factor is the use of diverse CI modes. Research has shown the involvement of 
customers in the project has many benefits such as, the possibility to develop differentiated 
‘products’, a reduced cycle time, rapidly diffusion innovations and improve the customer-service 
producer relationship (Alam, 2006b). Different ways of approaching the customer provide different 
                                                      
15 See appendix 10.3.2 for customer involvement continuums 
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input for NSD. Alam (2002) has defined six modes of customer involvement; 1) face-to-face 
interviews, 2) User visits and meetings, 3) Brainstorming, 4) Users’ observation and feedback, 5) 
Phone, fax and email 6) Focus group discussions. The modes are presented as options. Which modes 
are used in NSD depend on several factors such as the firms’ innovation culture and overall 
relationship with the customer (Alam, 2006b). Other factors are, the phase of the process, and the 
intended content of the input of the customer. The various modes can provide different sources of 
input that can be used for NSD. For example, brainstorming is very effective for obtaining new ideas, 
whereas, users’ observations can give insight in the latent needs of customers. Customers are poor 
reporters on their own needs (Hamel, 1994; Martin et al., 1995). Therefore, different modes of CI 
complement each other to obtain the knowledge needed. In the same fashion, Wilson et al. (2008) 
argue for the use of different CI methods for different objectives. 

3.4 Reference model 
Table 1 summarizes the 20 success factors for service innovation. These points will be used as 
reference points to study the internal case and the external cases. The results are presented in chapter 
4 and chapter 5.  
 

Themes Success factors for service innovation success 
1. Company related dimension (1) Clear strategy & top management commitment   

(2) Resource fit 
(3) Entrepreneurial development context 

2. NSD related dimension (4) Structured NSD model 
(5) Collaboration with internal and external partners 
(6) Embedded OL component in NSD model 

3. HR related dimension (7) Service oriented employees  
(8) Intrinsically motivated steering members  
(9) Multidisciplinary NSD team 

4. Market related dimension (10) Customer need-fit 
(11) High market potential  
(12) Market knowledge though open innovation 

5. Service related dimension (13) Trained employees (front and back office) 
(14) Service quality evidence 
(15) Expectation managed 

6. CI related dimension (16) Right customer involved (lead customer, financially 
attractive, close relation) 

(17) Degree of involvement (moderate) 
(18) Active involvement during beginning and end of project 
(19) CI method used between projects 
(20) Diverse CI modes used within projects 

Table 1 Reference Model: 20 success factors for service innovation success 
(see appendix 10.3.3 for references for each factor) 



 

19 
 

4 Results of the internal case study 
‘MOS’ 

This chapter described the development of new services within Océ. It addresses the finding on sub 
research question 2:  
 

Q2: How does Océ manage and organize NSD in relation to customer involvement? 
 
First, this chapter starts with a 3-page introduction to Managed Office Services (MOS), containing the 
offering and the development context. Next, the chapter elaborates on the results of the confrontation 
of the case study with the current literature.  
 
In this chapter some quotations or references to interviews have been used, the sources are coded and 
denoted as follows: 
[MS]  represents an employee of Marketing and Sales  
[RD] represents an employee of Research and Development 
[O]  represents an employee of the Operations  
[CS]  represents an employee of the Customer Service 

 

4.1 Introduction to Managed Office Services (MOS) 

4.1.1 The offering: Managed Office Service (MOS)  
Managed Office Services (MOS) is an umbrella name for fleet management services. Océ takes care 
of the uptime of the total population of the printers of the customer. Fleet management is the 
management of all devices (copiers, printers, multifunctionals etc.). This means that the infrastructure 
is designed and optimized, the devices are technically maintained and supported (technical 
maintenance and logistic support of toner, staples etc) irrespective of the ownership or service 
provider. A software application Océ Device Monitor (ODM) shows the service employee the status 
of the devices. This employee can take actions to keep the devices up and running. Using data of 
software applications, Océ can manage the logistics of supplies and the repair of devices and even 
optimize the capacity of devices. All this in order to meet the pre-contracted service levels. On an 
online web application Océ Report Manager (ORM), customers can monitor the status of the service 
performance.  
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The MOS program developed the product offering and a 3-tiered service offering. Each tier combines 
several or all of the following parts: 

1. Appropriate fleet management strategy 
2. Document output process improvement 
3. Product procurement 
4. Onsite support 
5. Fleet management automation 

 

Managed Office Services Proposition

HW + 
freeware

Essential

Professional

Managed

Products

Bundled Solution

Service Solution

Managed Service

 
Figure 8 Three-tiered MOS business model (source: Océ) 

 
Each successive service tier is an upgrade of the previous level. The offerings are shortly described in 
the appendix 10.4.1.  Each step up in the MOS service tiers the financial risks and potential benefits 
for Océ increase.  
 

4.1.2 Development context of MOS 
Different views on services and services innovation at Océ 
In the firm different views on services and services innovation have been observed. The different 
perspective on services seems to result in different starting points for new service development. 
Departments develop services from different views. OBS focuses on value supporting services 
(service as a core offerings which support the customer processes), whereas DP focuses on add-on 
service (industrial service, service that complement the product), and the service organization 
develops after sales service (service as an extension of the product). These different perspectives are 
source for miscommunication. 
The mindsets of employees about the purpose of services differ between the business units. OBS 
believes that products have a subordinate position. An interviewee stated: “We develop services that 
add value to the business processes of our customer, the products used in this service concept come on 
the second place, if products of competitors contribute more to the customized service concept, than 
we will add them to our service concept” [MS216]. Whereas, DP generally focuses on creating add-on 
services, in which the services have a subordinate or complementary position towards goods. “At the 
end services should contribute to the sale of more products” [MS3].  
 
The effect of different views on the development of MOS  
The difference in the views on services has led to different value propositions and as a result different 
service offerings for customers. OBS offers customized fleetmanagement services which are 
combined with the activities on the OBS location. Whereas, the managed office services developed by 
the MOS team has clear boundaries. It seems that OBS strives for local optimization of services, 
whereas the MOS team focused on central optimization. These are two different ways (value 
propositions) to add value to the customer.  
 

                                                      
16 MS2 stands for marketing and sales employee number 2 
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MOS is one of three fleet management service initiatives 
The three different perspective have lead to at least three service development initiatives. Three 
service development initiatives can be distinguished within Océ: 

1) The MOS development program activities by S&PS and R&D. 
2) Office services development activities by OBS. 
3) Experiments with fleet operator by a team of managers. 

These three parties have different objectives and are therefore developing MOS in a different way. 

4.1.3 Developing MOS with customers – a lead customer approach 
In this thesis NSD has been studied from a MOS development program (S&PS+R&D) perspective. 
By this team, MOS has been developed by using a lead customer approach (LCA). Which means that 
services were created based on the requirement of lead customers17. Researcher and developers at Océ 
believe that customers should be the central point for NSD. In the MOS program 15 customer projects 
have took place. Five of them were selected for the lead customer approach (LCA).  
These customer projects were used as input to develop generic elements of MOS and to facilitate 
reuse of knowledge. Because the team members believed that the main source of knowledge for 
generic service development are the customer projects. 
 
In the early stages of MOS during the concept development, developers created an architecture for 
MOS and appointed five lead customer projects to develop parts of the service. Based on lead 
customer characteristics that matched the development objectives, customer projects were attracted 
and assigned as lead customer projects. These projects got special attention to develop service 
component to a predefined maturity level. These customer projects were developed in parallel next to 
the NSD program as presented below in Figure 9. During the development of the generic service, 
customer projects were used to verify the generic customer requirements and to stay close to the 
customer.  
 

 
Figure 9 MOS development program using a LCA 

                                                      
17 Lead customers are customers that have demands of the leading edge of the market. Often these demands become future needs of the 
main stream customer. 
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4.2 Results internal case MOS  
In chapter 3 current literature on NSD and customer involvement has been described, the chapter 
ended with a tabulation of success factors for service innovation. In this paragraph, the current 
situation of the MOS case will be compared with the literature on these 20 points.  

• Firstly, this paragraph presents an overview of the results of the comparison.  
• Secondly, in paragraph 4.2, six subparagraphs will elaborate on the results of the case studies. 

Each subparagraph will be devoted to one dimension, in which 1) a summary of the success 
factors of the reference model, 2) a comparison of MOS with literature 3) learning points are 
presented.  

• The chapter ends with a conclusion in paragraph 4.3.  
 
The results of the internal case are based on interviews, internal documents and site visits. The table 
below presents the overview of the results of the comparison of the case study and the literature. 
In column 1 the dimension is presented, column 2 presents the 20 points derived from literature, 
column 3 presents the result of the comparison.  
N= Not in line with literature, P= partially in line with literature, Y=In line with literature. 
 

(1) 
Dimensions 

(2) 
Success factors according to literature 

(3) 
MOS Internal 

case 
1. Company related dimension 1. Clear strategy & top management commitment 

2. Resource fit 
3. Entrepreneurial development context  

N 
P 
P 

2. NSD related dimension 4. Structured NSD model 
5. Collaboration with internal and external partners 
6. Embedded OL component in NSD model 

N 
P 
N 

3. Human resources related 
dimension 

7. Service oriented employees  
8. Intrinsically motivated steering member  
9. Multidisciplinary NSD team  

P 
Y 
Y 

4. Market related dimension 10. Customer need-fit 
11. High market potential  
12. Market knowledge though open innovation 

Y 
Y 
P 

5. Service related dimension 13. Trained employees (front and back office) 
14. Service quality evidence 
15. Expectations managed 

P 
P 

P/Y 
6. Customer involvement related 
dimension 

16. Right customer involved (lead customer, financially 
attractive, close relation) 

17. Degree of involvement (moderate)  
18. Active involvement during beginning and end of 

project 
19. CI method used between projects 
20. Diverse CI modes used within projects 

Y 
 

Y 
P/Y 
Y 
 

P 
Table 2 Summarizing overview table: results of the internal case study MOS  
 
Overall, from a service literature perspective it can be concluded that Océ does not have the ideal 
situation for NSD. In the table above it can be seen that three of the 20 factors were not in line with 
the success factors described in literature. These points lay in the company and NSD process related 
dimensions. It is not surprisingly that these points are not in line, because services require 
organizational principles, structures and processes new to the product manufacturer (Olivia et al., 
2003). However, Océ is still very product oriented and the internal processes are organized more 
optimal for product than for services. For the service development, it means that the current 
development process and the organizational context for NSD are the most impeding factors.  
Ten of the 20 factors were partially in line with literature. These points are spread over all dimensions. 
Océ is making a transition from product orientation towards becoming more service oriented. While 
being in transition these factors are gradually becoming more optimal for service development.  
Seven of the 20 factors are in line with literature. Most of these are CI- and HR- and market related 
factors. The development method with lead customers matches the ideas of many service researchers. 
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In the MOS program service developers explicitly focused on staying close to customers in NSD by 
using this approach.  
 
The next six subparagraphs will elaborate in more detail on the results presented in the overview 
table. 
 
 
 
 
 
 
This part is not included in the public version 
 
 
 
 

4.3 Conclusions of the internal case study  
 
 
 
 
This part is not included in the public version 
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5 Results of the external case studies 
In chapter 4, the current situation of Océ has been compared with the literature. In this chapter a set of 
six external cases will be used as comparison material for the case study MOS on the same 20 points, 
divided over six dimensions. This chapter will address the findings on sub research question 3: 
  

Q3: What are patterns in managing and organizing NSD and involving customers in 
practice? 

 
• Firstly, this chapter presents the set of external companies and an overview of the results of the 

comparison.  
• Secondly, in paragraph 5.2, six subparagraphs will elaborate on the results of the case studies. 

Each subparagraph will be devoted to one dimension, in which 1) a summary of the results of the 
internal case, 2) a comparison of the cases and 3) learning points are presented. 

• The chapter ends with a conclusion in paragraph 5.3.  

5.1 The set of external companies 
The interviews have been conducted and selected on the way describe in Chapter 2 Methodology. The 
interviewees have been very open about their NSD activities in their companies. On request of the 
case study companies, some of the cases have been made anonymous. 
In the Case study section, detailed single case descriptions of Driessen, KPN, ISS and NedStars have 
been made available in the public appendix.  
This chapter only describes the results of the comparison. 
 
Internal case: Case study Océ, denoted as [C0] (large product dominant company):  
This case has been described in chapter 4. 
 
External cases: 

1. Case study Driessen, denoted as [C1] (large product dominant company) 
Is a leading company selling aircraft equipment. Currently, the company is still product dominant and 
is exploring the possibilities of a new service: Managed Trolley Services. With this service, the 
company tries to set the first steps in delivering service dominant offerings.  

2. Case study KPN, denoted as [C2] (large service dominant company) 
KPN is a leading ICT service providing company. The company develops a wide range of ICT 
services carried by several brands. Simplicity, personal and trust are the core values. Developing their 
core offering namely services is essential for a competitive advantage. 

3. Case study ISS facility Services, denoted as [C3] (large service dominant company) 
ISS is world’s largest commercial facility services provider. The company offers services as single 
services or as integrated offerings (which are a combination of the single services). Service 
development is structured and a continuous activity. 

4. Case study NedStars, denoted as [C4] (small service dominant company) 
NedStars is a SME providing ICT services. The company offers tailored customer solutions. 
Customers always come first. Therefore, developing services with customers is important for this 
company.   

5. Case study Company X, denoted as [C5] (small service dominant company) 
Is an organization of about 50 employees providing ICT services. Some new regulations might 
possibly weaken the position of the company. For this reason, the organization develops new services 
in order to diversify their offerings and to increase their competitive position.  

6. Case study Company Y, denoted as [C6] (large service dominant company) 
Company Y is an ICT provider of the top 500. Reorganization changed the way of developing 
services. Before the services were mainly customized. Currently, the services are developed and 
offered as single components that could be offered separately or jointly. 
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5.2 Results benchmark 
The results of the external cases are based on interviews and triangulate material ( e.g. documents, 
presentations, customer emails, business cases). The table below presents the overview of the results 
of the external cases and the comparison with the internal case study.  
- Column 1 presents the NSD dimension.  
- Column 2 describes the success factors according to the reference model. 
- Column 3 shows the results of the case studies.  

N= Not in line with literature, P= partially in line with literature, Y=In line with literature. 
- Column 4 presents the result of the comparison between Océ and the benchmark.  

Similarities are displayed as (=) and differences as (≠). When Océ has resembles less with 
literature than what was generally seen in the benchmark it will be denoted as (-), and a (+) when 
Océ has more resemblance with literature than what was generally seen in the benchmark. 

 
(1) 

 
 
 

 
Dimensions 
 

(2) 
 
 

 
 
Success factors 
according to literature 

(3) 
Comparison between Cases and Literature

(4) 
 
 
 
Océ vs. 
bench- 
mark 

External cases Internal 
case 

C1  C2   C3  C4  C5 C6 
 

Average  
External 
cases  

MOS 

1. Company 
related 
dimension 

1.Clear strategy & top 
management 
commitment 
2.Resource fit 
3.Entrepreneurial 
development context  

P 
 

 
 
P 
P 

Y 
 
 
 
Y 
P 

Y 
 
 
 
Y 
Y 

Y 
 
 
 
P 
Y 

Y 
 

 
 
P 
P 

Y 
 

 
 
Y 
Y 

Y 
 

 
 
P/Y 
P/Y 

N 
 
 
 
P 
P 

≠ (-) 
 

 
 
≠ (-) 
≠ (-) 

2. NSD 
related 
dimension 

4.Structured NSD 
model 
5.Collaboration with 
internal and external 
partners 
6.Embedded OL 
component in NSD 
model 

P 
 
 
Y 
 
 
P 

Y 
 
 
Y 
 
 
Y 

Y 
 
 
Y 
 
 
Y 

P 
 
 
Y 
 
 
Y 

P 
 
 
Y 
 
 
P 

Y 
 
 
Y 
 
 
Y 

P/Y 
 
 
Y 
 
 
P/Y 

N 
 
 
P 
 
 
N 
 

≠ (-) 
 
 

≠ (-) 
 
 
≠ (-) 

3. Human 
resources  
related 
dimension 

7.Service oriented 
employees  
8.Intrinsically 
motivated steering 
member  
9.Multidisciplinary 
NSD team  

P 
 
P 
 
 
 
Y 

Y 
 
P 
 
 
 
Y 

Y 
 
P 
 
 
 
Y 

Y 
 
Y 
 
 
 
Y 

Y 
 
Y 
 
 
 
Y 

Y 
 
P 
 
 
 
Y 

Y 
 
P/Y 
 
 
 
Y 

P 
 
Y 
 
 
 
Y 

≠ (-) 
 
≠ (+) 
 
 
 
= 

4. Market 
related 
dimension 

10.Customer need-fit 
11.High market 
potential  
12.Market knowledge 
though open innovation 

Y 
Y 
 
 
P 

Y 
Y 
 
 
Y 

Y 
Y 
 
 
Y 

Y 
P 
 
 
Y 

Y 
Y 
 
 
Y 

Y 
Y 
 
 
Y 

Y 
Y 
 
 
Y 

Y 
Y 
 
 
P 

= 
 
= 
 
≠ (-) 

5. Service 
related 
dimension 

13.Trained employees 
(front and back office) 
14.Service quality 
evidence 
15.Expectations 
managed 

P 
 
P 
 
 
P/Y 

Y 
 
Y 
 
 
P/Y 

Y 
 
Y 
 
 
P/Y 

Y 
 
Y 
 
 
P/Y 

Y 
 
Y 
 
 
P/Y 

Y 
 
Y 
 
 
P/Y 

Y 
 
Y 
 
 
P/Y 

P 
 
P 
 
 
P/Y 

≠ (-) 
 

≠ (-) 
 
 
= 

6. Customer 
involvement 
related 
dimension 

16.Right customer 
involved (lead 
customer, financially 
attractive, close 
relation) 
17.Degree of 
involvement 
(moderate)  
18.Active involvement 
during beginning and 
end of project 

P 
 
 
 
 
 
Y 
 
 
 
P 
 

Y 
 
 
 
 
 
Y 
 
 
 
Y 
  

Y 
 
 
 
 
 
Y 
 
 
 
Y 
       

Y 
 
 
 
 
 
Y 
 
 
 
Y 
         

P 
 
 
 
 
 
Y 
 
 
 
Y 
       

Y 
 
 
 
 
 
Y 
 
 
 
P 
         

P/Y 
 
 
 
 
 
Y 
 
 
 
P/Y 
      

Y 
 
 
 
 
 
Y 
 
 
 
P/Y 
 

≠ (+) 
 
 
 
 
 
=  
 
 
 
= 
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19.CI method used 
between projects 
20.Diverse CI modes 
used within projects 

 
N 
 
 
P 

 
P 
 
 
Y 

 
P 
 
 
Y 

 
N 
 
 
P/Y 

 
N 
 
 
P/Y 

 
N 
 
 
P/Y 

 
N/P 
 
 
P/Y 

 
Y 
 
 
P 

 
≠ (+) 
 
 
≠ (-) 

Table 3 Summarizing overview table: results of the case studies and the comparison with Océ 
 
None of the companies is fully in line with the success factors described in chapter 3. However, the 
service dominant companies seem to have more similarities with literature. Océ and the other product 
dominant company diverge more from literature. For these companies it can be concluded that their 
development context for new services18 is less optimal in comparison to the service companies. 
 
