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Tietotekniikan (jatkossa IT) tehokkaalla hyödyntämisellä on huomattava merkitys 
organisaation suorituskykyyn. Osastokohtaiset siilot voivat rajoittaa niiden välistä 
yhteistyötä ja muodostaa kuilun IT:stä vastaavien ja muiden liiketoimintayksiköi-
den väliin. Tämä kuilu on klassinen ongelma organisaatiossa ja IT palvelunhal-
linnan tieteenalalla. Tämän tutkimuksen tavoite on helpottaa kuilun poistamista 
Lapin Ammattikorkeakoulussa IT ja muiden yksiköiden välisen yhteistyön kasvat-
tamisen kautta. Tutkimus on tärkeä, koska uusi Ammattikorkeakoulujen rahoitus-
malli korostaa toiminnan tuloksellisuutta. 
 
Palvelulähtöisen ajattelun soveltaminen on uudenlainen tapa kasvattaa asiaan-
kuuluvien toimijoiden välistä yhteistyötä. Palvelulähtöisen ajattelun mukaan, pal-
velu on omien resurssien käyttämistä toisen hyödyksi. Tässä prosessissa, palve-
lutoimittajan rooli on tehdä arvoehdotuksia ja asiakkaan rooli on realisoida ja 
määrittää palvelun hyöty omassa kontekstissaan. Tämä lähestymistapa näyttää 
tehostavan toimijoiden yhteistyötä ja silloittaa siksi kuilua IT palvelutoimittajien ja 
palvelusta hyötyjien välillä. 
 
Tässä laadullisessa tutkimuksessa käytetään selittävää yksittäisen tapaustutki-
muksen menetelmää. Valittu tutkimusmenetelmä on tämän tutkimuksen dualisti-
sen ontologisen perspektiivin ja dialogisen paradigman mukainen. Tutkimuksen 
tiedot kerättiin analysoimalla relevanttia kirjallisuutta ja haastattelemalla keskei-
siä toimijoita. Tutkijan oma kokemus Lapin Ammattikorkeakoulusta sekä työnte-
kijänä että opiskelijana toi lisää näkemystä tapausorganisaatioon. 
 
Tämän tutkimuksen tulokset osoittavat, että IT ja liiketoimintayksiköiden välistä 
yhteistyötä voidaan kehittää soveltamalla palvelulähtöistä ajattelua. Yksi merkit-
tävimmistä tutkimustuloksista oli tunnistaa kuinka palvelulähtöisen ajattelun so-
veltaminen voi lisätä ymmärrystä tarjottavan palvelun hyödystä asiakkaiden toi-
minnoille. Tutkimuksen tulosten pohjalta voidaan ehdottaa useita kehityspolkuja 
yhteistyön parantamiseen. Koska kehitysresurssit ovat niukat, on kuitenkin pe-
rusteltua kohdistaa yhteistyön parantamiseen tähtäävät kehitystoimenpiteet ky-
kyyn hyödyntää tutkimuksessa identifioitujen yhteyksien kautta saatavilla olevaa 
osaamista ja tietoa. 
 
Avainsanat  Palvelulähtöinen ajattelu, IT palvelunhallinta, yhteistyö 



 

 

 
 
 
 

School of Business and Culture 
Master of Business Administration 

 
Abstract of thesis 
 
 
 
 

 

 
Author Tuomo Lindholm Year 2015 
Supervisor Vladimir Ryabov 
Commissioned by Lapland University of Applied Sciences 
Title of thesis IT Service Management Based on Service-Dominant 

Logic: Case Lapland University of Applied Sciences 
No. of pages + app. 142 + 27 

 
The effective utilization of Information Technology (henceforth IT) has a signifi-
cant role in the performance of an organization. Departmental silos may restrain 
the collaboration between the functions responsible for the IT and other business 
functions and build a gap between them. This gap is a classic problem in organ-
isations and in the discipline of the IT service management. The objective of this 
research is to facilitate the removal of the gap in Lapland University of Applied 
Sciences by enhancing the collaboration between the IT and other functions. This 
is important because the new funding model of the Universities of Applied Sci-
ences emphasizes the profitability of the operations. 
  
In Service-Dominant (henceforth S-D) logic, service is the application of one’s 
resources for the benefit of another. In this process, the role of a service provider 
is to make value propositions and the role of a customer is to realize and to de-
termine the value of service in her own context. This approach seems to enhance 
the collaboration between relevant actors, and thereby, bridge the gap between 
the providers and beneficiaries of IT service. 
 
The research method of this qualitative research is an explanatory single case 
study method. The chosen research method is in accordance with the dualistic 
ontological perspective and dialogic paradigm of this research. The data for this 
research were collected through the analyses of the relevant literature on S-D 
Logic and interviews of focal actors. Additional insight into the case organization 
was drawn from the present author’s experience as an employee and a student 
of the case organization.  
 
Findings of this research indicate that the application of S-D Logic can enhance 
the collaboration between the IT and other business functions. One of the major 
findings was to recognize how the application of S-D logic may increase the un-
derstanding about how the offered service benefits the operations of the custom-
ers. The findings suggest several courses of action for enhancing the collabora-
tion. However, as the development resources are scarce, a realistic approach is 
to focus the development activities on the utilization of the knowledge and skills 
accessible through the interconnections identified in this research. 
 
Keywords:  IT service management, Service-Dominant Logic, value 

co-creation  
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1 INTRODUCTION 

The management of information technology (henceforth IT) is a complex issue 

because IT should be seamlessly integrated into business processes to enhance 

the performance of an organization. If the goals of IT management are not in 

accordance with the goals of the business, it is possible that IT restrains the per-

formance of the organization. Thereby, it is required that the goals of IT manage-

ment are set in collaboration with business functions. Moreover, the need for ef-

fective collaboration is emphasized in those organizations who have outsourced 

their IT management responsibilities or have recently began to focus on their IT 

management. This is the present situation in several Higher Education (hence-

forth HE) institutions in Finland and therefore, it is important to study how collab-

oration between business and IT can be enhanced. 

 

This chapter begins with an introduction to the reformation of the University of 

Applied Sciences system in Finland. Here, it is discussed how changes in a com-

mon funding model have established a new relatively more competitive environ-

ment and thereby, guide the future operations of HE institutions. The discussion 

then proceeds to the case organization of this research, which is Lapland Univer-

sity of Applied Sciences (henceforth Lapland UAS). In this section, the present 

business problems related to the utilization of information technology at Lapland 

UAS are introduced. In the subsequent section, these problems are approached 

from the perspective of the business functions responsible for the management 

of information technology. The discussion about the importance of the alignment 

of business and information technology takes place in the fourth section and the 

structure of the present Thesis is explained in the final section of this chapter. 

 

1.1 The reformation of University of Applied Sciences system 

In 2011, the Ministry of Education and Culture introduced the reformation pro-

gram for the University of Applied Sciences (henceforth UAS) system in Finland. 

The objectives of this reformation are to enhance the quality and the effectiveness 

of operations, to renew the structure of the UAS system and to reduce costs by 
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345 million euro through the period of 2012 – 2015. (Ministry of Education and 

Culture 2011; Salminen 2013.) In order to support the implementation of the refor-

mation program, a new funding model was implemented on 1 January, 2014. 

 

The new funding model consists of core funding, project funding and perfor-

mance-based funding and replaces the old model where the amount of enrolled 

students and completed degrees defined the funding.  Several indicators, their 

effects, and a relative review to define UAS specific shares of total funding have 

also been introduced. (Ministry of Education and Culture 2013, 2014; Nie-

meläinen 2013.) This implies that in the new funding model, financial benefits 

accrue from performance enhancements and failure to perform enhancements 

will lead to the decrease in the current income. In this new competitive setting, 

the organizations, whose business models and processes have been developed 

to attract, to keep, and to graduate entrants are now facing completely new chal-

lenges. 

 

The HE institutions have been given a transitional period of three years during 

which the financial effects of the funding reformation may not exceed 3 percent 

in a year. (Ministry of Education and Culture 2013.) However, the effects of the 

reformation have been clearly visible. Several organizations have gone through 

one or more co-determination processes in order to adapt the size of their organ-

izations into the new setting and there have been some mergers. In 2014, the 

government authorized 24 organizations where as in 2011 there were 30 Univer-

sities of Applied Sciences. 

 

Universities of Applied Sciences have begun to develop their business models 

and business processes in order to meet the requirements of the new environ-

ment. Thereby, organizations are now paying increased attention to the perfor-

mance of their support functions with the aim of identifying opportunities for short 

and long-term cost reduction and improvements to the relative performance. The 

new performance indicators have been put into use in order to gain understand-

ing about causalities between the performance of support functions and the rela-

tive performance of the whole organization. Among others, the performance and 
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the value proposals of functions relevant to the use and the development of in-

formation technology (henceforth IT) resources are observed and analysed in the 

Universities of Applied Sciences. 

 

1.2 Lapland University of Applied Sciences 

Lapland UAS is the case organization in this research. Lapland UAS was formed 

on 1 January, 2014 through the merger between Kemi-Tornio University of Ap-

plied Sciences (henceforth KTUAS) and Rovaniemi University of Applied Sci-

ences (henceforth RUAS). The fields of expertise (henceforth the schools) of Lap-

land UAS are Wellness Services, Business and Culture, Travel and Tourism, and 

Industry and Natural Resources. For the purposes of the development of Finnish 

Lapland, research, innovation and development work is conducted in each field 

of expertise. (Lapland UAS 2014e.) Integrated with the different schools, there 

are units of Education development, Planning, Administration, Finance, and Re-

search, Development and Innovation. Lapland UAS has campuses in Rovaniemi, 

Tornio and Kemi. In addition to campus education, the Internet is utilized to pro-

vide distance education for both Finnish and international students. 

 

Lapland UAS can be seen as the latest competitor in the Finnish UAS system. 

This means that on the one hand, Lapland UAS is in a challenging position in 

which it competes with the performance of organizations who have established 

business processes, organizations and long operational histories. On the other 

hand, Lapland UAS is in a promising situation, because there are no existing 

business processes and therefore new required processes may be developed 

from the beginning to meet the requirements of the new funding model.  

 

The development of the business processes and the organization of Lapland UAS 

began in late 2013 and is in progress. Until now, the focus of the development 

has been on enabling a management control system that facilitates the core ad-

ministrative activities such as management of finance and human resources, and 

documenting the present processes of education and research, development and 

innovation. (Keränen 2014; Konu 2014.) This means that the development of the 
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integration between core and support processes has been set on hold for most 

parts until the core processes have been determined, documented and evalu-

ated. 

 

The utilization of IT enables public organizations to provision their service with 

restricted resources (Pang, Lee & DeLone 2014, 200). However, this requires 

that IT is applied in the business processes in an appropriate way. As the pro-

cesses that control the development and utilization of IT resources have not yet 

been thoroughly integrated with other business processes, it is currently problem-

atic to control how IT is utilized at Lapland UAS at the present and in the future. 

Additionally, the precise determination of the IT business value is very difficult at 

this time and therefore, it is difficult to estimate the costs of IT. 

 

Despite the fact that the generic benefits of IT are recognized by the executives 

of Lapland UAS (Konu 2014), there is a need to further develop the collaboration 

between business and IT to enhance the validity and the effect of IT relevant 

decisions. The collaboration between IT and business actors is a common prob-

lem in the field of IT management but the effectiveness of the present solutions 

in the present context can be questioned. Thus, the motivation for this research 

is to develop a novel solution for this commonly acknowledged problem and to 

enhance the Business IT collaboration at Lapland UAS. In order to provide addi-

tional information about the context of this research, the present state of IT man-

agement at Lapland UAS is next discussed. 

 

1.3 Information Technology Management at Lapland UAS 

In Lapland UAS, two functions are in charge of IT. These functions are the Infor-

mation Management (henceforth IM) function and the IT Services function. In this 

research, the term IT functions refers to these two functions. The common pur-

pose of the IT functions is to facilitate other business functions to focus on their 

core substance by managing the development and the utilization of IT resources 

in accordance with the needs of other business functions. That is, in Lapland 
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UAS, the IT functions provision IT as a service to other business functions. Thus, 

IT service management is a major area of interest in this research. 

 

Service is a key concept of this research and thereby, it is necessary here to 

clarify exactly what is meant by service. In this research term service is used in 

accordance with Vargo and Lusch (2004, 2) to refer to the application of special-

ized knowledge and skills through activities, processes and routines for the ben-

efit for another actor or the actor itself. Thereby, service is a process comprising 

the provision of a demand by one actor and its fulfilment by another actor (Schulz 

& Gnoth 2008, 128). Moreover, the use of the singular term ‘service’ instead of 

the plural ‘services’, facilitates one to focus on the process itself rather than the 

outputs of the process (Vargo & Lusch 2007b,  26). Thus, in this research, the IT 

service management refers to the management of processes in which the appli-

cation of specialized IT knowledge and skills for the benefit for another or oneself 

takes place. 

 

The IT functions have different responsibility areas. The IM function is responsi-

ble for a strategic IT service while IT Services function is responsible for an op-

erative IT service (Konu 2014; Lapland UAS & Lapland University Consortium 

2015; Taipale 2014). It is important here to point out that besides the IT functions, 

the Lapland University Consortium IT service area (henceforth LUC IT) is in-

volved in the IT management in Lapland UAS. The LUC provisions the operative 

IT service for Lapland UAS (Konu 2014; Lapland UAS & Lapland University Con-

sortium 2015; Taipale 2014; Vuori 2014). However, it should be kept in mind that 

the role of the LUC IT is minor in the development of IT resources and their utili-

zation in Lapland UAS business processes. 

 

In other words, it seems that the IM function is in charge of the development of 

IT resources and their utilization in Lapland UAS’ business operations whereas 

the IT Services function and LUC IT collaboratively serve the utilization of the 

present IT resources within established business processes. Thus, the holistic IT 

service is designed internally but the operative IT service is provisioned by an 

external actor. This emphasizes the need for successful collaboration between 
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the stakeholders of the IT management at Lapland UAS. It is now apparent that 

the role of the IM function is focal in the IT management at Lapland UAS and for 

that reason, the collaboration between the IT functions, LUC IT and other busi-

ness functions should be approached from the perspective of the IM function as 

an internal actor. 

 

However, the use of multiple perspectives facilitates the holistic view to the IT 

management at Lapland UAS. From the aspect of the service provider – customer 

relationship, the focal role of the IM function means that Lapland UAS’ business 

functions are a customer for the IT service which IM function provides. This ap-

proach implies that the IM function is responsible for aligning IT resources and IT 

service offering with the needs of business operations. This viewpoint to IT man-

agement at Lapland UAS is shown in Figure 1 below. 

 

Provider
(IM function)

Customer
(Business functions)

IT Needs

IT Service

 

Figure 1 – IT Management at Lapland UAS from the aspect of service provider – 

customer relationship 

 

From this perspective, the IM function is responsible for developing the mecha-

nisms which facilitate the collaboration between actors involved. However, this 

view offers a little information about how the IM function is involved in the devel-

opment of the Lapland UAS’ business processes which determine what IT re-

sources are required and how they are utilized. Therefore, the IT management at 

Lapland UAS should also be approached from the process aspect. 

 

The complexity of the collaboration between IT and business becomes visible 

from the aspect of processes. The information management process is one of the 
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management processes and the IT services process is an individual support pro-

cess entity. The positioning of IM and IT Services processes in relation to the 

core business processes of Lapland UAS is shown in Figure 2 below. 

 

Management processes

Main support service processes

School of 
Social 

Services, 
Health and 

Sports

School of 
Industry and 

Natural 
Resources

School of 
Business and 

Culture

School of 
Hospitality 

and Tourism

Strategic Management

Planning and Control of Operations

Planning and Control of Finance

Management of Capabilities

Information Management

Management of Partnerships

Security

Financial Administration

Human Resrouces Administration

Communications

RDI Services

Property Services

Procurements

RDI Support Services

IT Services

EDUCATION

RESEARCH, DEVELOPMENT AND INNOVATION

Study Services

 

Figure 2 – IT Management at Lapland UAS from the aspect of business pro-

cesses 
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The different positioning of these processes emphasizes the fact that the goal 

and the available means to achieve the goal are different for the two IT manage-

ment processes. This relative positioning of processes can also be used to de-

duce their positions within the holistic IT service management system, where the 

information management process controls the development of IT resources and 

the IT Services process supports the utilization of present IT resources. 

 

At the time of this research, there are no determined processes linking the IM and 

the IT Services process together and to other business processes. This means 

that from the aspect of a business process, there is no systematic and purposeful 

collaboration between the IT management and the business processes. How-

ever, these processes are interrelated and therefore, interaction and collabora-

tion take place in daily business routines and in various business groups. 

 

The lack of the collaboration processes between IM and IT Service functions and 

their customers has created barriers between them. These barriers undermine 

the capability of the IM function to manage the development of IT resources and 

IT service offering according to the needs of Lapland UAS. In other words, the 

lack of systematic collaboration between the IT and the business prevents their 

alignment as the match between the needs and the offerings of resources and 

services cannot be effectively managed by the IM function. This present situation 

is depicted in Figure 3 below. 
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IT Services

Business

Information 
Management

IT Service needsIT resource needs

IT Service offeringIT resource offering

    

Figure 3 – The IT Management collaboration barriers at Lapland UAS 

 

The successful execution and development of Lapland UAS business operations 

require that the IT management system is capable of controlling the development 

and supporting the use of IT resources in accordance with the needs of the busi-

ness. The IM function is the focal actor who manages Lapland UAS’s IT capabil-

ities and coordinates the development of the IT service offering. In order to opti-

mize the use of IT resources and the suitability of service offerings, the collabo-

rative capabilities of the IM function should be developed in a way that reduces 

the current effects of present collaboration barriers and eventually removes the 

barriers. 

 

The scarcity of resources requires that the present IT resources should be effec-

tively used to support the present and the future development and implementa-

tion activities of the business process of Lapland UAS. In other words, IT re-

sources must be aligned with business operations. This issue is further discussed 

in the next section to provide essential knowledge about the causality of the busi-

ness-IT alignment and organizational performance. 

 

1.4 The Business-IT alignment at Lapland UAS 

Organizations use IT to create, store and transfer information and to manage 

transactions and knowledge required to start and sustain their business activities 
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(IT Governance Institute 2003, 7; Kim, Lee & Han 2010, 154). Thereby, the IT 

infrastructure, digitized business processes and the automated use of core capa-

bilities can be seen as the foundation for execution for any business (Ross 2006, 

4). The alignment of business and IT refers to the organizational capability to 

apply IT in a suitable and timely way, in consistency with businesses strategy, 

goals and needs. (Luftman 2000, 3.) According to Pang et al. (2014, 188), the 

organizational capabilities relate IT assets and capabilities with the organizational 

performance. Thereby, the development of business-IT alignment (henceforth 

BIA) can be used to leverage the performance of Lapland UAS through the im-

proved use of IT assets and capabilities. Correspondingly, restricted BIA can be 

seen to bind the development of Lapland UAS performance. 

 

In order to enhance the performance of Lapland UAS through the realization of 

new IT value creation opportunities, systematic and purposeful collaboration be-

tween IT functions and other business functions is compulsory. The development 

of organizational capabilities which enable the effective integration of IT and busi-

ness processes requires detailed communication of businesses goals, values, 

needs and corresponding IT resources. However, as it was discussed in Section 

1.3, at Lapland UAS, IT and business functions are operating in their own silos 

and their collaboration is limited because of the lack of integrating processes and 

communication mechanisms. As a result, the business goals are not effectively 

transformed to IT goals, which undermines the usability of IT resources and 

thereby, weakens the organizational capabilities to utilize IT. 

 

Based on the findings of analyses conducted in this and previous sections, it 

seems that the present IT management system cannot be used to manage effec-

tively Lapland UAS’s BIA because there are no built in mechanisms to increase 

the shared knowledge about values and goals of businesses and IT functions. 

For example, there are no defined processes to collect goals and critical success 

factors from Lapland UAS’s business processes in order to translate them into IT 

service development targets. The lack of business originated development tar-

gets may lead into a situation in which IT functions develop Lapland UAS’s IT 

resources in a way that their usability to support the business activities of other 
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units is at risk. Equally, it is possible that without the knowledge about present 

and planned IT resources, the development of the business activities may lead 

into reduced organizational capability to utilize accessible IT resources. 

 

It can be concluded that if the present setting is not changed, there is an imminent 

risk that IT creates resistance for the development activities aimed to enhance 

the performance and the profitability of Lapland UAS. Therefore, it is essential 

that the Lapland UAS’s IT management system’s capability to manage the BIA is 

developed with the aim of optimizing the future utilization of IT. The effectiveness 

of the immediate development activities is further emphasized by the ongoing 

development of business processes and IT management, as was noted in Sec-

tions 1.2 and 1.3. The research problem, questions and objectives set to over-

come present IT management and related BIA problems are discussed in Chap-

ter 2. 

 

1.5 The structure of the Thesis 

This thesis is organized as follows. In the first chapter the topic, motivation and 

the general scope of this research are introduced. The second chapter discusses 

the research problem, objectives and questions. In the third chapter, the selected 

research methodology is presented. 

 

Chapters 4 and 5 contribute to the theoretical and practical aspects of this thesis. 

Here, the analysis of the selected S-D logic literature is conducted for evaluating 

the applicability of S-D logic through various reflections to the present research 

setting. 

 

The knowledge of S-D logic is applied in Chapters 6 and 7. In these chapters, the 

Information Technology Ecosystem at Lapland UAS is analysed from the per-

spective of S-D logic to identify the relationships, elements and present problems 

of Lapland UAS. In Chapter 8, S-D logic approach is further applied on collabo-

ration between relevant actors and proposals for enhancing operations to over-

come present problems are provided. 
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Lastly, the findings of this research are discussed and conclusions are drawn in 

Chapter 9. Moreover, the implications of the findings are suggested and the sig-

nificance of the findings is discussed from the aspect of the S-D logic discipline 

and the case organization. Additionally, suggestions for further research and the 

limitations of this research are discussed. 
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2 RESEARCH PROBLEM, OBJECTIVES AND QUESTIONS 

As it was pointed out in Chapter 1, there is a need to improve the collaboration 

between IT and business actors at Lapland UAS. Thus, this research seeks to 

develop mechanisms which can be used to facilitate the continuous improvement 

of the business-IT collaboration at Lapland UAS.  

 

In this chapter, the present business problems which emerge from the IT man-

agement problems raised for discussion in the previous chapters, are initially pre-

sented on a general level and then transformed to a more specific research prob-

lem. Furthermore, the research objectives are presented and three research 

questions are introduced and discussed to enable the achievement of the re-

search objectives. 

 

2.1 Research problem and objectives  

The optimized IT utilization may enhance the performance and the productivity of 

Lapland UAS. Therefore, the IT assets and capabilities of Lapland UAS should 

be continuously adjusted to enable the optimized use of IT in business activities. 

In order to accomplish the optimal IT utilization, the IT management system 

should facilitate the synchronized development of the business activities and IT 

resources and thereby, enable the continuous development of the BIA at Lapland 

UAS. 

 

Unfortunately, it seems that the present IT management system cannot be used 

to effectively coordinate the systematic and purposeful collaboration between 

business and IT functions. As a result, there is a gap between the development 

of the business activities and IT resources. This gap restricts the management of 

the BIA and as a result the organizational capabilities to utilize IT cannot be de-

veloped effectively. 

 

Insufficient IT utilization capabilities increase the need for manual work and com-

plex internal processes. This limits the Lapland UAS’ capabilities to implement 
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education and to provide research, development and innovation services for its 

customers. Since the funding of the organization is dependent on the perfor-

mance of these core business activities, inefficient operations may reduce the 

revenue and endanger the viability of Lapland UAS. 

 

The focal actor of the present IT management system is the IM function, as was 

noted in Sections 1.3 and 1.4.  The IT management capabilities of the IM function 

are reduced by the collaboration barriers discussed in Section 1.3 and illustrated 

in Figure 3. These barriers limit the interactions between the IM function and other 

functions. Thus, the IM function cannot develop IT resources and their use in 

accordance with the needs of the business. 

 

This research is conducted to enhance the organizational IT utilization capabili-

ties and as a result, support the performance development activities of Lapland 

UAS. Enhanced IT utilization capabilities and systematic collaboration between 

service providers and service beneficiaries may enhance Lapland UAS’ ability to 

predict future needs and to develop corresponding business services. As a result, 

Lapland UAS’ ability to adapt to and to absorb the change in its internal and ex-

ternal business environments can be enhanced. With this aim, the following re-

search objectives have been set.  

 

The main objective of this research is to facilitate the systematic and purposeful 

collaboration between IT and business functions of Lapland UAS. Therefore, a 

new framework for collaboration is developed. This collaboration framework can 

be used to reduce the effect of present collaboration barriers and thereby, to gain 

insights to an individual actor’s purposes and needs. These insights may enhance 

organizational capabilities to develop IT resources in accordance with business 

needs and to create business aligned value propositions and service offerings, 

and thus, enhance the Lapland UAS’ IT utilization capabilities. 

 

New and actionable knowledge of IT utilization in Lapland UAS’ business opera-

tions must be acquired to overcome the previous lack of information on the sub-

ject environment. This new knowledge is then applied to the identification of the 
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key elements and factors of the present IT service system. These are used to 

determine the arrangement of suitable collaboration and communication frame-

works. 

 

Facilitating continuous sharing of knowledge and ideas between the business 

and IT functions enhances the Business-IT understanding (Luftman 2000, 14–

16). Service-Dominant (henceforth S-D) logic views value creation as a collabo-

rative process and emphasises service co-production, value co-creation and ac-

tor-to-actor collaboration (Lusch & Vargo 2014, 137).  Therefore, adapting S-D 

logic as the dominant logic of IT service management may enhance the BIA man-

agement capabilities and as a result, develop the performance and productivity 

of Lapland UAS. 

 

In addition, participation in IT management practices may enhance business ac-

tors’ knowledge of IT and thus, enhance commitment to the long-term develop-

ment of IT resources and their use. This enhanced commitment may strengthen 

the value creating effect of the enhanced IT utilization capabilities. 

 

Another research objective is to enhance the continuous development of opera-

tions of the IT functions by enabling the management of competences relevant to 

the development and provisioning of IT service through a knowledge manage-

ment system. In addition to growing understanding about the business surround-

ings and insights to customers’ operations, the systematic development of rele-

vant knowledge and skills will enhance IM function’s capabilities to innovate new 

solutions for Lapland UAS’s needs, thereby further enhance the BIA at Lapland 

UAS. 

 

Finally, a realistic and justified development plan for the implementation of the 

proposed collaboration framework is suggested. In order to achieve this objec-

tive, the present state of the IT management system is analysed and a roadmap 

for development activities is proposed. There has been no prior research on the 

management and the use of Lapland UAS’ IT resources, therefore this research 
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contributes to the organizational understanding of how IT can be used to co-cre-

ate value at Lapland UAS. 

 

The present author is not aware of prior published research where S-D logic ap-

proach is used to develop the IT management system of a HE institution. There-

fore, this research possibly represents a prospective theoretical contribution 

showing one more practical application of S-D Logic. This is, to check the suita-

bility of S-D logic approach in the design of an IT service system structure as S-

D logic approach is used to analyse the newly gained knowledge and in the de-

sign of the proposed frameworks. In addition to organizational benefits, this is a 

novel adaption of S-D logic in the management of IT capabilities, especially in a 

HE institution. Thereby, this research may contribute new knowledge on applica-

bility of S-D logic to the field of IT and IT service management. 

 

2.2 Research questions 

 

The problem and objectives of this research were discussed in the previous sec-

tion. Thus, it is now possible to set the following research questions to facilitate 

the achievement of the selected research objectives. 

 

RQ 1. What are elements, interconnections and purposes present in the IT ser-

vice system in the case organization? 

 

The purpose of the service system, the motivation, restraints and interconnec-

tions of involved actors must be understood before it is possible to develop any 

service system. In this research question, Lapland UAS business environment is 

analysed through the lens of S-D logic. This will produce a holistic and actionable 

view on the present actors, their goals and relationships, and their current means 

to apply available IT resources and service offering into their processes. 

 

RQ 2. How should the collaboration in Lapland UAS’ IT service system be organ-

ised to incorporate the philosophy of S-D logic?  
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The collaboration framework is developed here. This means that ideas of S-D 

logic are utilized to enhance the structure of the Lapland UAS IT service system 

and to facilitate the long-term optimization of IT resource and service offering i.e., 

align IT with business. The purpose of this research question is to gain new 

knowledge of how actors co-create value through their applications of IT service 

offering and service provision. 

 

RQ 3. How should the IT management system in the case organization be further 

developed to support the proposed collaboration framework?  

 

The performance of the collaboration framework proposed in research question 

2 relates to the ability of the IM function to collect and to utilize new information. 

Here, the present IT management system is analysed with the aim of developing 

its capabilities to coordinate activities of the collaboration framework. The focus 

is set on the decision making processes and the effective allocation of organiza-

tional resources. The need for processes to recognize and to develop required IT 

resources, knowledge and skills is also kept in mind. 
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3 RESEARCH METHODOLOGY 

The selected research paradigm and methodology are discussed in this chapter 

to explain how the present reality is perceived and approached through the re-

search process. In addition, the selected theoretical framework is explained here 

to clarify what aspects of the present phenomena are studied. Eventually, it is 

further discussed how data are collected and analysed in this research. 

 

3.1 Research paradigm 

Paradigms are generally acknowledged scientific achievements that for a mo-

ment provide exemplary problems and solutions to the community of practitioners 

(Kuhn, Dewey & Neurath 1971, viii). A paradigm is also a framework, which 

shapes the construction of theoretical generalizations, focuses data collection 

and influences the selection of research procedures and projects (Lovelock & 

Gummesson 2004, 21). Therefore, the employed paradigm explains how the re-

searcher recognizes the world though the world does not change (Kuhn et al. 

1971, 121). S-D logic is not a world-view therefore, it is not a paradigm, even 

though it operates at paradigmatic level (Vargo 2008, 212). Thereby, the para-

digm of this research is next elaborated. 

 

In order to understand the nature of service systems, a researcher must recog-

nize both, the personal interactions and the social structures where all knowledge 

is developed, transmitted and maintained and through which meaning is estab-

lished. (Tronvoll, Edvardsson & Vargo 2011, 5) The ontological and epistemolog-

ical positions, the research methodology and research methods of this research 

were chosen based on above guidance. Next, the ontological and epistemologi-

cal assumptions of this research are discussed. 

 

Ontology refers to the researcher’s understanding on established social reality, 

specifically to the actor’s perceptions about the match between the elements de-

rived from theory and elements present in reality. (Kuhn et al. 1971, 206; Yin 
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2011, 311.) Epistemology addresses the nature of knowledge and guides the de-

sign of the research questions based on the chosen researcher’s ontological po-

sition. (Tronvoll et al. 2011, 5.) To be more specific, an ontological position guides 

the selection of epistemological position (Easterby-Smith, Thorpe & Jackson 

2008, 62). As recommended by Tronvoll et al. (2011, 8), a dualistic ontological 

perspective was used in this research. 

 

The dualistic perspective draws from structuralism. The structuration theory can 

be used to understand the relationships between social structure and the social 

action, as it recognizes that actors produce and reproduce the established social 

structures which provide guiding principles for action. (Easterby-Smith et al. 

2008, 77; Tronvoll et al. 2011, 7.) The present social structure is of a dynamic 

nature as it is continuously reconfigured by various organizational entities, em-

ployees and students.    

 

This dynamicity is further emphasized when the advances in the fields of educa-

tion and technologies continuously materialize in the structures and as a result, 

alter the means of actor interactions. The dualistic perspective merges the a priori 

and emergent approaches and sets the focus on both the interaction between 

actors and the structures in which resources are embedded (Tronvoll et al. 2011, 

7). The use of chosen perspectives enabled the holistic research on the present 

service system. 

 

According to Tronvoll et al. (2011, 573–574), the dialogic paradigm of service 

research is used when the researcher combines dynamic and emergent ap-

proaches and attempts to capture the dynamic and complex essence of the field, 

in collaboration with the object of the study. As the use of dualistic perspective to 

reality and knowledge was used and knowledge was acquired through collabora-

tion, it is safe to conclude that paradigm of this research was dialogic. Thereby, 

the research design was built to follow the characteristics of the dialogic paradigm 

and the dualistic perspective. The chosen research methodology is discussed in 

the next section. 
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3.2 Research methodology 

This research is driven by two general aims: firstly, to gain new knowledge about 

interactions between the IT and other business functions of Lapland UAS and 

secondly, to use this knowledge to improve the IT utilization capabilities and the 

BIA. As noted in the previous section, the acceptance of the dynamic structure of 

the research domain and the relative nature of knowledge were both 

acknowledged through the choice of dualistic research perspective and dialogic 

research paradigm. It is next discussed, how information was acquired in this 

research. 

 

This is a qualitative case study. The decision of using qualitative research to study 

the present phenomenon is based on the match between the used dualistic 

approach to the analytical framework and qualitative research features. The 

dualistic analytical framework of a service system comprises evolving and 

complex intention, reasons, and motivations (Tronvoll, et al. 2011, 6). The 

features of qualitative research made it possible to collect and validate data 

required in the analysis. For example, qualitative research encourages the use of 

multiple sources of evidence and the study of the meaning of people’s lives, under 

real world conditions (Yin 2011, 7–8).  

 

Case study is a common design for the dialogic paradigm of service research 

because of its qualitative nature and the ability to raise a discussion (Tronvoll, 

Edvardsson & Vargo 2013, 566). It is a variation of qualitative research which is 

used to study a phenomenon in its real-world context from which it cannot be 

separated (Eisenhardt & Graebner 2007, 25; Yin 2009, 8; Yin 2011, 17). Case 

study methodology was chosen because the service system under study could 

not be separated from Lapland UAS environment, as it is dynamic and 

continuously restructured by present actors. Thereby, it was impossible to 

replicate the service system to another context for analytical purposes. 
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The case study method can be used for example, to motivate research questions, 

as the source of inspiration for new ideas, and to illustrate conceptual arguments 

(Siggelkow 2007, 21–22). New conceptual arguments were put forward in this 

research, as the present Goods-Dominant (henceforth G-D) logic of was 

challenged with S-D logic for IT service management. In line with other research 

methods, the purpose of the case study can be exploratory, descriptive or 

explanatory (Yin 2009, 8). The purpose of this case study was to explain how the 

present service system was seen through the lens of S-D logic and how this new 

view could be used to enhance the structure of the service system. 

 

In a case study, multiple data sources such as interviews, archival data, survey 

data and observations can be used to collect qualitative or quantitative data 

(Eisenhardt & Graebner 2007, 28; Yin 2009, 19). Multiple data sources were 

employed in this research, they are discussed in detail in Section 3.4. Single or 

multiple-cases are the two variants of the case study method (Yin 2009, 19). For 

a successful research, the influential research conditions, such as the effects of 

the operational environment, the businesses strategy and the specific business 

model of the case company, must be taken into a notice. It was not possible to 

include other organizations in this research because the available resources were 

limited. Therefore, this research was conducted to a single case organization, 

Lapland University of Applied Sciences.  

