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Service design is well-recognised for the facilitation of healthy communication and collabora-
tion between service provider and customer but there is not much literature available that
focuses to analyse the application of service design methods and tools for improvement of
the communication and collaboration within service provider organization. Therefore, a new
perspective of service design methods and tools is explored in this thesis. The objective of
the thesis is to develop an improved solution selling process with service design methods and
tools, by improving the communication and collaboration of internal stakeholders in a solu-
tion selling organization as well as to evaluate the suitability of service desigh methods and
tools for this purpose.

In this research study, action research is used as research method. The literature review has
been done to find appropriate service design methods and tools. Based on literature review,
service blue-print and participatory workshop has been selected for empirical study. Both
qualitative and quantitative data collection techniques have been utilized in empirical study,
such as 20 interviews, a participatory workshop, notes, observations and survey.

During empirical study, a service blueprint for existing internal solution proposal process of
the case organization was prepared, to visualize whole service process as sequenced process.
The participatory workshop was found very beneficial for collaboration support. It revealed
that both service blueprint and participatory workshop have positive effects on the communi-
cation and collaboration of internal stakeholders in solution selling organization. A big picture
of entire process can be visualized by service blueprint which enhance common understand-
ing of process and ease internal communication in organization. Furthermore, the participa-
tory workshop facilitates to create an environment to support healthy communication and
collaboration for experience sharing and analysing improvement ideas regarding the organiza-
tional processes. The empirical study results were utilized to prepare a new version of the in-
ternal process visualization of case organization, in the form of service blueprint. This new
service blueprint presents the improved internal solution proposal process of the case organi-
zation, for more efficient solution selling process.

The core value of this thesis is to state practicality of service design methods in improving
collaboration and reduce communication gaps between internal stakeholders in solution sell-
ing organization, to improve solution selling process. The results of research study suggest
that service blueprint and participatory workshop are very useful to facilitate deep under-
standing of entire process across the organization as well as for improvement in organiza-
tional internal processes for solution selling. It is concluded from results of research study
that service design is very beneficial to facilitate for the improvement in the solution selling
process of organization.

Keywords: service design, solution business, communication, collaboration, service blueprint,
participatory workshop
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1 Introduction
1.1 Background

The research in field of service design (SD) has been started since early 1990s but it has
gained wide spread attention during last two decades. The research community has published
various literature about organizational development benefits, by adoption of service design.
Service design proposes various methods and tools, in order to facilitate cross-functional com-
munication and collaboration between organizations and their customers (Stickdorn and
Schneider 2011; Shostack 1982; Bosworth 1995; Junginger 2015; Curedale 2013). However,
there are not many studies that focus to improve communication and collaboration within or-
ganization by implementation of service design methods and tools. This aspect of service de-
sign is very important, especially within solution selling organizations. Hence, this new per-

spective of service design methods and tools application has been explored in this thesis.

In modern era, business-to-business firms are shifting their paradigm from goods-dominant
logic towards service dominant logic. These firms are adopting business models that are built
on value co-creation concept, such as solution business. These business models are based on
idea of moving from product selling towards the solutions selling or system selling. One funda-
mental aspect of solution business is that, selling solution is not the main issue but most im-

portant is its efficient delivery (Storbacka and Pennanen 2014; Bosworth 1995).

The development in internal procedures of organization can be considered a measure of ser-
vice design concept (Stickdorn and Schneider 2011). It will be interesting to observe, how ser-
vice desigh methods and tools can be used within solution selling organization for improve-
ment. The prime objective of this thesis is to implement and evaluate service design methods
and tools, from perspective of development in collaboration and communication between var-
ious departments of the organizations, for efficient solution selling business. Moreover, the
idea of research is not only to analyse internal collaboration process but also enhance collab-

oration between internal departments of case company, for improved solution selling process.

One objective of this research was also, to enhance knowledge of service design methods and
their applicability. This thesis presents service design discipline, its applicability and bounda-
ries. Furthermore, it was interesting to learn the benefits of service design methods and tools
so as to improve the solution selling process by efficient cross-functional communication and

collaboration in internal departments of case company.



1.2 Research problem and questions

The concept of solution selling has its existence since 1980s with the emergence of BOT
(Build-operate-transfer) infrastructure projects but it has gained much attention in last cou-
ple of decades as the world’s leading organizations have shifted their strategic paradigm to-
wards providing solution, instead of merely selling individual products or services. The solu-
tion selling concept has been developing intensively in the high value, engineering and tech-
nological goods sector, where designing, integration and delivery of complex products and
systems are done on project basis, either in small batches or as one-offs for business users,

service providers and government sector (Brady, Davies and Gann 2005).

The solution selling is not a simple process as it is longitudinal process of collaboration by in-
volving various functions of selling and buying organization. It involves multiple stake holders
and their conflicting requirements in customer organization. The characteristics of solutions
business model are customer embeddedness, offering integratedness and operational adap-
tiveness. One fundamental aspect of this business model is that, selling solution is not the

biggest challenge but most important is its efficient delivery (Storbacka and Pennanen 2014).

Due to increased demand of solution selling providers, many firms are moving towards solu-
tion selling via sales, but don’t pay attention to transform other functions. They might create
new values for customers but simultaneously tends to face difficulties in standardizing the
processes due to divergence and uncontrolled complexity of processes, in both sales as well
as in delivery of solutions. These difficulties can be based on many factors such as market ex-
pansion, human resources growth, competitor offering solutions and operational procedures,
but one important factor is, maintaining cross-functional communication and beneficial col-

laboration between internal stake holders of solution selling organization.

The large organization, involved in solution business, usually face challenges to maintain effi-
cient cross-functional communication and collaboration between multiple units, department
and information as they are spread all around the organization. Despite overlapping process
for solution creation, these units don’t work together on daily basis and cross-functional com-
munication between employees got affected. The poor communication and inefficient collab-
oration can make drastic effects on solution business organization. Therefore, the research
study of this thesis is based on, how the communication and collaboration of internal stake-

holder in solution selling organization can be improved for efficient solution selling process.

The literature review has been done to understand solution business, explore service design
methods for visualization and improvement of internal processes of solution business organi-
zation. After that, suitable service design methods are selected and applied in the empirical
study for improved solution selling process. The aim of thesis is to find solution of following

research questions.



Research Question 1: what service design methods and tools are suitable for the visualisation

and improvement of internal process of a solution selling organization?

Research Question 2: How service design methods and tools support and improve cross-func-
tional communication and collaboration of internal stakeholders in solution selling organiza-

tion, for efficient solution selling process?