The company related factors show that the product dominant firms and the smaller firms have limited 
resources, furthermore, in product dominant firms the strategy is not or partially clear. Half of the 
external cases perceive their NSD context as not entrepreneurial due to bureaucracy or internal 
procedures. 
The NSD process related factors show that larger service companies have a structured NSD model, 
whereas, smaller service companies only partially structured the NSD model. In contrast to the service 
dominant firms, the product dominant companies use a NPD model. This may be the result of using 
existing resources and procedures. The majority of the companies have embedded learning 
components in their model. Furthermore, all external companies are collaborating with internal and 
external partners. 
The HR related factors show that all cases work in multidisciplinary development teams. The service 
dominant companies have service-oriented employees, while product dominant company are having a 
mix of product and service oriented employees. In this team, smaller service dominant companies 
seem to have specific intrinsically motivated employees steering NSD, whereas in larger firms, people 
are assigned.  
The market related factors show a quite similar view for all companies. Only one smaller service 
dominant company focuses on tailored services, whereas, the other companies aim for scalable 
services.  
The results of the service related factors show that employees of product dominant companies are less 
trained in the front and the back office. In addition, service developers do not focus on service quality 
evidence as much as the service dominant companies do. Furthermore, in all cases expectations are 
managed, however ad hoc. 
The customer involvement related factors show that the majority of the companies are using one or 
more selection criteria that are in line with literature. All companies are involving customers to a 
moderate19 intensity. Two cases are not actively involving customers in the end of the project. The 
majority of the firms are not using a specific CI approach to obtain generic knowledge between the 
projects. Often these approaches are in groups of customers, which the external cases did not prefer. 
All cases did use diverse modes for CI, in which the largest service dominant companies used the 
most diverse modes. 
 
Océ has as stronger resemblance with literature than the external cases (denoted as ≠ (+)) in involving 
the right customer, using CI method (LCA) between the projects and having an intrinsically motivated 
steering member, these are 3 of the 20 factors. This could be the result of the special CI method LCA. 
For 2/3 of the market related factors, 1/3 of the HR related factors, 1/3 or the service related factors 
and 2/5 of the CI related factors, that is 6 of the 20 factors Océ does not diverge from the general view 
of the benchmark (denoted as =).  
For 11 of the 20 factors Océ resembles literature less than what is generally seen in the benchmark 
(denoted ≠ (-)). These factors include all company, all NSD process related factors, 1/3 of the market 
related factors, 1/3 of the HR related factors, 2/3 of the service related factors and 1/5 of the CI related 
factors. This is not strange because in contrast to the service companies Océ has more organizational 

                                                      
18 Note that a service literature perspective is used as a reference model. It does say anything about the development of the goods of the 
companies 
19 See appendix 10.3.2 for the customer involvement continuum (degree of involvement) 
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difficulties for service development (due to organizational changes to become more service dominant) 
next to the general difficulties of NSD.  
 
The next six subparagraphs will elaborate on the results presented in the overview Table 3Table 3. 
 

5.2.1  Company Related dimension 
This first subparagraph elaborates on the company related dimension. The external cases have been 
used as comparison material for the situation at Océ. 
 
 Results MOS 

First a reminder of the results of Océ:  
As described in chapter 4, the following findings were observed: 
1. Clear strategy & top management commitment (N) 
2. Resources fit (P) 
3. Entrepreneurial development context stimulated for NSD  (P) 

 
Results External cases 
Next, this paragraph describes the results of the external cases: 
• Clear strategy & top management commitment (Y) 
The external cases seem to use a strategy between customer intimacy and operational excellence20. It 
seems that the companies have a tendency towards one on these strategies, but also have elements of 
the other strategy. Some companies are focusing more on the best offering for the customer (customer 
intimacy strategy), whereas other companies try to focus on the best process by delivering a robust, 
reliable and scalable service (operational excellence strategy). In all external case studies, the service 
strategy is clear to the employees and is aligned with the company strategy. 
 
The differences in strategies used in the external cases do not seem to influence the way of 
engineering the service. The majority of the companies [C0,C2,C3,C4,C6,] develop services by 
breaking it up in smaller parts; service components, these components are iteratively developed to 
mature parts together with customers. Afterwards these components are used as building blocks to 
build an ‘integrated service’21. In this service the front stage could be customize and the back stage is 
as standard as possible (Davies et al., 2006).   
The external cases suggest that they do not have difficulties with top management commitment to 
NSD activities. In the smaller companies the management is actively participating in NSD activities 
[C4,C5], but also in the larger companies top managers seem to be actively involved by for example 
aligning the service concept with the corporate strategy and participating in co development meeting 
with customers on strategic and tactical level [C3].  
 
• Resources fit (P/Y) 
Not all companies have a resource fit. The smaller service providing companies [C4,C5] and product 
dominant company [C1] admitted that they have limited resources to develop new services. They all 
complemented this with external resources. For this reason, collaboration with internal and external 
partners was found to be very important in NSD [All].  
Literature and external case argue for other capabilities for service development than for product 
development.  
 
• Entrepreneurial development context stimulated for NSD  (P/Y) 
Not all service companies [C2,C5] have created an innovative and entrepreneurial development 
context for service development. 

                                                      
20 See appendix 10.5.1 for explanation of the customer value strategies of Treacy and Wiersema (1993) 
21 Equivalents are: Total solution service, mkb suite, integrated service, one shop stop 
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Most companies have build mechanisms to facilitate and stimulate entrepreneurial activities. For 
example: 

- Actions speak louder than words, therefore, all employees in the organization have the 
‘license to act’ and are expected to do so [C3].  

- Employees have the time and freedom to write business cases [C4]. 
However, there are also examples of not innovative development contexts for service development, 
for example: 

- The administrative behaviour of the organization inhibits an innovative development context 
for NSD [C5]. 

One of the companies [C3] has a similar structure in which managers have entrepreneurial freedom to 
manage the service at the customer’s location. In that case, the local site employees are actively 
stimulated to ‘act’ and feedback useful information for service development [C3].  
 
The external case studies provided the following company related learning points: 

 Service development should have a strong foundation. This could be from top down by clear 
strategic directions. Or from bottom up, than an innovative entrepreneurial development 
context and boundary conditions for NSD are needed. 

 Collaboration with external partners is important, this can complement internal resources and 
trigger ideas for new service concepts. 

 An entrepreneurial development context could be stimulated by giving employees more 
freedom and autonomy. 

 

5.2.2 NSD Related dimension 
This second subparagraph elaborates on the NSD related dimension. The external cases have been 
used as comparison material for the situation at Océ. 
 
Results MOS 

First a reminder of the results of Océ:  
As described in chapter 4, the following findings were observed for the MOS case: 
4. Structured NSD model (N) 
5. Collaboration with internal and external partners (P) 
6. Embedded OL component in NSD model (N) 

 
Results External cases 
Next, this paragraph describes the results of the external cases: 
• Structured NSD model (P/Y) 
The three largest companies [C2, C3,C6] followed a stage-gate innovation process with iterations in 
the development and testing activities, whereas, the smaller service providing companies [C4,C5] did 
not or partially formalize the stages and gates innovation process with iteration. 
The greatest advantage of a structured innovation process is that the service is embedded in the 
organization on a mature level when this process is walked trough completely [C6]. 
 
• Collaboration with internal and external partners (Y) 
It can be concluded that internal and external collaboration is key in developing value adding 
services22 [All]. All external cases stress the importance of collaboration with external partners. In 
which IT companies are the most mentioned partners [C1,C2,C4,C6]. Cases also mentioned parties 
(knowledge institutes) that help in facilitating partner and customer interaction moments [C1,C2,C3].  
 

                                                      
22 Value adding services are services that support the customer processes.  
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• Embedded OL component in NSD model (P/Y) 
Companies [ C2,C3,C4,C6] have stressed the importance of organizational learning (OL). In their 
NSD model organizational learning is embedded. Offering the service as a ‘total solution services’ 
[C2,C3,C4,C6] was the most common. After further questioning the interviewees about these total 
solution services, the services seem to be constructed of diverse components. These components are 
sold separately and also jointly. The majority of the companies [C2,C3,C4,C6] have build in OL in 
their system in a structural way.  
 
The external case studies provided the following NSD process related learning points: 

 The activities for NSD are different from NPD, therefore, it needs another R&D model. 
Iterations with customers in NSD has been found to be a necessity. 

 Services often require interdepartmental and external partner collaborations, therefore an open 
innovation model is suggested to work best for NSD. 

 OL is important because the iterations often mean changes in processes (frequent changes in 
the service), these changes should be embedded structurally in the organization.  

  

5.2.3 Human Resources Related dimension 
This third subparagraph elaborates on the HR related dimension. The external cases have been used as 
comparison material for the situation at Océ. 
 
Results MOS 

First a reminder of the results of Océ:  
As described in chapter 4, the following findings were observed for the MOS case: 
7. Service oriented employees (P) 
8. Intrinsically motivated steering member (Y) 
9. Multidisciplinary NSD team (Y) 

 
Results External cases 
Next, this paragraph describes the results of the external cases: 
• Service oriented employees (P) 
It could be concluded that the employees of the external cases seem to be service oriented. The 
companies stated that they have customer oriented systems and working procedures [C2,C,3,C5,C6]. 
Furthermore, the majority of the companies believed that the products (goods) that were included in 
the service offerings were of a secondary importance. They definitely did not have a product 
orientation [C2,C3,C4,C5,C6]. All companies believed that products are replaceable and are 
becoming commodities after a while in the market [All].  
 
• Intrinsically motivated steering member (P/Y) 
When a service project is started all companies involve a project leader or project manager. For the 
smaller companies [C4,C5] and the product dominant company[C1] the projects are lead by an 
intrinsically motivated steering member (e.g. business developer, technology process manager) who 
often is also the initiator of the service. In larger projects, it seems that project steering members seem 
to be placed on projects based on their experience.  
  
• Multidisciplinary NSD team (Y) 
All external cases work in multidisciplinary teams of about five different disciplines23.  In most cases 
the general management, marketing or business development had a steering role. Technical 
developers (e.g. system architects, application developers, and technical advisor), sales and service 
developers (e.g. service architect, trainer) were the most mentioned contributing parties. R&D, 
operations and HR were the least mentioned contributing parties.  
 
                                                      
23 See appendix 10.5.2.for a tabulation of configuration of multidisciplinary teams. 
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The external case studies provided the following HR related learning points: 

 Service or customer orientation is believed to be very important because this mindset helps in 
picking up signals for new services and useful information for NSD. 

 A product champion or an intrinsically committed steering member can stimulate the NSD 
process in all times.  

 Multi disciplinary development teams are needed for successful service development.  

 

5.2.4 Market Related dimension 
This fourth subparagraph elaborates on the market related dimension. The external cases have been 
used as comparison material for the situation at the MOS case. 
 
Results MOS 

First a reminder of the results of Océ:  
As described in chapter 4, the following findings were observed for the MOS case: 
10. Customer need/ fit (Y) 
11. High market potential (Y) 
12. Market knowledge though open innovation (P) 

 
Results External cases 
Next, this paragraph describes the results of the external cases: 
• Customer need/ fit (Y) 
The external cases all believe that services should be developed as close as possible to the customers’ 
needs. However, the scalability is also important [C1,C2,C3,C6]. Some companies use a more push 
approach [C1,C2,C3].  
 
• High market potential (Y) 
In similarity to literature, the three largest companies indicated that market potential (upscaling) is 
very important. Services that are designed and developed for large groups of customers use the formal 
innovation model [C2,C3,C6]. During the formal innovation model, a service system for a large 
numbers of customers is created. Services that are designed for one customer are customized NSD 
projects coupled to the sales trajectory of that customer. For these one-offs following the innovation 
model would be too time consuming and not necessary [C2,C3]..  
 
• Market knowledge though open innovation (Y) 
Some external case studies explicitly stressed the importance of knowing the market [C1,C3,C4,C6]. 
“Customer expect that we are superior in the know-how of the delivered service”[C6]. In order to 
meet customer needs all companies try to gain knowledge about the processes that drive the customer. 
This could be the core- or supporting processes of the customer. Examples of traditional actions that 
are taken to increase the market knowledge are: 

- Trend and technology watching, visiting conferences, reading professional literature, 
measuring customer satisfaction qualitatively and quantitatively, visiting customers [All]    

Furthermore, also some non-traditional actions have been found in the external cases, namely:  
- Opening non-traditional communication channels (e.g. commercial maintenance technician, 

partner programs) [C2]. 
- Actively observing the customer in order to proactively confront the customer with a business 

case that improves the customer’s business processes [C3]. 
- Sole developing services together with customers in the same office [C4]. 
- Collaboration with external partners, such as research centres [C1,C2,C3], other 

complementing partners[all] and customers[all]. 
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The external case studies provided the following market related learning points: 
 Staying close to the customer is a necessity for service innovations success. However, there is 

no consensus about the way to stay close to the customer. Pull or push strategies are both 
used.  

 Services that are developed for a large market should be designed accordingly. Over 
customization should be avoided. Companies stress the increasing importance of economy-of- 
scale (upscaling) due to commoditization of services. 

 Market knowledge could be gained by combing traditional marketing methods with non-
traditional marketing methods. 

 

5.2.5 Service Related dimension 
This fifth subparagraph elaborates on the service related dimension. The external cases have been 
used as comparison material for the situation of Océ. 
 
Results MOS 
First a reminder of the results of Océ:  

As described in chapter 4, the following findings were observed for the MOS case: 
13. Trained employees -front and back office (P) 
14. Service quality evidence (P) 
15. Expectations managed (P/Y) 

 
Results External cases 
Next, this subparagraph describes the results of the external cases: 
• Trained employees -front and back office (Y) 
All service dominant companies have embedded training as a regular part of the NSD process. 
Training is often embedded in the concept development and in the further development phases. Front 
and back stage employees are trained in performing service delivery or supporting activities 
[C2,C3,C4,C6]. Before the service is launched on full scale, employees are trained and the service 
processes are documented [C2,C3,C6].  
 
• Service quality evidence (Y) 
The service companies seem to pay special attention towards developing service quality evidence. 
The IT providing companies use IT standards and blue print service processes. This in order to prove 
the quality of the service activities in some way. One company [C4] even tries to pull marketing 
activities as far as possible to the beginning of the NSD process. In their concept development phase 
physical service evidence such as leaflets, standard contracts and manual are made before the service 
is developed. Other companies use demo centre to visualize the service and to convince/influence the 
customers on their buying decisions [C2,C6]. Furthermore, current customers are willing to show 
prospects around on their location, in order to have a look at their operations and see the service in 
real customer situations.  
 
• Expectations managed (P/Y) 
Managing the expectations of the customer is perceived as one of the most difficult tasks due to the 
intangibility of services [C5]. Furthermore, it is also not easy to manage this structurally since many 
employees communicate with the customer. Based on the estimation of employees customer 
expectations are managed ad hoc. Managing the expectations is important because according to all 
external cases overselling in service is dangerous and it can easily lead to unsatisfied customers. Some 
companies [C3,C4] have explicitly built in moments in the NSD process to check and recheck the 
alignment of objectives, views and requirements.  
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The external case studies provided the following service related learning points: 
 Training of employees is important because they personify the company. The activities 

provided by the employees are often the core of the service. 
 Service quality evidence are signs on which customers base their purchasing on. By some 

companies this is actively and successfully used to influence the buying decision. 
 Overselling is ‘not done’ for services, it could easily lead to unsatisfied customers. 

 

5.2.6 Customer Involvement dimension 
This sixth subparagraph elaborates on the customer involvement related dimension. The external 
cases have been used as comparison material for the situation at Océ. 
 
Results MOS 

First a reminder of the results of Océ:  
As described in chapter 4, the following findings were observed for the MOS case: 
16. Right customer involved - lead customer, financially attractive, close relation (Y) 
17. Degree of involvement – moderate (Y)  
18. Active involvement during beginning and end of project (P/Y) 
19. CI method used between projects (Y) 
20. Diverse CI modes used within projects (P) 

Results External cases 
Next, this paragraph describes the results of the external cases: 
• Right customer involved - lead customer, financially attractive, close relation (P/Y) 
The external cases used slightly different selection criteria for their customers. They also selected 
customers for NSD based on their willingness to collaborate.  To my knowledge that is not a selection 
criteria that has been proven by literature to be a good selection criteria.  
 
• Degree of involvement – moderate (Y)  
It seems that the service providing companies involve the customer slightly more in NSD activities. 
The level of involvement seems to range from the middle until the upper part of the customer 
integration continuum24. Customers play a tester role and provided feedback for the concept and 
during service delivery [C2,C3,C4,C6]. In the external cases some customers played also an active 
role as a discussion partner [C2] or providing marketing activities [C2,C3,C4] or a sole developing 
partner [C4].  
 
•  Active involvement during beginning and end of project (P/Y) 
The external cases involved customers in the front end stages and during the testing of prototype 
versions. All companies argue for the involvement of customers as early in the process as possible and 
to use more than one customer to test the prototype in order to avoid over customization. C1and C6 
involved customers only passively in the last stages of NSD. Whereas, other companies actively 
involve customers by letting them contribute on spreading the service and executing marketing 
activities. Some examples are: 

- Customers showing other customers around on the customer location [C3]. 
- Customers recommending the company online [C4] 
- Spreading the service and the company name via worth of mouth [C4,C6] 

 

                                                      
24 See appendix 10.3.2 for Customer involvement continuums 
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• CI method used between projects (N/P) 
The external companies seem not to use a specific approach to link NSD projects. Nevertheless, the 
majority of the external cases indicated that learning from the customers between projects is important 
[ C2,C3,C4,C6]. The NSD process activities for systematic learning and transferring the knowledge 
are build in the process [C2,C3,C4, C6]. Some examples are: 

- Transferring knowledge through dedicated ‘excellence’ team [C3]. 
- Documenting the implementation activities for further use [C6].   
- Documenting the progress of the projects with successes and pitfalls together with the 

results of the actions taken to solve the pitfalls [C4].  
However, learning from customers between projects is not or partially structured. 
 
• Diverse CI modes used within projects (P/Y) 
The external cases seem to use more frequent and more diverse sources of input for their NSD. Next 
to the traditional involvement techniques, also techniques are used in which customers provide 
information in two way interactions. All companies used some modes of customer involvement in 
order to obtain different kinds of input. Companies [C2,C3] used the most diverse modes. Each case 
study descriptions in the case study section elaborates on the methods used25. The external cases 
showed that knowledge is gained in involving customers within service projects (on project level), 
between service projects (on program level), in the operations (on operational level) and during 
customer relation building activities (on CR level).  
 
The external case studies provided the following CI related learning points: 

 Most of the external cases prefer developing new services with customers with a close 
relationship and more than one customer is involved to develop the service. 

 Customers are very useful as co designers and as real time testers.  
 Customers play an essential role in the front end of innovation and during ‘prototyping’ 

towards reusable and mature service components. 
 Iterations are important in order to stay close to the customer and to develop reusable and 

mature service components 
 Different modes of customer involvement provide diverse input for service development. 

Customer involvement methods with groups of customers was generally not preferred, 
because of confidentiality issues and the expenses. 

 

                                                      
28 See also the appendix 10.5.3 for an overview table with different interaction methods used by each company  
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5.3 Conclusions of the external case studies 
It could be concluded that service-providing companies have more similarities with literature. Océ 
and the other product-oriented company diverge more from literature. This is not strange since the 
service companies have more experience with NSD because this is their core business.  