 

3.3 Theoretical framework 

A theoretical framework gives the researcher an opportunity to choose what 

aspects of the phenomenon under study are observed and perceived (Tavallei & 

Mansor 2010, 573). In dialogism, it is assumed that reality and knowledge are co-

created through communication and thereby it is important to study time, and 

dynamic and complex interactions to gain complete understanding about service 

processes. (Tronvoll et al. 2011, 573.) The aspects studied in this research are 

relationships and interactions between benefactors and beneficiaries of IT 

service over time. 
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This research draws on S-D logic (Lusch & Vargo 2014; Vargo & Lusch 2004; 

Vargo Lusch 2007b), its adaption to the within the firm context (Schulz & Gnoth 

2008) and to the context of the design of the IT service descriptions (Brocke, Hau, 

Vogedes, Schindhlholzer, Uebernickel & Brenner 2009). This initial knowledge is 

used to construct a lens through which the service system is viewed. The purpose 

of this lens is to reveal how interdependencies between structure and actors 

control present activities and interactions, as these are the key elements of the 

used dualistic framework (Tronvoll et al. 2011, 6). Furthermore, this lens is 

required to provide answers to research questions 1 and 2. 

 

The use of S-D logic as the main theoretical framework of this research enables 

the present author to approach the real life business problem at hand through a 

carefully selected set of focus points aimed to enlighten the interconnections 

within the phenomenon. In this manner, the lens of S-D logic can be used to gain 

new understanding about the purpose and the nature of the service system at 

Lapland UAS and thus, to provide new solutions for enhancing the IT utilization 

capabilities of Lapland UAS. 

 

In S-D logic, value is co-created through the collaboration between service 

provider and service beneficiaries. Because the service beneficiaries operate in 

their own context, it is only them who are capable of the final value determination 

and should thus be seen as the primary resource integrators. (Lusch & Vargo 

2014, 186–187) This element of S-D logic adds emphasis to the theoretical 

framework for research question 2 where the structure of the service system is 

altered according to the S-D logic. 

 

The third research question addresses the development of the present IT 

management system. For this, the theoretical framework of research questions 1 

and 2 is extended to include the ICT Standard for Management, which is the 

framework of the present IT management system. With this extended theoretical 
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framework it is possible to understand the core structure of and intentions behind 

the present IT management system and to align the proposed development 

activities with the government guidance. 

 

3.4 Data collection and analysis 

In order to gain a complete understanding about the nature of the present IT 

service system, qualitative data is collected through various methods and 

sources. The use of multiple data collection methods and sources is common for 

qualitative research and its case study variation, as was noted in Section 3.2. In 

this section these data collection methods, data sources and the used analytical 

processes are discussed in detail. However, the present author’s role in Lapland 

UAS needs to be first discussed to present the context in which data collection 

and analysis take place. 

 

The present author is an employee of Lapland UAS and thereby, participates in 

daily routines and decision making. The organizational role of researcher may 

affect researcher’s ability to interact with others and to gather information and 

perspectives from other sources (Easterby-Smith et al. 2008, 157). The present 

author’s role as an IT designer and enterprise architect in the Lapland UAS does 

not limit data collection in any means. On the contrary, the present author is 

assisted in these activities as information and perspectives are openly shared 

and new sources of information are pointed out. However, it is possible that 

during the interview sessions, interviewees make the intentional or unintentional 

choices of words based on the present author’s role. 

 

Complete participation is sometimes required to gain sought insights. It must be 

also acknowledged that ethical dilemmas are always involved in participatory 

observation, especially if conducted in covert ways. (Easterby-Smith et al. 2008, 

157–158.) The view of the present author is that this research cannot be 

performed by an outsider as it is impossible to gain essential insight without 
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longitudinal perspective to the work and the IT management system at hand. As 

noted, ethical dilemmas may emerge during data collection and analysis. In 

unclear situations, the present author makes his simultaneous role as a 

researcher known, and asks for a permission to use the particular information 

and opinion. Moreover, the information which can be used to reveal the identity 

of an employee who wants to remain anonymous, should be removed. 

 

Service systems are the structures which enable value co-creation between 

involved actors (Tronvoll et al. 2011, 8). Thereby, in order to completely 

understand a service system, the structures and actors must both be studied. For 

this purpose, data is collected through interviews and conversations, 

observations, and analyses of the organization’s documentation. Different types 

of data are acquired through utilized methods. 

 

Interviews and conversations are used to collect data and information which 

cannot be accessed using other methods. This information includes 

undocumented knowledge about the structures of Lapland UAS and the service 

system, and interviewees’ perspectives on the case relevant elements and 

factors of collaboration, communication and IT utilization. The selected interview 

type is a semi-structured interview. 

 

In semi-structured interviews, a researcher has a mental framework and study 

questions in mind, but the questions may vary based on the participant and the 

context and setting of the interview. The semi-structured interview is similar to a 

conversation as there is no pre-determined code of behaviour, and thereby, will 

also lead to a unique social relationship with participants. (Yin 2011, 134.) The 

present author alters the structure and the nature of interview questions based 

on the participants. There is also a discussion between participants and the 

present author during every interview which supported the chosen dialogic 

research paradigm. 
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As the structure of this research develops during the research process, the 

interviewees are chosen based on their ability to provide insight into the research 

problem at hand. For example, the Quality manager of Lapland UAS is 

interviewed first to gain a holistic view on the Lapland UAS business environment, 

the organizational structure, and the general purpose of a HE institution. This first 

interview is also used to verify earlier findings based on observations and 

analyses of organizational documentation. Similarly, the findings of this interview 

are later validated through observations, analysis of organizational 

documentation and interviews with the Head of Information Management 

(Appendix 1), the IT designer responsible for the customer relations (Appendix 2) 

the Director of Administration (Appendix 3) and the Director of Research and 

Development. 

 

Collected organizational documents include process documentation, internal 

result agreements, minutes and agendas of the strategic, operational and 

combined executive groups, minutes and agendas of the IM steering and 

development groups, the quality management and operational development 

documentation, the strategy documentation, IT service agreements from 2014 

and 2015. The documents were chosen based on their ability to provide 

information about the purpose and the structure of the organization and 

interactions within the service system. 

 

Process documentation is used to learn about the aim and purpose of distinct 

processes and to understand how processes are interconnected. The process 

documents are analysed to gain understanding about how documentation is 

being used to communicate information about the purpose, and the critical 

success factors of processes and what kind of information can be drawn from 

them.  Also the status of the present documentation, is analysed to gain 

understanding about how extensive view to organization’s operations can be 

achieved through them. For example, there are 4 types of process documentation 

in Lapland UAS: a process definition, a process description, a process chart, and 

a list of relevant guides, forms, and documents.  
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Internal result agreements are used to learn about the specific goals of the distinct 

Schools and of research, development and innovation services. The agendas 

and minutes of steering groups are used to recognize the elements and factors 

present in the organizational decision making. The IM development group 

agendas and minutes provide information about the collaboration between the IM 

function and its customers. The quality management and operational 

development documentation is used to gain understanding about the quality 

control mechanisms and development practices of Lapland UAS. The findings of 

analyses of organizational documentation are validated through cross 

referencing documentation, interviews, conversations and observations. 

 

In addition, secondary quantitative data about Lapland UAS is used in this 

research. An organizational employee survey is conducted by Lapland UAS 

during the research period and the results and raw data from the surveys is 

available for all employees. The survey is to study employees’ opinions about the 

management of their personal work, collaboration with general management and 

personal supervisor, communication and openness, and employee involvement. 

In addition to the analysis of the results and raw data of the survey, the present 

author takes part in a meeting in which the results are discussed. 

 

The selected research methodology and the theoretical framework of this re-

search were discussed in this chapter. Moreover, in this section, the collection 

and analysis of utilized data was elaborated. The analysis of S-D logic begins in 

the next chapter. 
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4 TOWARDS IT SERVICE MANAGEMENT BASED ON SERVICE-DOMINANT 

LOGIC  

S-D logic is the foundational theoretical framework of this research. Therefore, it 

is important to understand how S-D logic can be utilized to enhance the collabo-

ration between the IT and business functions and thereby, to enhance the BIA at 

Lapland UAS. Furthermore, a thorough understanding of S-D logic is crucial for 

motivating the adjustment of the present IT service management structures in 

accordance with the communication framework. 

 

This research assumes that it is possible to understand and solve present BIA 

problems when the context is approached from the perspective of S-D logic. 

Thus, the purpose of this chapter is to elaborate the key concepts of the S-D logic 

in relation to IT service management and thereby, to enable the use of the lens 

of S-D logic to view the business environment of Lapland UAS. 

 

This chapter includes the analysis of the carefully selected S-D logic literature 

and reflections of findings in the context. The analysis of the literature begins with 

an overview of the history and the nature of S-D logic and proceeds to the critical 

analysis of the key concepts, which distinguish S-D logic from other dominant 

logics. This chapter ends with a discussion about the service ecosystem ap-

proach of S-D logic. 

 

4.1 Introduction to the S-D Logic 

It has been ten years since Vargo and Lusch (2004) first introduced S-D logic to 

challenge G-D logic as the dominant paradigm for marketing. In addition to its 

initial focus on marketing, it was soon pointed out that S-D logic can be used to 

provide an altered view to firm and market as a whole including for example, IT, 

operations management, human resources and leadership. (Day, Deighton, Na-

rayandas, Gummesson, Hunt, Prahalad, Rust & Shugan 2004, 18; Gummesson, 

Lusch & Vargo 2010, 10) This research studies the impact of S-D logic approach 

on IT service management and the development of BIA.  
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During the past decade, a number of researchers have discussed (Grönroos & 

Ravald 2011; Gummesson et al. 2010; Heinonen, Strandvik, Mickelsson, 

Edvardsson, Sunsdström, Andersson 2010; Schulz & Gnoth 2008) and debated 

(Day et al. 2004; Lusch 2006; Miles 2014) the initial view, thereby contributing 

new knowledge to the S-D logic. However, there is lack of research on S-D logic 

and IT management. Even though, the suitability of S-D logic for business-to-

business IT service providers has been studied by Brocke et al. (2009), there is 

no widely known research on how S-D logic approach can be utilized within an 

organization to enhance BIA. 

 

As the paradigm is universally recognized scientific achievement, which provides 

model problems and solutions to practitioners, it is rare that two paradigms can 

coexist in harmony. (Kuhn et al. 1971, vii–ix.) As was noted in Section 3.1, S-D 

logic is not a paradigm, but it operates on a paradigmatic level and thereby, chal-

lenges the existence of G-D paradigm. This change of the dominant paradigm is 

also visible in this research when S-D logic is used to identify present problems 

and solutions instead of the use of the traditional G-D logic paradigm. Therefore, 

it is important that the analysis conducted in this chapter elaborates how the dif-

ferences between G-D and S-D logic approaches materialize in the Lapland UAS 

environment. 

 

The purpose of the S-D logic is to facilitate businesses and academics to focus 

on the exchange of the service instead of the products (Gummesson et al. 2010, 

10; Vargo & Lusch 2004, 15). The continuous change in the field of IT implicates 

that the whole field is undergoing this conversion of focus as several “solution-

as-a-service” concepts have been introduced to the market. For example, plat-

form-as-a-service, software-as-a-service and infrastructure-as-a-service offer-

ings have emerged and often replaced similar product oriented business solu-

tions. These new as-a-service solutions have also arrived at the Lapland UAS 

business environment where for example, prior in-house solutions such as oper-

ative IT service, student e-mail and scheduling, have been replaced with external 

services. 
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The shift from product to service solutions is facilitated by new IT and knowledge 

systems, which enable the coordination of isolated organizational activities and 

the management of cross-functional processes (Day et al. 2004, 18). This means 

that in addition to new and improved service offerings, also organizations’ deci-

sion making and development capabilities are enhanced. As a result, the whole 

exchange system of the research domain has evolved to an extent where G-D 

paradigm can no longer be used to effectively model emerging problems and 

corresponding solutions. 

 

S-D logic offers a holistic and realistic view to economic and social exchange by 

merging services and goods and viewing customers and people as active actors 

who co-create value with other entities (Gummesson et al. 2010, 13). Thereby, 

the customers of Lapland UAS’s IT functions should no longer be seen as passive 

and isolated customers who utilize offered IT service as well as they can. Accord-

ing to Lusch, Vargo and O’Brien (2007, 17) all businesses and customers are 

resource integrators. This means that from the aspect of S-D logic, the IT func-

tions and the business functions of Lapland UAS are collaborators who integrate 

their resources in order to co-create value in Lapland UAS. 

 

Moreover, the customers of the IT functions collaborate with each other and ex-

ternal actors through various shared processes and systems. This means that 

their resource integration and value co-creation activities are continuous and do 

not require the presence of the IT functions. In this light, it is obvious that the 

focus of IT service should not be kept exclusively on IT assets and direct interac-

tion with the customers because these isolated elements cannot be used to 

model the problems of value co-creation in the customers’ collaborative pro-

cesses. Therefore, it is safe to suggest that the adaptation of the perspective of 

S-D logic on collaboration, resource integration and value co-creation is a neces-

sary step to overcome problems caused by the restraining perspective of G-D 

logic. 
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Additionally, in S-D logic, the fundamental role of inter-department and intra-de-

partment collaboration is emphasized in value co-creation (Schulz & Gnoth 2008, 

135). In Lapland UAS, the scarcity of possessed resources may limit individual 

departments’ and/or employees’ resource integration and value co-creation ca-

pabilities. However, the collaboration with other departments and employees may 

enable actors to access and to integrate additional resources into value co-crea-

tion processes. For example, resources from various departments are accessed 

and integrated in educational processes as physical or digital premises, schedul-

ing systems, technologies and access to various information sources are used to 

support the core activities of a teacher.  

 

Besides their collaboration with the actors of education, the actors of Lapland 

UAS collaborate with each other to enhance their own resources’ suitability for 

the implementation of education and other business processes. For example, the 

IT functions and property management function collaborate to enhance the avail-

ability and quality of wired and wireless networks to meet the requirements of 

network users such as staff, students and visitors. This emphasizes the fact that 

all involved departments also serve various Lapland UAS stakeholders and their 

needs may vary. In order to improve their viability, departments develop and re-

organize their specialized resources based on their own understanding about 

business environment’s current and future wellbeing.  

 

It can be concluded that as the departments collaborate and co-create based on 

shared and individual purposes, it is difficult, maybe even impossible, to predict 

future resource requirements from the perspective of an isolated good or service. 

Therefore, a holistic approach which can be used to understand the complexity 

of the business environment is needed. 

 

S-D logic introduces the concept of service ecosystem as “a relatively self-con-

tained, self-adjusting system of resource integrating actors that are connected by 

shared institutional logics and mutual value creation through service exchange” 

(Vargo & Lusch 2011, 5; Lusch & Vargo 2014,  24). With this approach to organ-

izational activities it is possible to learn how actors interact with each other to gain 
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access to and to integrate resources in their value co-creation activities at Lap-

land UAS. As a result, it becomes possible to capture the present and predict the 

future needs of IT resource and service and thereby, enhance BIA at Lapland 

UAS. 

 

To sum up, S-D logic provides a holistic and a realistic view to the operations of 

the organization and can thus be used to identify means to enhance BIA at Lap-

land UAS. Moreover, the use of S-D logic facilitates new means to elaborate how 

IT resources and their utilization correlate with organizational performance. Thus, 

further emphasizing the need to shift away from the present G-D logic.  

 

The lexicon of S-D logic comprises four foundational concepts: actors, resources, 

service and value. In S-D logic service is the fundamental basis of all exchange 

(Lusch & Vargo 2014, 56), thereby service can be seen as the most significant 

concept. Service refers to a process in which one actor uses his/her knowledge 

and skills for the benefit of another actor. Thus, service is a transcending concept 

and additionally, it is an inclusive term for the reason that goods are seen as 

mechanisms for service provision. (Gummesson et al. 2010, 11; Lusch & Vargo 

2014, 57, 62). The S-D logic lexicon is illustrated in Figure 4 below. 

 

Actors Resources Service Value

SERVICE DOMINANT LOGIC

Time 
Bound

Relationally 
Bound

Resource 
Integrating

Operand Operant Goods Currency Unique Cocreated Proposition

 

Figure 4 - The S-D logic lexicon (Lusch & Vargo 2014, 55) 

   

In the following sections, the S-D logic lexicon is further analysed in the context 

to understand how the use of S-D logic influences IT service management oper-

ations in general and in Lapland UAS. The following analysis will create the basis 

for the S-D logic approach to IT service management at Lapland UAS. 
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4.2 Actors 

Actors are entities that act purposefully within limitations, such as norms, tradi-

tions and attitudes (Lusch & Vargo 2014, 56). This means that IT service provid-

ers and their customers are actors. In addition, employees and students of Lap-

land UAS are actors. Moreover, it is possible to view business functions and de-

partments as actors because in general, they are groups of people who share 

specific purposes. Actors co-create systems and environments through their sep-

arate and joint actions (Lusch & Vargo 2014, 113). For example, the present Lap-

land UAS system and its subsystems, such as IT management system, are the 

result of multiple actions performed by the actors of Lapland UAS and external 

actors. Thus, involved actors should be recognized and analysed to gain under-

standing about their specific goals and restraints and thereby, to create actiona-

ble knowledge about the Lapland UAS business environment. 

 

At the time of this research, there are 560 employees and 5618 students in the 

Lapland UAS (Lapland UAS 2014b), the number of involved external actors is 

unknown. It is clear that within the timeframe of this research, it is impossible to 

conduct a comprehensive study on all actors. Therefore the unit of analysis 

should be altered to suit the needs of specific phase of research. For this purpose, 

the business roles, units, departments and functions can be used to group indi-

vidual human actors based on their common purposes and limitations. 

 

Actors are time bound and they have unique past based on which they perceive 

the present in different ways. This means that actors alter their behaviour based 

on their individual predictions of the future. (Lusch & Vargo 2014, 56). In IT ser-

vice management, this means that customers’ decisions are influenced by their 

previous experiences and thereby, it is possible to predict customers’ future de-

cisions based on the information about their past decisions. Thus, it is possible 

to study the history of a specific customer to recognize what the customer values 

and then to adjust the value proposition in accordance with the findings. An IT 

service provider can use this history information to develop its own resources to 

meet the future needs of customers. 
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In addition to the effects on individual actors, the impacts of time on organizational 

units’ views to past, present and future vary. Lapland UAS was formed through a 

merger between two organizations which had no functions similar to the present 

IM function (Taipale 2014). Thereby, there is lack of IM experience and further-

more, only a little documented information about IM related decisions is available. 

This suggests that IM function has a limited view to the history of the present IT 

infrastructure, which in turn may affect the ability to perceive the present and to 

predict the future. This constraint should be kept in mind when the operations of 

IM function are developed. 

 

The fact that only the history of information systems and relevant decisions is 

documented indicates that G-D logic has been used to build the current bridges 

between past, present and future. Thus, the paradigm shift from G-D logic to S-

D logic must be planned and executed carefully. Moreover, there is a need for 

coordinated activities to enable IM function to recognize and to understand the 

reasons for relevant previous decisions and use this knowledge to support its 

future decision making. 

 

In addition to time, actors are also relationally bound to other internal and external 

actors (Lusch & Vargo 2014, 56). From the aspect of IT service management, 

this means that interactions with other actors influence the relationship between 

actors who provision IT service and actors who benefit from the service.  As was 

noted in Section 4.1, a service ecosystem thinking can be used to gain further 

understanding about how one actor’s resource integration and value co-creation 

activities are influenced by actor’s relationships with other actors. Service eco-

systems are discussed in Section 4.6. 

 

Furthermore, S-D logic introduces the actor-to-actor approach, in which all eco-

nomic and social actors are labelled similarly to avoid confusion and misinterpre-

tations about their role in economic exchange. (Vargo & Lusch 2004, 10). It is 

rare for a HE institution to have internal invoicing mechanisms, thereby the cate-

gorization of actors to producers and consumers is unnecessary and may cause 
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misunderstanding in some cases. Also, the use of business-to-business or busi-

ness-to-consumer perspective may restrict the observer’s view into a specific 

function or outcome, and thus mask the holistic resource integration process.  

 

Economic and social actors interact with others for three fundamental reasons: 

to integrate resources from various sources, to exchange service for service, and 

to co-create value. (Lusch & Vargo 2014, 9–10) It should be pointed out that the 

aim of resource integration is to enable and/or to support actor’s intended activi-

ties (Löbler 2013, 423). One of the reasons why the employees and students of 

Lapland UAS integrate IT resources is to relieve them from manual work. For 

example, a workstation is used to produce text which would otherwise be pro-

duced with a pen on a paper. The perspective of S-D logic to resources is further 

discussed in the next section to elaborate the elements and factors of resource 

integration. 

 

4.3 Resources 

Resources are anything that an actor can use to support value creation (Lusch & 

Vargo 2014, 57). A variety of IT resources are utilized continuously in Lapland 

UAS. For example, educational business units rely heavily on the use of IT in the 

planning and implementation of education. In addition, the individual business 

units’ share of corporate IT expenditures is determined by the amount of their 

possessed workstations. It is safe to conclude that the role of IT resources is 

significant from the operative and the financial perspectives to the Lapland UAS’s 

business activities and thus, the use of IT resources should be carefully planned. 

 

There are two main types of resources, operand and operant. Operand resources 

are resources which need to be acted upon by other resources in order to create 

value and operant resources are used to act on operand resources. (Lusch & 

Vargo 2014, 57) This categorization of resources as passive i.e., operand and 

active i.e., operant is unique but can be elaborated through the resource ad-

vantage theory of competition (henceforth R-A), from which S-D logic draws and 

is consistent with. (Day et al. 2004, 19; Vargo & Lusch 2004, 5.) According to R-
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A, operand resources are generally physical, whereas human, organizational, in-

formational and relational resources are operant. (Day et al. 2004, 22; Madhava-

ram & Hunt 2008, 67) This means that physical IT resources such as hardware, 

software, network routers, and other accessories are operand resources. Oper-

ant IT resources are for example, organizational knowledge, skills and institutions 

relevant to the development and utilization of operand IT resources. 

 

In order to gain a more encompassing view to the value co-creation and service 

innovation, technology can be conceptualized as an operant resource (Akaka & 

Vargo 2013, 2). Here, technology refers to the specialized IT asset configurations, 

practices and digitized processes whose purpose is to act on operand IT re-

sources. For example, workstation management technology is used to act simul-

taneously on several distinct tangible IT artefacts (hardware and software items) 

to construct a variety of configurations used to perform business activities. 

 

Operand resources cannot create value for an organization without suitable 

knowledge, skills and technologies to use and integrate them (Lusch & Vargo 

2014, 64–65). This view is important for any IT service management function and 

especially at Lapland UAS because the majority of its IT resources come from 

two previous organizations. The lack of coordination in the development and ac-

quisition of IT resources has led into a present situation, where the alignment 

between operand and operant IT resources is unknown and uncontrollable. 

Thereby, it is plausible that several operand resources exist but there are no op-

erant resources to act on them and vice versa. 

 

Resources which cannot be currently used by the organization are potential re-

sources (Lusch & Vargo 2014, 121). As noted in the previous paragraph, it is 

evident that there are several potential IT resources at Lapland UAS. For exam-

ple, a software or an automated process could only be utilized in one business 

unit, even though other business units might also benefit from them. Moreover, 

there may be employee(s) with knowledge and skills to enable the use of acquired 

but unused software and/or hardware. However there are a little means to con-

nect these potential resources with each other. 
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Operant resources transform potential resources into useful resources (Vargo & 

Lusch 2007b, 35). This means that everything can become a resource when it 

can be used and integrated into value creation processes (Löbler 2013, 423; 

Lusch & Vargo 2014, 121). It is also important to point out that when a resource 

becomes unusable it ceases to be a resource (Löbler 2013, 423). In S-D logic, 

organization’s skills and knowledge determine organization’s capability to trans-

form potential resources into realized resources through the human evaluation 

and action (Lusch & Vargo 2014, 121). Therefore, the development of organiza-

tional IT utilization capabilities should consist of synchronized development of 

Lapland UAS’s IT resources and resource integration skills. 

 

Operant resources are the essential source of competitive advantage because 

they enable the transformation from potential resources into value creating re-

sources (Lusch & Vargo 2014, 64). Furthermore, the organization’s skills and 

knowledge relevant to the understanding their customers utilize numerous tech-

nologies and how these technologies can be harmonized and holistically man-

aged are core competencies (Prahalad 1993, 44–45). It is now clear that in the 

present research setting, the development of shared IT skills and knowledge will 

increase Lapland UAS’ capability to transform existing potential resources to 

value creating resources. Thereby, the main focus of the development activities 

should be set on knowledge and skills relevant to the utilization of IT instead of 

operand IT resources which are being utilized. 

 

It is also possible to view actors as resources and to define active actors as op-

erant resources whereas passive actors are operand (Löbler 2013, 422). In order 

to elaborate this aspect, the role of goods in resource integration process needs 

to be pointed out. It is the 3rd foundational premise of S-D logic that goods are 

distribution mechanism for service provision (Lusch & Vargo 2014, 63). Further-

more, all devices constructed to perform activities formerly done by people, epit-

omise the application of operand resources on operant resources (Löbler 2013, 

422). Thereby, following the previous example, a workstation is an indirect distri-

bution mechanism of the resource integration activities of the IT functions. 
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Furthermore, when an employee or student actor uses the workstation in her own 

resource integration process to produce text, the resources of the IT functions’ 

are integrated in the same process. Here, the role of the IT functions is passive 

as they are not directly involved in this integration process. Since resources are 

anything that actors can use to support their value creation, the IT functions can 

be seen as resources for the workstation using actor. In this particular example, 

the IT functions are operand resources.  

 

Operand resources cannot create value since value emerges only through the 

use of offerings (Lusch & Vargo 2014, 69). However, operand resources turn into 

operant when they are used to act on other resources. Continuing the previous 

example, the IT functions are activated when an actor finds it reasonable to use 

their service offerings on something which improves their own well-being. This 

may occur when an increase in the actor’s knowledge and skills enable new ways 

to utilize IT and/or when the actor needs to change the currently available IT re-

source combination. 

 

Resource density is the degree of the combination of resources mobilized to sup-

port value creation for a particular situation (Normann 2001, 27). In S-D logic, all 

actors aim to achieve the best combination of resources to produce the best pos-

sible value. This combination is acknowledged as maximum density (Lusch & 

Vargo 2014, 115). In this research, the maximum density of IT resources is the 

final goal of every development proposal since it can also be seen as the maxi-

mum degree of IT utilization. This means that all enhancement suggestions are 

given with the aim of increasing Lapland UAS’s abilities to understand how IT 

resources should be developed and combined to achieve the maximum density. 

 

4.4 Service 

S-D logic defines service as “the application of resources for the benefit of an-

other actor or oneself” (Lusch & Vargo 2014, 87; Spoher, Anderson, Pass & Ager 

2008, 9). In the context of this research, IT service are the various processes and 
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performances where IT relevant resources are applied for the benefit of other 

business units. Here, it is emphasized that service is not the output of the appli-

cation process, but the process itself (Vargo & Lusch 2007b, 26). This approach 

to service enables the holistic view to IT service, because it is not limited by serv-

ing departments or concrete outputs. For example, IT service is provisioned con-

tinuously between employees, when they assist each other to perform various 

tasks with their workstations. If service would be seen as an output of a business 

function activities, this kind of continuous service activity would be unnoticed. 

 

Service can be provisioned directly and indirectly (Vargo 2009, 56; Vargo & Lusch 

2007a, 6). Direct service provision refers to a situation in which actor is being 

served without intermediates. The traditional view of a service as an intangible 

product can be used to describe directly provisioned service (Vargo & Lusch 

2007b, 26). Specialist consulting and on-site support activities can be used as 

the examples of direct IT service provisioning in Lapland UAS.  

 

Indirect service provision means that some kind of a distribution mechanism is 

used to deliver the service for the actor being served (Lusch & Vargo 2014, 56). 

For example, in Lapland UAS, organizational communication service is provi-

sioned through an e-mail system and access to the Internet service is provided 

through various devices and network components.  

 

In addition to goods, also currency is used in the indirect service provision as 

money can be used to transmit future service rights to an actor (Lusch & Vargo 

2014, 57). For example, in exchange for their IT service, the business units of 

Lapland UAS apply their financial resources for the benefit of IT functions. This 

money provides the IT functions with a right to obtain future service from internal 

and external actors. 

 

Thus far, there has been a clear grouping between goods and services in Lapland 

UAS. For example, PCs and servers are goods and resetting a password and 

fixing an incident are provided services. In contrast to this, S-D logic does not 

distinguish between goods and services, but between direct and indirect service 
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provision. (Vargo 2009, 376). As the indirect service provision may be a new con-

cept for Lapland UAS, it is discussed in detail in section 5.2 with the aim of further 

elaborating the effect of the paradigm shift from G-D logic to S-D logic. S-D logic’s 

view to value is discussed next. 

 

4.5 Value 

In S-D logic, value is “benefit, an increase in the well-being of a particular actor 

or oneself” (Lusch & Vargo 2014, 56). This suggests that IT service management 

creates value by increasing the wellbeing of another. Since this research aims to 

enhance the performance of Lapland UAS through enhanced BIA, it is important 

to understand how IT service i.e., the application of operant IT resources for the 

benefit of another, facilitates the increase in the well-being of Lapland UAS’ ac-

tors. 

 

The aim of service is to create value but actors perceive value differently because 

they are time bound, relationally bound and they integrate different resources. 

Therefore, it is impossible to predetermine one universal value for service. From 

the aspect of S-D logic, value is always determined by the benefiting actor in 

relational context (Vargo & Lusch 2007a, 3–4). As a consequence, when IT ser-

vice is provisioned similarly throughout the organization it is likely that different 

value emerges for different actors. 

 

Furthermore, S-D logic views that value is always co-created with customers in-

stead of being created for customers (Karpen, Bove & Lukas 2012, 33). In the 

context, this means that the IT functions, as isolated organizational elements, are 

not capable of creating and determining value for Lapland UAS but the value is 

co-created in conjunction with their service provisioning activities and business 

operations. It should also be kept in mind that value is unique, dynamic and re-

sponsive to changes in the relevant systems. 
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4.6 Service Ecosystem 

In S-D logic, value co-creation takes place in actor networks which are comprised 

of actor triads (Lusch & Vargo 2014, 159). Triads can also be found at Lapland 

UAS where for example, students and teachers, who are involved in reciprocal 

service exchange use IT service provisioned by the IT functions. Zooming out 

from the initial triad to 2nd or 3rd level of triads provides the observer with a holistic 

and realistic view to the service exchange network (Lusch & Vargo 2014, 159). 

With this extended perspective it is possible to recognize how other actors and 

resources are connected to the initial service exchange between students, teach-

ers and IT functions. 

 

The network concept can be used to illustrate connections and the complexity of 

value co-creation, but the static nature of the network maps masks the varying 

flows and exchanges between actors (Lusch & Vargo 2014, 161).  As was noted 

in Section 4.2, actors are different because they are bound several ways and as 

a result, their evolution takes different paths. When actors develop their resources 

or create new resources, their resource integration processes change. This re-

sults in changes in their service exchange triads. For example, when students 

advance in their studies and gain new operant resources, their needs for educa-

tion and IT service changes thus, flows and exchanges between actors involved 

in the triad change. This change cannot be recognized through a network map 

but adapting an ecosystem view makes it possible. 

 

In S-D logic, service ecosystems are defined as, “Relatively self-contained, self-

adjusting system of resource integrating actors that are connected by shared in-

stitutional logics and mutual value creation through service exchange” (Lusch & 

Vargo 2014, 161). In other words, service ecosystem is the structures which en-

able the value co-creation between involved actors (Tronvoll et al. 2011, 8), and 

these structures illustrate the configuration of various actors who take part in ex-

changes based on their diverse purposes (Mars, Bronstein & Lusch 2012, 274). 
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In this research, the structures of Lapland UAS which enable the value co-crea-

tion through the use of IT resources is seen as the IT service ecosystem (hence-

forth ITS ecosystem). 

 

It is common that service ecosystems are part of a larger ecosystem or nested 

within one (Meadows & Wright 2009, 15; Lusch & Vargo 2014, 163). Thus, an IT 

service provider should always recognize a customer’s position in relevant sys-

tems. The ITS ecosystem is nested within Lapland UAS service ecosystem and 

is a part of a LUC IT service ecosystem (henceforth LUC IT ecosystem). As ser-

vice ecosystems are resource configurations, they can also be seen as a re-

source and thereby, can be acted upon by another service ecosystems (Maglio, 

Vargo, Caswell & Spohrer 2009, 404). This means that for example, Lapland UAS 

service ecosystem, other service ecosystems nested within it and LUC IT eco-

system are capable of acting on the ITS ecosystem and vice versa. For example, 

the ITS ecosystem integrates LUC IT ecosystem as a resource for service provi-

sion. 

 

Service ecosystems can also be seen as systems of processes because all em-

bedded actors are involved in several internal and external processes (Lusch & 

Vargo 2014, 170). From this perspective, it is possible to recognize the actors of 

the ITS ecosystem as members of the processes of Lapland UAS’s and LUC IT 

ecosystems. Eventually, it is possible to follow the connections to the processes 

of LUC partners and even to the extent of national and international processes. 

 

The purpose of any service ecosystem is to co-create value through service in-

teractions by enabling actors to interact through the exchanges, integrations and 

applications of resources and to enhance its viability as a system (Lusch & Vargo 

2014, 183; Maglio et al. 2009, 396; Meadows & Wright 2009, 15). Therefore, the 

purpose of the ITS ecosystem is to co-create value with other Lapland UAS ser-

vice ecosystems and to enhance its own viability. 

 

An analysis of essential S-D logic literature was conducted in this chapter to gain 

understanding about how elements and factors of S-D logic can be applied to 
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enhance the management of IT service and as a result, the IT utilization capability 

of Lapland UAS. The findings of the literature analysis were then validated by 

applying them in the context through carefully chosen real life examples. Moreo-

ver, this enabled the identification of potential development opportunities. 

 

This chapter began with an introduction to S-D logic and continued with elaborat-

ing its views to actors, resources, service, value, and service ecosystems. It was 

found out that actors are entities who act purposefully, resources are everything 

that an actor can draw on to support the achievement of the purpose, service is 

the process during which value is co-created for another and not an outcome of 

a process, and value is the increase in the well-being of an actor. In addition, S-

D Logic’s view to service ecosystems was analysed in the final section of this 

chapter and the ITS ecosystem concept was defined during this analysis. Fur-

thermore, it was found out that the ITS ecosystem is nested within Lapland UAS 

service ecosystem and that it is also a part of LUC IT ecosystem. 
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5 INTERPRETATION OF AXIOMS AND PREMISES OF SERVICE-

DOMINANT LOGIC IN IT SERVICE MANAGEMENT 

Premises, assumptions and language are the basic elements of all logics. In S-D 

logic, these elements are explicit and therefore, they must be understood. (Lusch 

& Vargo 2014, 53–54). In Chapter 4, the applicability of the language and as-

sumptions of S-D logic was verified from the aspects of IT service management 

and the case organization. Now, the ten foundational premises of S-D logic are 

analysed individually and adapted to the field of IT service management. These 

interpreted foundational premises enable the use of S-D logic in the analysis of 

the ITS ecosystem and in the development of the collaboration framework. 