1.3 Research scope

For the case study of this thesis, one solution selling unit of a leading power and automation
company has been considered. This department is involved in marine and shipbuilding sector
and provides electrical power plants and automation solution to their customers. The business
focus of this unit is, to establish as a solution selling organization, instead of merely product
selling organization. It involves various product factories within the same organization, to
prepare a complete solution for customers. The unit is referred as Marine and Ports unit (MP).
The study is not focused on the whole unit as it has various functions such as marketing, pro-
ject management, service depart-ment, automation department, propulsion department,
electrical system (ES) department etc. For the research work, (ES) sales support department
is chosen as it is single point of contact for various product factories and acting as solution in-
tegrator within MP unit. Therefore, primary focus of empirical study is based on idea to im-
prove the cross-functional communication and collaboration related to solution integration

process, developed by ES sale support department.

1.4 Disposition

This Master’s thesis consists of six chapters. The first chapter provides a brief introduction of
thesis and presents research questions of this study. Chapter 2 includes the literature review
about solutions selling and service design. It also emphasis to the application of service design
methods and tools for visualization of organizational process in solution selling organization.
Chapter 3 represents the research methodology and data collection process. Chapter 4 con-
tains the results based on the empirical study. The analysis of the results has been presented

in Chapter 5. Finally, the thesis is concluded in Chapter 6.

Keeping in view the perspective of research question, the structure of thesis is presented in
the Table 1. The first column comprises of chapters which are related to research question 1

whereas second column includes research question 2 related chapters.



RQ1: what service desigh methods and tools
are suitable for the visualisation and im-
provement of internal process of a solution

selling organization?

RQ2: How service design methods and tools
support and improve cross-functional com-
munication and collaboration of internal
stakeholders in solution selling organization,

for efficient solution selling process?

2.3 Introduction to service design

2.4 Service design benefits

2.5 Service design process

2.6 Service design methods and tools

2.7 Literature review summary

4.1 Improving solutions selling process

4.2 Suitability evaluation of service design

tools

5.1 Service design methods and tools for

organizational process

5.2 Improvement in solutions selling process

6 Conclusions

Table 1: Structure of thesis in relevance to research questions
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2 Literature review
2.1  Literature review process

The service design is a hot prospect of today’s business world but it is relatively a new disci-
pline. A lot of research work is being published on service design but there are not many sci-
entific articles based solely on service design. Due to this, the search and management of the

literature review is a bit tricky and explained below, how it is done.
Searching of material

Effective searching on internet is based on the optimal use of keywords. In order to find sci-
entific articles and literature related to service design and its methods, following keyword

has been utilized as mentioned in the Table 2.

Order of search query Keywords for searching
1 “Service design”
2 “Service design methods”
3 “Service design” + “Organization”
4 “Service design” + “Methods”
5 “Service design” + “Collaboration”

Table 2: Keywords for searching literature of service desigh and methods

The literature review is not only based on scientific articles searching but also books on ser-
vice design has been consulted from library of multidisciplinary departments (Engineering,
Business, Arts and Design etc.) so as to achieve in-depth knowledge of subject. Moreover,
searching is continued by utilizing snowball method, that is exploring the reference list of ex-
isting articles/studies and then continuing searching for original material related to topic of
this study.

These keywords provide good knowledge bank for service design and its methods but different
sets of keywords had to be used for searching literature about solution selling and service de-
sign methods for visualisation and improvement. Table 3 represents used keywords for search-
ing literature and articles of service design methods for visualization and process improve-
ments. The used keywords for searching literature and articles related to solution selling are

presented in Table 4.
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Order of Keywords for visualization methods Keywords for process improvement
search query
1 “Service design” + “Visualization” “Workshop”
2 “Visualization” “Participatory workshop”
3 “Blueprint” “Collaboration service design methods”
4 “Service blueprint” “Communication”
5 “Blueprint methods” “Co-creation”

Table 3: Keywords for searching literature about service design methods for visualization and

improvement

Order of search query Keywords for searching
1 “Solution selling”
2 “Solution selling” + “business”
3 “Service design” + “Solution selling”

Table 4: Keywords for searching literature about solutions selling

It is important to consider that using suitable keywords, a lot of articles, literature and stud-
ies can be found on internet but content of those might include little information for the

searched subject. Hence through scanning is required to extract needed information.
Selection of material

The selection of material for this thesis is based on approach of thoroughly reading the mate-
rial and then finding relation with research of thesis. Initially the abstract is scanned carefully
and if found related, then entire document is read thoroughly to identify facts and theories,
related to the research questions. One important aspect in literature selection is publishing
year of resource. A wide range of literature, considering broad range of publishing years has

been selected so as to take into account the continuous development of service design.
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Analysis of material

Once the literature resources are collected, then analysis is done by going through selected
material carefully so as to identify related points, ideas, theories and topics. It is carefully
considered, what similarities are present in the selected resources and how these studies sup-
port the common idea of service design and methods. One important fact of analysis is to

identify relevance with the research questions of this thesis.

2.2 Solution business
2.2.1 Introduction to Solution selling

The term “solution” is very famous and often used as a fancy synonym for a high technology
product in marketing material of companies nowadays. However, this concept has gathered
much attention from research community, management and sales consultancy firms and more
profound practical approaches are presentenced around this concept (Eades 2003; Foote, Gal-
braith, Hope and Miller 2001; Galbraith 2002). The research in this area shed light on facts
that organizations adopting solution-oriented strategy are able to leverage their existing
technological and product capabilities as well as move their businesses from product to value
added services. This also enables them to stabilize their revenue while expanding existing
markets (Miller, Hope, Eisenstat, Foote and Galbraith, 2002).

The definition to a typical question “what is definition of solution” would be answered as “an
answer to a problem”. (Eades 2003). This answer needs to be elaborated more for meaningful
con-text. Many researchers have defined term “solution” according to their perspective.

Some definitions from research community is presented as follow.
Eades (2003) extends the definition of “solution” from “answer to a problem” as:

“[Solution] is mutually shared [between supplier and customer] answer to a recognized

[customer business] problem, and the answer provides measurable improvement”.
Galbraith (2002) points out the systematic nature of solutions and define as follow.

“The companies following a solution strategy bundle their products together and add
software and services. These packages create more value than the customer can create

for themselves by buying only the stand-alone products”.

Miller et al. (2002) highlights in their definition that solutions need to be tailored according to
requirements of the customer.
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“Although there are many kinds of solutions, they are all, in essence, integrated com-
bination of products and/or services that are unusually tailored to create outcomes de-

sired by specific clients or type of clients”.

Nowadays, a large number of companies are promoting solutions selling to their customers,
in-stead of standalone products or services. (Galbraith 2002; Miller et al. 2002). There are
many other companies which advertise themselves for solution sales, although “solution” may

only be a buzz-word in their marketing process (Eades 2003; Eades and kear 2006).

Many advantages of adopting solution practices has been identified from researchers which

are not only related to customers but also for the solution providers.