5.3.1 Patterns - similarities between literature and benchmark 
From the comparison between literature with the external cases it can be concluded that the general 
view of the benchmark matched literature on the following factors:  

• (1) Have a clear strategy and top management commitment. 
• (5) Collaborate with internal and external partners. 
• (7) Have service-oriented employees. 
• (9) Work in multidisciplinary NSD teams. 
• (10) Fit customers’ needs though staying close to customer during NSD. 
• (11) Focus on services that have a large market potential. 
• (12) Obtain market knowledge through open innovation. 
• (13) Train employees in the front and back stages.  
• (14) Pay special attention to the development of service quality evidence.  
• (15) Manage customer expectations. 
• (17) Involve the customer actively as co designer and/ or tester during the iterative NSD 

process. 
These factors are supported by both literature and the benchmark. This means that these factors can be 
seen as pattern in developing new services while involving customers. 

5.3.2 Differences between the external cases 
The external cases showed differences from each other on some success factors. Some companies 
were in line with literature, but others were only partially in line with literature. The following factors 
can be seen as differences between the external cases: 

• (2) Resources fit: The smaller companies and the product-oriented company [C1, C4, and C5] 
have limited resources for developing new services. They complement competences with 
external resources.  

• (3) NSD context: The organizational development context is not always ideal for NSD. C2 
and C5 indicated that the organizational development context due to outsourcing R&D and 
administering company character inhibit NSD activities and an entrepreneurial development 
context.  

• (4) Structure of NSD process: The smaller companies [C4, C5] have a less structured NSD 
model that the larger companies, the product oriented company [C1] uses the NPD model for 
NSD.  

• (6) Embedded learning component: The majority of the companies [C2, C3, C4, and C6] have 
structurally embedded a learning component in their NSD model. 

• (8) Team steering: C1, C4, C5 have strong intrinsically motivated members, who are the 
initiators and have personally efficacy with specific new services.   

• (16) Selection criteria for customers: C1, C5 were using selection criteria that are not proven 
to be positively related to new service success.  

• (18) Involvement of customers in late stages: C1 and C5 admit that customers are not actively 
involved in the commercialization activities (large role out). 

• (19) Involving customers between projects: Only C2 and C3 have embedded CI methods that 
support NSD on program level. However, there were no methods used that link projects in the 
program.  

• (20) Use of CI modes: All companies used some modes of customer involvement. Companies 
[C2, C3] used the most diverse modes.  
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5.3.3 Differences between Océ and the external cases 
 
 
 
This part is not included in the public version 
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6 Findings and design 
This thesis provides insights about NSD with customers in the literature, within Océ and within 
external companies.  
In order to answer the central research question, the following sub questions have been defined: 

1. Q1: What factors does literature describe as success factors for service innovation?  
In paragraph 3.4 of this thesis 20 important success factors described in the current literature on NSD 
and customer involvement have been summarized.  

2. Q2: How does Océ manage and organize NSD in relation to customer involvement?  
In paragraph 4.3, the conclusion of the internal case study has been presented. The results of the 
internal case showed that the development context is not optimal.  

3. Q3: What are patterns in managing and organizing NSD and involving customers in 
practice? 

Paragraph 5.3, summarizes the differences and similarities of new service development and customer 
involvement in B-2-B situations.  

6.1 Pattern in practice26- new insights for literature   
This paragraph elaborates on the findings on the central research question. The following three 
findings can be seen as patterns of practice, since these have been identified in all cases. These new 
insights contribute to the gap in literature by providing some clarity in the ‘what’ and ‘how’ of NSD 
with customers in practice.  
 

1. NSD on two levels- Iterative development with customers 
Océ-employees were constantly talking about NSD on different levels while literature does not seem 
to distinguish these different levels. The internal case study showed that NSD is interpreted in two 
ways. Some interviewees interpret NSD as developing services for one customer (one-offs developed 
in a customer projects), others interpret NSD as developing services for more than one customer 
(generic services developed in a set of several projects).  
These two levels of NSD are very different and therefore the following levels should be distinguished: 

- Level 1: the customer project NSD (also denoted as NSD of one-off on customer project level) 
- Level 2 : the portfolio NSD (also denoted as NSD of generic services on program level) 

Also the external cases confirmed this finding. Interviewees indicated that these levels of NSD are 
often not defined and used interchangeable, but are fundamentally different.  
Customer projects can be seen as a parts of a larger program (development for the company portfolio). 
The relation between level 1: customer project NSD and level 2: portfolio NSD can be: 

- Triggering: The customer projects trigger portfolio NSD and vice versa. 
- Synergetic: The customer projects provide input during phases of the portfolio NSD and vice 

versa.  
- Reinforcing: The customer projects reinforce the portfolio NSD by strengthening the business 

case. 
The reuse of knowledge between customer projects (NSD level 1) is important for an efficient and 
effective development of new services for the portfolio (NSD level 2). 
 

2. NSD - Component based development 
Services are developed using different strategies. All companies are making a tradeoff between 
primarily focusing on the customer or primarily focusing on the process. The literature gives the 
impression that the customer should be the first point of focus. However, the majority of the 
companies stress the importance of the repeatability of the services (economies-of-scale) because 
services are also becoming commodities.  
As a response on the tradeoff between economy-of-scale and customization, all cases are building 
services in components. These service components could be value chain expending services (e.g. 
                                                      
26 Practice refers to all case studies, Océ and the external cases. 
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consultancy, implementation and operational activities) or parts of the service processes (e.g. billing 
process, customer complaints procedures). This means that the service is broken down into smaller 
parts (service components/ separate processes) in order to simplify the service and to embed the new 
service processes efficiently in the organization.  
 

3. Customer involvement in NSD - Learning with customers   
All cases suggest that customer involvement is a necessity for NSD, because customers do not have a 
clear traditional buyer-supplier relationship anymore. Customers are interacting in with the supplier 
more than ever before. In the diverse customer contact moments, customers provide useful 
information for NSD. The case studies show that customers are involved in different settings. 
However, the literature does not distinguish these different contexts when writing about customer 
involvement in NSD.  
The case studies show that customers are involved for different purposes. This means that customers 
are involved in NSD in very different contexts. The results of the benchmarks show that four CI 
contexts are distinguishable. These are displayed in Figure 10. Customers are involved during the 
operations (1), during relationship building activities (2), during NSD projects (3) and between NSD 
projects (4). In these different contexts customers have different roles. In B-2-B situations the 
traditional relationship between the buyer and supplier is getting vaguer. By making this distinction in 
customer involvement contexts, service developers can organize customer contact moments more 
structural in order to obtain this knowledge from and about customers.  
 
 

 
Figure 10 Four customer involvement contexts with CI modes 
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6.2  Design 
The answers on the sub questions provided input for the answer on the central research question:  
 

How can customers be optimally involved in NSD in B-2-B situations in order to create added 
value for both the company and the customers? 

 
Based on the results of the literature study, the internal case and the external cases the central question 
is answered by providing the following customer oriented NSD model. 
 
The model exists of three parts:  

1. The inner part: NSD strategy - component based development 
2. The centralized part: NSD process phases - integration of two NSD levels 
3. The outer part: Customer involvement - learning from and with customers 

The model can be seen as a model which interweaves two levels of NSD (the funnel). The customer 
projects (NSD level 1) are part of the NSD program (NSD level 2) and these customer projects are 
linked to each other. Each successive project will build on the learning points of the previous project 
(spiral in the funnel). In each customer project, service components (triangles) are developed. The 
literature and the case studies have shown that learning with customers in the development process is 
essential. Therefore, continuous learning loops (the four outer circles) are integrated in the model. 
 
 

 
Figure 11 Customer oriented NSD model  

 
 

• The inner part: NSD strategy - component based development 
Examples in the external cases have shown that companies try to become partners with the customer 
in order to stay close and to strengthen their position. Both literature and the case studies suggest that 
the importance of the supplier increases when the supplier gets closer to the core business of the 
customer. Grönroos (2007) believes that it is not enough for manufacturing companies to provide 
industrial services (services that support the product, e.g. maintenance service, educational service). 
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Therefore, companies should support the customer in the everyday activities and processes in a value 
creating manner, this includes total support (total solution service), thus including the physical 
product as the core solution as well as service processes, such as deliveries, installing, repair, 
maintenance and customer training and hidden services27. For this reason focusing on value 
supporting services is the most logical when companies are aiming for long term relationships and a 
high customer loyalty. These services can be developed using the customer oriented NSD model 
presented in Figure 11. This is a general model for customer oriented NSD for B-2-B situations. 
 
Literature has suggested to break down service development in smaller parts (Bullinger et al., 2003; 
Davies et al., 2006; Johne et al., 1998) or to distinguish service systems, from service concept. Also 
the majority of the external case studies supported this suggestion.  
Therefore, this component is integrated in the model. Services can be developed efficiently and 
effectively when the service is split up in service component which are developed in successive 
customer projects (service development program). An advantage of developing service components is 
that reusable (standardized) and not reusable parts (customized) can be separated. Furthermore, the 
internal organization can adopt the new processes more easily when the changes in the work 
procedures are spread over several projects. In the model the service is configured from a 
combination of customized and standardized service components. In the model these are 
presented by smaller triangles, the lower triangles represent the standardized service components. The 
upper triangles represent the customized service components. 
Fully standardized services are often not applicable for B-2-B situations. Especially larger B-2-B 
customers expect customizations. However, fully customizing services is expensive. The external 
cases stress the importance of the scalability of a service but also the customizations in the service. 
The component based presentations and development of services is suggested to be a good approach 
to meet need of B-2-B companies for both economy-of-scale and customizations.  
 

• The centralized part: NSD process phases – integration of two NSD levels 
The central part of the new service development model consists of four generic NSD phases.  

- Phase 1: Ideation 
In this phase opportunities or ideas arise from the operations or changes in the environment. These 
ideas or opportunities are gathered and selected after which these are transformed to a service 
concept. 

- Phase 2: Conceptualization 
In this phase a service concept is developed on a small scale. One or two customer projects are used to 
identify and verify the requirements. Also objectives for the development of the service components 
and the service system (resources available for a service concept) are set. 

- Phase 3: Further development  
In this phase the service components and service system are developed to a mature level. The service 
is tested in the customer environment and gradually improved during several successive customer 
projects. These projects are used to develop specific service components to a mature level. When 
these are well developed and work effectively and efficiently, the service is ready to be delivered on a 
large scale. 

- Phase 4: Full scale launch 
In this phase the service is ready for a full scale launch. The service will be added to the portfolio of 
the company. 
 
The funnel in the model represents the spiral like development of service components. The services 
can be developed and improved iteratively with customer projects in phases 2 and 3 by using the 
component based development approach. In each customer project, a service component can be 
developed for reuse. This results in a platform of mature service components at the end of the 
development program. At the end of phase 3, when the service is ready to be delivered on a large 
scale, the service can be configured as a combination of mature standardized service components and 
customized components.  
                                                      
27 Hidden services: invoicing, complaint handling, product documentation and ad hoc interactions between people 
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• The outer part: Customer involvement - learning from and with customers 

Research has shown that for new services that failed, the blame was often the missing voice of the 
customer. Alam (2002b) states that the overall approach of customer involvement is an important 
consideration for NSD. Also, interviewed practitioners believe that service development should be 
organized in such a way that closeness to the needs of the customers is assured. Despite the 
importance, customer contact moments are not always actively steered and managed for NSD 
objectives.  
For this reason the model included continuous customer involvement loops. Research suggests that 
customers with lead customer characteristics, financially attractive customers and customers with 
close relations are positively related to new service success. Therefore, selecting these customers for 
contributing to NSD is advisable. These customers should be involved as early as possible in the NSD 
process in order to develop services iteratively with their input. This is in line with ideas of Bullinger 
et al. (2003), who suggest that spiral like models are the most useful for service development because 
of the iterative character. Customers could be involved in all NSD phase for different purposes and 
thus in different CI contexts. The four lines in the model represent the continuous involvement of 
customers during the NSD process. In Figure 10, four different customer involvement contexts and 
customer involvement methods are suggested. The input of the four different contexts is 
complementary and useful for NSD. 
 

- Line 1 (red) represents the customer contact moments during the operations.  
This line is added because companies have customer contact moment during service delivery (on 
operational level). The input of customers is found to be very valuable in order to improve the service 
iteratively during development and also in order to continuously improve existing services. During 
this context, customers can be used as a source of information. They can provide feedback or 
complaint about the service delivery and their (changing) needs. The feedback can be used to improve 
the service. 

- Line 2 (green) represents the customer contact moments during relationship building.  
Most of the time account managers are the ones that build the relation with customers. During 
relationship building activities, customers often provide input about new developments in their 
industry and the effect on their processes. This input can be used to create new business or continue 
the current business. Customers are experts in their own business. Obtaining knowledge about their 
core processes increases the chance of developing services that fit the (latent) needs of the customer. 
Furthermore, customers could be used and informants to develop new services and as triggers to 
support service development. 

- Line 3 (purple) represent the customer contact moments in customer projects.  
Customers are also involved in customer projects. In these projects customers provide their wishes, 
requirements and test the service in their environment. During this process, service developers can 
learn from the best and worst practices and improve this for successive projects. Customers could be 
involved as informants, co designers and testers during the customer project.  

- Line 4 (blue) represents the customer contact moments between customer projects.  
The external cases indicated that some customer contact moments are not directly linked to specific 
customer projects, but are moments in which customers provide general input, for example by 
participating in brainstorm sessions or customer advisory panels with other customers. These 
moments are very useful for developing generic services. In the contact moments between customer 
projects, customers can have a role as an informant or a discussion partner. 
 
Different modes of customer involvement are used to obtain the desirable information. In Figure 10, 
different ways (modes/techniques) of involving are displayed. These are categorized in four contexts 
of customer involvement. Using different ways (modes) of obtaining knowledge is advised (Wilson et 
al, 2008) in order to obtain complementary knowledge from customers.  
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7  Suggestions 
 
 
This part is not included in the public version 
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8 Project evaluation 

In this chapter, the limitations and a project reflection of this thesis will be described. The limitations 
are divided in limitations of the literature (8.1.1) and limitations of the methods and results (8.1.2). 

8.1 Limitations 

8.1.1 Literature 
To my opinion, there are two major limitations of literature, which might have influenced the results 
of the thesis: 
• Usability of literature: Limited literature on NSD of combinations of tangible and intangible 

offerings. 
Firstly, the majority of the NSD literature comes from the financial sector. Other sectors such as 
transport, wholesale, telecommunications have also been researched on (de Jong et al.  03), however 
less extensive than the financial sector. Research done in the technological or manufacturing 
companies were only slightly represented in the current literature.  
Recent literature mainly describes offerings that are (very) tangible or (very) intangible. It track my 
attention that the grey area in the middle of the spectrum has been explored to a very limited extend. 
Since most literature is based on research in the financial services (far intangible side), the success 
factors described in the reference model in chapter 3 might be less generalizable to services that lay 
more in the grey area of the spectrum (total solution services). For the generalization of the reference 
model more qualitative and quantitative research to services in the grey area is needed. 
 
• Shared vocabulary: Literature does not provide clarity about the ‘what’ and the ‘how’of 

NSD.  
Secondly, another major limitation of the current literature is that there is no clarity about the ‘what’ 
and the ‘how’of  NSD. NSD remains among the least studied and understood topics in the service 
management literature (Menor et al., 2002). Innovation of services is a clearly less investigated area 
than innovation of goods (Ojasola et al., 2008). Furthermore, the literature is silent on the details of 
NSD stages and their interface with the customer (Alam et al. 2002)  
Despite of the introduction of definitions at the beginning of the interviews, interviewees might have 
different interpretations or mindsets based on the current literature about service, new service 
development and customer involvement.  

8.1.2 Method and Results 
The objective was to gain a holistic view of NSD and CI. Therefore, qualitative research was 
preferred above quantitative research. However, the research has some limitations that should be 
mentioned.     
 

• Validity 
In order to study NSD, only one single development program has been chosen. The limited time for 
this master thesis project, did not make it possible to study more internal development programs. The 
However, it gave a good impression of the many faces of NSD within Océ and the difficulties in the 
current development environment. 
The external cases were selected on characteristics of the MOS case. In the sample no direct 
competitors (print vendors) were selected because of the topic sensibility and the willingness to 
cooperate. The sample consisted of indirect competing service providers, ICT providers and Facility 
Service providers. In addition, one service developing manufacturing company (Driessen Aerospace) 
was selected because of the great similarities with Océ as a product dominant company in transition 
towards becoming a more service dominant company. Driessen develops Managed Trolley Services, 
which has great comparisons with the Manage Office Services of Océ.  
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In total six case studies were conducted. This is a relatively small sample size. Because of that and the 
fact that it is suggested that case studies are very contextual (Verschuren et al. 2007) the results are 
less generalizable. Stevens et al., (2004) state that this is a well-recognized problem of qualitative 
research. Nevertheless, the case studies gave an impression of practice. Furthermore, the similarities 
between the companies indicate that there are generalizable patterns for services that are in the grey 
area. However, more research is needed. 
The results do not hold for B-2-C service providers, and companies that provide very intangible 
services as core offerings, because these results were based on companies that deliver B-2-B services 
that are more in the grey area of the tangibility spectrum. 
 

• Reliability 
Due to the limited time available for this master thesis research, no extensive external case studies 
could be done. For each external case study only 1 or 2 person have been interviewed. Diverse 
triangulate material was used, however, the accumulated evidence was less than for the internal case 
study.  

8.2 Project Reflection 
The research area ‘the development of new services and the involvement of customers in this process’ 
was addressed as an area of interest by professionals within Océ and external companies.  
Furthermore, it was also a major gap in the academic field.  
Looking back at the MOS case it was more complex than expected. The following points contributed 
to the complexity.  
1. The service offering: it consists of diverse service components, each component can be delivered 

on different service levels. In addition, several teams developed several slightly different service 
offerings. 

2. Different value propositions: MOS and MOS equivalents have different value propositions. 
3. The multiple teams: the MOS team was not the only team developing the MOS service. Also 

other departments were developing MOS-like services. 
4. NSD on multiple levels: NSD seems to happen on different levels (project level; customized 

NSD and program level; generic NSD) 
5. The relation between DP and OBS: OBS focuses on selling services, therefore, the product 

should support the sale. In contrast, DP focuses on selling products, therefore, services have a 
supportive position. The SBUs give services different purposes, this sometimes leads to contrast 
in opinions.  

 
To my opinion, the qualitative research method has provided me the best results to the research 
objectives (NSD and CI). I strongly believe that these results could not have been obtained when a 
quantitative research method was used. This thought is based on the following points: 1) The 
interviews gave a holistic view which was the objective, quantitative methods would not have shown 
such a detailed view. 2) During the interviews, setting shared vocabulary was needed. I noticed that 
there is also no clarity about NSD and CI in practice. 3) The narrations about NSD and CI showed 
patterns, which I have not seen in the literature before, a survey could never have identified these 
patterns.  
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10.1 Appendix Chapter 1 
 

10.1.1 Organization diagrams 
Océ Nederland B.V. is part of Océ Technologies B.V., which is part of Océ Interholdings B.V., which 
is part of Océ N.V.  
 

1. Océ N.V. structure 

 
Figure 1 Océ N.V. company structure 
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2. Size of the business units 
To give an impression of the size of the SBU, the SBU’s revenue figures of 2008 are displayed in the 
table below. 
 WFPS DDS OBS 
Revenue 2008 850 million 1.632 million 427 million 
% autonomic change 
compared to 2007) 1 

-2.4% -3.3% +5.4% 

Table 1 Revenues and % change compared to 2007 of the SBU WFPS, DDS and OBS. 
 
The strategic business units Document Printing and Production Printing are jointly denoted as Digital 
Document Systems (DDS) in the annual report. 
 
 

3. Relation between OBS, S&PS and R&D 
 
In this report, the SBU OBS, the business group S&PS and R&D are often mentioned. The figure 
below displays the relation between these entities.  