 

5.1 Foundational Premise 1 

The first axiom and foundational premise (henceforth FP) of S-D logic is, “service 

is the fundamental basis of exchange” (Lusch & Vargo 2014, 57). This FP ad-

dresses the foundation, the nature and the purpose of actor interactions. Further-

more, it is this FP, which determines how IT functions interpret their role and 

position in the present value chains of their customers. 

 

All actors develop and apply their basic operant resources on other operant and 

operand resources as they create value. As skills and knowledge are not distrib-

uted equally in the population or within the firm, actors exchange the performance 

of their specialized activities to enhance the viability of their system. (Lusch & 

Vargo 2014, 57–58) This application of specialized resources is service. 

 

In addition, this FP applies also in the realm of business-to-business (henceforth 

B2B) IT service. Thus, businesses providing IT service should focus on IT related 

operant resources instead of operand resources. (Brocke et al. 2009, 3) S-D 

logic’s approach to an organization is discussed next to elaborate how this FP 

influences IT service management practices and thereby, enhances the organi-

zational IT utilization capabilities and the BIA.  
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On a micro economic level, departments and employees are specialized to 

achieve unique goals and as a result, they have different interests, strengths and 

limitations. Therefore, continuous service exchange takes place within the organ-

ization, in addition to service exchange between the organization and its custom-

ers. (Schulz & Gnoth 2008, 129–130) Actors responsible for the IT service man-

agement may view this continuous service exchange from the aspect of operant 

or operand resources. The chosen aspect indicates how actors see their role and 

the position in the value co-creation and affects to the operations. 

 

From the aspect of operand IT resources, the exchange environment such as the 

organization, comprises hardware, software and the underlying IT infrastructure. 

In addition, there is an unidentified mass of users who utilize these operand re-

sources to perform their daily routines. Here, it is common that the common aim 

of the IT service management is to keep the operand IT resources functional and 

control the costs of the IT environment. As a result, the development focus of IT 

Service Management is usually set on preventing malfunctions and reducing the 

costs of operand resources and their support operations. It is also common in this 

approach that the users are made responsible for the development of the utiliza-

tion and usability of operand resources and the role of the IT service management 

is mainly to adjust operand resources according to the users’ will. 

 

When the service exchange environment is approached from the aspect of oper-

ant resources dynamicity and complexity emerge. In IT service management, the 

application of operant IT resources is being exchanged between the stakeholders 

of any IT service ecosystem. Therefore, it is these IT relevant physical and mental 

skills, which are being developed and applied to co-create value. The exchange 

of service i.e., the performance of specialized activities for the benefit of the other, 

is further emphasized by the fact that in general, the IT service management does 

not involve manufacturing any hardware or software for others. 
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It is here proposed that the first foundational premise of IT service management 

is: 

 

In IT service management, IT service is the fundamental basis of exchange be-

tween stakeholders. 

 

For example, in Lapland UAS, the operant resources of the IT functions’ are spe-

cialized in IT activities to support the execution of Lapland UAS’ business pro-

cesses. These operant resources are continuously applied on various operant 

and operand resources, which other business functions acquire to support their 

operations. Moreover, operant resources are also continuously developed to en-

hance their applicability on present and future operand resources. 

 

5.2 Foundational Premise 2 

The 2nd FP of S-D logic is, “indirect exchange masks the fundamental basis of 

exchange”. These indirect service provision mechanisms, which mask the recip-

rocal service-for-service exchange are goods, currency and organizations. 

(Lusch & Vargo 2014, 58–59). This is true in the field of IT service management. 

It is common that IT service is mostly provisioned indirectly through goods and 

exchanged for currency. Therefore, actors may perceive the exchange of IT ser-

vice as an exchange of goods and currency.  Thus, it is proposed here that the 

FP 2 should be adapted to the field of IT service management as: 

 

Indirect exchange masks the exchange of IT service. 

 

This applies also in Lapland UAS, where the IT budget represents currency and 

thereby, compensates the lack of implemented internal invoicing mechanisms. 

Moreover, most of the employees and students of Lapland UAS interact with IT 

actors indirectly through the Service Desk. This means that how IT actors use 

their skills and knowledge for the benefit of employees and students is not visible 

for those who benefit from service. 
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The lack of direct interactions between involved actors makes it difficult to gather 

information and knowledge about the beneficiary actors and as a result, service 

providing actors eventually shift their focus from service beneficiaries to outputs 

they produce. (Lusch & Vargo 2014, 61). This shift of focus away from beneficiar-

ies is present in the ITS ecosystem where the actors of LUC IT collaborate to 

decrease their workload by harmonizing the customers’ IT assets and the pro-

cesses and process outputs of LUC IT. 

 

These harmonization activities do not include systematic interactions with the ac-

tors of Lapland UAS, and thereby, it is clear that the focus of IT actors drifts on 

goods and process outputs instead of intended beneficiaries. The lack of direct 

interaction may lead into a situation in which service is no longer optimized for 

the intended beneficiaries and service fails to increase the well-being of the actor 

being served. In other words, value creation of un-optimized service cannot be 

guaranteed. 

 

In addition to facilitating the service optimization activities, the direct interaction 

generates new organizational knowledge and for that reason is a source of com-

petitive advantage (Schulz & Gnoth 2008, 129–130). For example, students ben-

efit from the organization’s enhanced capability to implement education which 

emerges when teachers and IT functions interact to develop relevant processes. 

 

From the aspect of IT service, the ultimate purpose of direct and indirect interac-

tions is to enhance organizational IT utilization capabilities through the creation 

of new knowledge and skills. Therefore, the masking effects of indirect exchange 

should be acknowledged and long-term consequences should be mitigated by 

recognizing, communicating and nourishing the role of intended beneficiaries.  

 

5.3 Foundational Premise 3 

“Goods are a distribution mechanism for service provision” is the 3rd foundational 

premise of S-D logic (Lusch & Vargo 2014, 61). According to Brocke et al. (2009, 

4), hardware and software are essential delivery mechanism for IT service. For 
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example, a personal computer (henceforth PC) consists of several tangible and 

intangible goods. Tangible goods are the various hardware components whereas 

an operating system (henceforth OS) and software are intangible goods. How-

ever, is should be kept in mind from the aspect of IT service management, these 

goods are in fact distribution mechanisms for their manufacturers’ service provi-

sion. The IT goods represent the application of manufacturer’s specialized oper-

ant resources for the benefit of others.  

 

Schulz and Gnoth (2008, 131) interpret the 3rd foundational premise to intra-firm 

and intra-employee level by proposing that ideas and information are distribution 

mechanisms for service. This approach addresses the knowledge creating nature 

of actor interactions. The previous PC example can be used to adapt this view to 

the present research setting. The present author interprets ideas as new ways to 

construct and utilize PC to support business processes. Similarly, information is 

interpreted as decoded data about the business related possibilities and limita-

tions of the present PC. 

 

Even though both given definitions are true, the view of the present author is that 

they cannot be used to capture the genuine essence of the indirect IT service 

provision. This view is next elaborated through the previous PC example. The PC 

goods are not real distribution mechanisms for IT service provision as actors 

providing IT service do not build hardware or software, nor alter their core fea-

tures in any way. The situation is the same with information systems and other 

elements of generic IT infrastructure. The ideas and information are being used 

to provision IT service, but their value for the customers depends on the custom-

ers’ ability to act on offered ideas and information. 

 

Therefore, a new service distribution mechanism needs to be introduced to cap-

ture the reality. This distribution mechanism is a configuration, which is one of the 

key concepts of this research. There are two types of configurations, a feature 

configuration and a functionality configuration. The feature configuration is the 

particular combination of tangible and intangible goods which determines the 
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possibilities and the limitations of the observed IT artefact or solution. The func-

tionality configuration is the particular settings of preferences which alter the be-

haviour of an individual element within the limits of the present feature configura-

tion. In order to capture the real IT service distribution mechanism of the present 

research environment it is here proposed that the 3rd FP of IT service manage-

ment is: 

 

Configurations are distribution mechanisms for IT service provision. 

 

In Lapland UAS, the IT functions serve their customers through configurations 

when they develop and manage the available features and functionalities of IT 

resource offerings. For example, by matching various configurations to suit the 

needs of a specific employee role. Thereby, configurations can also be seen as 

a means to measure and to control the resource density. This means the IT utili-

zation capability of Lapland UAS is primarily determined by the match between 

provisioned configurations and organizational needs. This suggests that in order 

to enhance the BIA, the IT functions should pay attention on their abilities to 

make, deploy, develop and monitor present and future configurations. 

 

5.4 Foundational Premise 4 

The 4th FP of S-D logic is, “operant resources are the fundamental source of 

competitive advantage” (Lusch & Vargo 2014, 64). In S-D logic, value emerges 

when actors are able to perform activities for the benefit of another party or them-

selves and therefore, competition is an issue of knowledge creation and applica-

tion. (Lusch et al. 2007, 17) From the micro economic perspective, the operant 

resources of an employee are the fundamental source of competitive advantage 

to the organization (Schulz & Gnoth 2008, 131). In the field of IT service manage-

ment, this means that actor whose capability to acquire and utilize operant IT 

resources relevant to customers’ needs is relatively high, has a competitive ad-

vantage. This is further emphasized by the fact that  operant resources are diffi-

cult to copy, transfer and combine since they are embedded in actors or in the 
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organization and not encoded as information or technology (Spoher et al. 2008,  

10). Therefore the 4th FP of IT service management is: 

 

Operant IT resources represented by the stakeholders involved in the IT service 

management are the fundamental source of competitive advantage. 

 

Lapland UAS competes with other HE institutions. Public organizations aim to 

achieve supreme results by keeping their use of public resources as limited as 

possible (Pang et al. 2014, 193). In the field of IT, this means that the density of 

IT resources can be used to assess the relative performance of a HE institution. 

As was noted in Section 4.3, operant resources turn potential resources into value 

creating resources and enhanced operant resources may enhance the value ac-

quired from present resources. Thereby, it is true that operant IT resources are a 

source for competitive advantage at Lapland UAS. 

 

For example, operant IT resources can be used to model relationships and cau-

salities between IT and business. These models may assist in the development 

of education and research, development and innovation (henceforth RDI) opera-

tions. Furthermore, it is possible to use these models to visualize and to predict 

outcomes from different development scenarios. This may enhance the quality 

and the validity of the decision making at Lapland UAS. 

 

5.5 Foundational Premise 5 

“All economies are service economies” is the 5th FP of S-D logic. This FP ad-

dresses the different eras of economic development from the era of hunter-gath-

erers to the present era of service economy, which some call information econ-

omy and knowledge economy. The 5th FP proposes that all these eras have been 

service economies and they only differ based on their specific macro-specializa-

tions i.e., the advancement and enhancement of some certain type of compe-

tence that could be exchanged. (Lusch & Vargo 2014, 66–67; Spoher et al. 2008, 
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10–11). Thus, the history of IT service can be seen to reach throughout all econ-

omies because humans have always utilized their skills and knowledge to assist 

others to convey information between them. 

 

The four eras of IT macro-specialization are pre-mechanical, mechanical, elec-

tromechanical and electronic periods. These eras are characterized by a principal 

technology used to solve the input, processing, output and communication prob-

lems of the time. (Butler 1997) Micro-specialization refers to actors shift towards 

specific specialities (Lusch & Vargo 2014, 67). For example, the advances in the 

field of electronic learning (henceforth eLearning) have brought the need for new 

knowledge and skills for actors providing IT service.  

 

Actors who provide eLearning IT service should nowadays be capable of devel-

oping optimized configurations for new types of systems such as learning plat-

forms and online conference systems. Before these modern systems, the re-

quired competences were related to developing configurations from various 

phone and point-to-point video negotiation systems.  

 

Another example can be found in the e-mail systems. A growing number of HE 

institutions have transferred their student e-mails to cloud services offered by 

global companies. Outsourced solutions require new competences as the devel-

oped configurations now comprise internal and external resources, instead of the 

old on-premises solutions. In conclusion, IT service has always existed and the 

transitions, which reflect the change in the surrounding social or economic envi-

ronment, take place in the macro and micro-specialization of competences. 

 

As was noted in Section 1.3, IT service management refers to managing various 

processes in which actors use their IT resources for the benefit of others. This 

means that besides IT service, there has always been IT service management 

which controls the effectiveness of IT service made available for relevant sys-

tems. Therefore, the 5th FP of IT service management is here proposed as: 

 

IT service management is a micro-specialization of a service economy. 
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5.6 Foundational Premise 6 

“The customer is always a co-creator of value” is the 2nd Axiom and the 6th FP of 

S-D logic (Lusch & Vargo 2014, 68; Spoher et al. 2008, 11). This means that 

service provider and customer are at all times involved in the value co-creation 

processes (Grönroos & Ravald 2011, 9). In other words, value is ultimately co-

created and perceived by the customer who integrates offered service within its 

own context (Lusch & Vargo 2014, 56; Maglio et al. 2009, 399; Wieland, Polese, 

Vargo & Lusch 2012, 14). Therefore, a service provider’s activities should be 

seen as inputs for a customer’s own resource integration and value creation ac-

tivities (Vargo 2008, 214).  

 

In IT service, the increase in the well-being at any system takes place only when 

the intended beneficiary i.e., customer, absorbs offered IT service in the value 

co-creation processes of the IT functions and therefore, service design should 

position value for customer and provider actions (Spoher et al. 2008, 11). From 

the microeconomic aspect, all intra-employee and intra-department relationships 

are customer-provider relationships (Schulz & Gnoth 2008, 131). This means that 

in Lapland UAS, interactions between the IT functions and other business func-

tions can be seen as customer-provider interactions and therefore, dependent on 

this FP. 

 

The 6th FP of S-D logic is the key to understanding how inputs of IT service relates 

to organizational performance. Thus, it is one of the foundational concepts carry-

ing out this research. It is proposed here that 6th FP should be adapted to IT 

service management as: 

 

The stakeholders of IT service management are always co-creators of value. 

 

For example, IT service, which enables an access to the Internet at Lapland UAS 

can be used to elaborate value co-creation. From the perspective of G-D logic, 
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the value is created for Lapland UAS, employees and students during the pro-

duction and distribution of internet access points around the organization as the 

access to the Internet is made possible. However, it may be that these access 

points are never used or they are being used for unintended purposes and there-

fore, it is impossible to determine if value is actually created. 

 

From perspective S-D logic, value is created only when employees and students 

use distributed internet access points to perform their own value creating activi-

ties such as the implementation of education, research work, and administrative 

tasks. In the latter example, value creation is positioned on the actions of actors 

whose activities facilitate the access and on activities of actors who utilize access 

points in their operations.  

 

It is the same with IT service management. The customers must absorb the IT 

management service provisioned by the IM function into their processes to realize 

the value. For example, the IM function could offer IT service which would facili-

tate the rationalization of operand IT resources, however the value cannot be 

created without absorbing service into business processes of Lapland UAS and 

thereby, rationalize the operant IT resources. 

 

5.7 Foundational Premise 7 

The 7th FP of S-D logic is “The enterprise cannot deliver value, but can only offer 

value propositions” (Lusch & Vargo 2014, 71). As elaborated through the previ-

ous access to the Internet service example, service providers cannot individually 

deliver value as actions from the intended service beneficiary are also required 

in value creation (Schulz & Gnoth 2008, 132; Spoher et al. 2008, 11). Therefore, 

actors who provide service need to invite intended beneficiaries to get involved 

in value co-creation.  

 

In S-D logic, a value proposition is how an actor co-proposes to increase the well-

being of another actor. (Lusch & Vargo 2014, 71–72). In order to enhance Lap-
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land UAS’ IT utilization capabilities through the optimization of their service offer-

ing, the value propositions of the IT functions should motivate other business 

functions and students to realize value through their own actions. The common 

proposal for value of any service in Lapland UAS is that they facilitate the actors 

of the core processes to focus on their basic tasks such as implementing educa-

tion (Keränen 2014; Konu 2014). This definition should be the basis of IT service 

value propositions. However, the specific value propositions should always be 

co-produced with intended beneficiaries. 

 

The previous access to the Internet service example can be used to illustrate 

value propositions. In order to motivate intended beneficiaries to invest their re-

sources in value co-creation activities, a value proposition should clearly illustrate 

the beneficial effects of having an access to the Internet. A G-D logic value pro-

posal could be: access to the Internet is enabled from various access points 

within the campus area. Here the proposed value i.e., the increase in the well-

being of an actor, remains unclear and the success of the invitation depends on 

intended beneficiaries’ perceptions of future value. From the S-D logic perspec-

tive, the value proposition could be “Students and employees may use the various 

internet access points to conduct their professional and educational activities”. 

Here, the value proposition clearly states how the existence of internet access 

points benefits the employees and students. 

 

The value proposition is a promise therefore, it must also be fulfilled (Lusch & 

Vargo 2014, 72). Without clear agreement on proposed benefits, intended bene-

ficiaries may interpret that the provisioned service is not valuable even though all 

intended features and functional options become available. For example, it is 

common that organizations limit the size of e-mail attachment and failing to com-

municate limitations to e-mail users, may lead into a negative perception of pro-

visioned service. 

 

The 7th FP is translated into the realm of IT service management as: 

 

IT service providers can only make value propositions. 
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5.8 Foundational Premise 8 

“A service-centered view is inherently customer oriented and relational”, is the 8th 

FP of S-D logic. Customer orientation is visible in S-D logic’s definition of a ser-

vice as the application of knowledge and skills for the benefit of another, in which 

the other means customer. The value co-creation addresses the S-D logic’s per-

spective on relationships. When customers co-create value, they use directly or 

indirectly provisioned service to enhance the vitality of their own systems. 

Thereby, value materializes and develops over time and in different systems 

(Lusch & Vargo 2014, 73–74). The service-centered view enables an observer to 

recognize how distinct customer types draw value from service and how service 

increases the viability of the relevant system. 

 

On a microeconomic level, a service-centered view helps to understand individual 

departments’ and employees’ motivations and consequences of taken interac-

tions (Schulz & Gnoth 2008, 132). A service provider’s knowledge and access to 

their customers’ resources are fundamental elements in the creation of value 

propositions (Spoher et al. 2008, 11). Therefore, the adaptation of service-cen-

tered view enhances the IT functions’ capability to optimize their service offerings 

and thus, to enhance the BIA at Lapland UAS. The 8th FP of IT service manage-

ment is proposed as: 

 

A service-centered view recognizes the stakeholders of IT service management 

within their relational settings. 

 

5.9 Foundational Premise 9 

The 3rd axiom and 9th FP of S-D logic is, “all economic and social actors are re-

source integrators”. Resource integrators are actors who create resources by 

combining accessible resources from various sources. Combinable resources 

can be acquired from markets and from private and public actors. (Lusch & Vargo 

2014, 74–75; Schulz & Gnoth 2008, 131). Here, the perspective to the value co-
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creation and to relationships is expanded beyond the two actors who are directly 

involved in the service-for-service exchange by introducing other sources for re-

sources. 

 

For example, a student may use his/her own mobile phone i.e., a resource ac-

quired through markets or social exchange networks, to gain new knowledge i.e., 

operant resource, through the use of an internet database i.e., operand resource, 

which can be accessed from various access points i.e., operand resource, made 

available through the IT service of the IT functions of Lapland UAS. In order to 

provision their service through various access points, the IT functions have com-

bined several operant resources  and operand resources from markets including 

network routers, cablings, wireless transmitters, electricity, and authentication 

systems,  and public sources including laws and recommendations that regulate 

internet access from public locations. 

 

The 9th IT service management FP is here proposed as: 

 

All stakeholders of IT service management are resource integrators. 

 

5.10 Foundational Premise 10 

The 10th FP and the final Axiom of S-D logic is, “value is always uniquely and 

phenomenologically determined by the beneficiary” (Lusch & Vargo 2014, 78). 

This FP addresses the challenges of assessing and predicting value in use 

(Schulz & Gnoth 2008, 132), for the reason that actors who ultimately determine 

value are bound in time, context and relationships with other actors as noted in 

Section 4.2. 

 

For example, the digital research databases accessible through Lapland UAS 

network have been very valuable for the present author as they can be used to 

retrieve peer reviewed articles without purchasing them. However, it is plausible 

that some students and employees perceive these services differently based on 
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their context. It may be that they do not need articles in their professional or study 

activities or that they prefer books as the source of knowledge. 

  

Nevertheless, the situation may be completely different as the context change. 

Students may begin writing their theses and employees may need to enhance 

their knowledge to succeed in new professional tasks. As a result, it is challeng-

ing, if not impossible, to measure and predict the value in use of the digital re-

search database service. This FP is directly valid in IT service management and 

therefore, does not need a special interpretation.  

 

5.11 Foundational Premises of IT Service Management 

The ten FPs of S-D logic have now been critically analysed from the perspective 

of IT service management and adapted to the case organization. In Table 1, the 

resulting ten foundational premises of IT service management are presented.  

 

Table 1 - Foundational Premises of S-D logic and their interpretation in IT service 

management 

 

FP Service-Dominant logic IT Service Management 

1 Service is the fundamental basis of exchange. In IT service management, IT service is the funda-
mental basis of interaction between stakeholders. 

2 Indirect exchange masks the fundamental basis of 
exchange. 

Indirect exchange masks the exchange of IT service. 

3 Goods are a distribution mechanism for service 
provision. 

Configurations are distribution mechanisms for IT 
service provision. 

4 Operant resources are the fundamental source of 
competitive advantage. 

Operant IT resources represented by the stakehold-
ers involved in the IT service management are the 
fundamental source of competitive advantage. 

5 All economies are service economies. IT service is a micro specialization of a service econ-
omy. 

6 The customer is always a co-creator of value. The stakeholders of IT service management are al-
ways co-creators of value. 

7 The enterprise can only make value propositions. IT service providers can only make value proposi-
tions. 

8 A service-centered view is inherently customer ori-
ented and relational. 

A service-centered view recognizes the stakeholders 
of IT service management within their relational set-
tings. 

9 All economic and social actors are resource inte-
grators. 

All stakeholders of IT service management are re-
source integrators. 

10 Value is always uniquely and phenomenologically 
determined by the beneficiary. 

Value is always uniquely and phenomenologically 
determined by the beneficiary. 
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Based on the findings of this analysis, it is possible to conclude that the perspec-

tive of S-D logic can be used to recognize and to explain the origins of the present 

problems related to the development and the use of IT at Lapland UAS. Thereby, 

the ten FPs of IT service management guide the following analysis of the ITS 

ecosystem and the eventual development of the collaboration framework.  

 

Moreover, it is now clear that S-D logic can be used to enhance collaboration 

between the IT and the business and therefore, to enhance the BIA. However, it 

must be pointed out that the analysis of selected literature did not include a thor-

ough analysis of the ITS ecosystem, and without the understanding about the 

real world context it is impossible to provide actionable development proposal. 

Therefore, in the next chapter, the ITS ecosystem is discussed in detail. 
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6 THE INFORMATION TECHNOLOGY SERVICE ECOSYSTEM AT 

LAPLAND UAS 

Until now, this research has focused on clarifying the fundamental reasons of the 

present business and research problems and validating the use of the selected 

theoretical framework. It is now apparent that S-D logic can be used to enhance 

the collaboration between actors responsible for the IT service management at 

Lapland UAS and actors who utilize IT service to enhance their abilities to achieve 

their goals. Moreover, ten FPs of IT service management were defined in the 

previous chapter to specify the impact of S-D logic on IT service management 

practices. Thus, facilitating the application of S-D logic in the IT service manage-

ment. 

 

An analysis of the elements, interconnections, and purpose of a system can be 

used to make a distinction between any systems (Meadows & Wright 2009, 11). 

The aim of this chapter is to enable the thorough analysis of the phenomena by 

outlining the boundaries and determining the essential elements of the ITS eco-

system. Furthermore, a thorough understanding about the structure and purpose 

of the ITS ecosystem is compulsory in the development of the collaboration 

framework. 

 

6.1 Boundaries of the ITS ecosystem 

As was noted in Section 4.6, the ITS ecosystem is a subsystem of Lapland UAS 

and it is also a part of LUC IT system. Furthermore, the ITS ecosystem is con-

nected to number of other service ecosystems through its actors’ reciprocal ser-

vice exchange and resource integrations. Before proceeding to the analysis of 

the ITS ecosystem, it is necessary to distinguish the ITS ecosystem from Lapland 

UAS, LUC IT and other connected systems.  

  

The primary elements of a service ecosystem are resource integrating actors 

(Akaka, Vargo & Lusch 2013, 7; Lusch & Vargo 2014, 161). Specifically, these 
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are actors with their embedded skills and knowledge. In addition to operant re-

sources, the operand resources are also elements of a system (Meadows & 

Wright 2009, 13). However, in S-D logic, operand resources do not have an effect 

on the structure of the ecosystem even though operant resources act on operand 

resources. For example, the basic behaviour within the ITS ecosystem is inde-

pendent of computer brands, classroom size and buildings. 

 

Within the ITS ecosystem, IT resources are mostly integrated and exchanged by 

the actors of Lapland UAS with the occasional involvement of employees of other 

LUC IT partners. Therefore, it is possible to define that the actors of Lapland UAS 

and LUC IT ecosystems are the primary elements of the ITS ecosystem. This 

constellation is distinct from other related service ecosystems and can thus be 

used to distinguish the ITS ecosystem from them. Figure 5 below depicts the 

recognized difference between the actors of the ITS ecosystem and the actors of 

other connected service ecosystems. 

 

Lapland UAS University of Lapland Rovaniemi Municipal 
Federation of Education

LUC ITITS Ecosystem

 

Figure 5 – The ITS ecosystem from the aspect of actors 

 

The ITS ecosystem’s connection to actors from ULapland and REDU is shown in 

Figure 5. This visualizes the fact that the internal IT operations of ULapland and 

REDU influence the ITS ecosystem because they are partners in LUC IT Service 

area. Furthermore, it should be kept in mind that other actors such as the students 

and employees of the ITS ecosystem are similarly connected to various elements 

of other ecosystems. This means that changes in all these connected external 

ecosystems may alter the behaviour of the ITS ecosystem. The importance of 

relationships between the actors of the ITS ecosystem is elaborated next. 
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In the ITS ecosystem, actors are connected through various relationships which 

they utilize in their resource integration and service exchange processes. Rela-

tionships which keep the elements of a system together are known as intercon-

nections and they can be physical or flows of information (Meadows & Wright 

2009, 13). Physical interconnections which connect actors within the ITS ecosys-

tem include IT infrastructure, IT budgets, money, organizational departments and 

roles, and mechanisms for indirect service provisioning. 

 

Signals between decision and action points within a system are flows of infor-

mation (Meadows & Wright 2009, 14). Communicating and processing of infor-

mation plays a central role in complex systems, such as service ecosystems. 

(Lusch & Vargo 2014, 166; Mitchell 2009, 41)  As was discussed in Section 4.6, 

actors in an individual ecosystem are connected to each other through shared 

institutional logics. In the ITS ecosystem, actors are also connected to Lapland 

UAS and LUC IT systems which have their own institutional logics. The use of 

representational, normalizing and integrative practices may enhance the commu-

nication of institutional logics within the ecosystem and between connected eco-

systems (Lusch & Vargo 2014, 166). 

 

Physical interconnections such as departments and roles of Lapland UAS can be 

used to quickly distinguish the ITS ecosystem from other connected systems. It 

is, however, the information flows, which really make the difference. As the ITS 

ecosystem is nested within the Lapland UAS ecosystem, it follows the institutional 

logics of Lapland UAS. Thus, the majority of the information used in making de-

cisions and performing actions flows between the decision and action points 

within the Lapland UAS ecosystem. The information flows to and from the deci-

sion making and action points of LUC IT are in most cases coordinated by the IM 

function. The information flows within, from and to the ITS ecosystem’s decision 

making and action points are shown in Figure 6 below. 

 



69 

 

 

Lapland UAS University of Lapland Rovaniemi Municipal 
Federation of Education

LUC ITITS Ecosystem

Decisions

Actions

Decisions

Actions

Decisions

Actions

Decisions

Actions

IT Decisions

IT Actions

 

Figure 6 - The ITS ecosystem from the aspect of information flows 

 

As it was pointed out in Section 4.6, the purpose of any service ecosystem is to 

improve its own viability as a system by enabling the application and integration 

of possessed and accessible resources for involved actors. Therefore, it is pos-

sible that decisions made in the ITS ecosystem and other shown systems are not 

the same and this may cause resistance for the development of the ITS ecosys-

tem’s ability to serve Lapland UAS.  

 

In addition, it is important to recognize the particular purpose of the ITS ecosys-

tem which also separates it from other connected service ecosystems. According 

to Meadows and Wright (2009, 14), the best way to deduce the purpose of a 

specific system is to observe its behaviour. In Chapters 4 and 5, S-D logic’s ap-

plicability to current research was confirmed through the analysis of the behaviour 

of IT service management at Lapland UAS. Moreover, in this section, the ele-

ments and interconnections of the ITS ecosystem have been analysed. Through-

out these analyses, new knowledge about involved actors, resources and their 

interconnections was acquired into an extent where it is possible for the present 

author to outline the unique purpose of the ITS ecosystem. 

 

In addition to the general purpose of every service ecosystem, the purpose of the 

ITS ecosystem is to facilitate the achievement of maximum IT resource density 

for Lapland UAS. Furthermore, the sub-purpose of the ITS ecosystem is to en-

hance the collaboration with LUC IT.  
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In this section, the boundaries of the ITS ecosystem were drawn for two reasons. 

To concretize the existence of the ITS ecosystem in the present research envi-

ronment and to exclude systems which cannot be affected through the collabo-

ration framework. It should be kept in mind that these boundaries are artificial and 

drawn solely for the purposes of this research and may not be suitable for next 

development activities. 

 

6.2 General view to present actors and their purposes 

In the previous section, it was found out that an individual human actor is the 

primary element of the ITS ecosystem. In general, the individual human actors of 

the ITS ecosystem are either students or employees. These are two main cate-

gories for actors. Students are actors whose common purpose is to enhance their 

operant resources by integrating resources made available through their studies 

in Lapland UAS. Employees are actors who have a contract of employment with 

Lapland UAS and thereby, their common purpose is to integrate resources to 

enhance the vitality of Lapland UAS’s systems. There are also employees who 

study at Lapland UAS, in this research, these actors are seen as employees. 

 

In addition, from the aspect of IT service, there are two types of actors in the ITS 

ecosystem. Those whose provision and those who benefit from service. This 

means that the customers of IT service are either students or employees. It is 

important to recognize the purpose and the context of each actor to understand 

how they co-create value at Lapland UAS. Students are members of various 

groups and employees are assigned to various business functions of Lapland 

UAS. The purpose of a group and function can be used to determine the purpose 

and the context for actors. This analysis takes place in Chapter 7. 

 

Moreover, two distinguishable IT functions of Lapland UAS are present in the ITS 

ecosystem, the IM function and the IT Services function. Employees who provi-

sion IT service at the ITS ecosystem belong to either of these. According to the 

Head of Information Management (Taipale 2014), the main purpose of the IM 
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function is to provision service which supports the development of customers’ 

business operations. 

 

Additionally, the IM function supports the implementation of business operations 

by co-producing appropriate operative IT service with the IT Services function 

and ordering their provisioning from LUC IT (Konu 2014; Taipale 2014). By this 

and the information acquired through the previous analysis, it is possible to de-

duce that the purpose of the IT Services function is to support the implementation 

of the business operations of Lapland UAS by providing operative IT service in 

collaboration with LUC IT and in accordance with the IT service order.  

 

Thus, it is possible to view the IT Services function as a service distribution mech-

anism for the IM function. Therefore, it is possible to define the IM function as the 

focal actor of the ITS ecosystem and therefore, the analysis of the ITS ecosystem 

should emphasize the perspective of the IM function. 

 

The boundaries of the ITS ecosystem are now determined and a general view to 

actors and their purposes is presented. In addition, it is now apparent that from 

the aspect of IT service management, the IM Function is a focal actor in both 

Lapland UAS and the ITS ecosystems. Thereby, it is possible to proceed to the 

analysis of the ITS ecosystem. 
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7 ANALYSIS OF THE INFORMATION TECHNOLOGY SERVICE 

ECOSYSTEM AT LAPLAND UAS 

This research is conducted to enhance the performance of Lapland UAS through 

enhanced BIA. This requires that the present problems in the collaboration be-

tween relevant actors are resolved. In the previous chapter, the structures ena-

bling the use of IT at Lapland UAS were outlined. Moreover, relevant actors and 

their purposes were identified on a general level. Nevertheless, further analysis 

of the structures i.e., the ITS ecosystem, and present actors needs to be per-

formed to gain more information about the nature of the collaboration at the ITS 

ecosystem. 

 

The aim of this chapter is to facilitate the development of the collaboration frame-

work which can be used to enhance the actor-to-actor collaboration at the ITS 

ecosystem and thereby, enhance BIA at Lapland UAS. The focus of this chapter 

is on creating new understanding of how the present actors’ decisions and actions 

influence BIA and how the present collaboration problems could be resolved 

through the application of S-D logic. The identification of elements and factors, 

which may prevent the systematic and purposeful collaboration in the future is 

kept in mind as well. 

 

In this chapter, the ITS ecosystem is analysed from the perspective of S-D logic 

and its adaption to IT service management. The purpose of this analysis is to 

identify how the operations of IT and business functions should be integrated to 

enhance the collaboration between actors. In order to determine appropriate in-

tegrations, it is also required that the ITS ecosystem is analysed to identify the 

purposes of actors and their ability to reconfigure the ITS ecosystem.  

 

In addition, as was noted in Section 4.2, the number of the present actors may 

cause problems for the analysis and for that reason, suitable classification meth-

ods should be developed when necessary. Therefore, in this chapter, common 

factors are searched to identify the basis for purposeful classification.  
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7.1 The Information Management function 

In S-D logic, the first element of effectual thinking is to understand who is the 

firm? Only then it is possible to understand what the firm knows, whom the firm 

knows, and eventually, to understand what the firm can do to design and recon-

figure markets. (Lusch & Vargo 2014, 196) In this research, the firm is the IM 

function and markets are the ITS ecosystem. This analysis of the IM function 

begins with a discussion about the management model in use. 

 

The management model of the IM function is based on an ICT Standard for Man-

agement framework. In the ICT Standard for Management, the management of 

Information and Communication Technology (henceforth ICT) is a part of general 

management and thereby, business driven (ICT Standard Forum 2012a). In Lap-

land UAS, the information management process is a sub process of the general 

management process (Lapland UAS 2014i). Therefore, the selected manage-

ment model is appropriate for the IM function. 