Storbacka and Pennanen (2014) presented idea that solution business is not a product cate-

gory, in-stead it is a distinct business model. They define “solutions” as:

“Solutions are longitudinal, relational processes that comprise the joint identification
and definition of value creation opportunities, the integration and customization of
goods, service, and knowledge elements, the deployment of these elements into the
customer’s process, and the compensation of the solution provider on the basis of the

customer’s use-value”.

They also point out a fundamental aspect of solution business that “Selling solution is not the
problem - Efficient delivery is”. The success in solution business lies in accepting it as a dis-
tinct business model instead of simply considering it another product category or an extension
of existing product business. (Storbacka and Pennanen 2014).

2.2.2 Characteristics of Solution business

Storbacka and Pennanen (2014) has point out the characteristics of solution business based on
four factors. The characteristics of the solution business models are customer Embeddedness,

offering integratedness, operational adaptiveness and organizational networkedness.

Customer embeddedness identifies that solution is based in idea of client-supporting instead
of product-supporting. These solutions are not developed only for or to customers but instead
these are developed and delivered in log-term process with customer. Next offering integrat-
edness is based on commercial integration by combining multiple products/services into a sin-
gle transaction. Operational adaptiveness advocated to meet key customer’s expectations by
making solutions adaptive to the customer’s situations and processes. While organizational
networkedness identifies the importance of network dimensions as business eco systems be-
come more complex. One crucial element in solution business is supplier and partner’s effi-
cient management (Storbacka and Pennanen 2014).
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2.2.3 Solution business framework

Storbacka and Pennanen (2014) has beautifully presented the solution business frame work

and its development from commercialization as well as industrialization point of view. They
explained that commercialization is started by achieving understanding of customer’s situa-
tions and process by continuous interactions. Customer-value research should be conducted

for solution life-cycle in following steps:

e By defining process of customer.

e Customer’s business objectives.

e Relevant situations identification.

e Analysis of customer’s challenges

e Challenges solution.

Develop Create demand Sell solution | Deliver solution
solution
Comercialization | Value research | Value propositions | Vlaue Value

quantification | verification

Industrialization | Solution Solution Solutions tools | Solution

Hierarchy configurations deployment

Solution platform

Strategy Management Infrastructure | Human
planning system support Fesources
managment

Table 5: Solution business framework (Storbacka and Pennanen 2014)

The firm has to identify basic sales items (BSls) and built solutions from these BSIs. There is a
clear distinction between solution development and product development. The BSIs are foun-
dation of efficient customization. Next step to this solution development is generating sales
opportunities. This is achieved by value proposition to the customer and generating sales
leads. It is different than traditional product-oriented sales. Value proposition is based on

communicating the financial impact of that offering on to the business of the customer. Value
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proposition could be firm-level, segment-level or customer-specific. The main characteristics
of value proposition are description of offering, impact on customer’s business and differenti-
ate the offering firm from its competitors. The key objective of value proposition to customer
is to identify sales opportunities based on customer’s business and then qualify for those sales
leads. While in solution defining process, the firms should secure value capture not only for

themselves but also value creation for their customers (Storbacka and Pennanen 2014).

Further moving from solution creation to solution selling by turning an opportunity into order
for the firm. One key tool for commercialization and value-selling context is win-plan. Its
main purpose is to make sure the maximizing the profitability of winning orders, while consid-
ering particular risks and cost levels. It has various interrelated elements as customer under-
standing, value proposition, competitive analysis, decision making of customer and the action
plan. The next important aspect is value quantification which is basically translating a solu-
tion into finance. Its main purpose is to show to the customers, how efficiently provider firm
knows about their business as well as able to provide solution which is beneficial for cus-
tomer’s organization. The value-based pricing is a major factor for performance improve-
ment. It is built on foundation of value quantification. For value capture maximization, the
pricing strategy should be based on two activities; creating pricing differentiation and manag-
ing pricing. The creation of solution configuration tool is also very important as these are
used to mass-customize solutions for individual customers. The solution configuration through
appropriate tools have many benefits such as speed up of sales pro-cess, shorter sales cycle,
reduced requirement of technical expertise, more precise and correct quotations (Storbacka

and Pennanen 2014).

After solution selling, next aspect is delivered solution which is based on securing customer
value creation and firm value creation. A key feature of solution business is, not only promise
value creation but also to make sure that value is delivered. The value verification should be
done in collaboration of customer, on regular basis. Another important point is standardiza-
tion of the sale process so as to acquire efficient delivery. In order to make successful solu-
tion business, balance between value creation and value capture should be maintain where
value creation is prerequisite for value capture. The credibility of the solution business is
based on delivery of solution which meets the agreed objectives with the customer (Stor-

backa and Pennanen 2014).

The partner network management has a vital rule in solution business as when transforming
form product to solution business, the firm might not rely only its products and services but
also need to involve a wide network of partners. These third-party elements have to be effi-

ciently managed as BSls.
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Solution platform is foundation for sustainable success and it requires commitment from top

management with vision and dedication. The success of solution business is done by dedica-

tion into solution business platform which is categorised in four set of capabilities as strategy

planning, management system, infrastructure support, human resources management (Stor-

backa and Pennanen 2014).

2.2.4 Advantages of solution selling strategy

There are multiple advantages of adapting solution selling strategies. Storbacka and Pen-

nanen (2014) has presented three main reasons to support decision of organization for moving

towards solution business. There main reasons are:

1. Advancement in value chain and integrated, complete offerings enables top-Lline

growth.

2. Access to bigger share of total profit pool, enabling the bottom-line growth for firm.

3. Use-value based define markets are typically more stable than product/equipment

based defined markets, hence solution providing firm has more stable cash flow.

Many other researchers support the idea and a summary of key drivers and benefits of imple-

mentation of solution strategy is presented in Table 6.

Market drivers for
implementing a solution
strategy

(Galbraith 2002; Shepherd & Ahmed, 2000)

Benefits of solutions strategy
for suppliers

(Miller et al. 2002)

Benefits of solutions
strategy for customers

(Miller et al. 2002)

Commoditization of products

Need for a limited form of outsourcing

Internationalization of competition and
globalization of manufacturing

Compression of product lifecycles

Need for greater integration of
technologies

Increasingly sophisticated customers

Expanded margins and
volumes

Stabilized revenues

Differentiation from
competition

Cross-selling opportunities

Superior or simplified
operations

Cost savings

Performance guarantees

Convenience and
customized service

State-of-the-art offerings

Table 6: Drives and benefits of solution strategy for business
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2.3 Introduction to Service design

based on complex networks of interaction with involvement of various people, systems, prod-
ucts and combination of organizations (Polaine, Lavlie and Reason 2013). It is evident that
continuous innovation in technology helps to explore new methods to create service for en-
hanced values to users. The relationship of service provider and end user had been trans-
formed to large extent because of technological development but where technology offers

new possibilities, it is accompanied by many challenges as well (Moritz 2005).