 
Figure 2 Case study context 

                                                      
1 The SBU OBS was split off from DDS in 1 December 2007 
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10.1.2 Competitors of managed printing 

 
 
Source: Gartner (September 2008) 

Market Overview 
 
History/Market Development 
The following is a timeline of the development of the MPS market. 

Pre-2000  

• The "utility printing" concept comes in response to the increasingly diverse range of other IT infrastructure 
services and business process services being offered at this time. The idea is to bring the benefits of 
outsourcing to office printing, so customers seek to outsource the entire office printing function.  

• Only a few vendors offer MPS at this time, and the customers are a subset of large corporations in North 
America and Western Europe that are open to experimentation.  

2000 Through 2005  

• Cost savings opportunities draw large numbers of organizations to actively and closely manage office 
printing.  

• The focus shifts from outsourcing to print optimization as MPS becomes the means for a growing number of 
organizations to identify and assess, and ultimately reduce, their visible and hidden costs, including 
consumables, support and maintenance.  

• Most providers ask customers to sign a third-party lease instead of the pure utility model and then combine 
this with the costs of service and consumables in a per-page charge that typically includes a minimum 
monthly page quota.  

2006 Through 2008 

• A wider variety of MPS packages is introduced for small and midsize businesses (SMBs) either directly from 
the provider or through its channel partner.  
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• MPS becomes a standard part of vendors' strategies to sell office printing to midsize and large organizations, 
resulting in increasing numbers of customers.  

• Full-cycle results of early MPS customers are now visible.  

2 Examples of Strengths and cautions of competitors are presented  below (source: Gartner, 2008) 
 
 
Ricoh 
 
Strengths 

• Ricoh manufactures a wide range of equipment for the office and production environment. Also, any and all 
printers and MFPs that produce 25 pages per minute (ppm) to 75 or more ppm already existing in the 
customer fleet can be rolled into the contract.  

• Customers give positive reports on Ricoh's follow-through as exemplified by close and consistent attention to 
the customer, extensive training, and complete, timely and accurate billing.  

• Ricoh has extensive direct channels for providing MPS to local and national accounts in North America, 
Europe, and parts of Asia/Pacific (such as Australia) and Latin America.  

Cautions 

• Ricoh has little experience with marketing or delivering to multiregional or global MPS accounts.  

• We see no evidence of Ricoh making the significant R&D investments that it should be able to make. For 
customers, this means a needs assessment process that is competent but does not probe environmental and 
workflow considerations. Ricoh picked up MPS expertise when it bought Lanier and NRG, but now that it 
folded those organizations into its own, it needs to make continuing investments to advance its MPS.  

Xerox 
 
Strengths 

• Xerox can provide a single point of contact for customers of many sizes, from local, national and regional 
right up through global. In parts of Asia/Pacific that Xerox serves directly, including Australia, Xerox works 
very closely with Fuji Xerox, of which it is a part owner. Because of the close coordination between these two 
companies, the Magic Quadrant treats Fuji Xerox as an extension of Xerox.  

• Xerox takes a careful and methodical approach to MPS as shown in areas such as assessment, change 
management, and tracking and monitoring. Not only do Xerox's assessments follow a detailed and proven 
methodology, but they can extend that approach to new areas. In the case of environmental impact, that can 
include power consumption, paper and other raw materials, toxics and hazards, the impact of manufacturing, 
and operation and disposal.  

• Xerox offers a wide range of extensions to MPS, including CRD and mailroom outsourcing, document-centric 
process optimization and outsourcing, vertical-market programs, and production print center staffing.  

Cautions 

• Make sure you choose your cost-per-page plan based on a solid upfront needs assessment that is forward-
looking. Xerox offers a variety of plans, and does accommodate some rescaling, but don't expect to switch 
plans midstream without a cost.  

• HP's pending acquisition of EDS, an important ally of Xerox, will deprive Xerox of an important source of MPS 
business (see "HP's Acquisition of EDS May Result in Managed Print Service Market Upheaval").  

• Xerox has a complex set of offerings that may confuse some customers and perhaps delay the process of 
deciding to engage with Xerox for an MPS contract. 
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10.2  Appendix Chapter 2 

10.2.1 Interview protocol 
This appendix describes the interview protocol that has been used for conducting the interviews. 
The interview protocol will contain the following parts: 

1) Interview topic 
2) Interview structure 
3) Processing interview data 
4) Interview basic questions 
5) Interview requisites  

 
1) Interview topic 

The interview should cover 1) the organization and management of new service development and 2) 
customer involvement.  
For NSD the 7S+1 model (in blue) has been used as a framework (blue part). This model is based on 
the 7S model of Mc Kinsey, the extra S; the S of Service quality has been is added to complete the 
most important themes of NSD. This model is used to structure the six dimensions that were described 
in Chapter 3. The 7S model of McKinsey is widely known by practitioners. Using these dimensions 
has the benefits that it creates shared vocabulary and simplifies the explanation of the interview 
structure. 
For customer involvement, the WHW model (in green) is used. The types of customers, the intensity 
of involvement and the modes of involvement are denoted as key elements of customer involvement. 
The twelve dimensions should cover NSD and customer involvement. 

 
Figure 37S+1 Model (in blue) and WHW Model (in green)  
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2) Interview structure 
The interviews should be conducted using this interview structure. 
 
Step 1: Short introduction  

•  Myself 
• The assignment 
• Océ  
• My definitions of NSD and CI 
• The use of the information  
• Asking for permission to record the interview 

Use of the physical supporting tool: PPT 
Step 2: Introduction of the interviewee and the company 

•  Position and responsibilities of the interviewee 
•  Presenting general information of the company 

Step 3: Interview 
• Questioning about NSD ( using the 7S+1 model) 
• Questioning about CI (using the WHW model) 

Use of the physical supporting tool: 20 hard cover cards with CI methods to stimulate 
narrations. 

Step 4: Ending the interview 
• Asking for triangulate material (documents, presentation, colleagues opinion etc.) 
• Explaining further steps and ask for cooperation in two review moments 1) commenting on 

the transcripts and 2) commenting on the case study description and giving permission to 
publish.  

 
3) Processing interview data  

The data of the interviews will be processed using these steps  
Step 1: Transcribing interview  
Step 2: Send the transcription to the interviewee (review moment 1) for comments 
Step 3: Writing a case study description based on the interview, the comments and triangulate 
material (restructure interview in the 12 dimensions and include concluding comments and 
impediments of NSD with customers) 
Step 4: Ask for permission to publish and comments and completion of information where needed. 
 

4) Interview basic questions 
the questions of the interview are semi structured. The questions should cover all 12 dimensions ( 8 
S’s for NSD and 3 dimensions for CI). Below basic interview questions are included. The objective is 
to get a holistic overview of NSD and CI, therefore narrations are important.  
  

Part I) New service development (7S+1 model) 
• NSD algemeen 

o Waarom worden diensten ontwikkeld? 
o Hoe denkt men over diensten en diensten ontwikkeling in het bedrijf? (Top en op de 

vloer) 
• Shared Values,  

o Wat is de gedeelde visie voor het ontwikkelen van nieuwe diensten? 
o Wat zijn de ambities op the gebied van dienstenontwikkeling? 

• Strategy,  
o Hoe wilt men de ambities bereiken? 
o Worden diensten bewust ontwikkeld vanuit een strategie? Welke strategie? 
o Is de strategie in lijn met de strategie van het bedrijf? 

• Style,  
o Hoe wordt NSD aangestuurd? 
o Wie is er beslissingsbevoegd voor de voortgang van het project? 
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o Kunt u het management leiderschap van NSD projecten beschrijven? 
o Kunt u het klimaat/ sfeer/omgeving omschrijven waarin diensten ontwikkeld worden? 

Bureaucratisch, ondernemend, anders? 
• Structure,  

o Hoe is de organisatie ingericht op dienstenontwikkeling? 
o Worden dienst innovaties door intern personeel ontwikkeld of door externen, of 

anders? Kunt u een voorbeeld geven, hoe dat dan in zijn werk gaat? 
• System,  

o Hoe worden nieuwe diensten ontwikkeld? Is er een innovatie model? 
o Welke formele en informele werkwijzen en procedures worden er gevolgd? 
o Hoe wordt er gezorgd dat de opgebouwde kennis tijdens NSD in de organisatie komt 

en wordt hergebruikt? 
• Staff, 

o Wie ontwikkelen diensten? Is er een team? Welke partijen zijn vertegenwoordigd in 
dit team? 

o Kunt u de mindset van de personeelsleden omschrijven? Is dit meer product- 
georiënteerd, of dienst-georienteerd, of anders? 

o Zijn er bepaalde individuen in of om het project bovengemiddeld belangrijk voor de 
voortgang van dienstinnovatie? En waarom is dat? 

o Welke afdeling heeft een participerende rol en welke een leidende rol? 
• Skills,  

o Welke competenties zijn er nodig voor het succesvol ontwikkelen van nieuwe 
diensten. Zijn deze allemaal aanwezig, zoniet, hoe wordt dat opgelost? 

o Welke competenties heeft het bedrijf en welke zouden verbeterd kunnen worden om 
de beoogde doelen voor dienstenontwikkeling te bereiken? 

• Service quality, 
o Hoe zorgt het bedrijf ervoor dat klanten de kwaliteit van de diensten inziet? 
o Wordt er in het NSD proces bewust elementen ontwikkeld die de kwaliteit van de 

dienst overbrengen. Kunt u voorbeelden noemen? 
o Hoe wordt de verwachting van de klant geschept?  

 
Part II) Customer Involvement 

• Customer involvement algemeen 
o Wie zijn de contactpersonen van de klant? 
o Wanneer heeft de klant contact met personeelsleden? 
o Hoe staat het bedrijf tegenover het betrekken van de klant in het ontwikkelen van 

diensten? 
• Typen klanten 

o Met welke klanten worden diensten ontwikkeld?  
o Worden er selectiecriteria gebruikt om klanten te selecteren? Welke?  
o Kunt u een voorbeeld geven van een project waarin klanten betrokken werden? 

• Intensiteit van betrokkenheid 
o Welke rol speelt de klant in het NSD proces? 
o Is dit een formele of informele rol? 
o Welke NSD activiteiten voert de klant uit?  

• Modes of involvement 
o Op welke manier wordt de klant betrokken in het ontwikkelen van diensten? 
o Ik heb 20 methodes/ manieren verzameld waarop klanten betrokken kunnen worden.  

 Kunt u mij aangeven of deze methode gebruikt wordt in het bedrijf ? 
 Kunt u me een voorbeeld geven?  
 Kunt u mij vertellen of het volgens uw ervaring een handige methode is of 

niet? 
 Kunt u mij vertellen of wanneer in het proces dit gebruikt wordt? 

• Wat zijn barrières om met klanten diensten te ontwikkelen? 
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5) Interview requisites 
• Data recorder 
• List of basic questions 
• Writing paper + pen 
• Ppt slides for the introduction 
• 20 hard cover cards with CI methods 
• Introduction material of the company about NSD or CI, when present (as introduction) 
• Name, address and telephone number 
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10.2.2 Elaborations on the selection  
 
1. Positions interviewees 

a. Interviews orientation 
The 11 employees fulfill the following positions in the company: Head of Research (1), program 
manager business development (1), application researcher (3), Service Researcher (3), 
Information Management (1), project member cITy, Operational Manager (1).   

b. Interviews Case study MOS 
The 14 employees or former employees fulfilled or had fulfilled  the following positions: Program 
Manager Business Development, System Consultant, Service Deivery Manager, Support 
Manager, Service desk employee, Business Development Manager, Marketing Manager, Software 
Developers, Operational Manager, Service Researchers, Account manager, project leader. 
Participating observations and interviews with site employees of post, reproduction, service 
centre, expedition, site senior. Some of these employees also provided fleet operation activities as 
part of their job. (The interviews during the site observation/participations were not transcribed 
and were conducted during the daily work of the employees, not in a table setting)   
 

c. Interviews Benchmark 
The eight interviewees of the external companies fulfilled the following positions: General 
Manager, Commercial director, Director Business development, product manager, senior key 
account manager, Business development manager, senior strategist, partner.  
 

2. Additional documents used for case study MOS: 
In order to get more depth and validity additional textual information sources were used, namely: 
• Internal project document about MOS 
• Sales kit, Manuel, SLA, process descriptions 
• Previous studies about service development within Océ 
• Environment analyses, site visit reports, project progress reports 

 
3. Additional information of site visits contained the following: 

- Planning: The planning and agenda points of OM meetings, plan of actions onsite, year 
overview of OBS site meetings. 

- Service evidence: Results of customer satisfaction measurements, material that customers 
receive such as brochure, leaflets and customer instructions, descriptions of service delivery 
activities.  

 
4. Elaboration on the choice of case study MOS: 

1. Newness of the service; The project formally started in 2006, now in 2009 the service is 
prepared to be launched on full scale. The mindset of the interviewees is on the project.  

2. Complexity of the service; The service contains hardware, software, people connected to each 
other in processes. This is a combination of tangible and intangible service components. The 
MOS is being delivered in four different versions. In addition, seemingly other departments 
also develop and deliver MOS like services. 

3. Complexity of the service development organization; The service requires people in the 
organization to work together for a successful service development and delivery. In the 
orientating interviews employees stressed the service development learning point as well as 
the organizational learning points. 

4. New developing method, lead customer approach; This is an interesting approach for NSD, 
current literature on this development method for NSD is limited.  
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10.3  Appendix Chapter 3 

10.3.1 Elaboration on differences between open en closed 
innovation 

 

 
Contrasting Principles of Closed and Open Innovation (source: Chesbrough, 2003)  
 

   
Closed innovation model (left), Open innovation model (right) (adapted from Chesbrough,2003) 
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10.3.2 Customer involvement continuums 
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10.3.3 List of success factors and supporting references 

Figure 4 List of success factors and supporting references 

Dimensions Success factor References 
1. Company 
related 
dimension 

(1) Clear strategy 
 
.& top management commitment   

(Brentani, 2001; Edgett, 1993; Edvardsson et al., 1995; 
Johne et al., 1998; Johne et al., 2000 Khurana et al.,1998; 
Terrill, 1992; Thwaites et al., 1991; Thwaites, 1992) 
(Antioco, 2006; Koen et al. 2001; Meer van der, 2007)

(2) Resource fit (de Brentani, 1991; Drew,1995; Johne et al. 1998; Kelly 
et al. 2000; Koen et al. 2001; Wilson et al., 2008) 

(3) Entrepreneurial development 
context 

(Amabile, 1997; de Brentani, 1991, 1995, 2001; Jong de 
et al. 2003; Koen et al., 2001; van der Meer, 2007; Wilson 
et al., 2008) 

2. NSD 
related 
dimension 

(4) Structured NSD model (Bitner et al. 2008; Brentani de, 1991, 2001; Bullinger, 
2003; Edvardsson et al.2000; Johne et al. 1998; de Jong et 
al. 2003; Kelly et al. 2000; Nägele, 2006; Ojasola, 2008; 
Stevens et al., 2005; Smith et al., 2007) 

(5) Collaboration with internal 
and external partners 

(Bullinger et al., 2003; Chesbrough, 2003; Koen et al., 
2001; Meer van der, 2007; Stevens et al, 2005) 

(6) Embedded OL component in 
NSD model 

(Blazevic et al., 2004; Bullinger et al. 2003; Day, 2002; 
Lievens et al, 2000a, b; Payne et al, 2008; Shostak et al., 
1991; Stevens et al., 2005)  

3. HR related 
dimension 

(7) Service oriented employees  (Bitner et al., 2008; Donovan et al., 2004; Hogan et al., 
1984; Stevens et al., 2005; Wilson et al., 2008) 

(8) Intrinsically motivated 
steering member  

Drew, 1995; Edgett et al., 1994; Johne et al., 1998; Martin 
et al., 1993; Scarborough, et al. 1989; Storey et al., 1995; 
Cooper et al., 1995; Smith et al., 2005)  

(9) Multidisciplinary NSD team (Amabile, 1997; Avlonitis et al., 2001; Bonner et al., 
2004; Johne et al., 1998; de Jong et al., 2003; Martin et 
al., 1995;  Shane, 2000; Stevens et al., 2005, Wilson et al., 
2008) 

4. Market 
related 
dimension 

(10) Customer need-fit Brentani, 2001; Bullinger et al., 2003; Davies et al., 2006, 
Johne et al., 1998; Wilson et al., 2008) 

(11) High market potential  (Brentani, 2001; Hippel von, 1986; Kleinsmidt et al. 
1991)

(12) Market knowledge though 
open innovation 

(Berkhout et al., 2006; Chesbrough, 2003; Griffin et al., 
1993; Laursen et al. 2006; Nobelius, 2004) 

5. Service 
related 
dimension 

(13) Trained employees (front and 
back office) 

(Bitner et al., 2008; de Brentani, 2001; Edvardsson, 1996, 
Wilson et al., 2008)

(14) Service quality evidence (Bitner et al., 2008; Johne et al. 1998; Edvardsson et al., 
1996; Smith et al., 2007; Wilson et al., 2008) 

(15) Expectations managed (Bitner et al., 2008; Edvardsson, 1996; Goldstein et al., 
2002; Smith et al., 2007; Wilson et al., 2008) 

6. CI related 
dimension 

(16) Right customer involved (Bonner et al., 2004; Gruner et al. 2000; Hippel von, 
1986; Nambisian, 2002; Sandén et al., 2006)  

(17) Degree of involvement 
(moderate) 

(Alam, 2002b; Nägele, 2006; Sandén et al. 2006; 
Schlesinger et al.1991; Wilson et al., 2008) 

(18) Active involvement 
especially during beginning 
and end of project 

Alam, 2002b, 2006b; Bullinger et al., 2003; Edvardsson, 
1997; Gruner et al. 2000; Wilson et al., 2008; Nägele, 
2006) 

(19) CI method used between 
projects 

De Brentani, 2001; Bullinger et al. 2003; von Hippel, 
1986; Sandén 2006) 

(20) Diverse CI modes used 
within projects 

Alam, 2006b; Wilson et al. 2008 
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10.4 Appendix Chapter 4 

10.4.1 Short description MOS service tiers 
Adding to the product offering, Océ has a compelling 3 tiered service offering. Each tier combines 
several services in order to address customer needs. Each tier up the service part of the offering 
becomes more dominant. 

Managed Office Services Proposition

HW + 
freeware

Essential

Professional

Managed

Products

Bundled Solution

Service Solution

Managed Service

 
Each successive service tier is an upgrade of the previous level. The offerings will be described 
shortly below.  
 
HW+freeware:  
This is the simplest offering. The offering consists of hardware and software. The offering contains 
device maintenance after the shipping of the hardware. 
 
Océ-MOS Essential:  
The Essential approach can be described as a bundled solution approach:  
The customer will be charged for design and implementation of the service processes and for the 
usage and maintenance of the monitoring environment.  
The customer will be responsible for the day-to-day fleet management operations after the solution 
has been delivered to this customer. 
 
Océ-MOS Professional: 
The Professional approach can be characterized as a service solution.  
In the Professional approach Océ becomes operationally responsible for the day-to-day on-site service 
delivery. The customer is charged for labour that Océ provides. This charge should include the costs 
for implementing the fleet management infrastructure. 
 
Océ-MOS Managed:  
The Managed proposition includes the transfer of risk to Océ. For example in the form of price-per-
page contracts, guaranteed year over year cost savings, or by including flexibility options regarding 
the reduction of the device population. In this business model, Océ may also be required to take over 
existing print assets from the customer or manage third party contracts on behalf of the customer. 
 