 

Management streams are specific fields of ICT management. These streams are 

Business Alignment, Strategy and Governance, Sourcing and Vendor Relation-

ships, Project Management, and Service Management. Each stream consists of 

several functions which represent different ICT management tasks. (ICT Stand-

ard Forum 2012a, 12, 19). Five management streams and their functions are il-

lustrated in Figure 7 below to provide a holistic view to the management model. 

 

The Business Alignment stream connects all streams together and steers their 

goals and operations (ICT Standard Forum 2012a, 24). From the aspect of S-D 

logic, the functions of the Business Alignment stream are the foundational means 

to steer the development of IT resources and service in accordance with the stra-

tegic and operative goals of the business. It should, however, be kept in mind that 

in S-D logic, value is always co-created, and therefore, collaboration with the cus-

tomers of the ITS ecosystem is essential in all streams and corresponding func-

tions. 



74 

 

 

 

Figure 7 - Management streams and functions (ICT Standard Forum 2012b) 

 

The IM function began the implementation of the management model in April, 

2014. The present decision making structure was established at the same time 

to assist the implementation activities. The implementation is still in progress and 

this complicates the collaboration with the customers and the management of IT 

development. (Taipale 2014; Vuori 2014.) This indicates that meanwhile the IM 

function builds its collaborative capabilities, the customers may undertake devel-

opment activities which weaken the present BIA and IT utilization capabilities. For 

example, the customers may procure an IS which does not meet the require-

ments of the present IT infrastructure or business processes.  

 

The present challenges of the effective collaboration with the customers include 

the customers’ lack of present experience of IM functions, the present phase of 

the organizational development at Lapland UAS, different interpretations of the 

concept of the information management, and the lack of systematic and purpose-

ful dialogue between the IM function and the customers. (Keränen 2014; Konu 

2014; Pekkarinen 2014; Taipale 2014; Vuori 2014). 
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To conclude, the design of selected management model facilitates systematic 

and purposeful collaboration between the IM function and the customers when it 

is implemented. However, in order to gain the control of present and future de-

velopment work relevant to the configuration or use of IT resources, the IM func-

tion should accelerate the implementation of the management model by resourc-

ing the implementation activities. Nevertheless, it should be kept in mind that im-

plementation activities require collaboration between appropriate stakeholders. 

Therefore, the implementation cannot be done exclusively by the IM function. 

This analysis will now proceed to the actors of the IM function to increase under-

standing about the present firm. The analysis of the actors of the customers are 

conducted in Sections 7.3, 7.4 and 7.5.  

 

The IM function operates in a triad with the IT Services function and the custom-

ers. This basic triad is depicted in Figure 8 below and it is utilized in this analysis 

to present and to elaborate purposes and positions of the actors of the IM func-

tion. 

 

IM function

IT Services 
function

Customers
Flow C

 

Figure 8 - The basic triad of the ITS ecosystem 

 

The interconnections shown in Figure 8, represent the collaboration between the 

involved actors and are labelled as Flow A, Flow B and Flow C to support the 

analysis of the environment. The focus of the following analysis is set on Flow A 

because it embodies the collaboration between IM Function and the customers. 
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This collaboration is essential for the implementation of the IM function’s man-

agement model. In addition, through Flow A, information concerning the business 

operations, service needs and corresponding service, and value propositions is 

conveyed between relevant management streams and functions. Furthermore, 

Flow A is the main provisioning channel for the IM function’s service.  

 

As was noted in Section 4.4, service is the process in which actor integrates ac-

cessible resources for the benefit of another actor. The IM function’s service in-

cludes the management of operation plan, ICT contract management, ICT budg-

eting and financial monitoring, IT service management, ICT project portfolio man-

agement, the management of enterprise architecture, and ICT collaboration with 

other national HE institutions, LUC, and external businesses. (Lapland UAS 

2015b.) It is possible to deduce the focal actors of Flow A from this service offer-

ing. 

 

In general, service responsibilities are divided between the Head of Information 

Management, person in charge of customer relations (henceforth Customer Man-

ager) person in charge of enterprise architecture (henceforth Enterprise Archi-

tect), and the person responsible of IT Service Desk (henceforth Service Man-

ager). (Lapland UAS 2015b.) The IT Services function is in charge of the Service 

Desk service, therefore the Service Manager is not a focal actor in the collabora-

tion between the IM function and the customers. In addition to delegating service 

responsibilities directly to organizational roles, the decision making system of the 

IM function consists of IM steering group (henceforth IMSG) and IM development 

group (henceforth IMDG). (Taipale 2014.)  

 

Therefore, the focal actors of Flow A are the Head of Information Management, 

the Customer Manager, the Enterprise Architect, the IMSG, and the IMDG. The 

purposes of the identified focal actors are different and thus, they have their own 

flows of information and service provision. When these flows are combined, they 

eventually build the Flow A. Figure 9 below depicts the IM function’s actors and 

their information flows inside Flow A. 
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IM steering group

IM development 
group

IM function Customers

CIO

CM

EAr

 

Figure 9 – Individual flows of information inside Flow A 

 

The common purpose of the actors presented in Figure 9 is to enhance the den-

sity of IT resources. For this purpose, actors observe how IT resources are uti-

lized in business processes and analyse the recognized process-resource com-

binations to identify development opportunities. The success of these activities 

requires information and knowledge, which can only be acquired through system-

atic and purposeful collaboration between the actors of the IM function and the 

customers. 

 

When asked about the collaboration with the customers, the Head of Information 

Management pointed out that the purpose and the role of the IM function is still 

somewhat unclear for some and the collaboration with educational actors is rela-

tively weak when compared with the collaboration with administrative actors (Tai-

pale 2014). In line with this interpretation, the customer manager expressed that 

even though information management is an organizational issue, the customers 

usually seek collaboration with the IM function only when their own organization 

does not possess sufficient know-how to solve a problem and in some problem 

situations, never. (Vuori 2014.) The present author is the Enterprise Architect and 

has noted the same issue, the customers’ willingness to collaborate and to pro-

vide information about its processes, problems and use of resources depends on 

their understanding about the IM function. 

 

These findings indicate that for the success of customer collaboration, it is im-

portant that actors involved in the ITS ecosystem have sufficient information 
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about the role and the purpose of the IM function. Specifically, the actors of the 

IM function should be able to effectively communicate who the IM function is and 

what the IM function does. This analysis proceeds to a discussion about the focal 

actors of Flow A to elaborate on these issues. 

 

The tasks of the Head of Information Management include developing the IM 

strategy, preparing and enacting of IM related contracts, supporting the IS pro-

curements, planning and monitoring IM finances, designing IM service, and 

launching and governing statutory enterprise architecture work. (Lapland UAS 

2014g.) The IM strategy and enterprise architecture work are intertwined. The IM 

strategy determines how IT resources are developed to meet the future needs of 

business strategy and the enterprise architecture illustrates how present and fu-

ture IT resources are utilized in business operations. Thereby, the IM strategy 

and enterprise architecture work can be seen as the foundational mechanisms 

for the long-term development of BIA and organizational IT utilization capabilities.  

 

IM service design and management of IM finance, IS procurements and IM con-

tracts are mechanisms to control the implementation of the IM strategy and out-

puts of enterprise architecture development activities. Moreover, they are the es-

sential means to manage the expected benefits, usability and costs of Lapland 

UAS’ IT resources on an organizational level.  

 

Additionally, the Head of Information Management develops the collaboration 

with LUC and takes part in duties of the LUC IT executive group (Lapland UAS 

2014g). These activities take place within the Flow B shown in Figure 8. Moreo-

ver, s/he is a member of various national higher education collaboration networks, 

such as AAPA, which entails IT executives of every Finnish UAS. From the aspect 

of S-D logic, the purpose of collaboration with these external actors is to enhance 

Lapland UAS abilities to adapt and to absorb changes in connected service eco-

systems. For example, future changes, which influence the whole UAS sector are 

discussed in AAPA group. The Head of Information Management brings this in-

formation back to Lapland UAS and begins the preparations to mitigate the neg-

ative influences of change imposed from external sources. 
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Furthermore, the Head of Information Management operates within Flow C, as 

s/he is involved in the preparation of IT service agreement with LUC IT, monitors 

the quality of service provisioning and makes correcting activities when required. 

(Taipale 2014.) This is a practical example of IT Service Management activity. 

Additionally, it is possible to interpret these activities as examples of short-term 

management of the BIA and IT utilization because the effects of these actions are 

usually relatively immediate and improve the usability of IT resources. 

 

It is now possible to deduce that the initial purpose of the Head of Information 

Management is to enhance the suitability and the use of IT resources in accord-

ance with the strategy of Lapland UAS. Here, the focus is on the long-term re-

source development, but there are also occasional short-time activities. Further-

more, the purpose of the Head of Information Management is to enhance Lapland 

UAS’ capabilities to adapt and absorb changes in connected service ecosystems. 

 

The job description for the Enterprise Architect has not been formally defined in 

Lapland UAS. However, a proposal for the job description has been made by 

participants of the national University Enterprise Architecture training. This pro-

posal has been made to harmonize the varying job descriptions within the sector 

of higher education institutions of Finland. The proposal has been discussed with 

IM function and the description has been accepted in general. 

 

According to the proposal, the Enterprise Architect is in charge of the organiza-

tion’s architecture and reports to the management. The Enterprise Architect de-

fines the architecture in a way which supports the achievement of organizational 

goals and monitors the implementation of enterprise architecture (henceforth 

EA). He/she knows the organization’s strategy, main processes and resources. 

The Enterprise Architect evaluates the long and short-term operational and finan-

cial effects of solutions and is responsible of continuous improvement of archi-

tecture. S/he monitors that the development work is conducted in accordance 

with architecture. The Enterprise Architect coordinates the collaboration between 

individual process, information, service and technology architects who develop 

the EA from their perspectives. It is also pointed out that the Enterprise Architect 
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does not make decisions, but analyses and makes proposals. (Naarmala, 

Kuosmanen, Pesonen & Välimäki 2014.) The present author’s views are in line 

with this proposal as his current assignment is to make proposals for structures 

and activities which enable above mentioned operations. 

 

The purpose of the Enterprise Architect can be deduced from the job description 

presented above. It is to provide the management of Lapland UAS with under-

standable and actionable insights into how information, information systems and 

technologies are utilized in the Lapland UAS’ business processes. Moreover, to 

make enhancement proposals based on his evaluations. In terms of S-D logic, to 

analyse, to explain and to enhance the ways operand resources are intercon-

nected and acted upon by operant resources. Furthermore, the Enterprise Archi-

tect operates to co-create value on the intersections of the Business Alignment 

management and other management streams. 

 

There is no job description for the Customer Manager. However, the employee 

currently assigned to the role was interviewed for this research and the present 

author has worked in a similar role for several years. Therefore, there is substan-

tial knowledge to elaborate the purpose of this role. The Customer Manager mon-

itors the customers’ daily operations and development activities with the aim of 

recognizing IT related need and development opportunities. In addition, s/he 

combines and analyses the information acquired from individual customers to 

identify generalizable elements and to enhance the area of impact, effectiveness 

and efficiency of an individual service process.  

 

Moreover, the Customer Manager observers the quality, utilization and suitability 

of the present IT resources and predicts the need for future resources. In addition, 

the purpose of the Customer Manager is to take part and to enhance the value 

co-creation activities in the Business Alignment management stream. 

 

The IMSG was appointed by the Rector/Managing Director of Lapland UAS to 

support the present Head of Information Management in his/her decision making. 

The IMSG formulates the IM development plan and monitors its implementation, 
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plans and constructs the IM budget in accordance with the instructions provided 

by the Director of Finance, steers the management of the ICT Project Portfolio 

towards the strategic areas of emphasis, and controls the management of ICT 

Project Portfolio. Furthermore, the IMSG is in charge of the content and the pri-

oritization of the ICT Project Portfolio and thereby, analyses and reports the ICT 

Project Portfolio at least four times in a year. In addition, the IMSG presents the 

ICT Project Portfolio for the Rector/Managing Director for the decision making. 

(Lapland UAS 2014h) Based on the responsibilities of the IMSG it is possible to 

deduce that focal IM management tools are ICT Project Portfolio, IM Develop-

ment Plan and the IM budget. 

 

The IMSG is the focal element of collaboration between the executives of the 

customers and the IM function (Taipale 2014). Thus, it is important that all cus-

tomer segments are represented. The IMSG comprises the Directors of Admin-

istration, Finance, Education, and the School of Business and Culture, the Quality 

Manager, the Head of eLearning Services, and the coordinator of Procurements 

(Lapland UAS 2014h; Taipale 2014).  

 

The Director of the School of Business and Culture is the sole representative of 

the four Schools of Lapland UAS. This implies that information relevant to the use 

of IT in the four Schools should be channelled through her/him. Thus, collabora-

tion is required between the Directors of the four Schools to form a holistic opinion 

about present issues and corresponding decisions. A little evidence on such col-

laboration was found during this analysis. 

 

Moreover, it is possible to notice that the Director of Planning and the Director of 

Research and Development are not present in the IMSG. The Quality Manager 

repots to the Director of Planning, thereby there is a connection between the IM 

function and the Planning function of Lapland UAS. However, there is no visible 

connection between the RDI and the IM functions. In addition to Education, RDI 

is a core process in Lapland UAS, therefore there should be a connection from 

RDI to the IMSG.  
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The IMDG is an informal group established to support the Head of Information 

Management in the decision making and to enhance the transparency of the IM 

function’s operations (Taipale 2014). The IMDG operates on the operative level 

and consists of the actors of the IM function and other business functions. For 

example, the present author is a member of the IMDG. It is the main responsibility 

of the IMDG to enhance the BIA and the organizational IT utilization capabilities 

on the operative level. To accomplish this, the IMDG analyses the ITS ecosystem 

from the aspect of IT resources and their use and makes development proposals 

for the ITSG.  

 

The IMDG’s shared knowledge of the business processes and the use of IT re-

sources is extensive and it is enhanced through the collaborative analyses of 

business processes. This shared knowledge assists in making generalizations, 

which in turn, enhances the IMDG’s capability to analyse the processes in a sys-

tematic and purposeful way resulting in the enhanced quality of the information 

supporting the development proposals. 

 

The purpose of the IM function, the present management model, and the focal 

actors involved in the development of the BIA and IT utilization capabilities were 

identified and analysed in this section. This analysis created new and actionable 

information about the IM function and the structures of the ITS ecosystem. This 

information can be used in the development of the collaboration framework. How-

ever, additional information about the structures of operative IT service provision-

ing is required. Thereby, the collaboration between the IM function, the IT Ser-

vices function and LUC IT is analysed next. 

 

7.2 The IT Services function and the Lapland University Consortium IT Service 

Centre 

The purpose of IT Services function is to support the implementation and the 

development of Lapland UAS’ business processes by providing operative IT ser-

vice for planning, procuring and implementing IS and IT tools. Employees of IT 

Services function are assigned to LUC IT, which is a strategic alliance between 
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Lapland UAS, the University of Lapland (henceforth ULapland), and Rovaniemi 

Municipal Federation of Education (henceforth REDU). The partners of alliance 

have formed a shared IT service centre where they have combined a majority of 

their IT resources. It is the responsibility of the LUC IT to provision operative IT 

service for Lapland UAS and to develop relevant operations. (Lapland UAS 2014j; 

Lapland UAS & Lapland University Consortium 2015.)  

 

This present setting is based on a customer-provider approach to the provisioning 

of operational IT services (Taipale 2014). The focal actors of the collaboration 

between the IT functions and LUC IT are the Head of Information Management, 

the Director of Administration and the Head of IT Services. These actors prepare 

the Lapland UAS’ IT service agreement with LUC IT and thereby, control the IT 

service levels and resource allocation in accordance with the strategy and the 

budget of Lapland UAS. 

 

The IT service agreement determines by what means LUC IT supports the utili-

zation of IT resources in Lapland UAS and with what resources (Lapland UAS & 

Lapland University Consortium 2015). According to the Head of Information Man-

agement (Taipale 2014), the IT service agreement is an expression of intent and 

related IT service or individual service outcomes are not described in detail. The 

analysis of the service agreement confirms this as there is only a generic list of 

produced operative IT service. This list includes for example, IT service desk op-

erations, the technical preparation of IT procurements, information network ser-

vices, and workstation life cycle services (Lapland UAS & Lapland University 

Consortium 2015).  From the perspective of S-D Logic, this list can be seen as 

an attempt to categorize various service provision activities from the aspect of 

organizing an IT service provider’s staff. 

 

For example, IT service desk operations indicate that the staff of LUC IT will per-

form undisclosed activities for Lapland UAS for undisclosed reason. This kind of 

service description has a little value as it is incapable of expressing how service 

increases the well-being of the customers. According to Brocke et al. (2009, 6), 

service descriptions should be an outcome oriented and express how service 
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supports the value co-creation. In this particular case, the description should state 

how IT service desk operations support the customers’ value co-creation that is, 

a single point of contact for reporting malfunctions, requesting assistance and 

ordering other operational IT service. 

 

It should be kept in mind that from the aspect of S-D logic, service providers make 

value propositions and customers realize and determine value. Therefore, in the 

previous example the value proposition is embedded in the “single point of con-

tact” statement which implies that because of this service, the customers do not 

have to invest time in selecting the appropriate contact method for their different 

needs. Furthermore, it should be kept in mind that because all actors are bound 

by context, the customers may sometimes prefer an appointed contact person 

instead of anonymous Service Desk to increase their confidence on service 

(Konu 2014). 

 

The structure of the LUC IT system comprises a Service Desk, six service groups, 

a coordination group and an IT executive group. The sole customer facing ele-

ment is the Service Desk which has two distinguishable levels. The Level 1 is the 

single point of contact to the incident management and service request pro-

cesses. The Incidents and service requests, which cannot be fulfilled on the Level 

1 are escalated into the Level 2, which consists of six service groups. 

 

The LUC IT decision making takes place in six service groups, coordination group 

and IT executive group. The service groups comprise relevant specialists from 

every partner organization and therefore, is capable of making decisions related 

to service in their field of speciality. (Taipale 2014.) For example, the service 

group in charge of Server and Data Centre Services make operational decisions 

which influence only their relevant field.  

 

When decisions influence several fields of service, they are made in the Coordi-

nation Group which consists of the coordinators of service groups and the Head 

of IT Services. If the Coordination Group is unable to make unanimous decision, 

the decision will be escalated to the IT Executive Group. The members of the IT 
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executive group ensure that decisions are made in accordance of their relevant 

business strategies and operational goals. (Taipale 2014.) The structure of the 

LUC IT system and its position in the basic triad is shown in Figure 10 below. 

Moreover, relevant actors are positioned to appropriate flows. 

 

IT Services 
Function

IM 
Function

LUC IT Customers

The Head of Information Management

Customer Manager

Enterprise ArchitectService Manager

IM Steering Group

IM Development Group

THE IM FUNCTION SYSTEM

THE LUC IT SYSTEM

Service DeskCoordination 
Group

Executive Group

Procurements, Agreements and Administration Services

Server and Data Center Services

Information Security Services

Network Services

Workstation Management Systems and Development Services 

LEVEL 1LEVEL 2

Service Desk Operation Services

 

Figure 10 - The IT Service Management system of the ITS ecosystem 

 

Operational IT service is provisioned within service groups shown in the figure 

above. For example, the Network Services service group resolves network prob-

lems and to enables the customers to access corporate network and the Internet 

from various locations. It is common that service provisioning requires collabora-

tion between various service groups and the customers. Meaning that, following 

the previous example, the Network Services service group may collaborate with 
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several other service groups and the customers to identify the reason of a prob-

lem. It is not unusual that the initially perceived reason of a problem changes after 

a thorough analysis. 

 

As was noted in Section 4.4, S-D Logic views service as the process in which an 

actor applies his/her resources for the benefit of another. Therefore, the IT service 

process should be adjusted when there is a need to enhance features and the 

quality of service or when defects are found. In S-D logic, service should always 

be co-produced with intended beneficiary. In other words, service process should 

be designed in collaboration with the customers. It is important to analyse the IT 

services processes to understand how the customers are involved in the process 

development at Lapland UAS. 

 

The focal actors of the IT service process are determined in the process defini-

tion. The Director of Administration is the owner of the process and the Head of 

IT Services is responsible for the process. The process team includes the Head 

of IT Services and the executives in charge of the information management in the 

LUC IT partner organizations. In addition, the members of the service groups are 

defined as process actors. (Lapland UAS 2014j). Except for the Director of Ad-

ministration, the actors of the IT service processes can be found in the LUC IT 

system. This indicates that LUC IT is in charge of the development of the process. 

Therefore, it can be concluded that the IM function does not have an exclusive 

control of the process.  This outsourced development of a focal IT process can 

be seen as a high risk factor of the development of organizational IT utilization 

capabilities and the BIA. 

 

In addition, there is a little evidence of the customers’ involvement in the devel-

opment of the IT Service process. This implies that the process is not co-pro-

duced with the customers. Moreover, there are no documented means to recog-

nize and to control how customers’ value co-creation activities are supported by 

the process. In other words, the IM function and the customers have currently a 

little formal control over operative IT services offering and IT service process. 

However, the Head of Information Management has informal means to influence 
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the quality and features of IT service provisioned for the customers of the ITS 

ecosystem. 

 

There is a continuous dialogue between the Head of Information Management 

and Lapland UAS’ IT employees operating in LUC IT. Through these dialogues it 

is possible to make adjustments to IT service they provision. When IT service 

requiring adjustment is provisioned by employees of the other partner organiza-

tions, the Head of Information Management asks the relevant IT executive to 

make adjustments. (Taipale 2014.) Directly requested adjustments may bypass 

change management activities and thereby, undermine the efficiency and the ef-

fectiveness of the operations of LUC IT. Therefore, the use of informal service 

adjustments channels should be considered very carefully.  

 

In addition, the importance of informal collaboration and exchange of information 

is similarly recognized by the Director of Administration. S/he points out that Head 

of Information Management provides him/her with essential background infor-

mation of service processes and capabilities for the strategic operative IT service 

decisions. (Konu 2014.)  

 

This present setting emphasizes the customer-provider relationship established 

between the IT Services function and LUC IT. However, it is unusual that the 

service provider i.e., LUC IT is given the control over internal IT service processes 

specifically when, LUC IT also serves two additional customers. This indicates 

that serving the ITS ecosystem is not the sole purpose of the LUC IT, which in 

turn, undermines the IT functions’ and the customers’ ability to influence the de-

velopment of operational IT service. 

 

Furthermore, the generic nature of the present IT service agreement and the de-

fects recognized in service descriptions suggest that the IT service management 

capability of Lapland UAS is rather weak when it comes to operational IT service. 

Lapland UAS’ capability to control the suitability of available operative IT service 
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can be enhanced by increasing the IM function’s control over the IT service pro-

cess. From the aspect of S-D logic, this will facilitate the co-production of opera-

tional IT service. This issue will be further discussed in Sections 8.5 and 8.6.6. 

 

It was noted in Section 5.4 that operant IT resources represented by the stake-

holders of the IT service management are the fundamental source of the com-

petitive advantage. The development of the operant resources of LUC IT is the 

responsibility of partner organizations and Lapland UAS is in charge of the devel-

opment of operant resources represented by their employees (Lapland UAS & 

Lapland University Consortium 2015). This means that partners may develop 

shared operant resources in accordance with their own strategic and operational 

goals. In order to gain synergic benefits, these activities should be carefully co-

ordinated.  

 

This analysis found a little evidence of systematic and purposeful coordination of 

the development of operant resources on the LUC IT level. According to the Head 

of Information Management (Taipale 2014), the analysis of Lapland UAS’ current 

and required operant IT resources was supposed to begin in September 2014. 

However, in March 2015, this task been delayed several times for various rea-

sons. The Head of Information Management also pointed out that because it is 

currently impossible to recruit new employees, the only way to enhance the use 

of present operant IT resources is to match employees with suitable roles (Tai-

pale 2014). Nevertheless, identifying appropriate matches is difficult because the 

requirements for operant resources have not been defined and there is no map 

of available operant resources. 

 

This present situation indicates that there are no established mechanisms which 

the IM function can utilize to measure, control or to enhance the present resource 

density of operative IT service provisioning. This defect is further emphasized by 

the lack of mechanisms to measure the costs of service provisioning. The present 

Service Desk system facilitates the measurement of for example, the time spent 

in service provisioning and thereby, analyses of process and employee efficiency 
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from various perspectives. These mechanisms have not been put into use for 

unrevealed reasons.  

 

It is possible to conclude that presently, the IM function is not sufficiently capable 

of controlling the density of operant resources of LUC IT. Thus, it is difficult to 

enhance the BIA of operative IT service at Lapland UAS. Furthermore, the value 

propositions of the LUC IT cannot be used to understand how the operative IT 

service offering is intend to support the value co-creation activities at the ITS 

ecosystem. Thereby, the IM function cannot enhance the organizational capabil-

ities to utilize operant IT service. Chapter 8 discusses how S-D logic can be used 

to overcome these barriers and to enhance the BIA and organizational IT utiliza-

tion capabilities relevant to operant IT service. 

 

This analysis of provided new information about the IM function and the structures 

which facilitate the provisioning of IT service to the customers of the ITS ecosys-

tem. Moreover, relevant actors and their relative positioning in the basic triad 

were recognized. This new information can be used to form collaborative rela-

tionships between the actors who are needed to enhance the operations of rele-

vant IT service providing functions. For example, in order to enhance the provi-

sioning of operative IT service for the customers, the actors who should be se-

lected for the collaboration are the Head of Information Management, Customer 

Manager, Service Manager, and the actors of the representatives of the custom-

ers. 

 

The relevant actors of the IT service providers of the ITS ecosystem have now 

been analysed and there is new information about the possibilities and problems 

of the IT Service Management system of the ITS ecosystem. Therefore, it is pos-

sible to proceed to the analysis of the customers of the ITS ecosystem and the 

markets to gain understanding about how the BIA and the organizational IT utili-

zation capabilities of Lapland UAS can be enhanced. 
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7.3 The Administration of Lapland UAS 

The discussion about what the IM function knows, whom the IM function knows 

and what IM function can do to design and reconfigure markets begins here. In 

this section, the administrative actors of Lapland UAS and their means to control 

the operations Lapland UAS are analysed. The analysis includes identifying ac-

tors and organizational structures important to the decision making concerning 

the use and the development of the IT resources of Lapland UAS. Additionally, 

collaboration problems and their origins are recognized to find out how S-D logic 

approach can be used to enhance the collaboration. In this analysis, individual 

actors are discussed only to an extent that facilitates the development of the col-

laboration framework. 

 

A primary concern of facilitating collaborative relationships is to identify appropri-

ate collaboration partners and to establish a connection between them. Forming 

a successful collaborative relationship with the administration of Lapland UAS 

requires that the IM function understands who the administrative actors are, what 

their responsibilities are and how they implement their decisions within the organ-

ization. In Figure 11 below, the organization of Lapland UAS is illustrated. 
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Figure 11 - The organization of Lapland UAS 
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The main administrative duties of Lapland UAS are allocated between a Rector 

and a Vice Rector (henceforth VR). The duties of the Rector include the control 

of operations, development and organization of Lapland UAS and the VR is in 

charge of the education and RDI operations. (Lapland UAS 2014f.) Here, it is 

important to notice that while the Rector is responsible for the holistic perfor-

mance of Lapland UAS, the VR is responsible for the successful execution of the 

basic tasks of Lapland UAS. Thereby, their individual goals and the context in 

which they make decisions and determine value are different. Thus, different ap-

proaches should be used in the making value propositions of the IM function. 

 

In addition to MD and VR, there are nine directors who are in charge of Admin-

istration, Planning, Finance, Education Development, and Research and Devel-

opment functions, and the four schools of Lapland UAS. (Lapland UAS 2014f.) In 

Figure 12, it is visible that the general structure of the organization of Lapland 

UAS is two-dimensional. According to Galbraight (2009, 25–26), this indicates 

the presence of typical corporate function – profit centre matrix structure. This is 

emphasized by the fact that the majority of the funding of Lapland UAS depends 

on the performance of the education and RDI operations of four schools.  

 

Thereby, it is possible to suggest that the directors of four schools are in charge 

of the operations of the profit centres of Lapland UAS, whereas other administra-

tive actors are responsible of the corporate functions. The operational regulations 

of Lapland UAS can be used to recognize the context where particular director 

operates. 

 

The Director of Administration (henceforth DA) is responsible for the human re-

sources (henceforth HR) and HR services.  The Director of Finance (henceforth 

DF) is in charge of preparing, enacting and monitoring the budget, the funding, 

cash management, financial transactions, asset management, financial state-

ments and the financial services. (Lapland UAS 2014f.) According to the DA 

(Konu 2014), the purpose of the HR function is to enable the legal working envi-

ronment in accordance with appropriate collective agreements. Correspondingly, 
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the Finance function has several obligatory responsibilities related to financial 

reporting, accounting and payment transactions. 

 

Furthermore, the Finance function provides the management of Lapland UAS 

with up-to-date finance related information to support their decision making and 

development activities. (Lapland UAS 2014d) These two functions are heavily 

dependent on IT because of the nature of their operations and the scarcity of 

resources. For example, during his interview the DA pointed out that convenient 

digitized HR processes and systems are critical success factors of the HR func-

tion and it is no longer possible to return to the manual processes of the past 

(Konu 2014). 

 

The scope of the responsibilities of the Director of Planning (henceforth DP) in-

cludes the management of the planning services, the development of executive 

functions, quality management and communication systems, and the preparing 

and coordination of the goal and the result agreements. (Lapland UAS 2014c; 

Lapland UAS 2014f) It is possible to deduce that the purpose of the DP is to 

facilitate and to coordinate the cooperation and operational collaboration within 

Lapland UAS. The analysis of goal and result agreements indicates that they are 

the main management control mechanisms in Lapland UAS and will be next elab-

orated. 

 

The goal agreements are made between Lapland UAS and the Ministry of Edu-

cation and Culture and include the qualitative and quantitative objectives for the 

operations of Lapland UAS. Correspondingly, in the result agreements the VR, 

the RDI services and four schools agree on the qualitative and quantitative results 

of their operations. From the aspect of IT Service management, goal and result 

agreements bear a resemblance to the service level agreement (henceforth SLA) 

and the operational level agreement (henceforth OLA) which also comprise es-

sential information about the shared and individual goals. Therefore, the IM func-

tion should have a clear understanding about their content. 

 



93 

 

 

For example, result agreements include the agreed development activities, which 

may involve changes in IT resources. Knowledge about the customers’ future 

development activities can be used to adjust the development of future IT re-

sources in accordance with the development of business operations and thereby, 

to develop the BIA. Unfortunately, this research found little evidence on the sys-

tematic and purposeful analysis of these agreements within the IM function. The 

lack of agreement analysis practices, indicates that the IM function’s position to-

wards future changes emerging from the customers’ development activities is 

more reactive than proactive. 

 

A Director of a School (henceforth DS) is responsible for operations, finance and 

development within his/her relevant School (Lapland UAS 2014f). The education 

and RDI activities of a School determine the context in which DS operates and 

assesses the value of IT. For example, the context in which DS of Industry and 

Natural Resources operates is very dissimilar when compared with the context of 

the DS of Social Services, Health and Sports. The present author has encoun-

tered several issues where the Directors of these two schools have different per-

ceptions about the value of a shared IT resource or service. This complexes the 

coordination of the development and the use of shared IT resources and service. 

Besides, as was pointed out in Section 7.1, only one DS is a member of the IMSG. 

 

Each DS has a 30 000 euro case-specific mandate to procure assets and external 

service to support their operations (Lapland UAS 2014f). IT relevant procure-

ments should be done in systematic collaboration with the IM function because 

they may introduce new IT resources or change the ways current IT resources 

are utilized. However, there have been cases in which the IM function finds about 

the procurement of a new IS only when the procurement decision has already 

been made and the resources for implementation and maintenance are re-

quested from the IM function (Taipale 2014). These behind the curtain procure-

ments should be removed because they undermine the IM functions ability to 

manage the use and the development of IT resources. 

 



94 

 

 

The Director of Education Development (henceforth DED) is in charge of the de-

velopment of the education operations implemented in four schools, curriculum 

work, student services, international affairs, student intake process and the library 

and information services. Besides education operations, four schools also con-

duct RDI operations. The Director of Research and Development (henceforth 

DRD) is in charge of the strategic planning and development of these operations, 

improving and harmonizing the RDI processes, contract management and fund-

ing negotiations. (Lapland UAS 2014f). The context where these two directors 

operate is elaborated in the next section. 

 

The purpose of this arrangement is to make a clear difference between the de-

velopment and implementation activities and to facilitate actors to focus their con-

tribution in accordance with the goals of their relevant function (Keränen 2014). 

This development vs. implementation arrangement should be recognized by the 

IM function when planning collaborative relationships with profit centres.  

 

The formal cross-functional discussion and decision making relevant to major 

strategic and operational IT issues takes place in three executive groups of Lap-

land UAS. The strategic executive group (henceforth SEG) supports the Rector 

in the strategic management of Lapland UAS and includes the VR, the directors 

of corporate functions and the Communications Manager. The VR, the directors 

of the profit centres, the DED, the DRD and the Quality manager form the oper-

ative executive group (henceforth OEG) which supports the VR in the manage-

ment of the basic tasks of Lapland UAS. The extended executive group (hence-

forth EEG) is responsible for making yearly operational plans and includes mem-

bers of SEG and OEG. (Lapland UAS 2014a)  

 

Taken together, this analysis of the administration of Lapland UAS recognized 

the structures and actors who are able to change the ways Lapland UAS oper-

ates. Thereby, enabled the IM function to establish appropriate collaborative re-

lationships on the corporate level. In addition, these findings indicate that there is 

a little systematic and purposeful analysis of documentation produced by the ad-

ministration. Thus, it is plausible that the IM function does not have a holistic view 
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to the current and future corporate level development activities of Lapland UAS. 

This analysis of the customers and the ITS ecosystem will now proceed to the 

Profit Centres of Lapland UAS. 

 

7.4 The Profit Centres of Lapland UAS 

The management structures of the four schools differentiate between develop-

ment and implementation responsibilities in accordance with the present matrix. 

This means that within a specific school, a Degree Programme Coordinator 

(henceforth DPC) manages the implementation of education and RDI operations 

of a relevant degree programme (henceforth DP). The development of all degree 

programmes of a school are shared between of the Head of Education (hence-

forth HE) and the Head of Research and Development (henceforth HRD). 

(Keränen 2014; Lapland UAS 2014f) In order to clarify the present system, the 

relevant actors and responsibilities are illustrated in Figure 12 below. 
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Figure 12 - An example of the administrative system of a School in Lapland 

UAS 

 

As shown in Figure 12, the implementation of any development activity changes 

the implementation of education and RDI in three DPs. Consequently, a holistic 

development changes the implementation in all 16 DPs of Lapland UAS. This 
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means that implementing change in the education operation throughout the four 

Schools of Lapland UAS requires commitment and managerial activities from 

eight DPCs and four HEs.  