The service system quality and its acceptance in end users is based on fact that how effi-
ciently the complete service system is performing all together. It is not sufficient that individ-
ual parts of ser-vices are designed properly but it is also important to consider that whole ser-

vice process has to be designed holistically (Polaine et al. 2013).

This increasing complexity in services requires a dedicated design approach which consider

whole process of service development and related aspects. This design approach is known as
service design (SD). It was introduced very first time in 1991 at Cologne International school
of Design (KISD) as disciplinary field of design. After that very first SD consultancy office was

opened in Lon-don as “Live Work” in 2001 (Kuosa and westerlund 2012).

Service design had been defined in many ways from research community. The interpretation
of serviced design can be done in many ways due to diverse background of researches in-
volved in the SD. Hence it is not possible to identify complete right or wrong definition of ser-
vice design. For the said reason some most relevant definition of SD from researchers has

been presented as follow.

“Service Design helps to innovate (create new) or improve (existing) services to make
them more useful, usable, desirable for the clients and efficient as well as effective
for organizations. Its new holistic, multi-disciplinary, integrative field.”

(Moritz 2005, 6)

“Service design is a design specialism that helps develop and deliver great services.
Service design projects improve factors like ease of use, satisfaction, loyalty and effi-
ciency right across areas such as environments, communication and products - and not
forgetting the people who deliver the service.”

(Engine service design 2010, cited in Stickdorn and Schneider 2011, 24)

“Developing the environments, tools, and processes that help employees deliver su-
perior service in a way that is proprietary to the brand.”
(Continuum 2010, cited in Stickdorn and Schneider 2011, 24)
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These three definitions of SD have been presented due to most relevant aspects of this study.
These not only describe SD as a path to usable efficient services but also enlighten the im-

portance of employee environment in service providing organization. The environment of ser-
vice provider organization is strongly based on the communication and collaboration of inter-

nal stake holders, which is the main point in this research study.

SD plays a major role to understand holistically complete service system and different in-
volved actors in process. The SD approach combines various methods and tools from other re-
lated fields (marketing, research, management etc.), to create beneficial, valuable and de-
sired service from end user’s perspective as well as unique and effective services from pro-
vider’s point of view (Mager and Sung 2011).

It does not matter what type of services are under consideration, people are always part of
it. It is also important to note that employees are correspondingly the users and providers of
services (Po-laine et al. 2013). The SD approach positioned people in centre of design pro-
cess. The main objective of SD is to create good understanding of the objective, motivation
and underlying needs of end users (Moritz 2005).

Tuulaniemi (2011) mentioned in his research that a common language for collaboration of var-
ious fields can be created by SD, by the application of specific methods and processes. Usu-
ally SD is considered to create or improve services but Tuulaniemi (2011) has opinion of SD
that supports idea of applying SD methods and process for improvement of the communica-

tion and collaboration within organization.

The research community in the SD put much attention for creation and improvement of ser-
vices involving customers and business models influenced by SD. However, utilization of SD
for improvement of organization’s environment and hence the services of organization is also

gaining attention from researchers.

2.4 Service design benefits

The SD application can be seen in the business environment. Tuulaniemi (2011) points out im-
portance of designing services while keeping balance between customer values and service
provid-er. In modern business worlds, organizations are quite open to elaborate about their
services being user centric. This is one of the main reasons for development in SD field and
increasing number of emerging SD consultancies as well as SD related job market. The ad-
vantages of SD are not limited to services of providing organization. Tuulaniemi (2011) pre-
sented many advantages of SD application in strategic decision making of organization, opera-
tions focused towards customer orientation, development of internal processes, enhancing
customer-brand relationship, and creating new as well as improving existing services (Tuula-
niemi 2011, 95-100).
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Service design should be embedded into design practices, methods and approaches of service

providing organization, instead of considering SD a separate activity. Junginger (2015) has

present-ed many benefits of SD application in organizations, for instance organizational pro-

cess develop-ment, collaboration and engagement which leads towards the business success

as well as new opportunities has been created. To achieve success, dedication of service de-

signer & decision makers in service provider organization is of most importance, for under-

standing and accepting change in current design approaches of the organization (Junginger

2015).

The key benefits of SD for the organizations are mentioned by various researchers. A summary

of SD benefits is presented in the Table 7. These benefits are categorised in three columns

and each category is based on the origin of the benefits. It is important to note that these

benefits categories are interlinked to each other.

Benefits associated with 5D cora
principles

Benefits associated with immediate
actions

Benefits associated with sequence
of actions

Creating deep understanding of customer,
service provider and whole service
environment (Stickdorn & Schneider 2011;
Tuulaniemi 2011)

Brand message in the right touchpoints with
the end users {Tuulaniemi 2011

Deep attachment creation with brand,
service and service provider (Stickdorn
& Schneider 2011; Tuulaniemi 2011)

Creating communication and collaboration
environment (Stickdorn & Schneider 2011;
Junginger 2015)

New services development according to
requirements & values (Tuulaniemi 2011)

Aligning strategic decision making of
organization (Tuulaniemi 2011;
Junginger 2015)

Service visualization as a sequenced process
(Stickdorn & Schneider 2011; Shostack 1982;
Bitner, Ostrom & Morgan 2008)

Organizational process improvement
(Tuulaniemi 2011; Junginger 2015

Improving existing services of
organization (Stickdorn & Schneider
2011; Tuulaniemi 2011; Shostack 1982)

Table 7: Key benefits of Service Design.
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2.5 Service design process

The frameworks of SD processes have been presented in many ways by researchers in litera-
ture and practices. These frameworks are based on three or more steps, depending on ideol-
ogy of re-searcher but in principle, these all are based on basic idea of including phases con-
sisting of different activities and can be divided in stages of analysing, defining, developing
and implementing (Kuosa and Westerlund 2012; Meroni and Sangiorgi 2011; Moritz 2005; Stick-
dorn and Schneider 2011). Every phase serves its dedicated purpose and provides input for the

next stage. These stages are summarised as follow:

e Analysing Stage: this stage is related to identify the problem, explore customer’s cur-
rent experience, discover the requirement of customer, recognise the opportunity of
the services as well as consider the limitations. This stage provides the basic input for
the design team and project development greatly depends on it (Stickdorn and
Schneider 2011).

o Defining stage: this stage is utilised to analyse the gathered insight from the analys-
ing stage and then transformed those into ideas and service concepts (Meroni and
Sangiorgi 2011; Stickdorn and Schneider 2011).

o Developing stage: this stage evaluates the feasibility of ideas and service concepts,
keeping in view whether discrete parts of service are designed and linked properly for
efficient working of the whole service system. Also, it is explored that individual
touchpoints are interconnected for the creation of complete service experience for
the end users (Meroni and Sangiorgi 2011; Miettinen and Koivisto 2009; Stickdorn and
Schneider 2011).