Each step up in the Océ-MOS service tiers the financial risks for Océ increase and decreases for the 
customer. However, also the potential financial benefits for Océ increases each tier up.  
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10.5 Appendix Chapter 5 

10.5.1 Explanation of the customer value strategies  

 
Figure 5 Representation of the model of Treacy et al. (1993) (source: agilier.com) 
 
Cultuurtypering customer intimacy 
- Empathisch vermogen, Kennis van en inzicht in klanten en eigen producten, basis van samenwerken, 
behulpzaam en inventief bij adviseren van klanten 
Cultuurtypering Operational excellence 
- Resultaatgericht, Structuur, Discipline, Schaalgrootte, Effectieve processen, Moderne technologie 
Cultuurtypering Product leadership 
- Creatief, Inventief, Flexibel, Zelfstandig en onafhankelijk 
 
Operational excellence 
“The term operational excellence describes a specific strategic approach to the production and 
delivery of products and services. The objective of the company following this strategy is to lead its 
industry in price and inconvenience. Companies pursuing operational excellence are infatiguable is 
seeking ways to minimize overhead costs, to eliminate intermediate production steps, to reduce 
transaction and other ‘friction’costs and to optimize business processes across functional and 
organizational boundaries. They focus on delivering their products and services to customers at 
competitive prices and with minimal inconvenience.” 
 
Customer intimacy 
“For customer intimacy ”those companies who pursue a strategy of customer intimacy continuously 
tailor and shape products and services to fit and increasingly fine definitions of the customers…. 
These companies typically look at the customer’s lifetime value to the company, not the value of one 
single transaction… Their infrastructure facilitates multiple modes of producing and delivering 
products and services… It organizational structure emphasizes empowerment of people  working 
closely with customers and its hiring and training program stress the creative decision making skills 
required to respond to individual customer’s needs”  
  
Product Leadership  
“Companies who strive to pursue the third discipline, product leadership, strive to produce a 
continuous stream state-of- the- art products and services. Reaching this goal requires them to 
challenge themselves in three ways. First, they must be creative…. Second, such innovative 
companies must commercialize their ideas quickly…. Thirdly, and most important, product leaders 
must relentlessely pursue new solutions to the problems that their own latest product and service has 
just solved.” 
Figure 6 explanation of the three strategies (fully quoted from Treacy  et al. (1993)) 
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10.5.2 Tabulation of configuration of multidisciplinary teams 
 
Steering 
disciplines 

C1 C2 C3 C4 C5 C6 

Management   Commercial 
director 

General 
manager  

General 
manager 

 

Steering 
discipline 
 

Business 
development 

Strategy 
and 
innovation 

  Business 
development 

Product 
manager 

Steering 
discipline: 
Marketing 

 Marketing  marketing  marketing 

 
 
Participating 
discipline 

C1 C2 C3 C4 C5 C6 

Marketing     marketing  
Legal   Legal  Legal 

advisor 
 

Technical 
systems 

Advanced 
engineering 

technical Controlling 
department 
(quality) 

technical 
disciplines 

Technical 
advisor  

process 

Service  Engineering     Service 
architect 

training 

Sales Sales  Sales  Sales   Sales  
Finance Finance finance Business 

execution 
   

Service desk      Service 
desk 

HR   HR    
Operations   Operational 

site 
management 

   

R&D   R&D    
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 10.5.3 Tabulation of Customer Involvement (CI) methods
CI Methods C1 C2 C3 C4 C5 C6 

Mode 1: Face to face interviews 
1) Unstructured 

interview 
√      

2) semi structured 
interview 

√      

Mode 2: User visits and meetings 
3) customer visits √ √ √   √ 
4) Customer co-

development 
meetings 

 √  √   

Mode 3: Brainstorming 
5) Brainstorming   √ √ √ √  
6) customer advisory 

panel 
√  √    

Mode 4: Users’ observation and feedback 
7) Customer 

complaints and 
feedback reports 

√ √ √ √  √ 

8) customer 
observation 

  √    

9) Customer surveys  √ √ √ √  
Mode 5: Phone, fax, email 

communications √ √ √ √ √ √ 
Mode 6:  Focus group discussions 

10) focus group 
discussion 

 √ √  √  

Other 
CI on in the customer relationship building 

11) informal social 
interaction 

√ √ √    

12) organized 
informative 
gatherings 

 √ √ √ √  

13) invite to retreats  √ √    
CI in projects/programs 

14) Beta testing √   √  √ 
15) prototyping √ √ √ √  √ 
16) lead user technique   √  √  

Traditional marketing 
17) Technological 

forecasting 
  √ √  √ 

18) trends scanning √ √ √ √ √ √ 
Not used methods 

19) Customer service 
interaction reports  

      

20) Conjoint analysis       
other  Partner 

program 
Commercial 
service man 
Demo centre 

Customer day Customer day Debates 
Customer day 

Demo centre 



11 Case study section 

11.1 Case study Driessen [C1] 
 
Driessen Aerospace group is world market leader in galley equipment and a leading manufacturer of 
galleys and air cargo equipment for the commercial aviation industry. The company has been acquired 
by Zodiac Aerospace in July 2008. Driessen realized a turnover of approx. 150 million Euros in 2008. 
Driessen is headquartered in the Netherlands and has facilities in Europe, the U.S, and Asia Pacific. 
Worldwide, they employ 2000 dedicated professionals. 
 
The customer base includes virtually all the world’s airlines and airframe manufacturers. Next to this 
aerospace core business, Driessen offers galley equipment to the train -, hospital- and cruise line 
markets. 

11.1.1 Service description  
Driessen Aerospace Group is developing a new service concept next to their products for their 
existing market.  
 
The aim of the service is to facilitate information about the location and use of the catering equipment 
for the aircraft (trolleys) so that the trolleys can be on the right place at the right time. The tracking 
and tracing of the trolleys will be realized using RFID technology. The concept goes beyond 
managing and facilitating equipment of their own brand, because it only works when all equipment 
can be tracked and traces.  
In this thesis this service will be called ‘managed trolley service’ (MTS).  
 
By having an overview of the total fleet of trolley Driessen can provide and optimize the capacity of 
trolleys. With this information the customer (caterer) can save costs.  
 
Driessen intends to own the gates and infrastructure and the database. 
For Driessen it would imply that they have to: 

- provide all trolleys with RFID chips 
- provide and service the infrastructure with detection gates 
- provide reports about the tracking and tracing of the trolleys  
- provide work procedures by using the gates  

The service consists of hardware, software, processes and interactions with customers and partners. 

11.1.2 New service development  
Shared Values 
The shared value among employees in the organisation is the knowledge that the company has to 
make a transition from selling only products towards selling services. They believe that the market is 
changing. One of the reasons is that they have noticed the trend towards outsourcing of their products 
to third parties. Another trend is possible changes in the business model due to new technologies. 
With the RIFD technology the products can be tracked and traced, this means that the capacity can be 
managed more easily, resulting is less sales. 
 
In order to anticipate on this trend a new service concept is being developed. 
Driessen aims at the cost reduction for their customer. Therefore, the focus will be on the processes of 
the service that have to be optimized. Driessen will use the operational excellence strategy with 
customer intimacy elements. 
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Strategy 
Currently, Driessen is market leader in the trolley industry. Its target is to be able to “facilitate the 
right trolleys at the right place on time” within 5-10 years. In order to achieve that goal the company 
uses an offensive strategy by actively acting on the first signs of changes in the marketplace. This 
means that the company develops a concept that is not in line with the current needs of the 
mainstream customer but will (hopefully) fit future needs. The concept will be gradually introduced to 
the customers.  
The company aims at developing a service, characterised by customer specific options in the front 
office and general processes in the back office. 
This would main that the service could be build up modularly.  
 
Structure 
3,5 years ago the organisation set up a new department called business development next to the 
already existing product development department. The business development department has two 
main objectives:  
1) strategic objective; developing new concepts that strengthen the market position of the company on 
the long term   
2) development objective; developing new business for the short term. 
 
The strategic choice for business development next to the product development has led to the 
repositioning of the structure of the development department.  
Last year, in 2008, some responsibility changes have been made in the structure of the development 
department. 
Now, the business units (BU) are responsible for their own product developments of existing markets 
and existing products and services, this includes activities for market penetration and incremental 
innovations. 
These are development with a development time less than 2 years.  
The business development (BD) is responsible for business development of new markets and/or new 
products and services. These are development times larger than 0-2 years.  
 
Ansoff product (service) / 
market matrix 

Existing products/ services New products/ services 

Existing markets Market penetration 
 
Responsibility: BU 

Product/service development 
(Managed Trolley Service) 
Responsibility: BD 

New markets Market development 
Responsibility: BD 

Diversification 
Responsibility: BD 

 
There is a product and business development department in which people have a permanent task to 
develop new products. 
Service development is part of the activities of the director business development.  
For the other internal developers service development happens as an additional task next to the 
product development. 
Developments take place in defined projects in multidisciplinary project teams. For service 
development Driessen stresses the importance of external partners. 
 
System 
Driessen uses a phase gate model existing on the following 6 phases: 
1. Market analysis; trends and vision alignment, idea development, business case development 
2. Product analysis; investment decision, feasibility study, product/service properties 
3. Concept; build non-prototype based on properties  
4. Synthesis; build working prototype 
5. Materialize; prepare 0 series, bill of material, production drawing/ design, certification 
6. Realize; realize 0 series, prepare series production, market introduction 
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Phases- Gates Model of Driessen Aerospace 
 
Business Development is project owner of developments and will facilitate a decision by the Board of 
Directors at the end of each phase for continuation or termination of the development. 

 

 
Figure 7 Phases- Gates Model of Driessen Aerospace 

69 
 



 
The development process can be initiated by different parts and persons of the company. 
The ideas are collected and listed and selected by the business development using the consultation of 
various professional. Driessen believes that the multi level consultation with intern and extern 
colleagues and specialist is a necessity to make good selections. 
The development process ends with a mature product of service. After the last phase, the offering will 
be hand over to sales and operation for large-scale commercialisation.  
 
The phase gate model is used for both products and services. No customer has requested for this 
service (yet). The development of the MTS is a reaction on the trend towards optimizing the logistic 
processes. Figures presented on conferences have illustrated that 20-25 % of the trolleys can be saved 
by using an efficient logistic process. As a reaction on this possible threat, the company initiated 
service development. The service will be introduced gradually per customer (push strategy).  
 
Style 
Business Development is project owner of developments and will facilitate a decision by the Board of 
Directors at the end of each phase for continuation or termination of the development. All 
departments are involved in each phase, however the intensity of the involvement varies. The 
responsibility of the phase lies with the department that has the critical role in that phase.  
 
- Phase 1-2 focuses on concept development, responsible department: Business development 
- Phase 3-4 focuses on realising the development, responsible department: Advanced engineering 

and external design agency  
- Phase 5-6 focuses on realising up scaling and commercialisation, responsible departments: 

Production and communication. 
 
 
Staff 
Business development is responsible for new market and/ or new product/services. This means that 
they are also responsible for the development of new service concepts. 
The development of services is new for Driessen. The resources for service development are 
currently limited since Driessen is product oriented.  
- On strategic concept development level: the director business development is responsible. 

Business development works together with other intern departments (for them NSD is a part-time 
and additional task) and develops together with strategic partners. These partners could be very 
diverse. Some are of the same industry, others are from sectors (e.g. ICT, automotive, facility) 
with the same trends.   

- On engineering level: 50 persons for realising the development  
- On production level: 1000 persons for scaling up the development 
 
Skills  
Driessen works in a heterogeneous team with different specialist (both internally and externally), and 
people from other industries. The company has been active in the aviation industry for more than 60 
years, this leaves the company a rich base of knowledge and experience.   
The majority of the company (especially the top management) shares and is committed to the thought 
to create new services next to the products. The new business department and new service concept 
shows the willingness and intention to change. 
 
Service quality 
MTS has not being delivered yet. Driessen is planning to define KPI together with customers and to 
offer and use a standard SLA as a minimum service quality assurance. The service delivery processes 
will be described. 
The quality of the service will be measured by doing technical measurements (SLA) and performing 
customer satisfaction measurements.  In order to keep the service level high, employees will be 
trained and Driessen will work together with external professional. 
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Summary new service development 
 
7S NSD  Driessen 
Shared Values • Transition to service orientation 

• Saving costs for the customer 
Strategy • Products: leadership 

• Services: operational excellence with customer intimacy elements 
• Modular service component 

Structure • Multi disciplinary development team (strong focus on  external 
partners ) 

• service development next to product development 
• of their job and additional task 

System • One formal stage gate process for products and service 
• Push strategy 

Style • Project management, phase responsibility lies with the critical 
department  

• Go no go decision by Board of directors based on rapports facilitated 
by the business development manager 

Staff • Limited internal resources for service development 
• External partners 

Skills  • Knowledge about aviation market 
• Top management commitment and 
• Willingness and intentions to change 

 
 Driessen 
Service quality • Quality measures; technical and customer experience  

• Training of employees 
• Collaboration with external professionals 
• Process described 

 

11.1.3 Customer involvement  
 
Types of customer 
Driessen wants to develop new services with customer from the current customer base.  
The main criteria on which customers are selected are: 
- Representive for the target group 
- Innovative attitude (e.g.Virgin)  
- Willingness to invest time and effort (e.g. Emerates) 
 
Degree of customer involvement 
 
Customers that are involved in the development of new services can be characterised as informants 
in the early phases 1-2 and co developer in the phases 3-4. The customer is not an integrated team 
member in the development projects but it is a discussion partner and a real time tester. 
 
Co development has limits: 
Examples of boundaries with working together with customer is, that customers get no insight the 
margins, numbers and business case. They surely get insight in the project planning and the processes 
of the service. Customers are involved in developing processes and procedures.  
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Involvement during phases 
 
There is no formal role assigned for the customer during the development process. Also the way of 
interacting with customers is not formally defined. 
Nevertheless, customers are involved in different phases in the development process.  
 

Phase independently interactions 
Once per 1,5-2 years a customer survey takes place. This is about several subject, one of the subject 
is innovation. 
 
Sales and business development visit customers regularly, because informal social interaction are 
necessary to stay up to date about the developments in the aviation industry and in other industries. In 
different industries the same trends occur. Driessen can learn a lot from the ICT and automotive 
industry. 
 

In phase 1 Market analysis & phase 2 product analysis 
10-15 customers that fulfil the criteria are individually telephone interviewed using qualitative 
techniques, the reason for telephone interviews is because the customers are spread all over the 
world. In this way the cost of interviewing can stay low. 
In phase 1 interview scope is broad and the interviewees are diverse in characteristics. In phase 2 
interviews are conducted by a third party specialised in qualitative interviewing techniques. The scope 
is by then already more narrow and the interviewees well chosen. 
Next to the interviews, Driessen also watches trends by connecting to professionals from different 
backgrounds in the aviation industry and peers in other industries. 
 

In phase 3 Concept & 4 Synthesis  
The service that is under development will be developed using general requirement and needs of 
customer. In most cases, these will be collected using face-to-face interviews and telephone 
interviews. These conversations can be called customer advisory panel conversations.  In phase 4 a 
few customers are picked out of the original 10-15 customers to interview in depth. 
Customers also help in giving their opinion about prioritizing requirements, preferred contract 
moments and the levels that they are willing to be served on, there is are a few customer co 
development meetings. These customers may be called lead customers. Customers do not develop 
back office processes. In these phase some elements may be tested in the customer environment. This 
may be called beta testing or prototyping. 
 
Driessen prefers to launch the new concept by one or two customer.  In the case of two customers, 
Driessen tries to work with two customers that have other characteristics, for example, some 
customers focus on the continental and others intercontinental. Some focus on the high service and 
comfort, while other customers focus on efficiency and low budget. 
By having totally different customers, we can refer to those customers when we sell the offering to a 
broad target market. 
Testing the “Prototype” is not only useful in testing the technical aspect for weaknesses, errors, flaws 
etc. but also to test the concept feasibility and the perceived added value. 
 
In these phases, customers have to invest resources and provide feedback. This is an iterative process.  
The customer should install devices, train people to work differently, motivate people and react on the 
changing work procedures. This could be a quite heavy organizational change that has to be managed. 
 

In phase 5 Materialize & phase 6 Realize 
The input of the customers are mainly in the phases 1 to 4. The role of the customers in the phases 5 
and 6 is limited and relatively passive. 
Customers can act as reference customers and give feedback and suggestions about the service. 
The boundaries for phase 4 and 5 for service development and testing are vague. 
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After phase 6  

After phase 6 the service is handed over to the operation in this phase the customer gives feedback 
and complaints about the product or service. This information is used for small improvements of the 
offering. 
 

Interactions that do not take place 
Brainstorming with customers does not happen at fixed or defined moment but on a case-by-case 
basis at Driessen. However, there are plans to do this once a year (on individual basis) to catch up 
with customers and to determine the direction. 
There are no organised customer relation day, but Driessen invites customers to have dinner with 
them after a conference they have attended. This is mainly to build customer relations. Indirectly this 
could provide input for new developments. 
There are no focus group discussion with customers in a group, discussion mainly happen on 
individual basis. 
 
Summary customer involvement 
 
Customer involvement Driessen 
Types of customer Current customer base 

- Criteria 
* Innovative 
* Representative 
* Willingness to invest resources 

Degree of customer involvement - Level 3: Informant - Level 4: Co designer 
- Dominant roles: 

            Discussion partner &tester 
Involvement during phases - Non formalized roles and interaction moment 

- Adhoc involvement during all phases, for the 
greater part in phases 1-4 

- Diverse customer involvement methods used 
(group approach not preferred)  

- Third party involved to facilitate customer 
involvements 

 
 
Reflections of case study Driessen 
Driessen addressed the following point as impediments during customer involvement in NSD. 
 
Geographical distance 
For Driessen, conducting face-to-face interviews is quite resource intensive. Not only in the time 
aspect, but also financially. The customers of Driessen are spread all over the world. This is the 
reason why they perform the interviews using the telephone in the phase 1 and 2. 
 
Selecting the discussion partner 
Another difficulty is selecting the right people. There is a strong trend towards outsourcing. For 
Driessen this means that their customers may change. In the past the airlines owned the trolleys. 
Nowadays, airlines tend to outsource the ownership of the trolleys to the caterers.   
In the past Driessen used to interact with stewardesses, but the role of the customer is shifting slowly 
towards the caterer of the airline.  
 
Over customization 
When involving customers Driessen has to make a distinction between general and customer specific 
requirements. Logically when developing new product or services this distinction is difficult to make. 
There is always a risk of over customizing.  
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Limited depth in group discussions 
Driessen indicates the difficulty to get groups together to interact on topics that might influence the 
competitive advantage. The conversation will not be in depth and in this way it would not lead to 
useful ideas. 
 
Coloured answers 
For some topics, customers do not give objective answers to Driessen employees because this may 
influence the relationship. 
Driessen uses third party interviewers to take over that role. Another advantage is that customers are 
more willing to give better answers to a third party specialised interviewer.  
 
Contracting  
Driessen finds is difficult to contract collaboration efforts with customers to a right extend. Over 
contracting indicates the doubts in the relation. Contracting too less bring risks. 
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11.2  Case study KPN [C2] 
 
KPN is the leading telecommunications and ICT service provider in The Netherlands, offering 
wireline and wireless telephony, internet en TV to consumers, and end-to-end telecommunications 
and ICT services to business customers. KPN’s subsidiary Getronics operates a global ICT services 
company offering end-to-end solutions in infrastructure and network-related IT. 
The number of FTEs at KPN stood at 25,000 at year-end 2008, plus another 11,600 at Getronics. KPN 
made a profit of €2.6 billion in 2008 on annual revenue of €14.6 billion. 
 