 

Knowledge about involved actors and their relevant systems is an important ele-

ment of collaboration. According to Customer Manager (Vuori 2014), successful 

collaboration requires that everyone understands the effects of the present issue 

in their relevant circumstances. Figure 13 below is presented to illustrate IM func-

tion’s relationships with the development and implementation of the education 

and RDI operations. Furthermore, the three identified interconnections are la-

belled as D1, D2 and D3 to facilitate further analysis. 

 

IM Function

Development Implementation

D1

D2

D3

HE

HRD

School of Social 
Services, Health and 

Sports

HE

HRD

School of Industry 
and Natural 
Resources

HE

HRD

School of Hospitality 
and Tourism

HE

HRD

School of Business 
and Culture

Development of Education

Development of RDI

Development of Education

Development of RDI

Development of Education

Development of RDI

Development of Education

Development of RDI

DP DP

DPC

DP DP

DPC

DP DP

DPC

DP

DPC

DP

DPC

DP DP

DPC

DP DP DP

DPC

DP

DPC

 

Figure 13 - The development triad and the four schools of Lapland UAS 
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Actors relevant to the development of education and RDI operations exchange 

information and service through the interconnections shown in Figure 14. The D1 

connects the IM function with the actors in charge of development of education 

and RDI operations and thereby, enables the market reconfiguration activities. In 

other words, the D1 facilitates the IM function to enhance the future utilization of 

IT in education and RDI operations and to develop IT resources in accordance 

with operational needs. 

 

As the HEs and HRDs develop the education and RDI operations, it is safe to 

suggest that the intended purpose of the IM function is to increase their 

knowledge about the causalities between IT resources and strategic and opera-

tional goals. For example, the IM function began recently serving HEs by enhanc-

ing their abilities to understand how IT resources are utilized in education opera-

tions. The intended outcome of this service is a system which facilitates 

knowledge based decision making in the rationalization process for operand IT 

resources i.e. software. Additionally, this system provides HEs with information 

about required and available operant resources. 

 

In addition to the ongoing development project, there is a little evidence of sys-

tematic and purposeful collaboration between the IM function and actors in 

charge of the development of education and RDI operations. For example, there 

are no HEs or HRDs in the IMSG and the IMDG. This indicates that the current 

ability of the IM function to influence the development of education is weak. 

 

However, there is an education development workgroup which comprises Direc-

tor of Education, Coordinator of education development, all HEs and three spe-

cialists. The documentation of this group can be used to gain understanding 

about the context and the plans of education development operations. Further-

more, it is safe to suggest that if IM function would acquire a specialist member-

ship in this workgroup this would be beneficial for the workgroup and for the IM 

function.  
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In addition, there is also a corresponding workgroup for RDI development. Unfor-

tunately the analysis of organizational documentation conducted for this research 

revealed a little information about the members of the group. It is plausible that 

the structure and the operations of this workgroup are very similar to the educa-

tion development work group. Therefore, it is safe to conduct that the RDI 

workgroup should be approached in the same vain as the education development 

workgroup. In Figure 14 below, workgroups discussed and their own interconnec-

tions within the D1 are shown to facilitate further collaboration development ac-

tivities.  

 

IM function Development

Education development 
workgroup

RDI development 
workgroup

 

Figure 14 – The development workgroups within the interconnection D1 

 

Problems may emerge when education and RDI processes are combined with 

the content even if they are streamlined and look good on paper. (Keränen 2014) 

Therefore, the IM function should collaborate with actors who have insights into 

the content of the education and RDI.to enhance the organizational capability to 

utilize IT in processes. The majority of the knowledge about the content is em-

bedded in DP’s.  

 

The D3 shown in Figure 13, facilitates the exchange of service and information 

between IM function and DPCs who are in charge of the implementation of edu-

cation and RDI. Moreover, the D3 can be seen as a feedback loop which provides 

information about the success of the development and the effects of the imple-

mented outcomes. Thereby, the exchange of information through interconnection 

D3 affects the future development activities.  

 

The aim of development activities is to increase resource density by changing the 

combinations of operand and operant IT resources mobilized to support value co-
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creation in education and RDI. From the aspect of S-D logic, only the employees 

and students involved in education and RDI can determine whether the develop-

ment improved their well-being or not. Thus, the information about the value of 

the development can be seen as the most important development feedback com-

municated through interconnection D3. 

 

The active role of customers is an essential element of S-D logic orientation as 

was pointed out in Sections 4.2 and 5.6. The D3 enables DPCs to provide the IM 

function with information about the suitability, usability and the need for the de-

velopment of the present IT resources and service. By this, the service benefi-

ciaries can co-produce IT service by influencing service processes and outcomes 

in accordance with their operational knowledge.  

 

As was noted in Section 4.6, the appearance of new resources influences con-

tinuous resource integrations in a service ecosystem. Similarly, the increase in 

operant resources may turn potential resources into new value creating re-

sources. Therefore, it is important that IM is capable of collecting and analysing 

relevant information. The D3 can be seen as the main source to information con-

cerning new and potential resources because number of relevant actors are in-

volved in the implementation of education and RDI. 

 

There is a lack of systematic communication between customers and IM function 

and that it is difficult to pull the information out of customer silos. There is also a 

need for processes and matrices, which would assist in the collection and the 

analysis of the acquired information. (Vuori 2014.) In line with his views, this anal-

ysis found a little evidence of systematic collaborative activities between the IM 

function and DPC’s.  

 

Furthermore, established workgroups similar to education development and RDI 

workgroups were not found inside DPs. This may indicate that in some cases, 

there is a little coordinated interaction between DPCs and teachers. This may 

undermine the DPCs’ ability to understand relevant IT needs of a DP. 
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The analysis of the D3 indicates a lack of coordinated collaboration activities be-

tween relevant actors. This may restrain the collection of feedback of develop-

ment activities and result in differences between the intended and realized ben-

efits. Thus, undermine the customers trust in the value propositions of the IM 

function. In addition, it is now clear that the IM function’s capability to collect in-

formation from its customers should be enhanced to gain more understanding 

about the utilization of IT service and resources in education and RDI processes. 

The lack of IT utilization knowledge may reduce the IM function’s ability to serve 

actors in charge of the development of education and RDI. This emphasises the 

importance of centrally coordinated collaborative activities. 

 

In contrast to D1 and D3, the D2 does not include collaboration with the IM func-

tion. However, the IM function should monitor the collaboration between actors 

who develop and implement education to enhance its development proposals. 

The information within D2 can be used to understand how relevant actors operate 

and communicate to each other. This knowledge can be used to enhance the 

representational and normalizing practices of the IM function. Moreover, analysis 

of D2 may provide an insight into the means and standards customers use to 

assess and determine value of service. 

 

Disagreements and operational delays in the development-implementation col-

laboration may have negative effects on the implementation of IT related devel-

opment outcomes. The application of the matrix structure on the organization of 

Lapland UAS is still in progress and as a result, employees are sometimes con-

fused about responsibilities and decision making structures. (Keränen 2014) This 

means that are problems in the collaboration between development and imple-

mentation functions.  

 

Problems in the implementation of development outcomes may cause complica-

tions when the nature of development requires that various environments are 

changed simultaneously. For example, the implementation of the new version of 

word processing or spreadsheet software should be conducted at the same time 

in all DPs to avoid version conflicts which may corrupt data. In the same way, 
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replacing old practices with new ones should be well coordinated and swift be-

cause the diversity in the means used to achieve the same goal causes confusion 

and undermines the ability to coordinate operations.  

 

In order to mitigate the negative effects the IM function should pay additional at-

tention to its ability to support the implementation of change. This may require 

assistance in the management of implementation projects, short-time allocation 

of support resources and one time automation of various implementation activi-

ties. Furthermore, the value propositions of the IM function should motivate the 

actors of the development and implementation functions to collaborate.  

 

Changes in the implementation of education and RDI affect the ways actors inte-

grate resources and co-create value. Therefore, the IM function should recognize 

how the operations of Lapland UAS evolve. Until now, the focus of this analysis 

has been on facilitating the IM function’s market reconfiguration activities by rec-

ognizing the mechanisms and actors relevant to the development and implemen-

tation of operations of the profit centres, i.e. the four schools. 

 

These mechanisms and actors have now been identified and there is sufficient 

knowledge to design a collaboration framework which can be used to enhance 

the BIA and the IT utilization capabilities of the profit centres. However, the mech-

anisms and actors relevant to the development of the operations of corporate 

functions have not yet been analysed to complete the holistic view into the ITS 

ecosystem. Additionally, the following analyses will reveal interconnections and 

causalities between the profit centres and corporate functions, and thereby con-

tribute to the understanding about holistic development of IT in Lapland UAS. 

 

7.5 The Corporate functions of Lapland UAS 

The common purpose of the corporate functions of Lapland UAS is to support the 

implementation of education and RDI operations. In other words, to enable the 
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actors of the profit centres to focus on the activities for which they have special-

ized their resources. The operations of an individual corporate function are de-

veloped by a process organization shown in Figure 15 below.  

 

Process owner

Person responsible 
for the process

Process actors Process team

P1

P2 P3

P4

Business goals

 

Figure 15 - The process development system at Lapland UAS 

 

The process owner is either the Rector, the VR or one of the nine directors and it 

is his/her duty to set the objectives for the process development and allocate 

resources for the development activities. (Lapland UAS 2014i.) For example, the 

Director of Finance owns the processes of the Finance function and decides how, 

when and by whom the processes of are developed. 

 

The person responsible for the process is a specialist and a focal actor in the 

process. S/he is responsible for the process description and acts as contact per-

son between process owner and process actors. The process team consists of 

process actors across functions and schools and is responsible of ensuring the 

shared view to real-world practices. The process actors are responsible of eval-

uating and developing the process through their feedback and development sug-

gestions. (Lapland UAS 2014i.) 

 

Most of the data, information and knowledge relevant to the successful develop-

ment and implementation of the process flows through interconnections P1, P2, 
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P3 and P4 shown in Figure 17 above. The development of the IT utilization ca-

pabilities of an individual process requires that the information flows of the IM 

function are properly connected with the structures of the process development 

system. Additionally, it is important that the IM function recognizes how relevant 

actors interact and when the influence of the development extends outside a spe-

cific functional silo. 

 

Establishing information flows between the IM function and process development 

provides the IM function with additional information about the operations of the 

customers. There are currently 80 identified business processes in Lapland UAS 

(Lapland UAS 2014i). Thereby, individual connections to every process may lead 

into a situation where available resources are not sufficient for the analysis of the 

acquired information. It is possible to limit the number of connections by identify-

ing the common factors of process development. 

 

The common factors can be identified from the process documentation. For ex-

ample, the Communications Manager is responsible for most of the communica-

tion processes and a Communication team is the process team of the majority of 

these processes (Lapland UAS 2014i). Thus, the IM function should collaborate 

with the Communications Manager and the Communication team to influence and 

to gain information about most of the communication processes. 

 

In addition to their common purpose, corporate functions have individual pur-

poses. The purpose, the context and the restrains of an individual human actor 

of the ITS ecosystem can be deduced from the purpose of a relevant profit centre 

or corporate function, a business process and the specific role of the actor. For 

example, the purpose of the procurement services is to advise and to train the 

staff of Lapland UAS in issues related to tendering and application of the procure-

ment act (Lapland UAS 2015a). For the actors of the procurement services, this 

determines the context as the procurements of Lapland UAS, and the shared 

purpose as to advise and to train other employees. Moreover, it is also possible 

to deduce that the procurement act is a major source of possible restraints. 
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Based on this analysis, the IM function does not perform systematic and purpose-

ful analyses to recognize and to document the purposes, contexts and the re-

straints of the identified corporate functions. Thus, these issues should be dis-

cussed during collaboration sessions. However, because of the lack of estab-

lished documentation practices there is a risk to lose acquired knowledge after 

the session. Thus, the analysis must be repeated in the next session. This risk is 

emphasized when actors involved the collaboration are different than in previous 

sessions. Therefore, the IM function should analyse the corporate functions and 

document findings in an appropriate way. 

 

The administration, profit centres and corporate functions of Lapland UAS are 

now analysed. The students of Lapland UAS are analysed next to understand 

their influence over the ITS ecosystem and to complete the analysis of the cus-

tomers. 

 

7.6 The Students of Lapland UAS 

The students of Lapland UAS enhance their own well-being by integrating their 

own resources with resources made available by Lapland UAS. At the moment 

there are over 5,000 students at Lapland UAS, which makes them the largest 

group of the IT resource integrators of the ITS ecosystem. Thus, they are also a 

significant source of new IT resources.  

 

New IT resources influence the foundational student-teacher resource integration 

and related support activities throughout the ITS ecosystem. The number of stu-

dents makes it difficult to detect what resources are currently being created and 

to predict what resources will be created in the future. However, S-D logic reveals 

the reasons why new resources emerge to the ITS ecosystem. 

 

In Section 4.3, it was noted that in S-D logic, actors seek the density of resources. 

In other words, all students search for the best possible combination of IT re-

sources to achieve their educational goals. Therefore, the IM function should 
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choose whether to support students in their quest for maximum density or to de-

velop a compensatory offering to reduce the need for new IT resources. This is a 

strategic decision because it determines how the IT resources of Lapland UAS 

are developed and utilized in the future. 

 

The present Bring-Your-Own-Device (henceforth BYOD) trend can be used to 

elaborate on this issue as it is a current topic in Lapland UAS and the other HE 

institutions of Finland. From the aspect of S-D logic, students’ desire to use their 

own devices to support their learning activities is driven by their need to maximize 

the use of their present IT resources and to minimize their investments in new IT 

resources.  

 

For example, during their previous studies, students may have optimized their 

own laptops for their learning style and thereby, achieved a high density of the IT 

resources in their learning activities. However, the PC configurations of Lapland 

UAS are not optimized for any learning style but for stability and maintainability. 

Thus, the student may find it difficult to utilize the offered PC in her/his learning 

activities. Therefore, there may be a significant difference in how the student ben-

efits from these two IT resource combinations.  

 

To conclude, in order to enable the students of Lapland UAS to focus on their 

learning activities, the IM function should support the students in their attempts 

to achieve maximum resource density. For this, the IM function should monitor 

the contexts where students use IT service to recognize how they realize and 

determine the value of service.  

 

Moreover, analyses of the curriculums and course descriptions of Lapland UAS 

may provide additional information about the IT requirements of the contexts. It 

should also be kept in mind that IT requirements may vary between day and 

blended study methods. This analysis of the students of Lapland UAS concludes 

the analysis of the ITS ecosystem. The collaboration framework is developed 

next. 

  



106 

 

 

8 PROPOSAL FOR A SERVICE DOMINANT COLLABORATION 

FRAMEWORK  

The ITS ecosystem is now thoroughly analysed from the perspective of S-D logic. 

As a result, the relevant actors, their interconnections and purposes, and the rea-

sons of the present business-IT collaboration problems are recognized. Moreo-

ver, the mechanisms for reconfiguring the ITS ecosystem were identified the pre-

vious chapter. Thereby, it is now possible to start the development of a collabo-

ration framework, which when implemented, integrates appropriate decision and 

actions points in the ITS ecosystem. 

 

This chapter begins with an analysis of collaboration and collaborative compe-

tences from the aspect of the IM function. This enables the sequential develop-

ment of the collaboration framework, which facilitates the IM function to develop 

the future IT service and configuration offerings in accordance with the custom-

ers’ needs. The prerequisites for the implementation of the collaboration frame-

work are discussed in the end of this chapter. 

 

8.1 Collaboration 

Actors of service ecosystems create social practices to facilitate collaboration, 

co-production and co-creation for mutual gain. These representational, normaliz-

ing and integrating practices enable service ecosystems to co-create value and 

markets, and to coordinate meaning making, actions and behaviour of actors in-

volved in service-for-service exchange. (Lusch & Vargo 2014, 137). In the ITS 

ecosystem, all involved actors collaborate continuously with other actors from 

Lapland UAS ecosystems and from external service ecosystems. Vastly collabo-

rative relationships can be seen as one of the core concepts of S-D logic (Wieland 

et al. 2012, 20), therefore, S-D logics view to collaboration is discussed in this 

section. 

 

Representational practices determine how actors communicate by transmitting 

and interpreting symbols and signs cast in relational statements. Standardization 
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of relational statements through a common language is the foundational solution 

for various communication problems. Language is a mechanism of co-creation 

and has no value if it is not used. (Lusch & Vargo 2014, 138.) Languages used 

in the ITS ecosystem are Finnish, English and Swedish. Finnish is the main com-

munication language, though English is in used when communications involve 

employees and students who are not able to communicate in Finnish. Most of the 

common software have multi language user interfaces, but some of the special-

ized software in use have only English user interfaces. 

 

Additionally, business functions use their own professional terms in their commu-

nications. These professional terms may be hard to understand without 

knowledge of their relational context, and therefore they can be perceived as a 

very different dialect of the main language or in some cases as a totally different 

language. 

 

The skills to communicate in more than one language are not distributed evenly 

among countries (Hofstede 2010, 389), this applies also to organizations, depart-

ments, employees and students within the ITS ecosystem. Without the 

knowledge about the used language, actors may become relatively outsiders 

(Hofstede 2010, 390). In order to enable collaboration, it is essential that actors 

are capable of using the same language and terminology. 

 

Normalizing practices are a short and simple way to coordinate how actors col-

laborate effectively and efficiently. Shared objectives and goals, policies and 

models used to control the internal behaviour of firms are some of the guidelines 

and parameters which coordinate actors’ interactions. Furthermore, the modular 

architecture and standardized ways of performing a task and/or making a product 

are examples of normative practices (Lusch & Vargo 2014, 139). The ITS eco-

system and actors within, are subjects of several normalizing practices set by 

Lapland UAS, LUC IT and Finnish government. Additionally, normalizing prac-

tices are also developed within the ITS ecosystem to be applied within connected 

service ecosystems. All normalizing practices affect organizational cultures. 
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Organizational culture is “the collective programming of the mind that distin-

guishes the members of one organization from others” (Hofstede 2010, 344). 

Normalization of organizational practices changes the means available for the 

employees to make a distinction between themselves and their surroundings. For 

example, when an actor is obligated to perform a specific job according to a new 

standard imposed by another actor, the specific job loses its ability to differentiate 

the performing actor from other internal and external actors who follow the same 

standard.  

 

Moreover, the adaptation of new normalized practices may change the require-

ments for operant and operand resources which may require actors to invest in 

new resources or enable actors to turn their potential resources into value creat-

ing resources. Actors may support, follow or resist normalization based on their 

perception of the value of new practices. As was pointed out in Section 5.10 value 

is always uniquely determined by the beneficiary. Therefore, it is always important 

to carefully communicate with the intended beneficiaries about the benefits of the 

normalizing practices being applied. 

 

As was noted in Section 5.9, in S-D logic, all economic and social actors are 

resource integrators and therefore, in the ITS ecosystem, all stakeholders inte-

grate IT resources. In S-D logic, integrative practices address the way actors in-

tegrate resources. Many integrative practices are closely intertwined with repre-

sentational and normalizing practices and therefore hidden from the actor. (Lusch 

& Vargo 2014, 140–141) For example, a standardized set of activities can be 

used to define what resources are being integrated and in which order actors 

integrate them. 

 

Exchange practices are a large part of integrative practices. Exchange practices 

include for example, merchandising, marketing and price negotiation practices. 

From the customer or buyer perspective storing, sharing, negotiation and trans-

porting practices are also exchange practices and thereby, integrative practices 

(Lusch & Vargo 2014, 140–141). Actors involved in service-for-service exchange 

activities may or may not share the same organizational culture. For example, in 



109 

 

 

the ITS ecosystem, actors exchange with the internal i.e., departments, employ-

ees, students and the external i.e., government, global enterprises, local firms, 

strategic partners actors and thereby, interact within shared organizational cul-

ture and between different organizational cultures.  

 

In the ITS ecosystem, the IT functions exchange in the roles of service customer 

and provider. This means that the IT functions make and receive value proposi-

tions continuously, and therefore negotiate with various entities. Effective inter-

cultural negotiations demand language and communication skills, understanding 

about differences in cultures, and skills for planning and arranging meetings (Hof-

stede 2010, 400). In addition to negotiations with external actors, this is also true 

within the microeconomic level, where it is important that involved departments, 

employees and/or students share the same understanding about the present ex-

change situation. 

 

When actors collaborate, they integrate their value creation processes with the 

aim of co-creation of mutual benefit. However, it is difficult and expensive to iden-

tify, retrieve and adapt knowledge about other actor’s value creation processes 

(Gustafsson, Kristensson & Witell 2012, 313). Thereby, several exchange and 

trade coordination problems have emerged because of the lack of available in-

formation and knowledge about partners’ value creation processes. Advances in 

the IT can be used to mitigate these problems and to leverage organization’s 

capabilities to enhance their resource density (Lusch & Vargo 2014, 140–141). 

As pointed out in Section 2.1, the general aim of this research is to enhance the 

IT utilization capabilities of Lapland UAS, through the systematic and purposeful 

collaboration between IT functions and other business units. Therefore, repre-

sentational, normalizing and integrative practices used in the ITS ecosystem are 

kept in mind throughout the following sections. 

 

Collaborative advantage is a source for a competitive advantage and enhanced 

system viability. The five most important competences that build collaborative ad-

vantage are collaborative process competency, absorptive competency, resource 
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integration competency and learning competency. (Lusch & Vargo 2014, 150) 

These collaborative competences are discussed next. 

 

8.2 Collaborative process competency 

Collaborative process competency consists of organization’s capabilities to select 

right actors for collaboration, to form a vital collaborative relationship between 

them and to successfully manage their collaborative process. To accomplish this, 

processes for monitoring initiatives and resolving emerging disagreements must 

be put in place. (Lusch & Vargo 2014, 150) In the ITS ecosystem, most of the 

initiatives come from the customers and the amount of their development activi-

ties will increase in the near future. In addition, technology initiatives may emerge 

from LUC IT. (Konu 2014; Taipale 2014). This means that the IM function should 

monitor development activities of the customers and LUC IT to identify initiatives 

and act on them. 

 

The analysis in Section 7.4 revealed that the planning of the Customer’s devel-

opment activities takes place in the development triad shown in Figure 14. More-

over, the LUC IT develops it operations in the service and coordination groups, 

which were recognized in section 7.2 and shown in Figure 10. Additionally, it was 

found out in Section 7.1 that the ICT project portfolio is the tool for monitoring and 

managing the IM function’s involvement with initiatives and related projects. 

Thereby, it is important that the monitoring activities convey gathered information 

about initiatives to the process. 

 

Unfortunately, it was found out that there are no defined processes to systemati-

cally collect new initiatives to the ICT project portfolio. As a result, it is plausible 

that initiatives which involve some kind of change in IT resources or in their utili-

zation may progress to the implementation phase without the involvement of the 

IM function. 

 

Therefore, an initiative monitoring process should definition proposal is included 

in the collaboration framework. The purpose of this process is to facilitate the 
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management of all ICT related development initiatives at the ITS ecosystem in 

accordance with the ICT project portfolio management practices. The aim of this 

process is to coordinate the systematic monitoring of the ITS ecosystem to en-

sure that all ICT related projects are included in the ICT project portfolio. The 

process for monitoring initiatives is further discussed in Section 8.6.1.  

 

The processes and structures for resolving emerging disagreements are next dis-

cussed. The decision making processes of the IT functions were recognized and 

analysed in sections 7.1 and 7.2. In addition, it was found out that there are direct 

links between the Head of Information Management, the MD, the DA and the 

Head of IT services. These structures facilitate solving disagreements related to 

strategic and operative IT service as they are the focal elements responsible for 

organizational reconfigurations. 

 

Furthermore, analysis in Sections 7.4 and 7.5 identified the corresponding deci-

sion making structures of the customer. These structures include for example, 

SEG, OEG, EEG, and the development groups for education and RDI processes 

of Lapland UAS. Moreover the process development structure for individual pro-

cesses at Lapland UAS was identified. To conclude, the decision making struc-

tures of the customers can be used for resolving disagreements. However, as it 

was discussed in Section 7.6, the Customer Manager perceives that the actors 

of the ITS ecosystem may not have appropriate understanding about the causal-

ities between issues and organizational levels. Thus, there is a need to clarify 

how issues can be related to organization. Therefore, a process for resolving dis-

agreements and a map of decision making structures at Lapland UAS are pro-

posed in Section 8.6.2. 

 

In addition to processes for monitoring initiatives and resolving disagreements, it 

is essential for collaboration that the operant resources of collaborating actors 

are sufficient and that the chosen actors are willing to solve problems and pursue 

opportunities in collaboratively. (Lusch & Vargo 2014, 150) Moreover, actors 

must have time to collaborate. 
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The present research found out that the IM function does not have sufficient 

knowledge of business processes to determine what operant resources are re-

quired in the specific collaboration situation. It is also important that collaborating 

actors have a clear understanding about the operand resource requirements. 

With this combined information it is possible to choose appropriate actors for a 

specific collaboration situation and to develop organizational resources in accord-

ance with the needs of business processes. 

 

Therefore, the definition of a process for analysing business processes to collect 

information about required resources is therefore included in the collaboration 

framework. The purpose of this process is to facilitate the management and de-

velopment of Lapland UAS’ IT resources in accordance, with the needs of busi-

ness processes. The aim of this process is to identify the operant and operand 

resource requirements of the observed business process. The discussion about 

this process takes place in Section 8.6.3. 

 

8.3 Absorptive and adaptive competency 

In dynamic and complex environments, collaborative process competency is en-

hanced by absorptive and adaptive competences. In S-D logic, absorptive com-

petence refers to actor’s capability to first, understand trends in environment and 

service ecosystem and then, to combine this knowledge with information and 

knowledge acquired from other actors in the service ecosystem and finally, turn 

this knowledge into value creating resources. (Lusch & Vargo 2014, 150–151; 

Lusch et al. 2007, 9) It was discussed in Section 4.6 how continuous resource 

integrations in other service ecosystems influence the ITS ecosystem and related 

ecosystems. Moreover, it was found out that the appearance of new IT resources 

and business practices cause continual change in IT resource requirements and 

IT utilization in the ITS ecosystem.  

 

In addition, it was discussed in Chapter 7, how and why these new IT resources 

and business practices emerge from the number of connected service ecosys-

tems. Therefore, it is important for the wellbeing of the ITS ecosystem that the IM 
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function is capable of absorbing emerging practices and IT resources and adapt-

ing its operations to changes in the surroundings.  

 

In the ITS ecosystem, external and internal trends are analysed during the devel-

opment of the IM function’s Operation Plan. The trend analysis is the basis for 

assumptions and decisions regarding the IM function’s resourcing and develop-

ment for following three years. This means that in order to succeed in predicting 

the future IT needs in the ITS ecosystem, it is important that the IM function rec-

ognizes relevant trends and understands how they influence future needs of ed-

ucation and RDI operations.  

 

The Operation Plan for the years 2015-2017 includes an analysis of trends in the 

HE sector, Finnish education policies, collaboration with LUC IT, second level 

education, and in the field of IT. (Taipale 2015). However, the analysis of trends 

in education and RDI activities of the Schools of Lapland UAS is not included. 

This means that the current trend analysis is focused on external trends and fails 

to recognize internal trends in a way which would enable the transformation of 

emerging potential resources to value creating resources for Lapland UAS. 

 

In addition, the trend analysis was conducted without direct collaboration with the 

customers (Taipale 2015). The lack of collaboration in the analysis phase implies 

that some essential trends may have not been recognized and/or a trend may 

have been understood the wrong way. This research found little evidence for 

other systematic and purposeful trend monitoring and analyses practices which 

would compensate the recognized shortcomings of the present trend analysis. 

Therefore, there is a need for enhanced trend monitoring and analysis process. 

This process is proposed in Section 8.6.4. 

 

Adaptive competency reflects actor’s ability to adjust to change in surroundings 

and increase in actor’s specialization decreases general adaptability. (Lusch & 

Vargo 2014, 151). In the ITS ecosystem change is mostly driven by advances in 

the field of education, RDI and IT. Additionally, the recent change in the funding 
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model shifted the nature of operations of the HE institutions towards more com-

petitive environment, which in turn, is another driver for change. The IM function’s 

operant resources have been specialized towards IT and therefore, it is not truly 

capable of recognizing how changes in education and RDI may alter the opera-

tions in the ITS ecosystem. Thus, collaboration with other actors is required. 

 

Collaboration with other specialized actors may enhance actors’ adaptive com-

petences, lower the relative resource costs and enhance the relative value prop-

ositions. (Lusch & Vargo 2014, 151; Lusch et al. 2007, 9). The IM function collab-

orates with the IT Services function and the LUC IT to enhance its ability to adapt 

to change in the field of IT. This collaboration enables the IM function to access 

required operant IT resources otherwise unavailable (Taipale 2014) and thereby, 

facilitates making the required adjustments of the IM function. The increased level 

of IT resource utilization may reduce the relative resource costs of a particular 

provisioning of IT service. However, as was noted in Section 7.2, the IM function’s 

value propositions may suffer from the G-D logic approach used in the LUC IT.  

 

Cross-functional collaboration may reduce the need for highly specialized tasks. 

Thereby, organizations should enable cross-functional collaboration to enhance 

their agility and flexibility. (Lusch & Vargo 2014, 151). This means that in order to 

adapt to change in legal environment and education and RDI operations, the IM 

function should engage in systematic and purposeful dialogue with appropriate 

actors identified in 7.3, 7.4, and 7.5. Yet, it should be kept in mind that the amount 

of available resources in the ITS ecosystem is limited and present actors are 

afraid of ineffective meetings (Konu 2014; Taipale 2015; Vuori 2014). This means 

that the dialogue should be well structured and the resource investments of col-

laborating actors should be minimized. 

 

IT communication can be used to enhance the cross-functional collaboration 

(Lusch & Vargo 2014, 151). In the ITS ecosystem, IT communication has a stra-

tegic role because the campuses of Lapland UAS are located in three different 

cities in Finnish Lapland. This means that the IT communication is preferred over 

face-to-face communication, which requires actors to travel between locations. In 
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order to facilitate effective IT communications the IT communication capabilities 

of Lapland UAS are being systematically developed. It is possible for the IM func-

tion to use these IT communication mechanisms to establish low-cost collabora-

tive relationships with other actors. 

 

It is also possible to analyse organizational documentation to gather information 

about change in the ITS ecosystem. The IM function can analyse the agendas 

and minutes of the executive groups of Lapland UAS and the result agreements 

of the four Schools and RDI services. This information may provide the IM func-

tion with information about long-term change and trends. Furthermore, it is pos-

sible to gain more specific information by analysing documentation from process 

development structures. Selected sources for information are presented in Sec-

tion 8.6.5. 

 

8.4 Resource integration competency 

In S-D logic, resource integration competency reflects available skills, knowledge 

and expertise required for integrating and combining resources in a way that en-

hances the resource density (Lusch & Vargo 2014, 150). Besides direct service 

provisioning activities, it is possible to relate this competence to the IM functions 

capability to optimize feature and functionality configurations introduced in Sec-

tion 5.3. Moreover, in the ITS ecosystem, it is these configurations, which even-

tually materialize BIA at Lapland UAS. This means that the processes which aim 

to optimize configurations are concrete mechanisms for BIA enhancement. 

 

In order to increase the resource density through enhanced resource integra-

tions, actors must be able to recognize how various IT resources can be com-

bined and to understand how particular combinations can be used to create novel 

service offerings. (Lusch & Vargo 2014, 152). In the ITS ecosystem, the IM func-

tion is in charge of creating IT service offerings for the customers and thereby, 

responsible for determining the optimized resource integration combinations. 

However, as was noted in Sections 5.7 and 5.10, the IM function is only capable 
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of making value propositions and the value is always determined by the benefi-

ciary. This indicates that the IM function needs to collaborate with the customers 

to understand how service offerings are integrated in the value co-creation pro-

cesses of the customers. Furthermore, collaboration with LUC IT enhances the 

IM function’s capability to innovate and develop its IT resource combinations. 

 

Involving customers and value network partners to the creation of core service 

offering and to innovation and design phases of service may increase the com-

petitive advantage of any Firm. (Lusch et al. 2007, 11). Thereby, IT service offer-

ings and the more concrete feature and functionality configurations should be co-

produced by the IM function, LUC IT and the customers. Moreover, collaboration 

with external actors may be required in cases which service is provisioned by 

actors outside the ITS ecosystem. 

 

Collaboration with customers can improve the success of the outcomes of a de-

velopment project (Gustafsson et al. 2012, 321). In other words, co-produced IT 

service offerings undergo first optimization phases during their initial innovation 

and development activities and thereby, needs to make reactive adjustments for 

final service are reduced. Furthermore, it is important that employees understand 

the experiences which increase the well-being of customers (Gustafsson et al. 

2012, 321). This facilitates the actors of the IM function to innovate new combi-

nations for IT resource integrations through the application of their specialized 

operant resources. 

 

The IM function has not established any process or practices to innovate or to 

design IT service and as a result, actors have developed their own and varying 

practices varying success. (Vuori 2014). Therefore, there is a need to develop a 

generic co-production process which can be used in the development of IT ser-

vice and configuration offerings. This process is further discussed in Section 

8.6.6. 

 



117 

 

 

8.5 Learning competency 

In S-D logic, learning competency is the final source of collaborative advantage 

(Lusch & Vargo 2014, 152). Continuous learning is required because knowledge 

can only consist of what was previously learnt and since all knowledge is an ab-

straction of a whole, it is at all times limited. (Bohm 2004, 89). In this context, the 

need for learning is emphasized by the fact that the IM function is a new element 

in Lapland UAS and in the ITS ecosystem. This means that from the aspect of 

the IM function, previously acquired knowledge about IT resources and their use 

may be partially incoherent in the present environment. Moreover, the business 

actors of the Lapland UAS need to learn about the role of the IM function in the 

ITS ecosystem and its practices and service offerings. 

 

In addition, there is a little collaboration between the IM function and the students 

of Lapland UAS. However, as was found out in Section 7.6, the ITS ecosystem 

is being influenced by the continuous development of new resources. In order to 

enhance the IT utilization capabilities of the students, the IM function should en-

gage in dialogue with the students to learn about present changes in their relevant 

ecosystems. In addition, the IM function should collaborate with secondary edu-

cational institutes to learn about their practices and experiences about the stu-

dents’ capabilities to utilize IT.  

 

Learning through frequent contacts is the suggested method for learning from 

customers (Gustafsson et al. 2012, 322). In the ITS ecosystem, this should be 

seen as a reciprocal knowledge for knowledge exchange where learning takes 

place in the IM function and other functions. In this sense, frequent contacts be-

tween the actors of the ITS ecosystem enhance the viability of the ITS ecosystem 

and connected service ecosystems.  

 

When actors learn about each other and how they can interact, it becomes pos-

sible for them to use effectual and abductive thinking to design and reconfigure 

markets (Lusch & Vargo 2014, 196). For example, effectual thinking was used in 

Chapters 4-7, where a thorough analysis of S-D logic and the ITS ecosystem was 
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conducted from the aspect of the IM function to provide new information about 

who the IM function is, what the IM function knows, whom the IM function knows 

and what the IM function can do to design and reconfigure markets. 