¢ Implementation stage: In this stage, the experimentation of the new service models
and ideas are performed during workshops or real scenarios, to minimise the failure

risk and generate improvement ideas (Meroni and Sangiorgi 2011).

Although, SD is based on these stages but it is not necessary to pass through these phases
from start to end order. SD is iterative and non-linear in nature. Moving between different

stages is not only possible but it is also recommended (Stickdorn and Schneider 2011).

The nature of service design process is best described by Meroni and Sangiorgi (2011) in the

following Figure 1.
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Figure 1: Service Design process (Meroni and Sangiorgi 2011)

The diagram shows possibility of movement between different stages as per the requirement
of case. It is possible to identify new insights or findings at any stage that require to return at
previous stage or even to very beginning stage. Hence complete design process can have mul-
tiple full cycles or there is possibility of multiple cycle’s iteration within single stage. In this
way, the new service solution can be evaluated with end-users and other stakeholders, to

achieve desired goal of excellent service design (Holmlid and Evenson 2008).

The core idea of these stages is based on understanding customer, end-user, service provider
and market, idea generation, explaining processes and using appropriate tools to create valu-

able ser-vice experience for the people (Meroni and Sangiorgi 2011; Moritz 2005).

Stickdorn and Schneider (2011) recommended to not rely on pre-defined process model but
adapt the process model according to requirement of case. Therefore, it can be concluded
that there is no general fit-to-all SD process model for all case scenarios but it can be adap-

tive according to requirements and situation of case scenario.

2.6  Service design methods and tools

There are vast range of SD methods and tools available for service designers and selectivity of
those depends on respective case. The SD methods and tools are characterised in structure

sets by professionals and organizations, in order to make selection of these methods logical
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and systematic. There are different ways proposed by different researchers and organiza-

tions, to characterize SD methods. A summary of SD methods is presented in the Table 8.

Creater of |"This is service . ) "A Taxonomy of innovation"
o, Methods Cards | "Service designer: W _— ‘
SD method |design thinking" ) (Luma Institue; Vision Categorization: Service
. (IDEO. Method 250 essential methods" . .
category  |((Stickdorn & statement;: A taxonomy of  |design tools (Tassi 2009 )
) cards) (Curedale 2013) , )
set Schneider 2011) innovation 2014)
- Explore -Leam - Define the intent - Looking - Design activities
-Create & Reflect |- Look - Frameworks - Ethnographic research - Co-dlesigning
- Implement - Ask -Know people and context| - Participatory research - Envisioning
-Try - Explore ideas - Bvaluative research - Testing & Prototyping
SD method -Understanding -Implementing
category -People & Systems - Representations
tree - Patterns & Priorities - Texts
- Problem framing - Graphs
- Making - Narratives
- Concept ideation - (Games
- Modeling & Pratotyping| - Madels
- Design rationale - Recipients
- Stakeholders
- Professionals
- Service staff
- Users
- Contents
- Context
- System
- Offering
- Interaction

Table 8: Service Desigh methods categorizations

All of these SD method categorizations by various researcher contain common path in all of

them. The SD methods can be selected according to process stage, provided service design

process is presented in four basic stages. In addition to main categories, more detailed set of

sub-categories are also available to choose from. These sub-categories assist service designers

greatly to focus on certain element of service design. It is evident, for example, sub-catego-

ries of Tassi (2009), which strengthen idea of questioning the method selection criteria and

its applicability for users.
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Taking everything into account, it is evident that it does not matter how SD method is cho-
sen, provided the chosen method meet desired goals. There is no hard and fast rule for SD
method application and experimenting is acceptable for desired results. Due to distinct na-
ture of cases, different mixtures of SD methods are utilised in different cases. For the said
fact, the SD method categorization presented in Table 8 should be used for guidance, instead

of considering a strict manual to follow.

As mentioned, SD methods in Table 8, Tassi (2009) categorization of SD methods has been se-
lected to support this research study, due to fact that the communication and collaboration
are focus point in this study. The chosen SD method categorization set take into account cat-

egorization based on process stage as well as other aspects in SD.

There are a large number of tools and techniques used in service design, but most commonly

used tools are shortly described in later part of this chapter.

2.6.1 Customer journey map

A customer journey map is a visual representation of customer’s experience about a service.
It can be in the form of flowchart, map or other graphical illustration. The main objective of
customer journey map is to identify key elements of service and elaborates the customer’s
experience by recognition of main touch-points. These touch-points are recognised by cus-
tomer insights. The actual structure of service process is not presented in it, instead it pre-
sents how customer perceive the service. It is very useful in analysing stage of design process
to illustrate an existing customer experience but can also be used to identify issues through-
out whole process (Meroni and Sangiorgi 2011). An example of customer journey with touch

points related to a tourist destination is presented in Figure 2.
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Figure 2: Customer journey map example (Stickdorn and Zehrer 2009, 8)
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2.6.2 Story board

Story board tool is derived from the cinematographic traditions. It describes interaction of a
service over time. The story board of a service presents touch-points of service and their rela-
tionship to each other. It is made of images or drawings which illustrate the important as-
pects of service interactions in a service system. In comparison to customer journey map, the
story board is more generic about service process. Its implication can be done at concept de-
velopment phase to whole design process. It is very useful to envision future interactions and
simulate discussion (Meroni and Sangiorgi 2011; Segelstrom 2013). An example of story board

for a hospital process map is presented in Figure 3.

1 Child's Doctor / Emergency 2 Scheduling 3 Clinic visit 4 Before Surgery

However you come to Children's, know =] Schedule your Expect that your visit Receive and
what kind of care you can expect, how S appointment injust goes smoothly and understand all the

to find us and who to talk to first. one phone call, at that you're in and out information you need 5 e
atime that works without wating. before your child's Azl
for you. surgery.

We'llstart the

9 Follow-up visit 8 Going Home T Inpatient Care i e

FAd

Your appointment Have all your | Know when you can Your child will move
will begin on time, questions answered = go home. to a hospital room or
and get clear 4o home s soon as
instructions on how to they are ready.
care for your child.

Figure 3: Story board tool example (Tassi 2009. Service design tools [Story board])

2.6.3 System map

The system map is visual description of working model of a system from service provider’s
perspective. It represents different actors involved in system, link between them, flow of ma-
terial, energy, information and money within the system. It is used to understand structure of
the service system. It is usually applied at initial stages of SD process, to identify the feasibil-
ity of the idea. It also enables stakeholders of system to recognise their relationship to each
other and how they affect the whole service system (Meroni and Sangiorgi 2011; Segelstrom

2013). An example of system map for an E-meal process is presented in Figure 4.
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Figure 4: System map tool example (Tassi 2009. Service design tools [System map])

2.6.4 Service blueprint

Service blueprint is a visualization method that represents function and activities of service
creation and management. It provides reliable information of all stakeholders and their role
in the service (Lim and Kim 2014; Shostack 1984). It is very useful tool to identify various pro-
cess of service and establish cross-functional communication between different service as-
pects (Bitner et al. 2007). The first version of blueprint was presented by Shostack (1982)
which was comprises of two stag-es; front stage and backstage. Later on, the blueprints were

developed into a five-row system.