11.2.1 Service description  
KPN markets a big portfolio of quality products. Separate brands serve different target groups. 
Consumers in the Netherlands can choose from KPN (fixed and mobile telephony for families), Hi 
(mobile telephony for young people), Telfort (no-frills mobile telephony and Internet) and XS4ALL 
(the innovating Internet provider). The Netherlands, Germany and Belgium have the mobile telephone 
services of Simyo (competitively priced SIM card) and Ay Yildiz (focused on the Turkish 
community). BASE and E-Plus are the third mobile telephony brands in Belgium and Germany, 
respectively. For all their service requirements, the Dutch and international business community can 
rely on the KPN, Getronics, XS4ALL, Gemnet, Newtel and CSS brands. I-Basis, with headquarters in 
the US, is one of the world's largest carriers of international voice traffic. 

11.2.2 New service development  
Shared Values 
KPN believes that satisfied customers form the basis for profitable growth, and as result, create value 
for the shareholders. 
Equally, KPN believes that their commitment to quality and customer satisfaction can be realised only 
if the employees are motivated to provide the best possible products and services.   
Simplicity, personal and trust are KPN's three core values. The company expects all employees to 
understand these values and act accordingly. 
For the business market KPN’s ambition is to be the best in class ICT service provider, through 
leveraging its leading position in infrastructure service in the Netherlands and moving up the value 
chain in application management and ICT outsourcing. This requires developing sustainable contact 
with clients, employees and society in general. 
 
Customer do not expect radical innovations, they expect reliable, robust services. 
New services innovations are not highly reliable in the beginning, so KPN does not aim at radical 
innovations, but excellence in the operations and having a close relationship with customers. 
 
Strategy 
‘Back to growth’ expresses the objective of the strategy until 2010 by introducing new services.  
 
Introducing new services and rolling out their All-IP network are important. 
Furthermore, KPN looks for a drastic simplification of the activities in the retail and network 
management. The simplification and efficiency will enable the company to have a clear product and 
cut costs, the benefits of which can be reinvested and thus generate revenue growth. This will lead to 
acceleration of initiatives such as IP based services in the business market. Cost saving will ensure 
margin optimization. This strategy can be seen as operational excellence. 
 
Excellent service and an outstanding product and service offering remain KPN’s key priority.   
KPN has the ambition to be number one end-to- end ICT service provider in the Netherlands by 2010 
with leading market position in the infrastructural services, application management and outsourcing.  
The company has no plans to enter new markets until success have been proven in other countries.   
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The business segment continues to move up the value chain towards managed ICT services. 
Based on a strong customer focus, KPN strives to be the preferred supplier for business customers. By 
using customer excellence (customer intimacy) KPN strives to become market leader in customer 
loyalty.  
 
Structure  
KPN has adapted the strategy of being a fast follower. The company does not develop new 
technologies as a pioneer. KPN has a strong acquisition department that concentrates on acquiring 
companies (and thereby offering new services). In 2003 TNO acquired the R&D activities of KPN 
(KPN research) and formed TNO-ICT (information and communication technology). TNO-ICT and 
KPN entered into a cooperation agreement under which KPN agreed to annual purchase 
commitments. In 2008 KPN’s R&D expenditures with TNO-ICT totaled 13.5 million. 
              
In the past years some changes have been made: 

• In 2008 ‘corporate solutions’ further transformed from a telecommunication provider to an 
ICT solution provider. 

• The business development department has been brought to an end. The lead times of the 
results of business development were too long, business development had objectives in terms 
of years, whereas KPN focuses on short term (preferably in quartiles).  
 

KPN distinguishes two levels of new service developed, namely: 
1. NSD for portfolio 
2. NSD for individual customers 

 
There is a formal stage gate innovation model. 
For each phase there is a plan of action of what to do in which phase. In the roll-out these action plans 
(looking like a checklist or a to-do list) are used intensively.  
An example of a checklist items are: 

- Ensure changes in the processes, systems, databases, CRM 
 
For the steering committee NSD is a permanent task. For other participants it is a temporary task that 
is part of their job.   
 
System 
NSD for one-offs (customer specific services) is very different for NSD for services for in the 
portfolio. Developing services for in the portfolio is far more work and complex, background 
processes have to be adjusted and processes have to be organized in such a way that large amounts of 
customers can use this service.   
For such services, sales, marketing, billing and the logistics around the hardware and software etc. 
have to be aligned. 
 
For the NSD projects for portfolio offerings there are formal phases and gates with iterations. 
 
The phases that occur are: 

- Decision to justify; idea development and selection, technical feasibility, quick scan, market 
research. 

[Is it justified to invest time to this idea?] 
- Decision to fund; allocation of money, project team configuration, specific deliverables, 

business case. 
[what is the business case and how are we going to develop the service?] 

- Pilot implementation; sales kit, training, test market (launching customer trajectory for 
iterative improvements of the initial concept) 

- Decision to Roll out; full scale launch, marketing script, training people, distribution, labeling 
of service, up scaling background processes  (e.g. billing)  
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This phases and gates model is only for services that are candidates for the service portfolio and not 
for the NSD for individual customers. After the service is developed, it will be adopted in the 
portfolio. If it is a large service, it can become a vertical pillar in the portfolio. The service will be 
handed over to the line operations after the roll out phase. Then the NSD project is finished. 
 
NSD of KPN lies in concept innovations and not in technology innovations. KPN has a powerful 
marketing department and is very good in packaging existing offering to a new concept.  
The marketing department can integrate different services into a package of services “service 
package”. For the company it means that people of different departments have to work together more 
closely. Product managers are responsible for parts of the portfolio. 
They are responsible for communicating their part towards the customer and the sales department. 
The services that are being developed are services that fall in line with the strategy of the company. It 
is more the allowance of a service to be in the portfolio. The firm uses a push strategy. 
 
The steering committee of the project preferably stays the same during the project, because they can 
manage the overall process of the service development.  
 
Style 
NSD always happen in a defined project. This project team is configured in the decision to fund 
phase.  
The project manager is responsible for managing the NSD project to a good end, this person also 
facilitates the documentation for the commercial board. The commercial board is the decision maker 
for a go- no go decision in the gates of the phase gate model.  
 
Staff 
As already written before, TNO acquired the R&D activities of KPN (KPN Research) in 2003. In 
addition to the collaborations with TNO, KPN performs mergers and acquisitions in order to get the 
right resources fit for NSD or diversification of services. Real hardware and software developments 
are being developed by suppliers. KPN is very strong in concept development (packaging) and up 
scaling services. In addition, the company has the ability to recognize opportunities in the market. The 
marketing department decides what new offerings (service packages) will be offered.  
 
These new services for the portfolio are managed by a project manager.  
This project manager is responsible for configuring a team.  
The departments that are involved with developing new services for the portfolio are: 

• Marketing: market analysis, value proposition, relation to other portfolio products, timing of 
introduction 

• Solution house: technical feasibility, system architecture, infrastructure,  processes description 
• Finance: pricing of the product, costs, billing 
• Sales: sales kit, training of the sales employees 
• Strategy and innovation: corporate strategy  

 
Employees of KPN have a strong improvisation ability and good networks. With these characteristics, 
opportunities are recognized fast and unexpected problems are solved professionally.  
 
Skills  
KPN is the leading telecommunications and ICT provider in the Netherlands. The company possesses 
the knowledge and experience to deliver and develop new services. Also the access to external 
knowledge is available, as the employees have networks that are large and across industries.  
 
The marketing, legal and acquisition department are strong pillars in the company. 
The marketing department performs well in building and keeping the good image, resulting in a very 
good brand name.  
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Also the acquisition department is good in finding companies that complement or enforce KPN’s 
skills and knowledge. Getting the right knowledge in house is important. When knowledge of skills 
are not present in the company to fulfill a tender, then partners are searched to complement KPN. 
Acquiring a company is being considered if many tenders request a particular service. 
 
Service quality 
The quality of the service is measured by doing technical measurements (SLA) and performing 
customer satisfaction measurements dozens of times a year. Employees are trained to perform well 
in service delivery. Next to the sales people, also commercial servicemen (monteurs) are trained to 
sell services. These people bridge the start and the end of a service life cycle for a customer. 
 
New services always mean changed processes. This means that people have to change their way of 
working. KPN helps these employees by documenting new service processes and training employees 
to perform these changed processes.  
 
Also customers have to become familiar with the processes of the new service. For this KPN has 
demo facilities. Customers are invited to see physical cues of the service in order to make the service 
more tangible for the customers. 
 
Summary new service development KPN 
 
 
7S NSD KPN 
Shared 
Values 

• High quality reliable, robust and scalable service 

Strategy • Consumer market: Operational excellence 
• Business market: customer intimacy(customer excellence) 
• Allowing a service to be in the portfolio 
• Simplification of offerings 

Structure • Multi disciplinary development team 
• permanent task and part of their job task 

System • Formal stage gate process with iterations 
• Push strategy 

Style • Project management 
• Go no go decision by commercial board 

Staff • Resources fit, focus on mergers and acquisitions 
Skills  • Knowledge and experience as leading company  

• Marketing, strong brand name 
• Acquisitions 
• Strong network  

 
 
Service 
quality 

• Measurements on technical and customer satisfaction level 
• Training employees 
• Process described 
• Demo centre 

 

11.2.3 Customer involvement  
Types of customer 
KPN has a consumer and a business segment. The customers of the business segment are divided in 
four categories; Small, medium and large and very large (corporate) accounts. The largest corporate 
accounts are serviced by Getronics 
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For the business market, large customers (read large financial contributors) can apply for this 
additional customer interaction channel facilitated by a team of KPN professionals. The customer and 
KPN employees are then discussion partners. 
 
The contact person at the customers’ side is selected by the customers. The customers that participate 
on these conversations are willing to change and are open to innovate with KPN. The services that are 
co created are customer specific services.  
These conversations are initiated by KPN, after a first conversation, other KPN and customer 
employees are involved. Also third parties participate when necessary. 
  
Degree of involvement 
The degree of involvement of the consumers of the consumer market and business market varies. The 
customers of the consumer market are asked for their opinion, their needs and their feedback. Their 
role can be characterized by being a source of information and customer insights. 
Customers in the business market participate more intense in NSD. These customers actively co create 
the concepts. They can be characterized as co developers. For large customers there are partner 
programs. In this programs long term relations are important, customer loyalty and a win-win 
situation on the long term are key in these programs. 
 
The degree of involvement has limits. NSD is always steered by a project manager of KPN and not by 
the customer. This means that customers are not in charge or equally involved as KPN employees. 
Customers can not always be involved in NSD, tendering trajectories prohibited to communicate with 
customers during the tendering process.   
 
Difference in one-offs and portfolio development 
For the one-offs (customized solutions) customers are involved more intensively then in the 
development of services for in the portfolio.  
In the portfolio NSD, the major role of the customers is to give information and being a discussion 
partner.  
 
Involvement during phases 
As described before, two levels on NSD can be distinguished; 

1. NSD for portfolio 
2. NSD for individual customers 
 

Ideas of customer for radical innovations are considered, but are seldom included in the NSD for the 
portfolio of KPN. KPN only develops new business (read acquire companies) that has a high potency 
and fits well with the strategic directions of KPN.  
For NSD for individual customers, customers are intensively involved in the collaboration. These 
customer projects can triggers to develop new portfolio services. 
 

Phase independent 
KPN organizes ‘partner program’, in this program KPN invests resources to this program to obtain 
needs and future needs for the customers/partners. Together with the customer, KPN develops 
customer specific new services. The results are very diverse, this varies from ways to save costs to 
developing innovative concepts.  
In partner program discussions out of the box thinking is important. The three most important 
activities are: 

1) Getting the idea clear 
2) Combining industries (linking a pattern of one industry to another industry)  
3) Bring customers in contact with developers within KPN or across industries 

 
These sessions can be seen as idea sessions. These are only conducted with long term relations, 
because the customer has to allow KPN employees to look in to their core business. KPN invest 
resources to these sessions without the security that these sessions will lead to financial benefit. 
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Therefore, only customers with whom we have a strategic partnership are offered to use this 
communication additional channel.  
 
The people at the customers’ organization that are participating on these conversations are mainly 
marketing managers, ICT managers or innovation managers. 
KPN sends a group configuration like:  

- An account manager: responsible for the communications 
- A deal planner: makes the business proposal 
- A senior strategist: stimulates creative thinking, combines branches, enables out of the box 

thinking. 
 
The partnerships focus on long term close relationships, with the aim of a win – win situation for both 
parties. This means that also time is invested (credits are build up) that does not directly lead to deals 
(transactions), but lead to customer loyalty, which results to business (transfers) on the long run. In 
these partnerships very innovative concepts can be born. 
 
Net Promotor Score  
Another customer interaction method used to improve customer loyalty is the Net Promoter Score 
(NPS). In 2008 KPN’s Business Market division started working with a new tool for measuring how 
customers think about KPN. NPS provides the company with information that can be used to take 
quick decisions to improve customer loyalty. To a larger extent than before, NPS encourages KPN to 
pay attention to what the customer wants and what they think about KPN’s service.   
NPS asks customers to rank KPN on a scale between 0 and 10. Customers that give a 9 or a 10 are 
KPN “promoters”. Customers who give KPN a score of 6 or lower are understood as being 
dissatisfied with KPN and would therefore not recommend KPN. NPS asks customers for comments 
on an ongoing basis.  
 
Also organized informal relation events are used as interaction method. One or two times a year 
business customers are invited to an informal setting. These are days in which the company 
representative takes the customers to events such as golf, concerts or the van Gogh museum. These 
contacts are initiated by the account manager.  
 
The account managers invite customers to visit the organized informational gatherings (symposium, 
conference) where speakers speech about interesting topics. These gatherings occur about 5 times a 
month. Large accounts can visit the gatherings. This is not focused on the portfolio sales, but more for 
learning and fun. Topics like; ‘What is the relation between politics and the development of 
communication & Humanizing the corporate environment and the impact of the internet on us?’ are 
addresses. The speaker also let people feel what a paradigm shift does with us.  
 

Decision to justify 
In the more passive involvement like market and brand image research third parties are involved to 
conduct this type of research several times per year. These surveys contain subjects like the 
perception of the brand, the willingness to use a service, or indications of what factors influence their 
purchase. The results provide input for NSD. 
 
Also trends are scanned. KPN makes use of research and consultancy firms such as Gartner and 
McKinsey. This input contributes to the corporate strategy development. 
 
Together with TNO, KPN organizes brainstorm session with customers on a TNO location. These are 
not group sessions, but individual face-to-face brainstorm sessions. These sessions are very effective 
in collecting problems the customer is facing. The difficult part is to concretize this problem and adapt 
the operations to solve the problem. 
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Decision to fund 
This phase is mainly internal oriented. Customers can only contribute by giving feedback on the 
business case. 
 
There are customer panels for both the consumer and business markets. In these panels customers test 
and give feedback to new concepts. 
 

Pilot implementation: 
Focus groups play an important role. Customers are asked to participate and giving feedback in pilot 
implementations. This information is used to iteratively improve the initial service. The voice of the 
customer is particularly useful because they do not have conflict of interests that employees may 
have.  
KPN follows the strategy of fast follower, the amount of trajectory in which customers are actively 
involved in NSD in the portfolio development is limited. Because when KPN develops (read adopts 
an already existing service in the market) then figures and adoption rates are already present. KPN 
tries to learn from the pioneers. 
 
The Lead users technique is only used for the consumer market, for the Hi brand. Young customers 
are selected to test and give feedback. For the business market KPN focuses more on watching the 
innovators. The lead users method is not used for the business market.  
Although, Prototyping always happens in the portfolio service development. These customers do not 
have to be lead users/ customers. In prototyping the concept is developed, tested and improved 
iteratively. 
 

Roll out  
When the service is mature enough to be included in the portfolio, customers that are interested in 
buying are invited to a demo centre where they can try out new services, for example 
videoconferencing. In this way customer can see tangible aspects of the service.  
 
Four times per year Customer advisory panels are planned, these panels are used for information 
about the delivery of the service. These contain info such as customer satisfaction, ideas for 
incremental innovation, future needs. The main purpose is improving service delivery, in addition it 
can also be the breeding ground for new concepts.  
 

After roll-out, during service delivery 
After the roll-out the service is handed over to the line management. In the operations customers only 
play a passive role. Customers can give feedback and complain using the customer service desk. 
There is a dedicated department that handles customer complaints. Business market customers 
complain and give feedback via the account manager.  
Many complaints are actually requests for information. The information will be used to improve the 
service. 
 
KPN performs customer surveys a dozens of times per year to measure (for different parts of the 
portfolio) customer satisfaction and their perception about the brand image. 
 
Another very strong customer interaction method used is the commercial serviceman. These technical 
service people are trained to sell services as well. These people unite the beginning and the end of a 
service life cycle for a customer and come very close to the customer. 
Customer feedback is in used for structural improvements.  
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Summary customer involvement 
 
  
Customer involvement KPN 
Types of customer - Representative 

- Long term large customers (Financial attractive) 
- Willingness to collaborate 

Degree of customer involvement - Consumer market  
Level 3: Informant  

- Business market 
Level 4: Co designer & Level 5: partner 

- Dominant roles: 
Discussion partner 

Involvement during phases - Some formalized roles, for the greater part 
formalized customer interaction moments  

- For the larger part involvement in the front end 
stages and in feedback in the delivery 

- Diverse customer involvement methods used 
- Several third parties involved to facilitate 

customer involvements 
 
Some comments 
For the strategic customers KPN uses the partner program as an additional channel next to ordinary 
interaction moment. Customers that are willing to use this channel are indicating their willingness to 
innovate. 
KPN distinguishes two levels of new service developed, namely: 

1. NSD for portfolio 
2. NSD for individual customers 

For the different NSD levels different plan of actions are taken. 
Among the various customer interaction methods, the company uses two particular noteworthy 
customer interaction methods, the ‘Commercial service man’ and ‘Net Promotion Score’. The 
commercial service man is a great success. These technical service people are trained to sell services. 
This is very successful, because the costs for sale are much lower. Furthermore, these people connect 
the end of the service life cycle to the beginning of new sales. 
KPN implemented the Net Promoter Score (NPS). This is a concept that measure customer 
satisfaction. During NPS KPN asks the customer to rank KPN. Also the question if the customer 
would recommend KPN to their acquaintance and friends is being answered. This question indicates 
their satisfaction.  
 
Comments KPN 
 - Additional channel for key customers 

- 2 levels of NSD 
- Commercial service man & NPS 

 
Reflections of case study KPN 
KPN addressed the following point as impediments during customer involvement in NSD. 
 
Complexity of service offerings 
In comparison to physical products, services can often be seen as complex. KPN believes that this 
perception of complexity and intangibility inhibit the collaboration with customers. 
 
Prosperity, no urgent need for co development 
In economic good times there is no urgent need for companies to collaborate with customers in 
service innovation. 
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Customer do not know what they really want, and time is limited 
The customer is not always able to tell what their needs are. The company is not able to invest time in 
customer that do not directly lead to financial benefits. Finding out the latent needs cost resources, 
this is only invested for strategic customers. 
 
Technical ambitions of developer 
Developers could have other perceptions of a good service than customers. Developers tend to see 
technical easy development as not innovative, this could result in the development of technical 
complex services that feeds the ambition of the developer, but not the satisfaction of the customer. 
 