 

Abductive thinking may comprise for example, envisioning of a desired future and 

then, building a history for that future. At that point, it becomes possible to once 

again apply effective thinking to S-D logic’s axioms and foundational premises 

and to the environment and thereby, begin shaping the future of a firm. (Lusch & 

Vargo 2014, 196.) The development of the collaboration framework represents 

these two final stages of this cycle. In other words, the collaboration framework 

is developed in this chapter to steer the future of the IM function’s operations 

towards S-D logic. 

 

8.6 The collaboration framework 

The collaboration framework developed in this section is a collection of rules, 

guides, process definitions and interconnection maps which explain the structure 

and operations of the ITS ecosystem. The main purpose of the collaboration 

framework is to enable the systematic development of the collaborative compe-

tences of the IM function. These competences are essential for the long-term 

enhancement of the BIA and the organizational IT utilization capabilities in Lap-

land UAS. 

 

In addition, the collaboration framework can be used to enhance the transparency 

of IM function’s purpose, goals and operations. It is plausible that business-IT 

collaboration will increase when other business functions are able to understand 

how the well-being of their relevant systems can be enhanced through collabora-

tion with the IM function. 

 

The structure of the proposed collaboration framework is modular, which means 

that distinguishable elements can be implemented and further developed apart 

from the others. However, the interconnections between the components should 

be noted. The purpose of the modular structure is to assist the implementation of 
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the framework by facilitating gradual implementation in accordance with accessi-

ble operant and operand resources. 

 

Only the initial set of rules, guides, processes and maps is included in this pro-

posal. The components of this proposal were selected based on their perceived 

ability to enhance the viability of the ITS ecosystem. The processes are defined 

in accordance with the process definition template of Lapland UAS. 

 

The ownership of the included processes is allocated to the Head of Information 

Management. Even though, the processes of Lapland UAS are generally owned 

by directors, it is here important to recognize that these processes are in fact, IT 

service of which the Head of Information Management is responsible for. This 

means that s/he is in charge of the development, costs and outcomes of these 

processes. Therefore, they cannot be owned by any other actor. 

 

It should be kept in mind that the implementation of the collaboration framework 

does not optimize the BIA or the IT utilization capabilities of Lapland UAS per se, 

but the implementation will facilitate the intended optimization activities. The com-

ponents of collaboration framework are presented next in accordance with col-

laborative competences discussed in previous sections. 

 

8.6.1 Process for monitoring initiatives 

An initiative monitoring process (Appendix 4) guides the actors of the ITS eco-

system to systematically monitor their relevant information flows to identify new 

initiatives and projects. Furthermore, when new initiatives or projects are found, 

actors collect the basic information about the initiative or project and feed this 

information to ICT project portfolio. This will enable the application of the ICT 

project portfolio management practices on identified initiatives and projects and 

thereby, ensure that the development activities are conducted in accordance with 

the rules of Lapland UAS.  

 



120 

 

 

The focal actors of this process are the Head of Information Management, Cus-

tomer Manager, Service Manager and Enterprise Architect. When their individual 

perspectives to the essential information flows of the ITS ecosystem are com-

bined, a holistic view is attained to action and decision making points through 

which initiatives and projects proceed. 

 

It is possible to enhance the efficiency of this process by drawing from the core 

values of participatory decision-making, which are: full participation, mutual un-

derstanding, inclusive solutions and shared responsibility (Kaner 2007, 24). 

Meaning that relevant dialogues amongst the actors of the IM function, IT Ser-

vices function and the customers should be encouraged. The analysis of the ITS 

ecosystem indicates that the IMDG group, and individual service groups and the 

coordination group of LUC IT are appropriate groups for this.  

 

For the purpose of facilitating a dialogue between interconnected actors, addi-

tional section should be included in the agenda of each group. The content of this 

“development needs and ideas” section should encourage participants to enter 

into a collaborative dialogue about the present and future initiatives and projects. 

Thereby, the position of the section and precise wordings of should be created in 

collaboration between the relevant actors. 

 

It is shown in Figure 16 below how the implementation of proposed process and 

support components begins to feed the information about initiatives and projects 

into the ICT project portfolio management process through focal actors’ observa-

tions and dialogues facilitated in relevant groups. 
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Figure 16 – Feeding information to ICT Project Portfolio management process 

 

8.6.2 Process for resolving disagreements 

A process for resolving disagreements (Appendix 5) can be used to guide the 

actors of the ITS ecosystem to select an appropriate decision making point for 

any emerging disagreement. This can be achieved by first, identifying the context 

of a disagreement and then, appointing the solving of the disagreement to an 

appropriate level of relevant decision making structure. The decision making 

structures which can be used for resolving disagreements are shown in Figure 

17 below. 
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Figure 17 - Decision making structures for resolving disagreements at the ITS 

ecosystem 

 

The purpose of this process is to enhance the development and the use of the IT 

resources of Lapland UAS through enhanced use of the present decision making 

structures. By this, the IM function’s role as a collaboration partner is emphasized 

and the customers’ commitment to relevant decisions may be enhanced. Moreo-

ver, efficient disagreement resolving capability facilitates the continuous develop-

ment of education and RDI operations.  

 

8.6.3 Process for analysing business processes 

A process for analysing business processes (Appendix 6) facilitates the IM func-

tion to recognize what IT resources are required to support and to develop busi-

ness processes. This process may increase the IM function’s knowledge about 
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the customers’ IT needs and enhance the capabilities to innovate and to develop 

the IT resource integrations at Lapland UAS. Moreover, collected information can 

be used to develop the IM function’s operant resources in accordance with needs 

of the customers’ business processes. The process is illustrated in Figure 18 be-

low. 
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Figure 18 – Analysing business processes for information about required IT re-

sources 

 

The focal actors of this process are the process owner, the person responsible 

for the process, the process team, and the IT designer who analyses the business 

process in collaboration with other focal actors. Moreover, it may be required to 

collaborate with service groups of the LUC IT to identify IT resources which are 

not recognized by the actors involved in the initial analysis. For example, various 

network router and firewall configurations are rarely known by the customers 

even though they can be seen as critical process information. 

 

In addition, this process can be used to detect the actual needs for operant and 

operand IT resources. From the aspect of BIA enhancement, it is important to 

recognize precisely what IT resources are used in the business process. For ex-

ample, information about the amount of required computers and their perfor-

mance and functionality requirements can be used to optimize the IT assets of 

Lapland UAS. Moreover, it is also important to understand why IT resources are 

used because this knowledge can be used to recognize opportunities for synergy 

benefits. For example, combining individual licenses to licence bundles or cam-

pus agreements may create quick savings for IT asset costs. Furthermore, the 

harmonization of technological solutions for a single goal may reduce the variety 
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of required operant IT resources and thereby, further reduce the cost of IT re-

sources for Lapland UAS. 

 

In this process, the business process is analysed and the collected information is 

stored into a database. At present, there is no information system which is used 

to store this kind of information. Therefore, this need should be forwarded to the 

project manager of the ongoing project for developing Customer Relationship 

Management process at Lapland UAS. 

 

8.6.4 Process for monitoring and analysing trends 

As was noted in Section 8.3, there is a need to enhance the IM function’s absorp-

tive and adaptive capabilities through the systematic and purposeful monitoring 

and analysis of internal and external trends. Therefore, a process for monitoring 

and analysing internal and external trends (Appendix 7) is required to facilitate 

the collaboration between the actors of the ITS ecosystem and to overcome pre-

sent challenges. 

 

When the IM function and the customers collaborate in this process, the influence 

of a trend can be analysed from all relevant aspects and thereby, a holistic view 

to the effects of the trend can be achieved. It is shown in Figure 19 below, how 

trend analysis collects information from internal and external fields and feeds 

knowledge to the development of the Operational Plan. 

 

Outcomes of the process for analysing business processes are important for this 

process. The knowledge of operant and operand IT resources required in the ITS 

ecosystem and Lapland UAS is the basis for the analysis of trends. For example, 

when a disruptive trend emerges it is necessary to identify what business pro-

cesses are influenced to facilitate required adjustments.  
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Figure 19 - Trend analysis and the development of Operational Plan 

 

8.6.5 Sources of information 

In addition to processes introduced in previous sections, the IM function can in-

crease its knowledge about Lapland UAS by collecting information about Lapland 

UAS from available organizational documentation. Selected sources of infor-

mation are listed in the Table 2 below to show how the analysis of documentation 

can enhance the IM functions value creation capabilities of the ITS ecosystem. 

 

Table 2 – Sources of information 

Source The IM function gains access to information about 
… 

National performance indicators the performance indicators of Lapland UAS. 

Lapland UAS strategy documentation the strategic requirements for IT. 

Lapland UAS strategy implementation plans the goals for the development of IT. 

Lapland UAS development and quality docu-
mentation 

the management of the development and the quality of 
the operations of Lapland UAS operations. 

Lapland UAS result agreements the business goals of individual customer actors and 
the performance goals of individual customer units. 

Lapland UAS result sighting reports the performance of individual units during the last 6 
months. 

Lapland UAS process documentation how the customers operates and utilize IT in their pro-
cesses. 

Lapland UAS Tulosinfo the up-to-date status of individual unit’s business goals 
in relation to agreed targets 

ICT Project Portfolio the goals and costs of the development initiatives and 
projects of Lapland UAS 

Curriculums and course descriptions the contexts of the students of Lapland UAS. 
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The above sources of information are selected based on their ability to provide 

information to support effective and abductive thinking in the development of the 

IT resources of Lapland UAS. Moreover, when combined, information acquired 

from these sources can be used to identify IT related bottlenecks and develop-

ment opportunities.  

 

Therefore, it is here possible to define organizational documentation as an es-

sential operand resource for the IM function as they represent various perspec-

tives to the development and implementation of Lapland UAS business pro-

cesses. As was noted in Section 4.3, it should be kept in mind that operant re-

sources are required to create value from operand resources. This means that in 

order to transform these potential resources to value creating resources, the IM 

function must have knowledge and skills to adopt the information from proposed 

sources. For example, specialized knowledge is required to interpret how the 

strategic decisions influence corresponding IT decisions. 

 

8.6.6 Process for the co-production of IT service and configurations 

As was noted in Section 8.4, IT service and configuration offerings should be co-

produced between the IT functions, LUC IT and the customers of the ITS ecosys-

tem. Therefore, a process for the co-production of IT service and configurations 

(Appendix 8) is proposed here. The purpose of this process is to increase the 

Customer’s role in the development of IT service and configurations by determin-

ing what decisions and inputs from the Customer are required.  

 

It was noted in Section 6.9 that in S-D logic, all actors are resources integrators 

and thereby, all stakeholders of IT service management are resource integrators. 

In other words, actors integrate their own resources with resources made availa-

ble for them by other actors (Takeyama, Kahoru & Yoshitaka 2014, 346). There-

fore, the focus of this co-production process is set on supporting the actor collab-

oration in the development of effective and novel resource integrations. 
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Outcomes define content and the structure of the user oriented service descrip-

tions (Brocke et al. 2009, 5). Thus, the co-production of IT service and configura-

tion offerings should begin with codetermining value propositions i.e., outcomes. 

As was noted in sections 5.7 and 7.2, value propositions should be done from the 

aspect of the customers. For example, this configuration enables the education 

of 3D design on chosen computers. Or, this IT service facilitates the repositioning 

of chosen education to another classroom. 

 

Then, quality parameters should be defined from the aspect of the Customer 

(Brocke et al. 2009, 6). In this phase, the value proposition is concretized through 

more detailed elements. Thereby, appropriate quality parameters may vary be-

tween IT service and configurations. For example, in the design of a configura-

tion, it is possible to determine the requirements to performance and functionality 

for a resource combination. While in IT service, it is possible to determine time 

limits for setup and provisioning of service. Here, it should be kept in mind that 

the actors of IM function may learn from the customers during dialogues in this 

phase and that this knowledge can be used in the development of the future IT 

resource integrations and service. 

 

After involved actors have agreed on the value proposition and appropriate qual-

ity parameters, it is possible to turn the focus of the collaboration on IT resources 

and their integrations. This begins with the analysis of IT resources. First, it is 

required to recognize what IT resources are required to provision service or con-

figuration and then, to match them with available IT resources. In this phase, it is 

possible to identify new needs for IT resources and their combinations from the 

aspect of the business operations of Lapland UAS. Moreover, this phase provides 

incremental information about the usability of the present IT resources. Outcomes 

of the business process analysis proposed in Section 8.6.3, can be used in this 

phase to support the identification of available resources as they provide a holistic 

view to the IT resources of Lapland UAS, their ownership and current utilization 

rates. 
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Determination of IT resource integrations follows the analysis of IT resources 

phase. In this phase, appropriate combination of operant and operand resources 

are developed to facilitate the realization of proposed value for the customers 

with maximal resource density. The focus of this phase should be set on enhanc-

ing the utilization of IT resources in a specific IT service or configuration of Lap-

land UAS. For example, to have maximum resource density, a new configuration 

for 3D design education should include only those elements which facilitate the 

desired outcome. Furthermore, it should be carefully considered how each ele-

ment of the configuration draws from and contributes to the final bundle of se-

lected IT resources. 

 

In addition, in this phase, it is essential to analyse how new IT configurations or 

service interacts with other implemented and available IT configurations and ser-

vices. This means that before the configuration is implemented, it should be clear 

how the configuration influences the functionality and the performance of the tar-

geted environment. This applies also to new IT service, which enhances the 

means for actors to co-create value in Lapland UAS and the ITS ecosystem and 

therefore, changes current practices and resourcing. 

 

In S-D logic, value is always co-created and can only be determined by the ben-

eficiary. Thus, it is essential that it is determined in the process how actors coop-

erate and exchange information (Brocke et al. 2009, 7). Therefore, the final phase 

in the co-production of IT service and configurations process is the codetermina-

tion of roles and activities for involved actors. By this, the mutual understanding 

of how each actor contributes to a specific value co-creation process is gener-

ated. For example, it is possible here to agree what information is required and 

who are responsible for acquiring and providing this information. In other words, 

it could be agreed that the IM function is responsible for providing up-to-date in-

formation about changes in IT resources relevant to a specific IT configuration or 

service. Similarly, the customers are responsible for providing information about 

the changes in the ways IT configurations or service is utilized in value co-crea-

tion activities. 
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In conclusion, this process is the mechanism which facilitates the enhancement 

of BIA at Lapland UAS. This means that this process should be seen as the most 

influential mechanism for market design and reconfiguration activities of the IM 

function. Thereby, it is important that this process is effectively supported with 

information and knowledge acquired through other elements of the collaboration 

framework. It is also possible to suggest that the continuous learning from the 

customers and other actors of relevant service ecosystems will enhance the ef-

fectiveness of this process in the long-run. 

 

8.7 Prerequisites for the implementation of the collaboration framework 

As was noted in Section 8.6 the proposed collaboration framework has a modular 

structure and thereby, all elements can be implemented separately. The structure 

of the developed collaboration framework is depicted in Figure 20 to illustrate how 

the individual processes contribute to the collaborative advantage at Lapland 

UAS.  

 

Coproducing IT service 
and configurations 

process

Monitoring and analysing 
trends process

Business process analysis 
process

Initiative and project 
monitoring process

Resolving disagreements

Additional sources for 
information

Collaborative 
advantage

 

Figure 20 - The structure of the collaboration framework 

 

The present IT management system at Lapland UAS was not designed for coor-

dinating activities of the collaboration framework developed in previous sections. 

Therefore, the present system should be adjusted to facilitate the implementation 
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of the framework. Here, necessary adjustments for the present system are iden-

tified and solutions are proposed with the previously noted scarcity of resources 

in mind. 

 

The implementation of the process for monitoring initiatives requires that the IM 

function appoints actors to monitor the selected fields of the operations of the ITS 

ecosystem. In order to minimize the resource cost of these new activities is im-

portant here to utilize the present interconnections and group memberships 

shown in Figure 11. In addition, as was noted in Section 7.4 the IM function should 

seek a membership in the education development and RDI groups to facilitate 

the monitoring their operations. This method can also be applied when the re-

sponsibilities are assigned for the process for monitoring and analysing of the 

trends.  

 

Analyses of the business processes should be conducted by actors who have 

appropriate operant resources i.e., knowledge and skills about the particular field 

of business. It is possible to recognize operant resources through present infor-

mation system management responsibilities. Furthermore, the actors responsible 

for the process analyses should collaborate to identify needs in the process inte-

gration activities. The intranet of Lapland UAS can be used to store collected 

information until a more suitable solution is developed. 

 

As was noted in Section 8.6.3, also the analysis of information available from 

presented sources requires suitable knowledge and skills. In addition, the gap 

between business and IT should be kept in mind because of the differences in 

the used language. Thereby, it is important to consider which actors are able to 

analyse and to translate acquired information in a way that increases the shared 

knowledge of the IM function. It is plausible that in the beginning, this requires 

collaboration and additional coordination from the Head of Information Manage-

ment. 

 

The process for the co-production of IT service and configurations should not 

require the additional investments of the resources of the IM function as it is not 
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a new activity but a new and coordinated way for conducting present activities. 

This means that when other elements of the collaboration process are imple-

mented and generate required information for this process, the total costs of de-

veloping new and/or enhanced IT service and configuration offerings are re-

duced.  

 

However, there may be a need for an additional mechanism which facilitates the 

coordination of the development of IT service and configuration offerings. The 

coordination of the development activities is required to identify similarities in the 

needs and thereby, to reduce duplicate future solutions. This mechanism could 

be a new group which comprises the relevant actors of the IM function. A new 

group is preferred over existing groups as the dialogue required by the identifica-

tion of similarities and the crafting of appropriate solutions is time consuming, and 

could reduce the efficiency of present groups. 

 

Lastly, it should be pointed out that even though these new responsibilities and 

corresponding activities require resource investments from the IM function, they 

are all aimed to increase resource density and thereby, reduce the future need 

for resources. Moreover, the collaboration framework facilitates the systematic 

design and reconfiguration of markets at the ITS ecosystem which in turn, can be 

used to support BIA enhancement activities at Lapland UAS. 
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9 CONCLUSIONS 

The general aim of this research was to find out how S-D logic can be applied to 

enhance the BIA and organizational IT utilization capabilities in Lapland UAS. 

Thus, it was necessary to determine the appropriateness of S-D logic to IT service 

management at the case organization. For this purpose, selected S-D logic liter-

ature was analysed and it was found out that the foundational premises of S-D 

logic epitomize the exchange in economic and social systems.  These ten foun-

dational premises were critically analysed and adapted to IT service management 

to facilitate the application of S-D logic perspective for the analysis of the ITS 

ecosystem. Furthermore, it was necessary to analyse the present actors, IT re-

sources and business process to achieve holistic understanding about reasons 

for the present problems. Finally, the S-D logic approach was used to develop a 

collaboration framework to overcome identified problems. 

 

This research suggests that S-D logic approach can be applied to IT service man-

agement at Lapland UAS. Thereby, new S-D logic solutions can be suggested 

for implementation to overcome the present problems of BIA and organizational 

IT utilization capabilities. This is important for Lapland UAS who is a new organ-

ization and whose business processes are currently being built. Here, it is im-

portant to point out that during this research, it became obvious that the manage-

ment and employees of Lapland UAS acknowledge the need to develop the col-

laboration between IT and business functions. It was also pointed out by the in-

terviewees that due to the scarcity of resources the focus of development activi-

ties has been on facilitating the basic operations of Lapland UAS. 

 

One of the significant findings to emerge from this research is that the perspective 

of S-D logic exposes why and how the present actors integrate the available IT 

resources. This information can be used to explain how value is drawn from a 

particular resource. With this new knowledge of value co-creation, actors and re-

sources, it is possible for the management of Lapland UAS to enhance present 

operations and to enhance the resource density in the long run.  
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In addition, during this research it was found out that the use of the service eco-

system approach of S-D logic facilitates the identification of the structures of the 

main service ecosystems within the context. Moreover, various connections with 

external service ecosystems were also discovered and it was found how and why 

they influence on BIA at Lapland UAS. These findings indicate that continuous 

resource integrations in other ecosystems will sooner or later influence resource 

integrations in the ITS ecosystem. Therefore, it is important that actors involved 

in the decision making processes have up-to-date and reliable information about 

changes in connected service ecosystems to support their decision making. 

 

From the aspect of the systematic and purposeful collaboration within the ITS 

ecosystem, the major finding of this research was the identification of actor-to-

actor interconnections through which actors exchange information, resources 

and service. When this knowledge was combined with the findings about individ-

ual actors, accessible resources and service ecosystems, the mechanisms capa-

ble of leveraging the BIA and the organizational IT utilization capabilities 

emerged. These mechanisms enabled the development of the collaboration 

framework in Chapter 8. 

 

In addition, the prerequisites of the developed collaboration framework were iden-

tified in Section 8.7 and corresponding development proposals to the present IT 

service management system were made. It was found out during this analysis 

that the implementation of the framework does not require significant investments 

on resources of Lapland UAS. 

 

The findings from this research suggest that optimized IT service offering can 

only be created in collaboration with IT functions and their customers. Therefore, 

it seems that it is more important to set the focus of future service development 

on activities which enhance the collaboration in the design of new service instead 

of the activities which enhance the performance of the present service provision-

ing. The decision of shifting the focus is a very important one as the present re-

sources available for service development are scarce. 
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In addition, it was found out that customers have a commanding role in the de-

termination of value for service. This indicates that the IM function’s goal to ad-

vance from an organizational cost item to a value creating collaborator can only 

be achieved through continuous customer-oriented value determination dia-

logues. During these dialogues it is important to achieve mutual understanding of 

how IT service increases the well-being of the customers. 

 

This research is the first time that S-D logic has been used to explore IT service 

management at Lapland UAS. Therefore, these findings extend Lapland UAS’s 

knowledge of its IT service and the use of IT resources. Moreover, the use of S-

D logic enhances Lapland UAS’s knowledge of how value co-creation takes place 

in the ITS ecosystem. 

 

The empirical findings of this research provide new understanding about the IM 

function’s role in the development of BIA and organizational IT utilization capabil-

ities at Lapland UAS. This facilitates the IM function to focus on resourcing activ-

ities which design and reconfigure the operations of the ITS ecosystem effec-

tively. Furthermore, the IM function’s capabilities to use and to develop the IT 

resources of Lapland UAS were enhanced by developing new means to recog-

nize how business processes, actors and IT resources are interconnected. 

 

It is possible to generalize the findings of this research to various IT service man-

agement environments. This means that evidence acquired through this research 

is sufficient to confirm the usability of the developed Foundational Premises of IT 

Service Management in dissimilar settings. For example, it was found out that the 

same rules apply in the collaboration between the IM function and the Profit Cen-

tres and Corporate Functions of Lapland UAS, and in the collaboration between 

the IM function and LUC IT. 

 

Several collaboration enhancement proposals made in this research were imple-

mented into practice during the time of the research. For example, the new 

agenda for the IMDG was implemented and found successful by the Head of 
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Information Management. Moreover, the information sources identified in this re-

search were used in the development of IM functions operational plan for 2015 – 

2017.  

 

In addition, it was suggested in this research that the IM function should seek 

memberships in the groups which develop the education and RDI operations. The 

present author is now a member of the Education Development group and the 

Head of Information Management joined the RDI group. Moreover, the IM func-

tion is currently establishing a new group for the coordination of service co-pro-

duction and the collaboration with LUC IT. 

 

This research may serve as a basis for the future service management studies of 

Lapland UAS and thus, further enhance organizational knowledge. Moreover, the 

methods used in the analysis of the ITS ecosystem at Lapland UAS can be ap-

plied to other Finnish HE institutions. It is also possible to alter the methods of 

the analyses used in this research to include the profit margins and other ele-

ments required to evaluate the profitability of service and thereby, use this re-

search as background for studies on IT service management firms. 

 

The present research was limited by the extent of Master’s Thesis. Therefore, the 

scope of this study was narrowed down to include mainly the collaboration be-

tween the IM function and the customers. However, the essential elements of the 

collaboration between the IM function and the IT Services, and the IT Services 

function and the customers were analysed to increase the validity of the findings. 

This limitation means that the current research was not designed to optimize the 

BIA and organizational IT utilization capabilities or to create an optimized IT ser-

vice offering but to construct the structures for mechanisms which facilitate the 

optimization in the long-run. 

 

There is a call for a study on how value and accuracy of the information transmit-

ted through the interconnections could be enhanced. It would also be beneficial 

to assess, how continuous collaboration influences the customers’ willingness to 

utilize available information in the development of business processes in Lapland 
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UAS. Additionally, further research is needed to identify the standards which cus-

tomers are likely to utilize when they determine the value of a specific service.  

 

Moreover, further research could assess the differences in the value-in-context 

of a specific IT service offering. For example, it would be intriguing to answer the 

question of how the perceived value of IT service differs between the actors of 

the Profit Centres of Lapland UAS. Another potential area of future research could 

be to investigate the long-term effects of S-D logic adaption by a particular de-

partment within the case organization. It would be interesting to understand how 

other departments recognize, absorb and adapt to the change in the dominant 

logic of one department. 
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Inter-
viewer 

Tuomo Lindholm (TL) 

Inter-
viewee 

Markku Taipale (MT), The Head of Information Management at Lapland UAS 

Date 22 September, 2014 

  

TL Alright, should we being? 

MT Let’s begin. 

TL The operations of the information management are based on this international information man-
agement framework. This information management method is developed to be business oriented 
and it is founded on systematic and purposeful collaboration between actors.  
  Lapland University of Applied Sciences is a rather young organization and the development of its 
operations is still in progress. Does this incompleteness affect to the communication which is an 
essential element of the collaboration? For example, regarding the common language and pro-
cesses? If it does, how is it visible in the daily routines? 

MT The Lapland UAS information management model was founded in the last spring (spring of 2014). 
At the same time we built this current decision making organisation meaning the information man-
agement steering group etc. And the incompleteness can be seen in that it has not been fully im-
plemented. But we’re proceeding at good pace.  
  Now, actually it should have been done in the initial phase, the Director of Education joins the 
information management steering group for the first time. Which is a very important issue and in 
the future, he/she is a permanent member of it. Similarly, the dialogue with the Managing Director 
and the Vice Rector has improved noticeably from the last spring. It takes place almost daily. 
  When we go to the fields of experience and to the directors of the field of experience. So there, it 
came to my mind from that common language, they may not necessarily understand the role of the 
information management. I have once presented the information management operations model 
for the operative executive group and I will do it again next Monday. 
  That steering group (the information management steering group) is appointed by the Managing 
Director and its duties have been illustrated on a quite specific level and they have gone them 
through in that operational executive group. So, it is quite common that those issues, which are 
submitted to the decision making in the steering group, are decided out there on the fields, they go 
past it, in a sense. Hence, it is not understood. 

TL What kind of effects does this field decision making have? Do essential issues go past the infor-
mation management or? 

MT Yes. It has concrete effects on the information management for example, budgeting. Meaning that 
decisions concerning some ICT (information communications technology) project are made on the 
fields without discussions with the information management or even the IT-Services. And then at 
the coffee table or someplace else, this comes to my attention. And when I ask, where are you 
going to pay this from? They look surprised, and say that from the information management of 
course. We cannot budget something which we are not aware of. 

TL Yes, of course. Let’s proceed with slightly more detail. In Lapland UAS, there are four fields of 
experience and ten shared service units.  What is the present state of the collaboration between 
the management of these actors and the information management? 

MT Well, of course the formal collaboration takes place in the information management steering group. 
Then we have this information management development group into which operative actors have 
been gathered, also you belong to that group. That is an informal way to relay the information 
management’s, or to try to improve the transparency of the information management. Meaning that 
what we do, what is going on at the moment, what is the budget and how we use it, and so on and 
so forth. 
  Then the normal collaboration, which takes place in every work community, is like that the closer 
the room of a person is, the better the collaboration is. With these distances here, this is a concern 
as I sit here at Rovaniemi and then there is this Kemi-Tornio campus. Certainly, the collaboration 
there is more distant. 
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TL If we take a shared service for example, the property services. Have there been any situations in 
which the information management would have taken part in the steering activities or the group of 
the property services? 

MT The Manager of Property is behind that wall, so we have daily discussions. But, at the moment, we 
have this procurement of alarm and information system going on. We have had meetings concern-
ing that and I have been taking part in those because it involves the IT or IT Services quite a lot. It 
is like that for the part of the property services. 
  Then, from the broader perspective, amongst others the Library has asked us to visit and also 
they have their own projects in which IT is involved. We are involved in the project steering group 
of their RFID (Radio Frequency Identification) project. 
  Actually, there are also these blurred and foggy areas, meaning that we don’t really know what is 
going on and where. But it is also dependent on your own activity. 

TL So, there is no practice like this? Meaning that the agendas of the administrative bodies of the 
shared services would facilitate the information management to take the floor? 

MT Practically no. I have agreed with Reijo Tolppi, who is the Vice Rector and thereby, in charge of the 
operations of the education, that I can take part in the operative executive group whenever I want. 
We have also agreed that Reijo will invite me if that kind of an issue comes up. And in fact, I am 
going there. 

TL It is good to proceed from here. In addition to the administrative responsibilities of the fields of 
experience and the shared services, the focal actors of the management system of Lapland UAS 
are strategic, operative and extended executive groups. 
  The information management has no direct representation in these executive groups, how does 
the collaboration between the information management and these groups take place? You already 
noted that it is possible to take part in the operative group, but how about the strategic? 

MT I could probably ask to get in that too. But there isn’t this kind of continuous representation. Probably 
this is because of the quite a hectic situation in last spring. I was the Head of IT services and the 
then Head of Information Management left the house just when these groups were being formed. 
During that time, this information management as a unit, had no visibility in our intranet, it has now 
because there is now a page for that, but it did not exist then. 
  This is a part of the administration service and that representativeness got left a bit weak. But 
now, we have been working on it through discussions and then the Head of Information Manage-
ment is now directly under the Rector/Managing Director, and through that he/she can affect to all 
of these if he/she wants. Then the representativeness may suffer when there are issues being 
handled of which the information management is not aware, then the information management 
cannot ask to get involved. 

TL Did I get this right if I say that the change in the information management organisation or the change 
of the Head of Information Management took place just when these groups were being appointed 
or their memberships were developed and this affected to that the information management is not 
currently represented in all the places where it will be in the future? 

MT It is probably like this, you can say that. Well, I am not exactly aware of when those groups were 
formed but I am quite sure that the representativeness suffered a bit there. 

TL But then, the management’s and executive groups’ ability to perceive and interpret the impact of 
information and information technology solutions have on business process and through them to 
the holistic business operations can be seen as a significant factor in the collaboration between 
information management and its customers. 
  How about now, when we acknowledge the bit defective representation, how do you see this 
capability in Lapland UAS? If I may specify a bit, are you aware of processes or methods which can 
be used to perceive or assess the impact of some solution to for example, process outputs. 

MT This is a difficult question. 

TL The background of this question is that there are two schools, the other relies only on objective 
indicators but the other thinks that the interpretations of the management is an extremely good 
indicator. Meaning that when the management perceives that the information management has 
brought additional value for a specific process, it will be seen in the profits of the company and in 
the development of the operations, after a certain delay. 
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MT Ok. As it was pointed out before, the channels we use to influence the operations are the infor-
mation management steering group, the development group, and additionally, of course, these per-
sonal discussions with the administration. With the Managing Director, we have this established or 
agreed practice where we meet to review information management and to discuss at least once in 
a month. 
  The next one is probably at next week and there for example, this information management’s plan 
of action 2015-2017 is an extremely focal issue. You have also been involved in formulating this. 
And there these choices are discussed. The most important choice could be whether we densify 
our collaboration with the consortium IT-services or do we take it to that extreme in which we would 
fully embrace the AAPA (the network of the information management directors of the Finnish Uni-
versity of Applied Sciences sector) development initiative. 
  And now, how I see this capability in Lapland UAS.  I see that the IT background of the Managing 
Director makes it reasonable good. But then, when you referred to that objectiveness, it is very 
difficult to find numerical indicators for these kinds of choices. These issues are based on opinions 
and intuition. Meaning that what happens if, this kind of. Did I answer to your question? 

TL I understood that the executive groups’ and the administration’s capabilities to perceive and to 
interpret is being supported with the development and steering group activities and in addition, with 
personal dialogue and participation. And in this phase, where the organization is rather new, this 
concern of how the administration experiences it, is a quite focal and remarkable issue. 

MT Yes. 

TL Then it should be possible to sometimes use indicators to look what happened. 

MT And of course, the information management must be, or should be more active in delivering mes-
sages. This is conveying opinions to the national University of Applied Sciences network. And on 
the other hand, the top level administration will also obtain thoughts also directly from this AAPA-
network, because they are usually taken to the ARENE (the council of the rectors of Universities of 
Applied Sciences) and from there they go to the Rector/Managing Director. 

TL Yes. Now that we’re referring to that plan of action. If there is a choice question being handled for 
example, how do we prepare for the new kinds of information technology needs of future students 
and how this affects to the business operations or to the education implementation processes, so 
the information management has a rather explanatory position there? 

MT Yes, it is like that and I have delivered the rough draft of the plan of action to the top administration 
and as a matter of fact, only got comments from the Managing Director, these were very supportive. 
  In relation to this, the administration’s commitment to this kind of choice regarding the roles or the 
position on the axis of the information management and IT services. Whether these are inevitable 
cost items or in the other end, they are very important competition factors. Good IT services, good 
information management. Making that choice on this axis meaning that where do we go and what 
do we emphasize. 
  I think that from the aspect of the students, the good IT services and information management are 
factors which enhance all essential competitive factors. When attractiveness, pass through and 
retention rates are taken into consideration. The clarification of this kind of thinking is under work 
with the substance administration. 

TL Exactly. Well, here is this substance administration. My experiences from the academic environ-
ment are, I have noticed that various actors have different abilities to perceive and/or innovate new 
information technology solutions to enhance their operations. And these abilities vary a lot because 
of actors’ different information technology competences and abilities to utilize offered service. 
  How would you describe the role the information management has in solving these operational 
problems or in the development of operational processes of University of Applied Sciences? 

MT Based on my half of a year experience of this post, what comes first into my mind is that those new 
ICT initiatives, they emerge from the customer. This means that that they have noticed something. 
For example, Library has noticed the RFID (Radio-frequency identification) and during this half a 
year, customers have spoken a lot about getting to use this Office 365 and then there is this VE-
TUMA (national identification and payment service). There have also been these initiatives which 
have emerged from the information management or from the consortium IT services. 
  As a matter of fact, if we think about KTAMK (Kemi-Tornio University of Applied Sciences) and 
RAMK (Rovaniemi University of Applied Sciences), these former Universities of Applied Sciences 
which were merged to give a birth for Lapland UAS. So, I don’t know KTAMK so well, but I have 
years of experience from RAMK. But this kind of proper information management, it didn’t exist in 
RAMK and probably, this was also the case with KTAMK. I have understood it this way. 