Bitner et al. (2007) has beautify explained “Service Blueprinting” concept, its importance in
connection to service innovation, and customer experience design. Service blueprint is a flex-
ible approach to help with challenges of service process design and analysis. It is used to de-

pict a service at multiple levels of analysis as well as visual overview of entire service
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process. The concept of service blueprint is a visual notation for representation of business
process via symbols, which are based on actors and activities. It can be combined with other
methods, such as critical incident technique, for insight of service process designs. Service
blueprints are graphical in nature, there-fore it is easy to involve all stakeholders effectively.

There are five components of service blue-printing.

e Actions of the customer

e Onstage/visible contact employee actions

e Backstage/invisible contact employee actions
e Support process

e Physical evidence.

First component, customer actions, contains all customer steps so as to experience the ser-
vice. These customer actions are mentioned chronologically from top of the blueprint. The
actions of the customer are central to the blueprint. Second component is the actions which
occur as part of face to face interaction with customer by frontline contact employees. These
employs are separated to customer by line of interaction. A moment of truth has occurred,
every time the line of interaction is crossed from either side. Third component is separated
from the onstage actions by line of visibility. Customer can only see what is appeared above
the line of visibility, but everything below this line is invisible to customer. All non-visible in-
teraction with customer (Telephone calls, online contact etc.) are presented by this compo-
nent. The forth component is support process, which is separated from contact employees by
the internal line of interaction. These are not part of contact employees but sums-up all
those activities which are required from units and individuals within the company so as to de-
liver the services to customer. At very top of blueprint, the fifth component “Physical evi-
dence” is described. These are prepared and mentioned for each customer action and every
moment of truth (Bitner et al. 2007).

While building a blueprint, it is important to consider, for which customer segment it is going
to be prepared. After that customer actions have to be considered as it is the foundation for
all other blueprint elements. The fundamental elements of blueprint can be adjusted accord-

ing to requirement of the case.
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Figure 5: Service blue print example Bitner et al. (2007)

2.6.5 Participatory workshop

Participatory workshop is an organised event in a collaborative and creative environment. The
basic idea of participatory workshop lies to extract knowledge and respective opinions of par-
ticipants about selected topic/issue/problem of workshop. These workshops are famous tool
and has been refereed by many names in literature such as design workshop, interactive
workshop, participatory workshop etc. Miettinen et al. (2009) suggest design works as an in-
novation method that is used for collecting information through participation. The user par-
ticipations and facilitates co-creation is main idea of this creative method (Miettinen et al.
2009, 65-66). It is also very popular tool in service design which is used to recognise the view-
point, opinion and knowledge of participants about design process outcomes and get their in-

sights about the whole process (Stickdorn and Schneider 2011, 270).

A major advantage of the participatory workshop is sharing experience of participants to-
wards the selected topic. In this way, participants express their experience and comments
about process. The organization of a successful participatory workshop requires various as-

pects to be considered as follow.
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Preparation; the participant of workshop should be chosen from various background so as to
achieve cross-disciplinarily participation. Mobile phones and other devices that may diverge
concentration of participants, should be avoided in workshops. The workshop environment
should be comfortable for interaction and discussions so that participants can share their
opinion and knowledge easily and freely. The location of workshop should be safe and encour-
age participants for collaboration. It is also vital to consider scheduling of workshop so that
participants should not be over-burden. There should be breaks for lunch/coffee so that par-
ticipants will feel fresh throughout the workshop session. The administrative arrangement
time should be considered in schedule of the workshop. It is good to have timetable for vari-
ous tasks during the workshop but time limits should not be strict so as to allow the partici-
pant’s deeper discussion on topics that require more attention (Farrell, Ryan and Langrick
2001; Pavelin, Pundir and Cham 2014; Koloski 2012).

Activities; a workshop should comprise of different activities which include individual and
group tasks for participants. It is important to explain goal and suitability of every activity to
participants, to increase participant’s engagement in the workshop. Also results of each ac-
tivity should be informed and discusses with participants (Pavelin et al. 2014). At first partici-
pants should be engaged by an exercise relate to actual problem or introduce participants’

experiences about topic and then later search for solutions.

The idea of participatory workshop is to gather feedback on selected topic and activities sup-
porting this idea should be included in agenda of workshop. These activities should engage
participants in enjoy-full manner. Co-creation is also very important aspect of workshop,
where idea-generation is done in groups or teams. This might result into many useful find-
ings/solutions. Prioritization of solutions and selecting most suitable is difficult job to per-
form therefore, it is quite common to left solutions non-prioritised on purpose. It might be
possible that final decision/solution is not agreed at the end of workshop but next actions
should be agreed. Hence, careful choice of activities is very essential for successful participa-
tory workshop (Farrell et al. 2001; Koloski 2012).

Tips for facilitator; the facilitator has very important role in the workshop. He should be fo-
cused on goal of the workshop and execute planned agenda for successful event. The facilita-
tor has to be familiarised with the workshop expertise area so that he can explain and priori-
tise topics during the workshop. The workshop related material should be readily available.
The facilitator should take care that during the event, goal of various exercises/activities is
fulfilled and insights are documented. There can be more than one facilitator for the work-
shop if required (Farrell et al. 2001; Pavelin et al. 2014; Koloski 2012).
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2.7 Literature review summary

The literature review shed light on solution business and service design discipline.

Solution business is very famous in modern business world due to its numerous advantages.
The organizations are more and more adapting solution selling strategies to stabilize their
revenue while expanding existing markets. Solution-oriented strategies are not only beneficial
for customers or end-users but also it has very promising effect on business of solution pro-
vider organization. Solutions business should not be confused with product category as it is a
distinct business model. An important aspect to be carefully consider in solution selling organ-
ization is that efficient delivery of solution to customer is as important as creating solution.
The characteristics of solution business models are customer Embeddedness, offering inte-
gratedness, operational adaptiveness and organizational networkedness (Storbacka and Pen-
nanen 2014).

Service design discipline is based on methods for improvement of existing services and crea-
tion of new services that would be valuable for end-users. In literature, various definitions of
service design are available that focus on importance of the communication and collaboration
of internal stakeholders of an organization ((Stickdorn and Schneider 2011, 32-33). Service
design is very beneficial for organizations as it provides great advantages to organization at
all stages of service design process and make positive impacts on business. There are numer-
ous advantages, obtained by application of service design thinking principles, on immediate

and long-term actions (Tuulaniemi 2011, 101-107).