Social intercourse switch 
Developing services includes communicating with different parties. Not only internally in the 
organization, but also communicating with customers. Setting up new communication networks is a 
challenge. Working together with other disciplines (customers, third parties and internal departments) 
in new coalitions is found to be difficult. 
 
Limited use of new technologies inhibit customer interaction possibilities 
New technologies can create new communication channels, these are new opportunities in 
communicating with customers. However, these opportunities are not fully addressed. Also KPN does 
not use the newest communication channel to communicate with customers. 
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11.3 Case study ISS facility Services [C3]  
ISS is one of the world’s largest commercial providers of Facility Services with several 
hundred thousand business-to-business customers across the world. The company has 
operations in over 50 countries in Europe, Asia, Pacific, Latin America and north America. 
ISS is among the world’s largest private employers, the vast majority of its more than 472,000 
employees are in the front-line delivery of services. 

11.3.1 Service description  
The service offering is illustrated by the “ISS House”, which has five pillars: Cleaning, Office 
Support, Property Services, Catering and Security. The “roof”, Facility Management, represents the 
sixth service and their capabilities within facilities service integration.  

 
 
The integrated services are facilitated by the ISS Integrated Facility Services (IFS). IFS believe that it 
is a strategic choice to outsource a large part of the facility activities to IFS. The services are locally 
managed and this concept leads to synergy in the operations and cost reductions while the quality of 
the service remains the same or increases. The ISS House is built on a strong foundation of Service 
Excellence. 

11.3.2 New service development  
 
Shared Values 
ISS facility services believes that they can create value to the customer and themselves when they 
provide good services and save costs for the customer. The company uses the ISS value chain model. 
This model is developed by ISS and inspired by the Harvard Business School Value Profit Chain. 
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In short, ISS believes that employee satisfaction leads to customer satisfaction, which lead to business 
growth. 
 
The company aims at integrated services when appropriate. In this main contracting is preferred. This 
means that all appropriate pillars and other third party services are bundled and contracted in one 
contract which will be managed by an ISS facility manager on-site. Mean contracting results in a 
stronger strategic position towards the customer.  
 
ISS aims to lead: 

• globally with presence in all main regions and countries 
• locally with leading positions in all established markets based on our ambition to quickly 

achieve this position in new markets 
• the industry by offering best-in-class Single Services and Integrated Facility Services (IFS) 

where appropriate. 
The company believes that the facility services are being led globally, when they are led locally. 
 
The road travelled to fulfill the vision must start with their corporate values – honesty, 
entrepreneurship, responsibility and quality. 
 
IFS focuses on being a strategic partner of the customer.  The company believes to achieve this by 
offering an as broad as possible ‘bundle of services’. These services are delivered by the company 
itself. Thanks to the synergy between the delivered services costs can be saved for the customer. 
During service delivery the focus lays the most on ensuring a consistent and high quality on the 
delivery. The best way to promote and develop our Service Excellence is to share knowledge, 
methodology and best practices across the organization. 
 
Strategy 
The success of ISS has, in part, been founded on their ability to generate and manage a large portfolio 
– as opposed to “once only” business. This focus on portfolio-based business yields many advantages, 
including recurring revenue and operational and financial visibility. 
ISS focuses primarily on delivering portfolio and site-based services, where ISS employees become 
an integrated part of the clients’ daily operations. ISS also offers selected route based services, such as 
pest control and wash room services. 
 
ISS makes sure that the portfolio will evolve with the customers. However, the strongest focus is on 
the processes of service delivery. By optimizing and excelling in the service delivery ISS can create 
the most value for the customer. ISS calls it the service excellence strategy. 
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The company’s strategy can be best characterized as the ‘operational excellence’ strategy of Treacy 
&Wiersema (1993). 
Customers that show their needs of willing to have a bundle of services are directly transferred to the 
IFS department. IFS offers a more customized solution, by contracting more services in one contract 
and offering a single point of contact on-site. 
For these customers first a broad bundle of services is offered. Next, IFS tries to come closer to the 
core processes of the customer.  By using this strategy the strategic position of ISS becomes stronger 
every step. Another advantage is that the integrated service delivery strategy eliminates other 
competitors that do not have the ability to offer a bundle of facility services. In concreteness, this 
means that those companies make less chance in the tender process. 
 
For services that are not in the services portfolio ISS works together with partners, who will provide 
the service within the contract of ISS (subcontractors).  
 
Structure  
ISS works in a multi disciplinary service development team. This service development team consist of 
a steering group and teams (specialised activities).  
 
New demands, ideas and concepts are sent to the integrated facility service department. Then the 
R&D will be notified. They will visit the customer to get more information about: 

• What does the customer ask exactly? 
• What is the motivation and what is the purpose of the service? 
• What are the requirements? 
• What are the consequences for the customers’ process? 
• What does it mean for their own processes and people? 

 
Service development is a permanent task for R&D and for the specialists it is a temporary task that is 
part of their job. 
 
Service development happens by doing. The company has the mentality of learning by doing.  
Customer NSD projects happens as follows: 

1. There is a customer demand and an interesting environment 
2. There is a believe that this idea has potency 
3. Developing a business case with a customer, in which we ask 100% commitment in the 

participation. 
4. Go or no go of the customer for an order 
5. Then the NSD project team will be configured 
6. Co developing and delivering the new service  
7. When the service is actually already added to the service portfolio 
8. Other ISS facility managers react on the new service when it is implementable on the 

customer site 
NSD always happens separately from the operational activities of the customer. The operations and 
the change (new service) are always separated. The NSD project team will transfer the new service to 
the operation if the service is fully embedded in the customer organisation.  
 
System 
The development of a service with a customer is a formal process. There are financial and legal risk, 
furthermore, people, capacity and money is involved in the development activities.  
Portfolio NSD projects uses a phase gate model with iteration and tested in real customer 
environments.  
The following phases are used: 

• Idea and concept development 
• Develop business case with customer 
• Configure formal business development team 
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• Developing; facilitating and prepare changes, contracts with third parties  
• Iteratively implementing and testing; Learning by doing 
• Commercialize; add to service portfolio, sell to more customers 

 
For customers the new service development activities end after the implementation. For ISS it does 
not stop there, the service should be transferred and being improved for other customers. Iteratively 
the service will be implemented and tested. ISS learns by doing.  
ISS reports implementation plans in order to facilitate the implementation of new services. In the 
library there are reports that include the implementation plan of a service. 
These plans contain: 

• List of people to contact 
• List of things needed 
• List of things to arrange 
• Actions to take 

 
The company believes that being a leading facility service company requires constant attention to the 
delivery, development and spreading service excellence. In 2008 significant resources were added to 
the Excellence Centre across services. Most of the time new service initiatives come from customers. 
Services that are not initiated by customers are services that are developed as opportunities on trends 
or changes in the market environment.  
For example ‘the market for homecare. In 2003 ISS started to develop concepts for homecare. In 2005 
WMO had been introduced by the government and in 2007 the WMO regulation had become reality. 
By then ISS had fully developed home care services. ISS uses a pull strategy and push strategy. 
 
Style 
Investing money in service development is necessary for the continuation of the competitive 
advantage of the company. The new services selected for development will be based on the expected 
ROI and the estimated potency.  Developing new services is taking risk. The first customer does not 
provide the company with profit. This is a learning process. 
 
The operation and the service development are separated in order to separate the change from the 
ongoing business. The operations and NSD are separately managed. 
After the NSD end when the service is mature enough, the service will be transferred back to the 
operations.   
In the NSD projects the steps will be followed continuously using the Deming cycle (plan, do, check, 
act). Checking the alignment of the initial goal and the realization is important to act properly.  
 
On monthly basis, the state of affairs of the new service development projects will be reported to the 
board of directors, who decide on the go or no go of the project. This is a permanent agenda point. 
Per predefined NSD phase, the state of the affairs will also be reported to the decision takers of the 
customer in order to recheck the mutual objectives and vision. After approval, the NSD team goes to 
the next phase. 
 
Staff 
There are several departments involved in developing new services. The multi disciplinary NSD team 
consists of a steering committee and team (for specific tasks): 
The involved departments are: 

• The R&D department 
• The operational responsible management 
• The commercial director 
• The controlling department 
• The legal department 
• The business execution department (bedrijfsvoering) (calculation of the effects) 
• Human resources management 
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Skills  
ISS aims at developing the skills of the people that deliver and develop services. The environment 
changes rapidly, this means that people have to adapt continuously to those changes. Employees have 
to evolve their skills to changes in the market, in the customer demand and in the services ISS 
delivers.  
For example, five years ago ISS developed as service ‘ISS focus barometer’ for the medical care 
sector, this service has 5 levels,  
Level 1: performing activities without precondition 
Level 2: performing activities for which some instructions are required 
Level 3: performing activities for which training is required 
Level 4: performing activities on medical indication  
Level 5: Medical treatment 
 
Every step higher, ISS comes closer to the core business of the customer. 
ISS arranges the training and education required for the employees. Ten years ago it was not 
imaginable to perform these types of activities. Developing new services is about searching for 
opportunities in changing needs of customers and reacting on these opportunities. Currently, ISS 
develops procedure for hospital to deal with the Mexican flu. ISS stimulates an entrepreneurial 
climate, especially in the IFS department in which new services are development. 
ISS has the great advantage that front line employees are 7 days a week in the customers’ natural 
environment. Because of this position, ISS is able to see opportunities quickly.   
 
Service quality  
ISS measure the service on three levels 
Level 1) Technical quality: SLA measurements and contract agreements 
Level 2) Quality experience: the customer satisfaction 
Level 3) IFS effect meter: innovations, leadership, results 
The third level has been introduced to excel in the operations and continuously improving or evolving 
the service.  
 
Next to the quality measurement ISS focuses on the training of the frontline employees and describes 
service delivery processes. Furthermore, there is an excellence centre that helps to spread the best 
practices. The centre spreads the knowledge and support to assist the front line employees in 
delivering services optimally by using, for example, the most efficient tools and methods, superior 
training, improved logistics and an efficient supply chain.  
 
 
In 2007 Knowledge Forum activities were introduces. These were expanded in 2008. In that year 
eight Knowledge Forums were established covering a range of our services as well as an IFS 
Knowledge Forum. 
With more than 300 participants at these Knowledge Forums, they constitute one of the important 
methods of sharing best practices, enabling ISS to decide on levels of service consistency and 
ensuring continuous development of the services. 
 
Summary new service development ISS 
 
7S NSD ISS 
Shared Values  Efficient service delivery 

 Saving costs for the customer 
Strategy  Operational excellence (service excellence) 

 Integrated facility service/ Mass customization 
Structure  Multi disciplinary development team 

 Permanent task 
 Learning by doing 
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System  Formal stage gate process with iterations 
 Push strategy& development on demand 

Style  NSD project management separated from the operation 
 Go no go decision by Board of directors based on predefined deliverables, 

monthly meeting for state of affairs 
Staff  Resources fit 
Skills   Entrepreneurial climate for new service development 

 always front line employees in customer natural environment 
 
Service  ISS 
Service quality  Quality measures; technical and customer experience and effect 

 Excellence centre, training employees, sharing knowledge 
 Process described 

 
 

11.3.3 Customer involvement  
 
Types of customer 
ISS develops new services with customer from the current customer base. NSD projects are always 
developed with customers with who ISS has a long term relationship. ISS does not take the risk by 
investing time, energy and knowledge in developing new services with customers that have not 
proven customer loyalty yet.   
The main criteria on which customers are selected are: 
- Trust 
- Respect 
- Volume (only large customers) 
- Financial attractiveness 
- Attitude: partnership, the believe in continuity of co development 
- Customers that know that developing cost time, this are often companies with as strong brand 

name, such as Akzo, Shell, Philips 
 
For new customers ISS first delivers the requested service as well as possible. 
In that year an ISS (IFS) team analysis the potency for new business opportunities.  
Then the company tries to broaden the service and later the company tries going in more depth (closer 
to the core business of the customer).  
For every new large customer ISS makes a customer profile. This profile contains: 

• The characteristics of the customer  
o the customer and the customers of the customer 

• Customer environment analysis 
o environment analysis of the customer 
o developments at the customer 

• Customer analysis 
o Defining the four most dominant characteristics of the customer business. 

• Business case 
o The internal team (operational, commercial, support unit, when necessary R&D) 

develops a business case. The main question of the business case is: How can ISS 
help the customer?   

After a year ISS approaches the customer and arranges an appointment too present the business case 
to the customer. 
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Degree of customer involvement 
 
Customers that are involved in the development of new services can be characterised as  co 
developers in the concept development, development and test phases. Development and testing 
happen iteratively. The concept will be tested first at a few customer environments. ISS learns by 
doing. The customer is participating team member in the development projects, however ISS has the 
lead. For new services 100% commitment of the customer is asked. Participating customers are 
expected to be ‘partners in crime’. They are partially responsible for the success of the new service.   
In large projects of building property (hospitals, tax authorities) there are contracts for all facility 
services for 25 years. This is a long-term development partnership.  
 
The customer is expected to be a discussion partner and a real time tester. The customers do not 
develop back office processes of ISS or lead the NSD project.  
 
Involvement during phases 
ISS uses a tool in which contact moments for a customer project are formalized. 
In this tool, the phases in which the customers should be involved are described, contact moments are 
linked to those phases. In addition, the purpose, the needed tools and workshops are also addressed. In 
advance it is known who of ISS is going to have a contact moment with who of the customer. 
 
There are some formalized, however indirectly the roles are clear. The expectations of the activities 
performed by the customer are discussed with the customer. For the greater part customer interaction 
moments are formalized. 
 
Phase independent 
Customers are visited on regular basis. This is formalizes in the customer care. There are customer 
visits on three levels.  
 
Level of conversation frequency 
strategic once per year 
tactical once per quartile   
operational  monthly 
 
ISS visits these customers with at least two persons, an employee of a level above or below will also 
attend the conversation. Employees are obligated to report these customer visits. There are also two 
customer days per year formally arranged. Informally there are many (several per week) informal 
gatherings, for learning and joy. For example customers are invited to play golf or to go sailing or 
visiting locations in England or Denmark. These retreats are always in the context of strategic 
developments with larger customer. In addition, the company also speaks at organized informational 
gathering, for instance on symposiums and conferences.  
 
Idea development 
Every spring and autumn ISS organizes a brainstorm session with customers. ISS believes that 
customers and stakeholders of the customer organization are more important in radical innovations 
than in incremental innovation. Ones per two months a panel of 8 customers discuss about predefined 
statements. This session is led by a moderator. These gatherings can be described as customer 
advisory panels or focus group discussions. In these discussions trends and new technologies are 
addressed among other topics and statements. 
 
Concept development 
ISS communicates with those stakeholders in order to get a good view of the environment of the 
customer and to get feedback/ advice about their new ideas, these could be seen as advisory panels. 
For example, a member of the parliament will visit ISS customers (hospitals) to see the results of their 
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services. The customer and the member of the parliament will have a conversation, and ISS will 
attend the conversation. 
 
During development and testing 
Customers are expected to be open and transparent about developments in their industry. Customers 
contribute significantly to the concept development, they are experts in their own field and know what 
pitfalls to expect. Customers also contribute significantly to the implementation and testing, by testing 
a real customer environments, this can be called prototyping/ lead customer approach. ISS learns by 
doing, the industry is used as a laboratory. Also the transfer of the service happens by doing. Frontline 
employees and service development employees gather information at the natural customer 
environment. Furthermore, customers can make direct or indirect complaints to employees. In the 
natural environment employees (first-line employees) can easily be triggered to see opportunities on 
the job and are observing the customer.  
 
Commercialization phase  
As already described ISS learns by doing. For new services innovations customers help in transferring 
the service by letting other facility managers and other customers come and visit the customers’ 
environment in which the new service in fully operational. These customers are willing to share 
experiences about the development process for learning purposes with ISS employees and other 
customers.  
 
In the operations 
After delivery customer can complain at the service desk, these complaints are used as an input to 
improve the service and are triggers to develop new services.  
ISS also performs customer surveys three times a year for large customers and ones a year for other 
customers. These surveys are conducted by ISS employees and some are conducted by third parties. 
These contact moments are strictly regulated. The surveys are about customer satisfaction and future 
needs. 
 
Summary customer involvement 
 
Customer involvement ISS 
Types of customer • Long term relations 

• Criteria: 
            * Trust 
            * Respect 
            * Volume (only large  customers) 
            * Financial attractiveness 
            * Attitude 

Degree of customer involvement • Level 4: Co developer 
• Level 5: Partner 
• Dominant roles: 
• Discussion partner and tester 

Involvement during phases • Some formalized roles 
• For a great part formalized customer interaction 

moments 
• Involvement in all phases  
• Diverse customer involvement methods used 
• Third party involved to facilitate customer 

involvements 
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Some comments 
ISS stresses that services are developed by doing. One of ISS core values is entrepreneurship. 
Actions speak louder than words, therefore all employees in the organisation have the ‘licence to act’ 
and are expected to do so. This strongly encourages the entrepreneurial development context and the 
discovery of new business opportunities. 
A particular noteworthy action in the NSD of ISS is the customer business analysis. For every new 
customer a team of ISS employees analyses the customers’ business during the first year. This 
provides knowledge about the customers’ core processes and latent needs, this trigger the discovery of 
new business opportunities. 
In the delivery ISS measures the effect of the service delivery of ISS on the customers’ organization. 
This is the third quality measurement next to the technical measurement and the customer satisfaction 
measurement. This measurement links the service delivery to the performance of the customers 
‘organization. 
Another strong initiative to sustain the leading position in the industry is the focus on spreading 
knowledge in the company. By investing in an excellence centre and knowledge forums, service 
delivery on site is being improved and best practices are exchanged. 
 
Comments ISS 
 • Strong entrepreneurial climate, licence to act 

• Customer business analysis  
• Service level effect meter 
• Spreading knowledge 

 
 
Reflections of case study ISS 
ISS addressed the following point as impediments during customer involvement in NSD. 
 
Resistance to change 
The lower layers of the customer organization can inhibit the service development. New services 
mean new ways of working and new ways of performing activities. ISS notices that people are often 
resistant to change. Sometimes this results in unwillingness to collaborate or even resistance.  
 
Customers’ unwillingness to invest resources 
Developing new services means that the customer has to prepare for the changes. This means that they 
have to invest resources to make this possible. The commitment of the customer, especially the top 
management is a necessity for developing new service to a success. 
 
Customers not ready for change yet 
Not all customers are ready to co develop and test new concepts. ISS aims at being a strategic partner 
to customer. However, there are limits for customer to collaborate with ‘suppliers’ in their core 
business. Some customers are not ready to let suppliers into their core business.  
 
Customers’ fear to give inside information 
In order to develop successful new services, inside information of the customer business processes is 
needed.  Also the customer environment and knowledge about the internal user is important. Not all 
customers are willing to provide inside information.  
 
Risk of investing 
ISS only develops new services with long term customers that have proven to be loyal. The company 
does not take the risk to invest time, energy and knowledge in developing new services with new 
customers. 
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Threat of diverging objectives during NSD 
In working with customers ISS always faces the threat that the objectives of the NSD diverge during 
the process. This results in not understanding each other.  
 
Meeting the right customers 
ISS stresses the importance of having a good relation with all levels of the organization. In the 
customers ‘organization there are several different interest in different layers of the organization. ISS 
tries to map these different interests and meet the right persons in the customers ‘organization.  
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11.4 Case study NedStars [C4] 
NedStars is an IT solution service provider for the business to business segment. The company 
provides services to different sizes of companies across different branches. 
Their customer base consists for the greater part of SMEs and multinationals. The company consist of 
three disciplines; Managed Hosting, Application Development and Managed ICT, these disciplines 
integrate their competences to develop ‘worryfree IT solutions’. The company employs about 20 
employees. 