TL There was not. 
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 MT So in that sense, when you asked about this incompleteness earlier, these matters are still under 
work. We are building the information management and during that we have established this group 
which comprises the representation of enterprise architecture, you, the customers, Timo Vuori and 
then there are these system specialists Jouni and Pietari, and in addition, the person responsible 
for IT services, Tuomo Sarajärvi. Actually, this group has just began to build this information man-
agement. 
  And through this group and the involved actors we are supposed to get so close to the customers 
that we can suggest different information technology and process solutions. This is when we could 
solve some specific problems or enhance the operations generally. We still have a long way to go 
with this. 

TL It is like that. If I sum this up, currently, these operation development initiatives, which lead into 
information system solutions or various process developments, so they emerge mostly from the 
customer and based on that it is possible to assume that they are capable of perceiving these new 
opportunities. 

MT They are and they are not. 

TL Exactly, and then the information management is currently developing its organisation so that it 
could get involved in this. 

MT Yes, that is the exact goal in this. Meaning that on this particular axis of inevitable cost item which 
repairs faults, we would get into a position in which we would provide additional value for the busi-
ness of University of Applied Sciences. We are trying to advance on this axis. 
  Now we have a better chance for that as our University of Applied Sciences has separated from 
two municipal federations and we are now able to focus the IT staff on one University of Applied 
Sciences. There is no more, how would I put it, the mass of the municipal federations which com-
prises variety of different actors and from which this common nominator is hard to find. 
  No we have it. We have our IT support and IT designer sides in a good condition. We have a 
chance for that and that is what we have been attempting to do now. 

TL Now we are able to focus on Lapland University of Applied Sciences which I have been studying 
here. And in Lapland UAS, it is possible to see two higher level organisation entities or organising 
methods. The other is this development organisation of core and support processes and then there 
is this production organisation which implements these agreed processes. 
  In the time before this information management was formed, the organisation which then went by 
the name of information management was mostly focused on supporting this production organisa-
tion which takes care of the daily routines. 
  How is this now when Lapland UAS has built this kind of development organisation? How has this 
affected to the ongoing development of the information management? 

MT Actually, I refer a bit to my previous answer. You mean the operation model of the information 
management, don’t you? Maybe the most essential issue is that we have managed to connect this 
architecture work with the quality function of Lapland UAS. I understand that it has succeeded well, 
you know it better. 

TL Yes, it works. 

MT It is probably the most essential issue and how would I put it, a tool which we can use to get a hold 
of and to influence the customer’s processes. 

TL Apparently, the incompleteness is also clearly visible in here. If we think about actors who own and 
are responsible for processes. Have they approached the information management with different 
information requests concerning their own processes or with their support needs? We have dis-
cussed a bit of these within the enterprise architecture process, but have they appeared from other 
sources? 

MT No, very little. Mostly during the coffee table discussions. And I have to admit that I am not aware 
of all process owners so there’s something we need to learn in the information management. 

TL Ok, I have noticed that because we have been operating in different way these process ownership, 
process responsibility and process development method are rather new issues and operating bod-
ies in our environment. Therefore, we rarely collaborate with them that is, process owners, but 
rather with a person. Have you had similar experiences? 

MT I have to admit that I am rather away from that quality work which you are closer of. I don’t yet have 
the holistic view to how the responsibilities are allocated in processes. I need to learn about that. 
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TL Ok. Then we have to improve my communications so I can inform you about these situations in a 
better way. Well then, about this production organisation and development. These fields of experi-
ence have different objectives and as a result, their information and information technology service 
needs usually vary a lot. How do you manage these service needs of the customers? 
  We have already discussed that there is the information management development group which 
takes these customer issues into account and then there is this steering group and then it is also 
possible to collect messages from the operative executive group and directly from the Rector/Man-
aging Director. Are there other kind of activities? 

MT These are the forums and additionally, it is the responsibility of the person responsible for customer 
relations to actively deal with customers and pick these issues up when he/she hears them. He/she 
does this. 
  Then on the completely concrete level, we have this IT services operation management system 
in which we have succeeded pretty well. This means that the person responsible for IT services 
analyses these service requests and from time to time we find a problem which causes recurring 
service requests. We had this kind of situation yesterday, and we try to solve them in a way that no 
one should need to send another related service request. Of course this is on a very concrete level, 
but yes, we analyse them in that way. 
  If we then go into the fields of experience, mostly into the implementation of education. There are 
quite a lot of decisions which are related to the information technology solutions. They make a lot 
of them within the field of experience.  Procurements of educational software and other issues like 
this and from those we are being approached through technical support or the installations and so 
on and so forth. 
  How do we manage the customers’ service needs? We manage or try to manage service needs 
through the Service Desk in a way that from there they are escalated to the proper IT employee no 
matter what the service request involves. 
  Then the development needs, the implementation of ICT project portfolio management model is 
relevant to this. Now, the persons responsible for enterprise architecture and customer relations 
have a very important role in that. 

TL Is it now possible to think that this organization is being divided here? The production organization 
which implements these processes, so these service needs which support the implementation of 
the processes are managed through Service Desk. And there, the person responsible for IT ser-
vices analyses these support requests with the aim of identifying larger entities? And then when we 
go to this development side, there is this collaboration between these various groups and direct 
collaboration with the Rector/Managing Director. 

MT Yes. 

TL These different service mechanisms or systems are clearly visible here. 

MT Yes, they are there, but there is room for their development, for sure. For example, the customers’ 
commitment to the use of service desk is currently rather good, at least in Lapland UAS. There 
might quite a lot of development on the upper secondary education level, we share the service 
desk. 
  When it comes to Lapland UAS, it is my understanding that IT support persons and others can 
make a ticket by themselves if a customer pulls his/her sleeve so we get the document about the 
service we have provisioned. 

TL How about the management of the ICT project portfolio, the implementation of it and getting com-
mitment to it? What kind of challenges you see in that? After all, it is rather influential operation. 

MT I have presented it for the operative executive group which comprises directors of the fields of 
experience and I see that it is their task to implement it. They felt that it is good and they understood 
why the method is how it is. This means that the aim is not to increase bureaucracy but that they 
(ICT projects) must be handled side-by-side and transparently in accordance with a particular tem-
plate because it is about the use of common funds. 
  But after that fine event, few ICT projects have emerged out there on the field and they are handled 
in a way which makes me feel like I would have never discussed about that management model. I 
don’t there is anything else I could do but to work. It seems now that this CRM (Customer relation-
ship management) project proceeds like it should. You took the possession of it. 

TL Yes. It could be that these big and different functions, what I mean is RDI (research, development 
and innovation) actors and education actors. RDI is a smaller mass and thereby, their internal com-
munications may have been different. This might be seen in here. 

MT Yes. 
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TL Then, this effective and cost-efficient information management service. When that is being planned 
there is a need for technical and administrative IT skills. Currently, there are no UAS level processes 
for managing and developing competences. But the effective management of the information man-
agement requires some kind of a structure for this. What is your view on this? How should these 
for example, technical skills be managed? 

MT It is our intention that in September, we will begin to map the current and skills of the IT staff of 
Lapland UAS. Additionally, we will map the skill requirements. And that is a focal tool for that. 

TL Then, if we think about these ICT project management, service design or these general adminis-
trative competences concerning the management of a service and the service production. For ex-
ample, person responsible for IT service desk. How could you manage this kind of administrative 
competence? 

MT This is a bit complex issue. Does this administrative mean for example, project competence? 

TL Yes, for example, project management competence and additionally, competences relevant to the 
coordination of the activities of several actors. For example, the person in charge of the IT Service 
Desk coordinates the operations of the near support, those personal relationship knots cannot be 
handled with mere technical skills.  

MT We have had these LUC level work community trainings and issues. We have also had project 
training, but took place years ago. So, what comes to my mind is mostly training. 
  I have been managing ICT projects in a firm for seven years. And in those projects, there were 
more than one actor, at least there was a customer and probably a third party as a supplier. In that 
rigmarole I have learnt that administrative ICT competences are mostly a question of personality. 
It is mostly customer service, what I mean is that even though one studies customer service for five 
years one may not be competent for that and then the other way around. Some are born to it. I 
don’t belittle education at all, but it seems that it is personality oriented. 
  And the answer to your question about my view to the management of competences. We cannot 
recruit, but if we could then it would be successful recruitments. And another way to influence is the 
roles of persons. Personal tasks or assigning persons to specific tasks. In other words, to have the 
right person in the right place. 
  That is what I have tried to accomplish when I have had a chance to influence. For example, I 
have tried to use this method in this choice of person responsible for IT services. This means that 
I’ve tried to get the right person to the right job. 
 

TL Did I understand this correctly? Because we cannot recruit, we try to combine a person with a role 
in which the competences of the person are best utilized. 

MT Yes, it is like that. 

TL Then the third competence. The clientele of the information management is very heterogeneous. 
There are these developers and teachers and there are heaps of degree programmes. It seems 
that there are 34 degrees. 
  How relevant it is to have knowledge of the content? One must have the basic understanding of 
course, but is deeper understanding required and how it could be managed? 

MT Like you said, we have a very heterogeneous field. 16 IT actors whose total labour comprises of 
maybe 80 percent of routines or 70 percent and the rest is left for the different development activi-
ties. That amount of work won’t get us too deep into the specific field of experience, unless the IT 
person has corresponding educational background.  
  In general we seem to have this educational background from information technology which 
doesn’t quite suit for example, health care. I think we should try to gain the substance competences 
on a generic level. This means to gain competences to serve the education on the implementation 
level not in the level of educational content. 
  We cannot go too deep in there, and we shouldn’t go because then we get the wrong idea about 
what we do. The eLearning services may have this education support more on the substance level 
and our support is on the technical level. This is how I see it. 

TL Then how about, this is a bit different issue. In the operation environment of Lapland UAS, two 
providers are responsible for the information technology solutions and service. The information 
management of Lapland UAS and the IT Services of the Lapland University Consortium. Could you 
describe the roles of these actors in relation to the needs of the operational environment of Lapland 
UAS? 
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MT Yes, the background of this is kind of a customer-provider operations model. Meaning that we have 
defined and documented that the management of the Information Management is the customer of 
the IT services of the University consortium. However, this is quite a foggy issue. When I was the 
Head of IT Services it sort of worked. But it has changed a bit now that I have moved into the 
information management of Lapland UAS, to the customer position.  
  Currently, the General Manager of the service centre (LUC) handles that Head of IT Services 
position as a part-time. And in practice this means that the staff of IT service area is now being 
managed by the IT executives of the different partners. This current Head of IT Services is an 
administrative manager. He/she allows holidays and signs travel expense reports and development 
discussions and so on and so forth. 
  But when the roles of actors are described in relation to the operational environment of Lapland 
UAS, these are essentially important for us, these consortium IT services. We receive a lot of sup-
port from there. For example, our own network knowledge barely exist and we get that from the 
shared IT service. As for our part, we also give something to there and the expertise lies on notice-
ably broader shoulders when it is shared.  
  When we find a certain issue for which Lapland UAS has no expertise, we can ask it from the 
University or the RKK or vice versa. I am not quite sure if I replied to the question, but this is how I 
feel. 

TL Yes, is it like a resource bank? Meaning that there is a lot more than we can afford as Lapland 
UAS? 

MT Yes, it is like that. 

TL I would like to specify that how is the border between the information management and the IT 
Services visible? Is the IT service more focused on this production organisation and the information 
management on the development organisation? Is it like this? 

MT It is possible to say like that. Now, our development takes place in the group (the unnamed infor-
mation management development group which includes IT staff) to which you also belong. How-
ever, you belong to the LUC IT services at the present time. 
  This is what we have considered. This means that should we do as the University has done, 
meaning that they have this kind of application services, or the name may have now changed, 
which has four persons who are directly under the Chief Information Officer and they do not belong 
to the IT Service area. 
  I have thought about a bit similar solution for us. This means to establish this information man-
agement organisation, which would specifically be a development organisation when the IT ser-
vices are mostly focused on continuous production. Of course, they also conduct technical devel-
opment but like you asked, this distribution of duties has clearly shaped. 

TL We have already discussed about this change which has occurred in this LUC IT. So the Director 
of Administration of Lapland UAS owns the IT-Service process and the General Manager of the 
Lapland University Consortium is responsible for this process. The role of the information manage-
ment is to order IT-services which meet the needs of Lapland UAS. How does this current arrange-
ment work? 

MT Like I noted a bit earlier, if I need to do something I will phone to the person who can put this issue 
into practice. 

TL I was thinking about the role of the Director of Administration, or the process owner during the 
making of the service agreement? 

MT Originally the service agreement was supposed to follow the JHS (Public Administration Recom-
mendations) template. But in practice, this service agreement turned out to be an essay type ex-
pression of intent. For example, regarding the University, when I was the Head of IT Services, the 
service offering was described as we will produce those IT services which the University’s own IT 
unit has previously produced. Full stop. On that level it is an expression of intent and what the 
services are, they are not that individualized. And this next question of yours, how are the needs 
and the service offerings communicated between the owner of the process, the person responsible 
for the process and the information management? Currently, they are not communicated at all. 

TL So, is this very defective? 

MT Not necessarily, because it works. I am not sure of how we could currently develop the service by 
discussing with the Director of Administration or the General Manager of the Consortium. This is, 
what new would emerge from that? 

TL Okay. There is that Lapland UAS has defined in this process development responsibilities that 
process owner defines the process development objectives and commissions the development of 
processes and allocates resources for that. From this, I get this picture that at the moment, in the 
IT services, this does not … 

MT The person in charge of the process takes care of the development? 
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TL Yes, and he/she is a focal actor in that process. 

MT It’s not like this when it comes to the IT service area, at least at the moment. 

TL Could it be that the implementation of the process is external in practice? 

MT Yes, the development goes like that. If we think about the processes of the services (IT), the focal 
process is the Service Desk, when its operations are understood broadly. 
  That process was described in 2011 and we go by that. When there are exceptional situations, 
development situations or these issues which have emerged from this merger (the merging of 
KTAMK and RAMK which gave birth to Lapland UAS), for example, transferring the computers of 
Kemi-Tornio within the AD. 
  When that did not proceed so well and in fact, it was supposed to be finished already, Timo as the 
person responsible for the customer relations got involved and then I summoned all relevant actors 
into a meeting and there we drew up a road map for how do we proceed from here. Tomorrow we 
have a next meeting. Actually the process owner and the person responsible for the process have 
had very little, they do not intervene this issue at all. 

TL Basically you have the roles of the process owner and person responsible for the process. 

MT In practice, it is partly like this at the present time. However, we must acknowledge that the person 
responsible for the process summons the coordination group and takes part in the LUC IT executive 
group and handles these issues there, also he/she comes to our weekly meetings. This means that 
he/she is involved quite a lot and myopic thinking, like that in the beginning, should be avoided. 

TL It seems that the administrative role of the person responsible for the process is emphasized here 
and your operative role when you and the person responsible for the customer relations represent 
the customer. 

MT Additionally, it is good to point out that I was the Head of IT services for nearly three years. During 
that time the IT staff of the University (University of Lapland), RKK, RAMK which later become 
Lapland UAS, were my subordinates. Currently, this person responsible for the process is in a quite 
schizophrenic situation when the processes of these partners the University, RKK and Lapland 
UAS are slightly different.  
  It is very difficult to suddenly go in there for example, to RKK or to the University and tell them to 
do like this. I had the RAMK background so it was easier to operate here, but that organizing the 
service area creates additional challenges to the person responsible for the process position. Of 
course, we are talking about the perspective of Lapland UAS here. 

TL Yes, it is good to understand that background. Now that you began to elaborate that this IT service 
area comprises also the University of Lapland and the Rovaniemi Municipal Federation of Educa-
tion. You were the Head of the IT Services and at that time, you were involved in the development 
of the decision making processes of the service area. How are decisions made at the IT service 
area?  

MT When I was the Head of IT Services, I established these service groups there. There is IT Service 
Desk and near support service group, then there is workstation service group, procurements ser-
vice group and then information security. And into these, we gathered the focal IT persons from 
each organization. They (groups) are still operating. And these groups, they have internal meetings 
and from time to time the coordinators of these service groups meet. The next one takes place on 
next Tuesday. 
  This kind of decision proposals come from that line level and they are then given to the Head of 
IT Services  who brings them to this LUC ITJR (Executive group of the consortium IT services) 
which comprises the of IT heads of the partners and the Head of IT Services, who introduces the 
issues. There, the decision is then made for example, is it okay to do this trick to AD (Active Direc-
tory) and it is being considered how it affects to different partners. 
  If the nature of the decision there is such that some Head of Information Management can’t make 
the decision. This particular Head of Information Management will take the decision to the top ex-
ecutives of his/her own organization. Lately, there have been very few of these, the decisions have 
been made there in the ITJR. 
  Now that the post of the Head of IT Services is part-time, this has changed somehow. We circulate 
the chair between the University, RKK and Lapland UAS. In a way, the agendas come from the 
Heads of Information Management. When there’s a need a specialist will be invited to share his/her 
views concerning the issue at hand. 

TL This seems to be a clear whole. 

MT This is a working system. 

TL How about that coordination group, how do they operate in the coordination group? 
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MT In the coordination group they go through, if we take a case from the next Tuesday’s meeting. We 
are starting to prepare the separation plan with Lappia (Lappia is leaving the LUC IT service area). 
We take this issue to the coordination group whose task it is to prepare the plan. 
  And there, each service group coordinator will present his/her views. For example, IT services 
may bring in some nuances which are related to the separation and then procurements and the AD 
planning. Then we go to the workstation and quite a lot of issues will come from there. Then there 
are many issues with servers and the network. 
  Probably it is these three groups, the information security won’t probably well, and it is possible 
that they have some nuances. Probably the plan will be centred to these. Meaning that what must 
be done, in which order and when. And of course, the specialists from Lappia are also involved. So 
in a sense they operate over the service groups’ boundaries. Meaning that how does this affect to 
you if the network group makes this decision? 

TL Ok and then, the focal actors of every customer organisation are in these service groups? 

MT Focal to that service. 

TL Then that coordination group has a view which goes beyond service and organization borders. This 
means that it is a wholeness. 

MT Those service groups, they particularly have the cross-organizational view concerning that specific 
service. For example, the network group comprises every organization. It was difficult to sort out 
but when it was completed, it worked. 

TL If we take the information management of Lapland UAS, what are its means to influence and what 
chances does it have to get its needs through to the features and qualities of the service produced 
by the IT Service area? 

MT If we take the quality first. If there is some kind of a defect, I will go and talk directly to the persons 
who are in a way, responsible for that, this has been done several times. 
  Then if this quality, here we speak about quality but I view it as defect in quality, if it originates 
from the University, as they perform several jobs for us, then naturally, I will talk to their Chief 
Information Officer. It is like that, or why not to Tarvainen (Markku Tarvainen, the General Manager 
of the Lapland University Consortium and the present Head of IT Services) who is also a manager 
and then there is also the ITJR which is one. 
  About the features of the service, with them it is quite the same. If the issues are related to the 
features which are exclusively for Lapland UAS, I talk with these IT actors if they could do this and 
so on and so forth. But then, if it is related to the whole LUC service area, then we must formally 
cover it in the JR or then in phone with other heads of information management and managers. 

TL If I sum these up the means to influence is the direct communication with the service providers, the 
heads of information management of the other customers and with the management of the Con-
sortium. So the clear communication channels exists … 

MT Yes, and those contacts are very spontaneous. 

TL … And the chances to influence vary between the service provisioned exclusively for Lapland UAS 
and a shared service. Then, when one wants to change some service wholeness one goes through 
the IT executive groups. That decision making process we went through earlier. 

MT As a matter of fact, the feature of the service which we want to influence, That is what defines 
whether it concerns exclusively Lapland UAS or the Consortium. 

TL These were all the issues I had planned in advance. If there is nothing you would like to add, then 
thank you. 

MT There is nothing, You’re welcome. 
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Inter-
viewer 

Tuomo Lindholm 

Inter-
viewee 

Timo Vuori, IT Designer responsible for Customer Relations at Lapland UAS 

Date 4 June, 2014 

  

TL It’s rolling, okay, From the perspective of the person in charge of the customer relations, could you 
describe how the communication takes place with the customers on an organization level  

TV From the aspect of the organisation, there are actually two levels present at the moment. Mostly, 
we go according the traditional model, in which the questions are made to the IT at the point where 
the own know-how within the organization is not sufficient. This doesn’t always occur, and it goes 
also the other way round, we recognize events in the organization. 
  The person in charge of the customer relations recognizes that there is something going on now 
and it is linked to information technology solutions. And then we go and ask the customer directly, 
how you have acknowledged these technical issues? 
  And currently, because we don’t have, we’re supposedly talking about the processes later, we 
don’t yet have clear process models of how this works. So it works mostly through the way of 
knowing each other. And now, the new challenge is this new Lapland University Of Applied Sci-
ences, where many new customers have emerged, who I don’t personally know yet. 

TL How does the lack of personal acquaintances and defective operating model affect your work? 

TV It affects to our IT-service organization, the operations of the information management. So, there 
where we operate like, it could be said, good old brothers, issues are taken care of more smoothly 
and there are less conflicts between the organization, information system initiatives and IT-ser-
vices and the information management. 
  And, since there is no process which would guide the customer to act, the organization to act on 
a certain way with IT, mutually agreed operating model. So I feel that our organization is quite 
alone. 
  We don’t have, unless you know the ropes so it could be said that we have this method which is 
stuck on the walls. Some have it, others don’t. 
 

TL Is this bound on location? Is this like that it is easier to get service on other locations than it is on 
others? 

TV Not necessarily geographically, this issue isn’t necessarily like this. Maybe it is that we have not 
published clear common ways to operate. We have built operating models for IT-services and the 
information management which have not yet been implemented. 

TL Ok. How about, I discussed with the Quality Manager and the theme was this process development 
organization at the University Of Applied Sciences. And we compared it with this process imple-
mentation organisation, and I’ve got this picture that this process implementation organization is 
currently the main customer of the information management. What kind of communication there is 
with this process development organization? What is the present state of it? 

TV The present state has quite a lot of shortcomings. So, the development of processes, it could be 
said like this, it is still siloed within each function. For example, finance function, communications, 
marketing, and the operations of educations develop their own operating models, processes, as 
well as the IT develops its own operating models, processes without discussing about them to-
gether. This is the present state. 
  Which leads into that the operations, as a whole, cannot be harmonized and the interfaces, prac-
tically the interfaces do not exists. They may then go around the executive groups, whom are 
higher level actors, and from there it continues to proceed to between processes which are on the 
lower level than the highest administration and executive group, so on the field level, the collabo-
ration and discussion between processes on that level, it doesn’t work on that level. 

TL Clear, in communications it is apparently possible to, have I understood correctly if I say that there 
are a bit of shortcomings in the communications? That there is no systematic communication with 
all customers? 

TV Yes, that’s correct. And it should be analysed a bit, from where and, or as a matter of fact, it is 
more like we are also afraid to communicate. We have quite a lot, each actor here has so much 
work that we must communicate efficiently. This means that we’re afraid of inefficient communica-
tions and we avoid useless meetings. 
  There has been this culture of useless meetings in these federations of municipalities. Many 
people have experiences of meetings which do not necessarily lead to anything. The communica-
tion itself is not the solution but how communication is done, how efficient it is, how precise and 
how it answers to the real needs. 
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TL All right, from that we can then proceed to this so called demand management. So, if we think 
about how the needs of the customer are acknowledged, then what the present state is? 

TV There it could be noted that it is the, communication and, actually the problems of communication 
which are the focal part of understanding the needs. Meaning that the role of how communication 
takes place and through that to recognize, we get to recognize those needs with a larger group, 
so the shortcomings are there.  
  So, the needs are in each silo and it can be hard to get them out. Even in that own silo to take 
them upward, not to mention that they would spread to the knowledge of the whole organization, 
those needs. 

TL How do you interpret efficient communication of needs? 

TV First, the analysis of issues, there should be some matrix for categorizing the issues. There are 
small needs, big, the way we categorize them. How do we respond to the strategy, what is our 
development path? 
  We could then categorize those issues in those silos against these, and after that it would be 
presented with the same matrix, that we have this going on, we have that going on. 
  Regarding a need, one should then be able to categorize the context and the level of an issue. 
What level is it on regarding the organization, from the field level to the administrative level, so that 
each level gets their own understanding about that making.  And it is very typical that at the coffee 
table, we discuss issues from the micro level to the national level. Then the red line which should 
be, we have not parsed it.  

TL Yes. Well, then, how does the information management communicate its own development ideas? 
New potential technology solutions which could be utilized and maybe to support core and these 
support processes or their implementation more efficiently. How’s the present state of that? 

TV The information management has recently formed at Lapland University Of Applied Sciences. And 
it is now taking its first steps, so these new structures have now been formed and I am not able to 
answer that question in another way than, these new structures facilitate this, but it has not yet 
been realized. 
  Here it must be pointed out that information management is a shared concern for all actors at 
Lapland University Of Applied Sciences. It is no longer concern owned by IT, but information man-
agement is organizational concern, which is a new operating culture in Lapland University Of Ap-
plied Sciences. 

TL Ok. If we then proceed, when, on a way or another the needs of a customer come to knowledge 
of the information management. Then, how are those issues dealt with and analysed? Acknowl-
edging the perspectives of the information management and also the customer means that differ-
ent types of knowledge are required. So how is this knowledge managed, how can you find the 
particular knowledge required to draw on in a certain situation? Let’s say, for example, from the 
aspect of the technological implementation of some educational solution of TELU (School of In-
dustry And Natural Resources).   

TV The LUC service centre (The provider of IT services for Lapland UAS) has organized according 
the technology aspect. There are these technical service groups, which are competent for some 
technical sector.  There are specialist groups and actually I, as the person in charge of the cus-
tomer relations, form the holistic picture of the customer’s problem after which I divide it for these 
specialist groups and define the interfaces between them and then gather a specific team from 
there or make a commission for these different groups. 
  The typical situation is one where we need workstation management competences, telecommu-
nication competences, server competences for that and then, on which level each group should 
be burdened, actually I analyse that.  

TL How do you see, if this group needs also knowledge about the substance, how can it be found? 

TV Knowledge about substance can be found finely, yes. The organizational structure on the educa-
tional side at University Of Applied Sciences is pretty clear and there the management model is 
rather flat. So it can be found very easily, it could be said like this. 

TL Then how about after this kind of group has been formed, then how do you plan new service to 
correspond these new needs? Either this kind of a technological solution or for example, when 
education develops a new teaching method emerges or new needs from Finance management. 
From the aspect of the information management, how does the design of new services occur? 

TV That’s a good question, those methods are different and depend on the actor. For that, it could be 
put short in this way that the design occurs with different means, different methods and different 
criteria. Then the quality is as variable as the number of actors. 
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TL Ok. If we go back a bit. I have discussed with the Quality Manager about the issue in which the 
processes of University of Applied Sciences are alike, but the process implementation organization 
may vary between schools. Have you seen this issue in your work? Have you noticed its effect in 
any way? 

TV Yes, there must be decisions concerning processes. And we have done, together with the IT ser-
vice area, practical work instruction level decisions for procurements, among others. And this same 
work must be done on all levels of University Of Applied Sciences. 
 
Pure process description is not yet the implementation of the process, monitoring, watching over, 
measuring but it must be brought down here, to the floor level. And it has been visible and it will 
be visible in my work, yes. And, there is also lot to learn for the whole organisation.  
 
And as a matter of fact, the way Lapland University Of Applied Sciences will develop from here. If 
keeping track of these processes, from their development to their publishing will be done well, it is 
going to increase our operational quality. 

TL Now, is there something else you would like to bring into this discussion? 

TV Well, actually the focal concerns are that the decisions are actually made for processes. And one 
goes through the process interfaces towards other processes also the interconnections to other 
actors. A distinct process is practically inconceivable, we always have an influence to other issues. 
 
The dialogue between processes should be opened or an operating model should be developed 
for handling them. And when there is a decision concerning a process then the change manage-
ment of the process. Meaning that when we need to develop the process. We find that there is 
something in the process and we want to improve it, so we implement the change in a controlled 
way. 

TL Yes. 

TV This includes the information management, as well as the operations of the whole organisation. 
Information management is the one part of a process, especially this concerns the information 
management, IT-Services and that interface. So we can respond to that need when a process 
changes. 

TL Yes, alright then, thank you. 

TV Thank you. 
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Tuomo Lindholm 

Inter-
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Ari Konu, the Director of Administration at Lapland UAS 

Date 22 September, 2014 

  

TL You are the Director of Administration in Lapland UAS, additionally you own the processes of 
Human Resources, Facility services, procurements and IT services. Could you describe how the 
differences between duties and the responsibilities of the Director of Administration and the pro-
cess owner. 

AK Yes, I don’t think, I don’t like the term process owner. They are more like tools to me, those pro-
cesses, with which I respond to the duty or duties assigned to me. Then they are very closely 
aligned with each other, if the ownership issue is left out. The processes are means to convey my 
will and objectives in those matters and they are my daily tools. 
  However, the director of administration has certainly, without my persona, always a position that 
he is some kind of a support person for managing supervisors, for self-management. I think that it 
is great. That doesn’t really connect with the my own or my tool processes that I sit in this table 
and telephone a lot with degree programme coordinators and even with heads of RDI and think 
“how can this issue be solved”. 
  So there is this management support element, which is not visible in these processes, it doesn’t 
have to be visible, and a shared shoulder for seeking change. For example, “There, they suggested 
or did this, is it correct or can I have any influence on that” this occurs a lot. They don’t show in my 
assignment or in these processes, but they take a lot of time, time resource, but they are as well 
an important function in my duty.  
  Everything does not canalize through my deeds, or through the processes I own. There are quite 
a lot of these easy chair and change-seeking functions in my duty. 

TL Could it be said that in principle these processes are a part of a larger holistic system, which you 
use to implement and which also comprises these external or? 

AK Yeah, yes, these discussions with both supervisor, other directors and employees alike, belong. 
When they seek for confirmation or is this the line and is this executed similarly in our field than it 
is in others. 
  These issues go back to process development through me. If I see that the instruction has been 
left bad. And when I see that a person has been treated differently that is when I can get a hold 
and can confirm or try to enhance the process which has created it, tried to take a control. That it 
is not a separate but it is more like a development element which provides me with information for 
development.  
  But it is not all in those processes, maybe it is the development that surrounds them all. And it is 
quite burdensome and large part, I do not think that it is bad, but it is excellent if I can support and 
develop with that unregistered process. 

TL Yeah, so the information needs are not organized only according to the process but they are whole 

AK Yes. This is how I would conceive it. You capture it well. Yes, they are the arteries there but there 
is additional muscle which makes it a whole so it can function and move. Ridiculous analogy, but 
quite alike. 

TL It is very important to recognize here how wholeness is perceived. Then, how about these tools 
that you have in use. How do they support the operations of Lapland UAS and what objectives 
have you given to them? For example, human resources, facility services, procurements? Where 
do they aim? 
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AK Well this human resources management processes, in plural, is from my aspect, the function which 
creates the legal foundation for working in Lapland UAS. There are issues related to contract of 
employment, which is the basis of juridical layers. 
  Then there are the issues related to hiring. Salary payments, transaction processes. Without 
them working is not possible. We would not have employees, and they would not be motivated to 
do it. It is rather clear, it is the juridical foundation for working. 
Concerns on the side of that like this guidance, I think that it creates rules for the activities between 
an employee and employer. We have several persons who in their own positions representatives 
of employer. If that would not be harmonized, if it would not be a goal to have one employer prac-
tice, one and only operating model. Then we would soon have four of them, we would have even 
more within the profit centres. And from that it is possible to look for my objectives. 
  If there is one thing that I pursue very hard, then it is the equality in the treatment of employees 
despite their unit or locality. Whether it be a teacher of KauKu (Business and Culture) or a teacher 
of LuoVa (Natural Resources) here, they should be treated similarly. They must have same rights, 
they must have same benefits, and they must have same responsibilities. And this is maybe the 
most demanding, difficult issue, because it seems that mere instructions do not seem to be 
enough. 
We have so strong long-term directors, whose old habits are extremely rigid. People around them 
feed these habits, like “This is how it went in the past, you wouldn’t go along that new line, wouldn’t 
you” and that creates resistance. Resistance itself is ok, resisting powers are always required also 
in the development of administration, so it wouldn’t be done with too light grounds and fail because 
of that. There must be criticism, constructive criticism. But in some phase, it must change to a 
loyalism for made decisions. 
  During this year, there has been quite a lot of watching over and herding in my role. So those 
discussions with supervisors and directors, to which I referred in previous section, luckily give 
opportunities to it. And I see that we are an organization capable of development in a sense that 
there are none of those who turn their backs to the decisions of the management and the human 
resources. Some may have turned a bit once in a while and tried if it is possible to turn their backs 
and revert to old habits. But I see that no one wants to do it anymore and we have gotten past it. 
  But this equality in human resources management, equality despite the unit and the geographical 
working point is the leading thought. And I fight and feel that it is a duty assigned to me. 
  The duty of the facility function is to create the physical conditions for core processes, good 
physical conditions to implement our education, research and local development task and admin-
istration which supports those processes. The objectives emerge partly from finance, cost-effec-
tiveness but on the other hand from operations. Rather proactive development of premises which 
acknowledges changes in operations. In other words, proactive operations which are cost-effective 
and recognize the future needs of operations. This is how I see this. 
Procurements, a process I own. With that we support core processes and even relieve them to 
focus on the essentials. This world of procurement, which is fairly demanding, if one is directly led 
into it, will tie quite a lot of energy and time if you begin from zero. On the other hand, one can 
make mistakes which tie quite a lot of different resources afterwards. That is, to make mistakes, 
incomplete procurements, biddings, documentation does not work. Trying to create freedom, if I’d 
say so, for focal actors to their focal duties. 
  And there, I do not know if it is an objective or an operating model, a whiteboard but careful 
preparation of procurements and implementation will surely reduce the costs of after work. Invest-
ments to preparation, documentation, taking exemplary care of bidding will reduce the time spent 
in the market court. In a condensed way. 

TL That’s right and procurements are nationally always under a magnifying glass. 

AK Exactly, yes. We are, despite of our limited company form, a public procurement division and we 
operate under the act on procurements. We receive the majority of our funds, operational funds 
from the budget. That is enough for that. 

TL Alright now, we have no gone through of objectives and elaborated on them. And then. Critical 
Success Factors are issues which are indispensable for achieving these objectives. If we take the 
perspective of information solutions and information technology solutions, what do you think are 
the critical success factors for these processes? 
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AK This, I was thinking about your structure before and though the answers in advance. I’ll try to be 
clear and precise so that there wouldn’t be long answers like in those previous ones. 
  Regarding human resources function, I wrote down, functional electric human resource infor-
mation systems. Specifically electric, here I refer to an information system based structure for 
managing staff issues. Returning to the older, more manual time is totally impossible. But there 
are several sub processes in front of us in which the support from the information management 
can be increased and current already digitized processes can be enhanced. We will probably later 
return to these challenges which are related to the development of our current processes, the 
development of scattered digitized processes. In short, in human resource management, func-
tional electric information systems. 
  Regarding the property management, I see that the critical success factor with our property mass 
is skilful active person in charge instead of any other information system or some property man-
agement service or some other solutions. Head of property management must understand his 
duties, know focal property/facility concerns and be active, accommodating towards units and 
these core processes. 
  There is, I wrote down to myself, room for enhancing the utilization of information systems. We 
utilize them rather little, if we are not talking about invoicing which occurs electrically through Al-
usta. But for movable assets and equipment. There is lot to do. 
  The library is in the leading group, they are implementing this RFID. They are in the middle of 
tendering with procurements function. They will take the material and probably equipment and 
others to this system which facilitates this kind of modern management. Also there is indent for 
this in other units. There is a weight on information management and information system compe-
tence and dialogue. 
  Juha has been strongly interested and spoken about this RFID. When we have time and re-
sources allow it, we will surely take control of it. 