The objective of this research study is to concentrate on application of service design think-
ing for improved solution selling process, by improving the communication and collaboration
of internal stakeholders of organization. Due to said reason, SD methods and tools are evalu-
ated to select the most suitable for organizational process visualization and improvement.
Various categorization of SD methods and tools were reviewed in order to identify the most

appropriate tools for case study.

Service design is relatively new discipline and the literature is accumulated from various sci-
ence disciplines such as engineering, design and business. This thesis is marginally based on
analysis of scientific literature about service design but in addition to that, a large portion of
literature review is taken from service design books, especially related to communication and

collaboration aspects.
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3 Research methodology
3.1 Case description

For the case study of this thesis, Marine and Ports (MP) unit of a solution selling organization
has been selected which is located in Helsinki, Finland. The MP unit provide integrated solu-
tions /services of power plants and electrical systems for marine or shipbuilding industry. The
marine industry plays a vital role in economic growth and considered a renowned transporta-
tion mode. The recent trends indicate great development in shipbuilding sector due to new

market players joining the cruise business as shown in Figure 6.
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Figure 6: Statistics of global cruise order (Cruise industry news)

The MP unit has shifted their paradigm towards solution business for marine sector and fo-
cused on selling solution instead of products to their customer. This approach has not only
served them to become one of top solution provider in shipbuilding industry but also maximise
their business over the years. The MP unit act as a solution integrator and it involves various

feeding factories for different products, to provide a solution package for their customers.
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For this thesis research, the electrical system (ES) sales support department in the MP unit
has been focused. The ES sales support department deals with various internal stakeholders
and external stake holders. A general overview of whole process and focus of research is pre-

sented in Figure 7.

Focus of thesis work

| |
: Machine Factory :
| (Motors/Generators) |
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| i |
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Sales |
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Customer (Ship Builder, Shipyards, Shipowners, Design offices)

Figure 7: Stake holder mapping in case organization

The customers of MP solution sales get complete solution as per their specification and re-
quirements but behind the scene, various internal stake holders participate to prepare the
desired solution. The case organization has many factories which are dedicated to produce
specific component. The ES sale support department acts as an integrator for all these com-

ponent feeding factories (FF) and prepare dedicated solutions for MP unit’s customers.



32

The overall process starts when customer sends their request for proposal (RFP) to the MP
sales department. The sales department pass on technical details to ES sale support depart-
ment where ES department personals carefully examine RFP. The ES sales support department
then contacted to related FF so as to get customised component for desired solutions. One
major stakeholder in FF of MP unit is “Machine factory”, providing electric motors and gener-
ators for solution sales of MP unit. Being a major supplier in solution sales, the Machine fac-
tory has significant impact on solution integration and overall customer experience. Despite
huge importance of the communication and collaboration between ES and Machine factory

there is no common practices to endorse the effective communication between both units.

Therefore, the empirical study is primarily focused to improve the cross-functional communi-
cation and collaboration between Machine factory and MP unit’s ES sales support department,

related to solution sales of marine power plants.

3.2 Research progression

In this thesis work, actions research method is used due to its vast benefits both from theo-
retical and practical point of view. The action research is proven effectively applicable for
complex problematic issues. These complex problems could be difficult to define properly
and associated to social aspects. As there tend to be many solutions for communication and
collaboration and it is not easy to point out one right solution due to highly social matters,
hence these can be considered as complex issues. The actions research is proven to be an ef-
fective research method for social issues in organizations. It can be considered as collabora-
tion and learning development (Avison, Lau, Myers, and Nielsen. 1999; Baskerville and Wood-
Harper 1996; Susman and Evered 1978). Therefore, actions research methodology has been
chosen to identify whether service design methods are beneficial for improvement in the

communication and collaboration within the case organization of this thesis work.

Action research emphasise on considering the comment of participants during research and

then based on that, adjust the theory accordingly. This approach is very much similar to ser-
vice design concepts which emphasize active involvement of end users for co-creation of ser-
vices. In this way, the research outcome is not only based on theoretical points but also sup-
ported by case organization’s employees. In later part of the chapter, it is presented that re-

search process steps are thoroughly supported by employee’s feedback of case organization.

In this case study, research not only focuses opinion of experts about their activities but also
to have deep insight about their actual activities. Hence, observations have been done on
current process of the communication and collaboration between stakeholders, how these are
developed and improved between employees from different department in solutions selling

process of organization.
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An extensive action research implementation is usually based on a five-stage cyclic process
which consist of diagnosing, action planning, action taking, evaluation and specifying learning

stage as shown in Figure 8.

DIAGNOSING
|dentifying or
defining a problem

SPECIFYING ACTION PLANNING
LEARNING Considering alternative
|dentifying general courses of action
findings for solving a problem

Development
of aclient-
system
infrastructure

EVALUATING ACTION TAKING

Studyngtheconse | Selectinga course
quences of an action

of action

Figure 8: Cyclic process of action research (Susman and Evered 1978)

But the number of phases in action research are adjustable according to requirement of re-
search case (Susman and Evered 1978). In this thesis, the structure of the actions research is

followed as presented by Avison et al. (1999) which is a three-stage process, based on



34

problem diagnostic, action intervention and reflective intervention. It is appropriate for this

case study due to the fact that two stages can be performed simultaneously with other activi-
ties. The planning stage is merged with literature view and done before as well as during the
problem diagnosis stage. The evaluation is done during each research process stage. The em-

pirical study structure is presented in Figure 9.

PROBLEM ACTION REFLECTIVE LEARNING
DIAGNOSIS INTERVENTION
Surve
, ) Observation and notes Y
Data collection 20 Interview Observations
from workshop
Open feedback

A

Strengths and ) _
, Present process Impraved solution selling process
Analysis o weaknesses of _ )
visualization Learning of suitable 5D methods
workshop

Figure 9: Detailed view of research process

The data collections and analysis are done individually for each research process stage. At
first, data is collected and then analysis is done in iterative manner for every stage. In this
research study, various data collection methods are utilised such as qualitative (interviews,
observations, work-shops, notes, open feedback, comments) and qualitative (survey). Analysis
at each stage provides data for next stage. The complete process is done with one iteration
and presented as flowchart in Figure 10. More details related to action research of this study

has been presented in the following chapters of this thesis.
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Litrature review

Selection of suitable service desing methods and tools

Data collection by interviews

Preparation of Service Blueprint of existing process in case company

Organization of participatory workshop

Overview and discussion on service blueprint of | Improvement discussions and suggestions to

existing process in case company existing process in case company

Preparation of service blueprint of improved internal process in case company

Implementation of improve internal process in case company

Figure 10: Flowchart of research process

3.2.1 Problem diagnostic phase

Problem diagnosis is first stage of this research process and 20 interviews had been done from
relevant personals. The aim of these interviews was to visualize the current setup and work-
ing process of case company. The interviews were done from relative employees in the MP
unit, ES sale support department as well as from machine factory which are involved in the

process of solution preparation and delivery.