11.4.1 Service description  
The offerings of NedStars can be divided in three categories:  

1. Managed hosting services,  
2. Application development services  
3. and managed ICT services.  

NedStars integrates these services into one customized service offerings. In developing services 
NedStars aims for providing the best IT solution to the customer. From a one-shop-stop solution the 
company tries to create added values for the customer. 

11.4.2 New service development  
Shared Values 
NedStars believes that they can provide added value to the customer by providing customized 
integrated services using the one-shop-stop philosophy. Customers always come first. The company 
argues that IT should be adapted to the customer’s situation in stead of adapting the situation of the 
customer to IT. They believe customers are hindered in their daily work by IT inconveniences. These 
inconveniences are caused by the rapid development of the IT possibilities and having several IT 
service providers for different services.  
By managing the total IT solution the company takes away the IT worries, which leaves the customer 
with more time to work on his core business. 
NedStars employees are acting by the NedStars values; Honest, Emphatic, Personal, Service oriented, 
Professional and Independent.   
  
Strategy 
NedStars focuses on their customer. Developing a solution that fits best with the customers’ situation 
is the main objective (customized solutions). Managing the customer relation is very important. Every 
customer has its own personal contact person as a single point of contact. Customization and personal 
contact is very important in the development and delivery of the service. The company’s strategy 
towards customer value can be best characterized as the ‘customer intimacy’ strategy of Treacy 
&Wiersema (1993). 
With a strong customer focus and empathy towards the customer’s core business, NedStars tries to 
attract and keep long term relations.  
NedStars aims at a controlled growth by developing, delivering and improving the service for the 
customer while remaining the financial healthy position.  Investments are and will be financed from 
the earnings of the company. New services are therefore mainly developed on demand.  
  
Structure 
NedStars works in a multidisciplinary development team. The teams are steered by the team leader 
using PRINCE 2 project management. The three disciplines are intensively working together in these 
development projects. Depending on the projects employees can physically moved to another desk in 
order to optimize the collaboration between the disciplines. This is easily done, because the company 
is relatively small and the people are more attached to their projects than to a particular desk.   
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Developing new services (discontinuous innovations) is a part of their job next to the daily activities 
(continuous innovations). The resources for developing discontinuous innovations are limited due to 
the size of the company (SME). Therefore, business partners are attracted to join the new service 
development project when their expertise complements the expertise of the company.  
 
System 
NedStars can be classified as a fast follower, the company does not develop new technologies. They 
believe that a company is the most successful when they adopt a strong focus. Their focus is on their 
customers. NedStars aims at providing the best solution for the customer.  
 
The innovation process is not formalised from the beginning until the end. The innovation process 
looks the most like a stage gate model, with a development process that is a continuously improving 
process in the shape of a cycle. The boundaries of the phases are vague. Employees are stimulated to 
take own initiatives. The innovation process can be divided into four parts, each consisting of a set of 
actions. 
 
Part 1: Front end part (Idea development, business analysis, concept development)  
In this part an opportunity arise. This can be initiated by the company or by a customer. In this part 
the idea or demand will be checked with the strategic direction of the firm. 
[Is the opportunity in line with our vision?] 
Next a business case will be build by the initiating employee. Every employee has a certain amount of 
time available to spend on writing business cases. After pre-screening and the approval of the 
business case, the concept will be further developed.  
 

 
Figure 8 NedStars TAMI development model  
 
Part 2: TAMI part (Technology Tracking, Adoption, Modification and Improvement) 
NedStars developed the TAMI model (Technology Tracking, Adoption, Modification and 
Improvement).This part is the only formalized part of the innovation model. By using this model new 
technologies developed by product leading companies are adopted and modified and improved in 
order to add value in new service concepts (concept innovations). 
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• Technology tracking stage 
In the first technology tracking stage, the company tracks new technologies. Subsequently, a 
selection will be made, this will be based on the strategic direction of the company. The tracking 
could also be initiated by one or more customer demands.  
When selecting the technology the company takes in mind both the strategic objective and the 
company’s competency profile. 

 
• In the adoption stage 

In the adoption stage, the company integrates the technology in the company. Then the 
competency profile will be realigned. For example, increasing resources/ knowledge, training and 
certificating the employees and changing the infrastructure.  Nine different aspects are addressed, 
namely; the management, the organization, processes, knowledge, people, information, 
applications, infrastructure and finance. 

 
• In the modification stage 

In the modification stage, the new technology is adapted to fit with the development- and service 
organisation. In order to use the technology a SWOT analyses, that has been made earlier, will be 
used to determine the way in which the technology will be used. The technology will be assessed 
using the following criteria’s; performance, maintainability, reliability, sustainability, safety, 
product characteristics and aesthetics. After this, the technology will be adapted. Subsequently, 
the developed service will be productised, meaning that it will be made sellable and tangible.  

 
Part 3: Development part (Development, continuous improvement, new service versions) 
• Improvement  

In the last stage; improvement, the service (combination of hardware, software, processes and 
people) will be improved in such a way that it adds value to a specific market. This is an iterative 
development process in which many prototypes are used. Development methods such as Rapid 
Application Development (RAD) or Unified Process of Dynamic Systems Development Model 
(DSDM) can be used (for the software). This makes the method robust for changing user 
requirements or changing conditions. 

 
NedStars addresses saved development time as a major advantage of the methods. Disadvantages are 
the dependence of technology developments of others and the difficulty to manage this process 
because of the iterations in the development process.  
 
Part 4: Commercialisation part 
In the past, the company first developed the service and then commercialized it. Currently, the 
company tries to perform the commercialisation activities more in the front end stages, 
simultaneously with the concept development activities.  
 
 
Demands for new services come in via the personal contact of the customer and are collected and 
selected by the management team (MT) in MT meetings. NSD that need large investments happens 
on demand with the initiation of the first customer. When the company believes that this service has 
potency, time is invested to pull more customers that have this need. Subsequently, the service will be 
developed for these customers, these customers only pay for the development of their customizations. 
By using the industry as a aboratory, the company can build experience in offering this new service.  
Next to the initiation by the customer, also new (strategic) services are initiated by the MT and 
customers are pulled accordingly. However, when these services need large investments they are 
rarely started without a first customer. 
 
Style 
NSD takes place in projects, in which the MT decides on the go or no go decisions. There are 
predefined deliverables that will be assessed by the MT.  
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Employees have a certain amount of time to spend on writing business cases. When an employee of 
the company initiates an idea, then the initiating employee writes a business case that will be pre 
screened by the ‘innovation manager’. Promising business cases go to the MT for a go or no go 
decision on the start and funding of the project.  
The innovation manager is in charge of the innovation process, meaning that this person is the 
steering force for the innovation process. The MT is the decision maker for two go no go moments. 
One moment takes place after part 1: front end of innovation and the other one after part 2: TAM 
Technology tracking, adoption and modification.  
 
Staff 
NedStars is a SME without its own Research department. Instead of that, research is done as a part of 
their jobs. New ideas and opportunities arise, when NedStars interacts with customers and trends and 
technologies are scanned and tracked. These are evaluated and deployed when the resources are 
available. The company has limited resources to develop company initiated new service concepts, 
since the company employs about 20 employees.  
 
The team consist of creative and flexible employees who work in an entrepreneurial environment. 
Initiatives of employees are stimulated and the results of the initiatives are rewarded accordingly. 
External partners are involved in projects if their expertise complements NedStars’ competences.   
 
A NSD team consists of: 

• Project manager  
• Application developer(s) 
• Employee hosting 
• Employee ICT 
• Marketing manager 

 
Skills  
NedStars is a dynamic company that has a very lean organization that can adapt quickly to its 
environment.  
Some years ago, the company decided to adopt ITIL. The next day employees started to work on a 
plan to change processes, systems, the infrastructure and responsibilities. Within some months the 
organization worked according to ITIL.  
NedStars has a no nonsense culture and the employees are creative and flexible. Furthermore, they are 
willing to share knowledge and skills. The company stimulates this by facilitating time and space to 
do this. For example, all employees were invited to attend a PRINCE 2 full-day-course that was 
organised by an employee who strongly believes in this project management method. All employees 
studied the books and attended the course. Some weeks later they all passed their first certificate of 
PRINCE2. 
Adopting standards has the great advantage of common understanding in the delivery of services and 
the way of working in projects. This brings consistency in their work. 
A strong pillar of NedStars is the ability to empathize with the core business of the customer and to 
build long-term relations. In addition, they also connect customers to other customers. In return their 
customers often do the same for them. Networks of companies that have the same core values are 
build in this way.  
 
Service quality 
The quality of the service is measured by doing technical measurements (SLA) and performing 
customer satisfaction measurements, these are done by personal contact moments. 
In addition, the customer of the customers’ satisfaction levels are also measured. This measurement 
strongly effects the customer satisfaction. When the customers of the customer are satisfied, then the 
customer is also satisfied. Employees are trained to perform well in service delivery and in the 
projects. Next to the training for their daily work, also consultants (one of their own network) have 
sessions with the employees to develop their strengths and deal with their weaknesses. NedStars 
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believes that satisfied employees results in more energy and fun in their work, which lead to satisfied 
customers.  
In order to deliver constant quality, all delivery processes are described on an ITIL basis. 
Furthermore, the best and worst practices are described. This information is hold in the ‘digital 
library’ which is managed by an employee as a part of this job.   
 
External partners are attracted to complement on the abilities of NedStars. For example, a third party 
facilitate the online payments. 
 
Summary new service development NedStars 
 
7S NSD NedStars 

 
Shared Values • Staying close to customers 

• Core values: Honest, Emphatic, Personal, Service oriented, 
Professional and Independent.  

Strategy • Customer intimacy 
• Customized solutions 
• One stop Shop 

Structure • Multi disciplinary development team 
• part of their job, SME 

System • Partially formalized stage gate with iterations (formalized TAMI 
model) 

• Development on demand 
Style • Project management 

• Go no go decision by management team 
Staff • Limited resources 

• External partners 
• Creative and flexible 

Skills  • Emphatic with customer 
• Lean organization, rapid adapter 
• Common understanding using ITIL and PRINCE 2 
• Networks of companies 

Service quality • Technical and customer satisfaction and customer of customers 
satisfaction level 

• Training employees and personal coaching 
• Process described and assessed (ISO 20 000) 

 

11.4.3 Customer involvement  
Types of customer 
NedStars customer base mainly consists of SMEs across various industries. The company aims for 
long-term relationships. This often results in business vice versa. The customers are more like 
business partners that have a long-term relation aiming for a win-win situation.   
Developing new services is done with long-term relations or prospects. 
The main criteria on which customers are selected for NSD are: 
- Trust 
- Strategic attractiveness 
- Financial attractiveness 
- Good reference 
The company prefers to collaborate with customers that have quite similar company core value.  
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Degree of customer involvement 
In the customer project customers, the role of the customer can go up to sole developers. The role of 
the customer differs, some service concepts are developed for the customer, some developed with the 
customer and other are developed by the customers. 
The involvement of customer depends on the strategic importance of this service to the customer. In 
some projects, customers are actively involve by joining the cross functional NSD team. This means 
that the customer comes to the NedStars’ office to work on the new service. Together with the 
customer a project plan will be made In this plan the activities of the customer and NedStars are 
described. This customer will be involved in all or several stages of NSD.  
The majority of the involved customers can be seen as co designing partners in the concept 
development and test phases. Then customers actively co develop the concept in brainstorm sessions. 
Furthermore, they participate in testing and giving feedback for the service at several points in the 
development. Iteratively, the NSD team can improve the service. 
 
Creating a network 
There is a constant dialogue between the business customers and the company. There are initiatives 
organized to reinforce the relationship between NedStars and the customers, but also between 
customers of NedStars. This active integration of customers in a pool of business customers stimulates 
proximity and loyalty.  
 
Involvement during phases 
NedStars has formalized some contact moments for a customer project. Customers have a personal 
contact person. During customized NSD projects, contact moments can vary from several times per 
day to once a month, depending on the wishes of the customer. Contact moments are initiated by both 
the company and the customer. In addition, the managing director has personal contact with the key 
customers on a monthly basis. The company prefers one-on-one contact moments. These moments 
happen by mail, phone or face-to-face. Minimum intervals between the contact moments are 
regulated. Employees are expected to have a minimal frequency of contact with ‘their’ customer and 
are expected to report short notes of the state of affairs into a system.     
 
In joint NSD projects responsibilities (and risks) are shared with the customer. The roles are 
formalized. The expectations and activities performed by the customer are discussed and documented. 
The customer is aware of his contribution and role in the NSD process.  
 
Customer involvement happens naturally (Ad hoc) in several phases of development. For the greater 
part it takes place in the front end stages and during development & testing.  
 
Phase independent customer interactions 
This year NedStars organized the first ‘NedStars relation day’. On this day the key customers were 
invited to build on the relation while having a good time on an ecological farm. On this day, NedStars 
focused on building the relation with the customers and letting customers meet other customer in 
order to build op new relations.  
The company is planning to organise this day once a year. 
Furthermore, there are ad hoc retreats (informal gatherings) with customers (golf, dinner). 
 
A few times a year the company participates on IT fairs or regional business fairs to promote current 
and new services to potential new customers.  
 
Several times per year customers and prospects are invited to informational gatherings about popular 
or new services. The purpose is to let customers become acquainting with the service and hopefully it 
would lead to a sale.  
 
The most used interaction method, next to emailing and calling is customer visits. These visits happen 
on tactical and strategic level. These moments are not formalized. Visiting key accounts can vary 
between once a month and once a year. Customers are always free to come to NedStars.  
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Front end part 
(Idea development, business analysis, concept development)  
 
The innovation process can be initiated from by the company or from the market (customer). 
When the customer comes with an idea, brainstorm sessions with customers take place in order to 
further develop the idea into a concept.  
When the company initiates the idea, customers are generally not participating in this phase. Only 
when a first customer is attracted, this customer case strengthens the business case.   
 
Customer processes are ‘observed’ when this seems useful for the service that is being developed.   
 
Trends and technologies are scanned by reading ICT journals, reading blogs, visiting conferences 
etc. These information and feedback from the operations are the main sources of information for the 
idea generation.  
 
Jointly, in customer co development meetings, blueprints of the service processes are made, for the 
front stage and backstage processes. Also the physical appearance of the tangible aspects, such as a 
web interface, are co designed.  
 
TAMI part 
(Technology Tracking, Adoption, Modification and Improvement) 
In this part customer are not involved. Customers are not interested in scale of possible technology but 
in the best technology proposed by the supplier. Often they do not have the knowledge to judge these 
technologies.  
 
Development part 
(Development, continuous improvement, new service versions) 
 
After the customer is satisfied with the concept, actions are taken to actually develop the concept. 
Examples of these actions are: describing and documenting delivery processes, training employees, 
arranging third party contract when they are involved, buying licences.  
Developers first test (alpha test) parts of the service, subsequently the customer tests (beta testing) 
these service parts, for example the application. Iteratively the total solution is tested. The customer 
gives feedback in customer co development meetings. These meetings are both virtually (using 
Skype, video conference or other virtual communication tools) or face-to-face in the office of 
NedStars or at the customers’ office. In some projects, customers have predefined activities for the 
NSD project. Some customers come to NedStars to perform these activities (they even sit, chat and 
lunch with employees of NedStars).  
 
Commercialisation part 
As already described before, this part can also take place in simultaneously with the front end stages.   
In the commercialization part launching activities are performed. The customer gives feedback about 
demonstration of sales.  
 
Marketing via communication channels 
The majority of the customers of NedStars come in via word of mouth. Satisfied customers spread 
their experience of the service via word of mouth communications to potential other customers in 
their network.  
Furthermore, some customers are willing to recommend NedStars, by describing their experience on 
the website for NedStars website visitors.  
 
As an experiment, NedStars initiated an additional channel for customer to communicate real time 
online in the NedStars café (virtual place to meet other customer and NedStars employees). All 
NedStars customers may use this channel of communication, after they have joined the club. In this 
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initiative, customers could tell their experience real time in the NedStars online café. Unfortunately, 
this initiative was not such a success. Most probably because of the virtual barrier people. 
 
Customer interaction during operations 
In this phase, the customer gives feedback about the performance of the service. Technical service 
performances (SLA) are discussed. The satisfaction level of the customers is measured via face to 
face or telephone conversations. Surveys are not used anymore. The customers of NedStars prefer a 
more personal approach. The customer complaints come in the way customers like. Operational 
complaints come in via the service desk. Other complaints come in via mail or via telephone.  
 
Interaction methods that are not used 
There are no focus group discussion, brainstorm session or advisory panel in group configuration (two 
or more companies). The company prefers individual interaction moments with a customer (this can 
be one or more employees of one company). 
 
 
Summary customer involvement 
Customer involvement NedStars 
Types of customer • Long term relations or prospects 

• Criteria’s 
* Trust 
* Strategic and financial attractive customer  
* Good references 

Degree of customer involvement • Level 4: co designer - Level 5: partner 
In some cases Level 6: sole developers 

• Dominant roles: 
Co designer, tester 

Involvement during phases • Non formalized roles  
• Some formalized  customer interaction moment 
• Adhoc involvement during several phases, for the 

greater part in front end stages and testing 
• Diverse customer involvement methods used  

 
 
Some comments 
 
NedStars has an open and entrepreneurial culture with short lines. The organization is lean and 
flexible and is able to adapt to changes in the market. Employees are free to invest time to new ideas.  
The company collaborates with customers in the daily environment of the company. Customers that 
are co developing a service can come to NedStars office to work on the project on an available 
workspace. A particular noteworthy action is the way of measuring the satisfaction of the customers 
of the customer. NedStars and the customer take joint actions to obtain knowledge about these 
customers to develop the service. Next to the joint research to the customer of the customer, NedStars 
also measures the satisfaction of the customer of the customer by using qualitative (semi structured 
interviews) and quantitative techniques (surveys). Another interesting point is the efforts in 
facilitating communication between customers.  
 
Comments NedStars 
 • Entrepreneurial climate 

• Customer in NedStars office 
• Measuring satisfaction of customers of customers 
• Connecting NedStars customer to other 

customers 
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Reflections of case study NedStars 
NedStars addressed the following point as impediments during customer involvement in NSD. 
 
Difficulties with formal protection 
The company addresses the difficulties with the intellectual property of new services. The 
intangibility of the service and the difficulties with the formal protections hamper collaborative 
service innovations.   
 
Too close relations 
Developing new services with close customers may lead to too close relations. This may lead to less 
time available to attract other network relations.     
 
Incentives for customer 
Creating an appropriate incentive for customers that have no direct benefit is difficult. Why should 
customers collaborate? The way in which customers are willing to receive the incentive diverges. 
Some customers want an intrinsic incentive (e.g. status). Others want extrinsic incentives (money). 
Other companies want to have a piece of the cake.  
 
Customer interferences in not NSD activities 
Despite of the advantage of the customer being in the workspace of NedStars employees there are also 
some disadvantages. Customers that are integrated in the NSD teams may interfere with activities that 
are not NSD related.  
 
Customer unintentially distracts employees 
Another disadvantage is that customer in the office may distract employees. Customers often do not 
realize that this is one of the many customer projects. They unintentionally distract members of the 
NSD team and other employees while they are working on other projects. 
 
Customer knowledge limited 
Customer co development has limits. The customer’s knowledge about for instance the underlying 
technologies and the possibilities for the service are not as far developed as the knowledge of the 
developers. The contribution of the customer in the TAMI process has its limits.  
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