TL That is a pretty good way for making an inventory. 

AK Yes it is, after all it is easily updatable. At the moment the lists, made with whatever software 
version, making them is more or less manual. We will get at least little help through RFID 
Procurements, there the critical success factor is active and competent person in charge. And 
there the person in question is on the road, which I see as the other. That is, digitization of pro-
curement practices. Digitization of procurement processes on every procurement level. Not only 
on those which go to Hilma. There must be these phases that you are forced to check the issues 
at the specific gates. So that you cannot go to the next before you have made these documenta-
tions. We need that let’s say in a more flexible form in the lower, let’s say small-scale procure-
ments. We have this Petri lead project which takes this concern forward. I don’t know how strong 
the support from information management in it has been and dialogue. Do you, for example, know 
about it? 

TL I have followed it a bit as I share my office with a person who makes procurements. There we are 
really interested in these issues and that it can be developed. There are as many practices as 
there are people with needs. 

AK Yes. Merely that one goes to procurements without confirming a cost account. It is not known, or 
no one has asked from a person who knows it and fist is banged in the table “now we must have 
this”. Must get it even though there is no one to receive the costs. This kind of certainties, we may 
probably get rid of them with the gates of information system. Like, “Sorry, this issue won’t proceed 
in the process if you do not feed the figure in there, plausible one that is cost account identifier. 

TL Maybe it doesn’t put the guilt on the guy who receives?  

AK Exactly. That is a correct observation. There, well they weren’t so precise. 

TL But the content is the most important. Well, then in addition to these ownerships, you are in charge 
of Knowledge development process, which is one of the sub processes of the strategic manage-
ment processes of Lapland UAS. What is the purpose of this process and what objectives has 
been set for it? 

AK The process in question is the staff competence development process. The process is to ensure 
that Lapland UAS has the required competences in accordance with its objectives either through 
the competences of own staff, through the modification of own competences and/or through their 
increase. Or through the combination of these and external competences. Thus, our primary task 
in this process is now to primarily look into this internal.  
  Belongs to human resources management and which has a strong connection to the goals set 
by the organization. Strategic, and maybe a little with operative goals we aim to. 

 

  



159 

 

 

APPENDIX 3 Appendix 3 

 4(9) 

AK 
 

So we can initiate the generation of additional competences which we see are needed in near 
future. Through the development discussions we set the development target for some persons to 
acquire the competence we lack or update to present and future level the competence that we 
need. And to resource it. This means that the question is about competence development which 
  For example, to consolidate the competences of the field of mining, which we need so that we 
can credibly operate as a national higher education providing locus and centre in the field of min-
ing. We need to modify the competences of some of our teachers or to acquire more competences 
for them. It is also related with the capacity, if something leaves will something new arrive instead. 
This is what the question is about. The development of the needed competences. 

TL For example, during this autumn, this kind of competence and competence needs surveys are 
being initiated in the information management and this whole LUC IT service area. The integration 
of these will become a current issue in some phase?  

AK This is extremely important and it is very good to hear that one has not stayed laid down because 
this process does not exist to the end. We have some specifications about how we are going to 
do. The development discussion of new form and high quality, which must be executed during the 
autumn, is a part of it. But it is not all. There we have a danger that in this autumn, the focus of 
other staff is too much on determining salary levels and checking salaries. We forget the develop-
ment of competences. I will try with the support group that begins next week, through the work of 
support group to ensure that nothing essential will be left out. Despite of the fact that the focus and 
the shine is in the holistic review which determines the salary. 

TL That is an issue which will surely raise discussion, I hope there will be energy for that also. What 
are the critical success factors of this process? Or what has been recognized now when it is still 
in progress. 

AK Functional, partly new kind of development discussion practice. Of course, it requires resources 
for the development of competences, so that persons can be allowed, guided and on the other 
hand produce the training and support to get this competence. That is, resources, process and 
yes, I see that immediately when we have time, we have the courage to begin the next information 
system development process which takes a lot of the attention from the staff we will do it. And 
here, the “it” is specifically the digitalization of development discussion process. 
  These issues exist. We have already been pushed examples from here and there that “take this 
now, we have this kind and in that organization they operate through this system”. But only for the 
reason that during this year and likely during the next year we have so much new to take over, so 
if we also implement something like this, we make the people to invest quite a lot of time into how, 
where do I go and where do I see and what do I do. “Also this takes our time” can soon be heard 
and now we advance the way that we ensure this process and then we will in collaboration with 
you take the support for this. We will take it into digitized form. The marching order is really this, 
we have delayed this to relieve people to the take possession of the core processes. 
  I know and it would be very tempting to make this autumns round through that information system, 
but we know that the training for and setting up and training of the system and completing the first 
round will take lot of resources. 

TL It could also be that the development activities identified from this autumn’s round are less expen-
sive to implement at this stage. 

AK That is true and then we know better what we must support with that information system. 

TL Ok. And partially originating from that is that the operation model of Lapland UAS information 
management is based on international Information Management Model framework. It has been 
established by ICT standard.org. This framework has been designed to be business oriented, or 
operations oriented and is based on systematic and purposeful collaboration between actors. It 
could be said that Lapland UAS is a very young organization whose operations are still under 
development. From the aspect of your own work and the processes/tools you own, have you ex-
perienced that this incompleteness impedes collaboration with information management for exam-
ple, for the parts of common language or communication processes? I am now talking about col-
laboration with Information management function. 

AK I don’t think that the problems are in the language or communication. Let’s say, thanks to you, you 
already speak exactly the same language as we do. That is the premise why we do not have this. 
The problems are in this phase of our of life-cycle and they are because we don’t have time to 
extract enough time for development and looking forward and think about the solutions of devel-
opment. Instead the time is being spent on survival that we can get this basic level arranged for 
this service and in that process. And so on and so forth. 
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AK So, at the moment the view raises too little from the feet to forward. It is no that we wouldn’t find 
conversation partner or common language. From my own aspect, I see that we have got this salary 
payment system working after making the contracts during the spring and after three changes We 
were on Kuntapalkat, then we went to PYTes for a while and soon a new contract of employment. 
This is not an explanation, but we have all our resources fully committed to this survival. Everyone 
has eventually been paid and corrective movements, have luckily had to be made only few. Thanks 
goes to the team, which partly renewed during this. But there has been enough professionalism 
for us to survive. 
  This situation cannot remain. I will, staff measurements regarding my own service, fight against 
the idea that now that we’ve survived this, let’s see our staff measurements again now that we’ve 
entered the stabile phase. But we have the development spearheads there for which we have to 
be able to assign staff. We cannot go in a way that we barely survive with the workload. And when 
we get certain issues working the view will begin to raise towards development and development 
needs. Those we have already continuously listed in different rooms and in different context and 
different issues that we must bring into discussion, what we must change etc. as soon as we get 
to them. It is not holistic waiting, we’re fine tuning our processes and develop them and we contin-
uously receive and take along the support from information management. But those big issues to 
which I referred such as the equipment management, development discussions. We don’t have 
resources for them yet, and the time windows is not suitable. 

TL I understood the situation as that there is a common language for collaboration and there are 
means to get in touch with information management and exchange ideas, but there is no time.  

AK That’s right. This change has tied and will tie our capacity for a sometime and there doesn’t seem 
to be capacity for this development which we’re coming to and which we need. 

TL In IT, we’ve sometimes experienced that we’d be able to procure systems but we don’t have time 
to set them up. 

AK That sounds very similar, when seen from your perspective. 

TL The management and executive groups’ ability to perceive and interpret the impact that information 
and information technology solutions have on business process and through them to the holistic 
business operations can be seen as a significant factor in the collaboration between information 
management and its customers. As a Director of Administration you are a member of the Strategic 
Executive Group and you operate in several process roles. Do you feel that you have access to 
enough information to perceive and interpret the effects of this kind of solutions? So that you can 
perceive and interpret how this solution improved our business. 

AK Maybe there are abilities, competence and tools for that after the process has been developed. 
The information systems have been embedded and the process has been digitized. For that even 
my competence and capacity is enough. I can compare how this worked and served earlier with 
the present state. 
  But the competence and maybe tools for thinking, which would simulate the future from this point, 
so that if we would do that way, is it worth the effort. This kind of scenario to see to the future 
operating model compared with the present one. For this, the basic tools of administration sciences 
are not the best. However, there is always something of course. 
  But I feel that there are not enough competences and tools for this. The time is one issue, but I 
won’t repeat it again. It is more about if I understand that it must be evaluated, it must be recog-
nized and think about the options. It is more like that than there would not be time. 
  In addition, if there are some assisting tools, your competences, which would assist in perceiving 
that this kind of solution could be used here and it would mean these issues and compared to the 
present state it is like this. We go either to the profit or loss and where do we profit or lose. So, I 
welcome these intercepting interventions aimed to the future, which can be used exactly for this. 
I understand and sign this part that introduction about the effects that the information technology 
solutions have on operations and business. On a general level we acknowledge and even recog-
nize these interactions, but when we talk about details, i.e., should we choose this or that we are 
in a much more difficult position. It is clearly visible that some lose their courage to even take a 
stand there and it is being said that “that specialist there must do this, it is not our job, isn’t it”. It 
must been brought to us there and to force us to it in a way. I understand that but then do we have 
the suitable tools? 

TL Here, it is common that the information management function can see too many times what this 
means for information management, but we must achieve dialogue that we can determine the 
future value in collaboration. 
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AK Exactly like this. I remember that at my previous employer University of Lapland, also there I sat 
in the executive group. The head of information management was seated next to me, on the same 
side of the table. I mean the previous one, not the current one. And the ATK keskus (ADP Centre), 
it was the name at the university those days, it was blamed for exactly that. Meaning that they 
make the decision and there it is solved.  
  So that is the correct way to go, if others do not decide then this lead is being followed. And for 
example, if we pull back when the question at hand concerns the procurement if or considering 
the information system affecting our process. If we say that “No, this makes me feel uncomfortable, 
I can’t take a stand on this.” Someone has to take it forward and then the responsibility shifts to 
the information management. 
  There they have their own views of optimization or even setting the goals and evaluating the 
effects, which may differs from ours. In that case, it is futile from here to say “Hey, why did you do 
that?” I gave you the room, the table. 

TL In this situation, the technical performance of a system is on the other end of axis and on the other 
end there is the user related performance. The information management can maintain the tech-
nical performance of the system, but what happens to the user related performance? 

AK It is exactly like that but the guilty ones are somewhere else than in the information management 
in these issues, towards which the blaming finger commonly points. It is costly and it makes 
choices, we at the fields of experience are not allowed to, they gave them to us. This part about 
interaction, mutual selection and determination of objectives and corresponding activities can be 
condensed like this. 
  The management of information management, the information management, and maybe even a 
bit more operative group in the implementation phase. There we have enormous journey, it is the 
lack of understanding, and it is the lack of courage. Several explanations will be given, time man-
agement and so on and so forth. But those must be overcome. There must be tables from which 
we cannot leave before we decide together. That look at this, sign your name there. 

TL This was a good discussion. I have been quite a long time in higher education and other IT roles. 
And based on my experience, various actors’ ability to perceive and/or innovate new information 
or information technology solutions to enhance their relevant operations varies because of actors’ 
different information technology competences and abilities to utilize offered service. 
  It is possible that the collaboration with the information management enhances these compe-
tences and will also produce new solutions to old problems. How would you describe the role of 
the information management in the solving of the operational problems of your own unit and in the 
development of the processes you own? Or how would you see that role in the future of your own 
areas of responsibility? 

AK If we take a look at the area of responsibility which ties me the most, the operations of the human 
resources management. Which is already heavily based on information systems or supported by 
information systems. There it is significant, very significant. In general, the role of the information 
management is extensive.  
  But that our systems are external, provided by external supplier, which is rather common these 
days, no matter what function. So, here, this situation is somewhat specifically emphasized that 
we interact with an external provider of a service or a system. Or interact with system provider or 
we depend on them, it could be said. CGI who is the key service provider is a critically important 
partner for us. Especially for the reason that during this transfer of business, the persons of the 
information management or the IT services who were the persons responsible for our key systems 
were left in the federations of municipalities. 
  We had time to successfully co-operate with them during last year, and we will certainly continue 
that. They are being consulted, they will support us. But you have to understand that they have 
their own duties now and these duties don’t include the support for human resources and financial 
management of University of Applied Sciences. Maybe they do it based on their old memories or 
their good will. We still have agreements, specifically with RKK who are partners in our future LUC 
collaboration thereby, we can say that this end is secured. 
  On the other hand, I would like to see that in our own information management group, let’s say 
ones on our payroll, would either have will or competence to come and support us with this. At the 
same time, they could bring new kind of thinking and new eyes to the development of our pro-
cesses either for the digitization or the holistic process. There would be new perspectives, new 
findings, new observations and new development ideas. 
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AK With this background, welcome, but then we also need specialist knowledge towards CGI when 
we operate, contact, and demand or hope that CGI would produce development modules. For this, 
we don’t have sufficient information management/IT competences in the human resources team. 
We cannot enter the discussion in that role. We have common knowledge related to these kinds 
of contracts and we have sufficient knowledge for the development of general information system 
projects, we have managed so far. But this would be the development direction. Then in the crisis 
situations, in which the connection with RKK would break off and all kind of playing with Lappia 
would cease. We wouldn’t be left hanging in the air. 
  This was the starting point, I kept this on the agenda that we must at least get a transition period 
during which we can get the support from these old system specialists and use their knowledge in 
this. Okay, we succeeded in this for the time of implementation and until today we have received, 
but I keep thinking this maintenance support performance. Meaning that how would it go with these 
systems when we wouldn’t have this network? Here we come to this that if there would be in the 
information management, maybe even a spontaneous will to come along with an active develop-
ment attitude. We have a triad consisting of me, Tiina Huhtalo and Päivi Keskimölö who are re-
sponsible for the development of these systems. I am responsible for the process ownership, but 
the practical implementation for example, Tiina Huhtalo is in charge of the development of 
webtallennus system. And she would surely sit down with information management specialist and 
think if this is in our hands or should we go to the other side. And if we go, should we suggest the 
change together and how we can gather and get the true costs to match up etc. 

TL For sure, there are concerns in which the information management can assist. We met with this 
Tiina during the early summer and went through this staff employment contract or hiring process 
because we felt that there is too long a delay between when a person comes to work and when 
her tools are provided. We went through the process and drifted into the recruitment process and 
noticed that as a matter of fact, the recruitment process produces quite a lot information which is 
required in the procurement of a computer. This means that when the person comes, the computer 
has already been provided.  
  This was the first kind of collaboration in Lapland UAS in which we went through a whole process 
together. Even though we met through Lync, it was a good experience and will certainly not be the 
last. 

AK Excellent. Yes. Suddenly it came in to my mind that it is not if you have, but it is if we can turn 
around and come to say to you that we need more shoulders and knowledge. And do not try to 
take care of the issue by ourselves and phone to CGI. But that we are as guilty in this. 
  But that I don’t know in details what the phase of the internal renewal of the service provisioning 
in the information management is. Are the responsibilities of particular systems of specific func-
tions being divided between staff or what is the way? Is it that we don’t have to know it and that us 
only let service desk now that send us the best knowledge for support. 

TL At the present time, the roles are defined in the Service Desk. 

AK Also in this kind of development or process development issues? 

TL Actually, these are not there because these are completely different processes which the infor-
mation management executes. And these are not, as they say, productized or constructed as ser-
vices. For that part, the information management has a long way to go so that we are able to 
organize internally. And of course, there is that the staff of the information management, the 16 
persons, are assigned to LUC service area. 

AK Yes, but we have already agreed on our side that I will discuss with Markku, the head of information 
management and that we will think how we can make a correct solution in it. About how we can 
get that support. The two main options for a common Joe is that there is a person who is assigned 
as the contact person for us or the human resources management or as contact person for CGI 
systems. So there are actually these two options and the other option is that there is only a service 
request and the person can change. It would not be bad for us, if we know that the history is 
relayed between persons, then it is okay. 
  We don’t want that we would now agree through you and shake hands that you are coming to 
support our processes whenever we meet a challenge. Or that we contact you and ask you to 
come over or come to you, if it is against the vision of the service development there. That it is not 
the way how you operate. I know that there are additional systems and the staff will soon run out 
when we begin to allocate them. 
  This is the model we got used in to during the era of municipal federations. That the human 
resources management team here, there was Jukka Heikkilä, and it was always Jukka. Over there 
it was Juha Uljua, in the transition phase it was fixed on the name. It does not need to be, it can 
be another kind of a solution. I thought to approach this with Markku (Taipale, the Head of Infor-
mation Management at Lapland UAS) in some other way than storming in like a bull in a china 
shop and say that we need this, solve your own problems in some other way. 
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TL That is a tight situation, of course, I was on the Lappia’s end and I noticed that Juha was suddenly 
assigned for full time and the knowledge was not passed on within the organization. Then the risk 
realized that in the end it was everything computer related in the human resources management. 
Juha’s (Head of Property at Lapland UAS) competences were on the systems, but he was used in 
many places. 

AK That is why I had time to discuss quite a lot with Kauko (the former Head of Information Manage-
ment at Lapland UAS) and he had a strong desire to break away from this kind of operating model. 
This kind of allocating knowledge to these systems of that function, you and no one else in our 

organization. 
  Based on his old background and experiences he felt that this arrangement ties resources heavily 
and therefore, is a difficult way for our sizing and risk setting. And in the end, our team is not so 
large that we could afford to fix someone for each key system. Where do we draw the line that you 
are the main responsible person that others won’t touch and where it ends, where is the free field? 
He reasserted my common Joe thinking here, and I don’t want to block the modern approach with 
my message here.  
  But there is a concern. We need your knowledge in this issue but it is still open how we can get 
that knowledge in use. The customer of the information management and the management of 
service provider, LUC management need to check what the way is. They certainly have own laws 
and thinking for producing services, how to get organized, operating model. But Markku is inter-
esting, as he has just arrived from there to this role in here.  

TL Yes. 

AK It is dangerous that we know and are aware of. Thereby, it is hard to get involved in the sizing 
because it has been going on for so long. Is it the correct? Did we lose working hours on that? It 
may be inefficient, but it may be that in case of Juha, we don’t need to talk about this. 
  But it goes easily so that the limits come from the task, from that targeted system of human 
resources/finance and in the end the working day, week and year is not defined by the working 
hours in the contract of employment but it is defined based on several differed issues. From the 
perspective of employer it is like this, but there is something else, for sure. For example, the 
knowledge is not transferred, if this person is away and we need the specialist for human resources 
then I don’t have any idea about what Juha has been doing there. 

TL That we discussed earlier with Markku. We came into a conclusion that LUC is mainly serving the 
operations, the implementation of normal processes, if something breaks because of a computer 
problem or else then the LUC assists in it. And the information management of Lapland UAS assist 
in the development, process development. And this is where this resource allocation must be con-
sidered that how the information management can provide the assistance for development, con-
sulting. These are probably more information management services than LUC which is mainly an 
IT service.  Our steering group will soon begin, but if we still manage to go through now that we’re 
talking about IT services, which you own. So, the person responsible for the process is the General 
Manager of LUC and his duty is part time. And the Head of Information Management at Lapland 
UAS orders IT services from that LUC. How does this collaboration work? 

AK Well, let’s say based on the shared path of the General Manager of the LUC and I, the background 
of the LUC development partners should be acknowledged. We have collaborated with Markku for 
several years, and for this part our collaboration is smooth and business-like. But the routine in-
teraction occurs through the Head of Information Management. If and when it occurs, and without 
a doubt there is more interaction than it is between me and Tarvainen. 
  But there are no problems in that maybe it is the role and the background of Markku as the 
general manager which reduces the making of agreements with him. The earlier head was a ser-
vice manager and specifically in that position and of course in some occasional situations one step 
was missed. And now with Tarvainen, issues which would have gone directly before are now 
brought to me. Markku Taipale would have taken those issues to himself or directed them directly 
to someone. 
  We will keep this way at least August 2015 and during that we will observe the problems and 
challenges. And to the practical communication between the process owner and person in charge 
of the process and partly between the information management. Oh it was there, I and the process 
owner. 
  So, I and Markku Taipale discuss about service level and its fulfilment, is it what we have acquired 
and bought from the LUC. And then we size and consider human resources, what our possibilities 
are and how the budget makes us to work. This is continuous interaction between us. 
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AK There is less interaction between me and the service centre, which means that it goes through the 
agreement negotiations. We make this service order, and also in that Markku Taipale is in a very 
focal role. Well, there are these two levels and to an extent I operate as a regular Joe towards the 
information management or IT service and LUC service centre. Through a person I trust 100 per-
cent. Well, it is like this. 

TL Then, how about when it is commonly said that IT only has an eye for IT. As you said, you have 
this common Joe perspective and it is plausible that it would help this that the common language 
improves. That the language in use would always be the real language of operations and Markku 
has brought this up also. 

AK Yes. As I noted earlier, there is no problem in that. Not towards LUC service production or any 
other way. It is more the structure of LUC and the challenges of real commitment of its three 
partners. To mix the competences of the staff for being freely used to optimize the service produc-
tion in the best way that is must be the challenge by far.  
  I may not see everything, I have this dual role that here I am making orders but I have been 
affecting to and giving birth to LUC service centre when I was the Director of the Development of 
the consortium. During the mean time I have not, I am not talking about the present time now, the 
situation may be different, but a year ago the partners watched over their own play fields way too 
much, considering the ideal status which was our aim when we created the service centre and 
more specifically IT services. 
  We guessed that we would face challenges in the use and integration of some of the systems of 
the initiative management. But we believed that in the case of IT, it is possible to let go of the 
employer organization in a way that it could be genuinely developed and made to serve. Without 
thinking about that this one needs to serve his own employer and that one can be in that shared 
thing, but that one over there we must have as own. 
  The challenges are related to the service optimization between LUC and we are more related to 
that issue than they are in any person interactions. It is more like that we have this, let’s say, too 
tight an approach to this if these are on our payroll. I don’t know if we are, or if we represent the 
worst. But I guess that we not the number one. I won’t say which one I see as the number one in 
watching over, but I see that those are the biggest challenges related to execution of the ideal 
model. 

TL I used to work there as the manager of a project and negotiating resources for that project was 
difficult between three organisations. You said that you utilize the Head of Information Manage-
ment to use IT services, so what kind of information you need that you can conduct your tasks and 
set development request? Is that information easily available? Is this issue in order or have you 
felt that it would be nice to know more about this? 

AK Sometimes it happens, but if we think about these service objective level issues that is how our IT 
service production should serve our core processes, then it is the continuous interaction between 
highest administration, heads of fields of expertise and below them the managers and supervisors 
which creates the knowledge concerning the development and change needs. It comes from all 
around when you are present there, whether it is the strategic executives group or in operative 
executives group which he have on Monday, and in the hallways and in the cafeteria. One receives 
feedback without requesting it and the feedback then leads to the development. 
  On the other hand, the General Manager may summon and say that this issue must be taken 
care of and this is how. There is probably a sufficient amount of that and I see that from the aspect 
of service levels that how it works with us and do we need adjustments and what those adjustments 
could be. Then the more detailed background information concerning how the service processes 
and the service capabilities of IT services can be improved towards the units. Here it is again our 
Head of Information Management, in whose sensors and antennas I rely on. When he moves 
around and interacts with units, he collects that all the time. 
  I am sure that he has other more formal ways to measure weak spots in service levels and pro-
cesses. But that is a position in which I am not. I am somewhere here that do we get sufficient 
support from LUC IT Services. Maybe it is the level from which I try to gather information and to 
understand what it means that is it the problem of an individual person or is there a hidden more 
holistic message behind. 
  So, the information is available. But there could be more means and systematic approach, but 
this continuous interaction with various stakeholders, who we try to serve with our IT service order, 
is the mechanism. And on the more detailed level there is the Head of Information Management 
who operates to gathers the needs directly. 

TL Thank you, this was a very interesting discussion. 

AK Thank you, this was a pleasant session and very important issues were discussed. 
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APPENDIX 4 Appendix 4 

 

DESCRIPTION OF THE PROCESS FOR MONITORING INITIATIVES 

 

PROCESS NAME Initiative and project monitoring IDENTIFIER 

PROCESS OWNER Head of Information Management DATE 

PROCESS MANAGER  DATE 

PROCESS TEAM IM Development Group 

 

THE PURPOSE AND THE AIM 

OF THE PROCESS 
The purpose of this process is to facilitate the management of all ICT related 
development activities in accordance with the ICT project portfolio management 
practices. The aim of this process is to coordinate systematic monitoring of 
Lapland UAS business environment to ensure that all ICT related initiatives and 
projects are included in the ICT project portfolio. 

PROCESS SCOPE 

(what are the actions from 
which process begins and 
ends) 

This process begins when an actor observes his related environment and rec-
ognizes a new initiative or project. 
This process ends when information about newly identified initiative or project 
is included in the ICT Project Portfolio. 

PROCESS CUSTOMERS 

(who benefit) 
This process benefits the IT steering group whose enhanced view to current 
development activities benefits the whole Lapland UAS. 

FOCAL ACTORS OF THE PRO-

CESS 

(max 5 ) 

CIO, Customer Manager, Service Manager, Enterprise Architect, Initiative/Pro-
ject Manager 

MAIN PHASES OF THE PRO-

CESS 

 

1. Monitoring: Actor recognizes an initiative or a project which is not in the 
ICT project portfolio. 

2. Analysis: Actor collects and analyses information about the initiative or 
the project. 

3. Communication: Actor feeds the information to the ICT Project Portfolio 

PROCESS INDICATORS 

 
 

PROCESS RELATED DOCU-

MENTATION 
1. Definitions of environments which actors monitor 
2. The information requirements of the ICT Project Portfolio 

PROCESS RELATED RISKS 

 
Initiatives and projects are not recognized. Information about the project may 
be misinterpreted. 

CONNECTIONS WITH OTHER 

PROCESSES 

 

This projects outputs to ICT Project Portfolio Management 

NOTIFICATIONS 
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APPENDIX 5 Appendix 5 

 

DESCRIPTION OF THE PROCESS FOR RESOLVING DISAGREEMENTS 

 

PROCESS NAME Resolving Disagreements IDENTIFIER 

PROCESS OWNER Head of Information Management DATE 

PROCESS MANAGER  DATE 

PROCESS TEAM IM Steering Group 

 

THE PURPOSE AND THE AIM 

OF THE PROCESS  
 

 

The purpose of this process is to facilitate the efficient resolving of emerging IT 
disagreements. The aim of this process is enable the uninterrupted develop-
ment at Lapland UAS from the aspect of IT. 

PROCESS SCOPE 

(what are the actions from 
which process begins and 
ends) 

This process begins when actors fail to agree on an IT decision. This process 
ends when an agreement is achieved. 

PROCESS CUSTOMERS 

(who benefit) 
 

This process benefits actors whose work is interrupted by a disagreement.  

FOCAL ACTORS OF THE PRO-

CESS 

(max 5 ) 

Actors with disagreement, Appropriate stakeholders 

MAIN PHASES OF THE PRO-

CESS 

 

1. Actors identify the context of the disagreement 
2. Actors appoint the decision making for suitable stakeholders 
3. Stakeholders make the decision 

PROCESS INDICATORS 

 
The amount of resolved disagreements, The amount of redirections, The 
amount of escalations, The amount of requests for additional information, 

PROCESS RELATED DOCU-

MENTATION 
1. Map of decision making structures 

PROCESS RELATED RISKS 

 
Actors may misinterpret the context of the disagreement and forward the deci-
sion making to wrong authorities. This may reduce the quality of decisions. Ac-
tors fail to support the decision making with sufficient information about the 
disagreement. 

CONNECTIONS WITH OTHER 

PROCESSES 

 

This process is used in the Co-producing IT service and configurations. In ad-
dition, this process can be used in ICT projects 

NOTIFICATIONS 
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APPENDIX 6 Appendix 6 

 

DESCRIPTION OF THE PROCESS FOR ANALYSING BUSINESS PRO-

CESSES 

 

PROCESS NAME Business process analysis IDENTIFIER 

PROCESS OWNER Head of Information Management DATE 

PROCESS MANAGER  DATE 

PROCESS TEAM IM Development Group 

 
THE PURPOSE AND THE AIM 

OF THE PROCESS  
 

 

The purpose of this process is to facilitate the management and development 
of Lapland UAS’s IT resources in accordance, with the needs of business pro-
cesses. The aim of this process is identify the resource requirements 
(knowledge, skills, systems, technology) of the observed business process. 

PROCESS SCOPE 

(what are the actions from 
which process begins and 
ends) 

This process begins when actors meet to analyse the process. 
This process ends when information about resources is include in the data-
base. 

PROCESS CUSTOMERS 

(who benefit) 
 

This process benefits actors who execute, develop and support the specific 
process. Moreover, with this information it is possible to identify which actors 
are required to collaborate in solving problems  

FOCAL ACTORS OF THE PRO-

CESS 

(max 5 ) 

Process Owner, Person responsible for the process, Process Team, IT De-
signer responsible for the process 

MAIN PHASES OF THE PRO-

CESS 

 

1. Actor analyses a selected process in collaboration with relevant actors 
2. Actor feeds the information to database 

PROCESS INDICATORS 

 
Analysed / Unanalysed processes 
Assistance requests 

PROCESS RELATED DOCU-

MENTATION 
1. Process documentation 
2. Information Systems documentation 

PROCESS RELATED RISKS 

 
If required resources are not identified or are misinterpreted, it is possible that 
resources available for the development and the execution of the business pro-
cess are not sufficient or that they are misconfigured. 

CONNECTIONS WITH OTHER 

PROCESSES 

 

This outputs of this process can be used in the knowledge management and 
quality management process of Lapland UAS 

NOTIFICATIONS 
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APPENDIX 7 Appendix 7 

 

DESCRIPTION OF THE PROCESS FOR MONITORING AND ANALYSING 

TRENDS 

 

PROCESS NAME Trend Monitoring and Analysis IDENTIFIER 

PROCESS OWNER Head of Information Management DATE 

PROCESS MANAGER  DATE 

PROCESS TEAM IM Development Group 

 

THE PURPOSE AND THE AIM 

OF THE PROCESS  
 

 

The purpose of this process is to facilitate the management and development 
of Lapland UAS’s IT resources in accordance, with internal and external trends. 
The aim of this process is to create knowledge of what influence trends have 
to the use of IT resources in Lapland UAS. 

PROCESS SCOPE 

(what are the actions from 
which process begins and 
ends) 

This process is an initial part of the IM function’s Operational Plan development 
process. This process ends when the making of Operational Plan proceeds to 
making choices based on recognized trends. 

PROCESS CUSTOMERS 

(who benefit) 
 

This process benefits the administration, profit centres and corporate functions 
of Lapland UAS by facilitating the optimization of IT resources in accordance 
with internal and external trends. 

FOCAL ACTORS OF THE PRO-

CESS 

(max 5 ) 

Head of Information Management, IT Designers and other members of the IM 
steering and development groups. 

MAIN PHASES OF THE PRO-

CESS 

 

1. Identification: Actors gather trends from their relevant fields of speciality 
and service ecosystems. 

2. Analysis: Actors relate trends to the Lapland UAS environment to under-
stand how trends influence the use of IT resources. 

3. Communication: Outcomes of the analysis are communicated in a way 
that they can be used to make decisions. 

PROCESS INDICATORS 

 
The effectiveness of the trend analysis can be analysed based on the success 
of the decisions in previous operational plans. 

PROCESS RELATED DOCU-

MENTATION 
1. Process documentation 
2. Information Systems documentation 

PROCESS RELATED RISKS 

 
Failure to recognize and to react to influential trends reduces Lapland UAS’ 
ability to absorb and to adapt to changes in internal and external environments. 
Misinterpreting a trend may lead into decrease in the IT utilization capabilities 
of Lapland UAS. 

CONNECTIONS WITH OTHER 

PROCESSES 

 

This process feeds to development of the Operational Plan. This process draws 
from outcomes of business process analyses. 

NOTIFICATIONS 

 
Involved actors should continuously monitor for relevant emerging trends and 
take this information to the IM development group. 
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APPENDIX 7 Appendix 7 

 

DESCRIPTION OF THE PROCESS FOR THE CO-PRODUCTION OF IT SER-

VICE AND CONFIGURATION OFFERINGS 

 

PROCESS NAME Co-production of IT service and configu-
rations 

IDENTIFIER 

PROCESS OWNER Head of Information Management DATE 

PROCESS MANAGER  DATE 

PROCESS TEAM  

 

THE PURPOSE AND THE AIM 

OF THE PROCESS  
 

 

The purpose of this process is to facilitate the collaboration between the IT 
and business in the development of IT service and configurations. The aim 
of this process is to enhance the BIA by enabling the optimization of IT 
service and configuration offerings. 

PROCESS SCOPE 

(what are the actions from 
which process begins and 
ends) 

This process begins when a decision is made to enhance an existing offer-
ing or to develop a new offering. This process ends when the implementa-
tion of the new or enhanced offering begins. 

PROCESS CUSTOMERS 

(who benefit) 
This process benefits whole Lapland UAS through the enhanced Business-
IT alignment and IT utilization capabilities. 

FOCAL ACTORS OF THE PRO-

CESS 

(max 5 ) 

The Head of Information Management, IT Designer responsible for the of-
fering, Representatives of beneficiaries of the offering 

MAIN PHASES OF THE PRO-

CESS 

 

1. Codetermine a desired outcome. 
2. Codetermine the quality parameters for the outcome. 
3. Analyse relevant IT resources. 
4. Codetermine how IT resources are integrated. 
5. Codetermine roles and activities for involved actors. 

PROCESS INDICATORS 

 
The effectiveness of the trend analysis can be analysed based on the suc-
cess of the decisions in previous operational plans. 

PROCESS RELATED DOCU-

MENTATION 
1. Business process documentation  
2. Relevant IT resource information 
3. Information about current trends, initiatives and projects 
4. Strategy of Lapland UAS 

PROCESS RELATED RISKS 

 
It is possible that information required is not available for the process. 

CONNECTIONS WITH OTHER 

PROCESSES 

 

This process uses pre-determined process for resolving disagreements 
This process draws from the outcomes of Initiative and project monitoring 
process, Business process analysis process, and Monitoring and analysing 
trends process. The outcomes of this process are inputs for appropriate 
implementation processes at LUC IT. 

NOTIFICATIONS 

 
 

 