The interview order is followed as presented in Figure 11. At first, the information about the
product, supply chain and quotation process for the solutions preparation in MP unit, is gath-
ered from the relative departments so as to create technical understanding of products and
processes. For this purpose, interview process had been started from various departments of
MP unit to get the know-how of process and products (Project management, R&D, Engineer-
ing, Design). Once the information collection is done, ES sales and sales support team, in-

volved in the solution integration and preparation, was interviewed to understand their part
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in the solution making process. Later on, sales and sales support personals from Machine fac-

tory has been interviewed to under-stand their side of picture in solution preparation process.

Machine factory

Project Managment Sales

Technical department
(Design, Engineering, R&D)

ES Sales & Sales support
(MP)

Figure 11: Interviewing process order

The main focus of interviews was to understand expertise, part of each department in solu-
tion integration process and improvement ideas. The observations and notes had been taken

by the researcher during interviews. These interviews were semi-structured and blueprint is

prepared based on the notes of interviews.

Department No. of persons Designation Experience in
organization (years)

Project management 2 Project manager 10-15
Design 2 Design engineer 3-5

R&D 2 R&D engineer 4
Engineering department 2 Lead engineer 8

ES sales support 2 Sale support engineer 2-4

ES sales support 3 Technical bid manager 6-15

Sales support

ES sales support 1 development Manager 10
Sales department 2 Sales Manager 17
Machine factory sales 2 Sales manager 5-9
Machine factory sales 2 Sales support manager 6-12

Table 9: Interviewed employee’s details
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A list of guiding question for interviews has been prepared but it was not followed strictly and
these are slightly adjusted according to requirement. These questions are then fine-tuned af-

ter couple of interviews and presented in the Appendix 1.

In order to get deep insights from interviews, these questions are not shared with interview-
ees beforehand, however a general overview had been mentioned in meeting invitation about
process and agenda of interview. As researcher is interviewing its own colleagues, hence
“getting know” part of interview was not required and average time span of interview was
half an hour. Based on the outcome of interviews, a process prototype, explaining present
working condition of the case company, was prepared which later on utilised in the participa-

tory workshop.

3.2.2 Action intervention phase

In this phase, considering the outcomes and findings from problem diagnosis phase, a partici-
patory workshop was organised. In this workshop, current process’s blueprint was presented
to participants of workshop and discussions had been done for improvement. The researcher
acted as a facilitator in participatory workshop and took notes of observations and discussions
of participants. In this way, second round of qualitative data had been accumulated from

workshop.

3.2.3 Reflective learning phase

The workshop is utilised, not only to gather qualitative data but also a survey was distributed
and filled by participants, to gather quantitative data. Along with survey, the facilitator
writes down open feedbacks, personal comments and passer-by comments during workshop.
These quantitative and qualitative data form previous stages of research process were ana-

lysed and concluded accordingly.
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4  Empirical results
4.1 Improving solution selling process
4.1.1 Problem diagnostic

The visualization of current internal process is created in the form of service blueprint with
assistance of findings in the interview sessions from various stakeholders. The service blue-

print is shown in Figure 12.

The complete solution proposal process was divided into four phases: Pre-Phase: Inquiry/Sales
phase, During Phase: Budgetary proposal phase, During phase: Solution proposal preparation
phase and Post phase: solution proposal submission phase. These phases are divided based on
the corresponding activates happened during complete process. There are various depart-
ments involved in the whole process and colour codes has been used for individual depart-

ments for better visualization.

The first phase of the process shown in the service blueprint is Inquiry/Sales phase. This
phase visualizes the part of process which involves the activities related to customer who is
intended to buy the solution. The second phase of process is budgetary proposal phase where
a rough order of magnitude is prepared for the solution proposal. It is an estimated price indi-
cation with limited information available for the scope of supply. The budgetary proposal
phase is followed by next phase known as solution proposal preparation phase. In this phase,
the scope of supply is refined as per requirement of project by the customer and solution
providing organization prepare solution proposal according to customer specifications. The
last phase in service blueprint is solution proposal submission phase. This phase represents ac-
tivities related to submission of solution proposal to the customer which was prepared in the
previous phase. In later part of this chapter, each of these four phases of service blueprint

are explained in more details.

The complete service blueprint, as presented in Figure 12, is further divided into four figures,

corresponding to each process phase respectively.
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Pre-Phase: Inquiry/Sales Phase

This is the first phase of internal process of solution selling to potential customer in the or-

ganization. This phase is presented in Figure 13 for a closer look.

This phase is dominated by sales department as they are in lead role for customer interac-
tions. These interactions involve various mode of virtual meetings (emails, skype, call etc.)
and physical meetings. The sales department is assisted by the sales support department and
internal consulting is done between these departments according to requirement. In standard
sales cases, design and R&D department has insignificant presence in this phase but for tech-
nologically challenging sales cases, design and R&D department also provide support to the

sales department.

Internal consultation between departments usually happened unplanned face-to-face talks
and if required more detailed discussion, organised meetings are done accordingly. These
communication styles seem very affective to provide support for the sales department during

sales phase.

Pre-Phase : Inquiry/Sales Phase

Got information
from: R L+ f |
equest for proposa
Customer -Metwroks Intial details of project A i p,
Webi h o (RFP) to get solution
: -Webinars share
Actions proposal
-Conference
-Marketing material
Touch sales calls . RFP
\ Sales meeting
Points Semail document
Front stage Sales Sales sales Sales
Back Stage Sales Support sales Support
Suppnrt Desing Design
R&D R & D

Figure 13: Pre-Phase: Inquiry/Sales phase of the organization’s internal process
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The customer’s solution buying process can be based on competitive bidding approach or di-
rect negotiation approach. There are various touchpoints involved in this phase, based on the

customer’s approach for buying solution.

In competitive bidding, the solution providing organization’s sales department is get involved
from the customer organization related to their project. The sales department co-ordinates
with customer organization to obtain the initial requirements of the project. The sales de-
partment, with assistance of sales support department, identifies most relevant requirements
of the project with respect to competencies of the solution providing organization, from
these initial requirements. In case of technologically challenging cases, sales support depart-
ment involves the Design and R&D departments to evaluate Go/No-Go situation for project

bidding process.

These requirements must not be 100 percent accurate but can be within appropriate range
for budgetary price indication. Later on, sales department communicate these required infor-
mation to the customer so that they can issue the first draft of request of proposal (RFP) for

solution proposal.

The direct negotiation approach is utilised for standardized sales cases. In this scenario, the
customer is aware of the general required information for solution proposal preparation and
usually sales department is enough to coordinate with customer for preparation and issuing of

initial RFP document to solution selling organization.

The case organization has practice of having weekly inter-department meetings between
sales and sales support department to overview potential sales leads and on-going sales cases.
Also, these department personals are situated on same floor of a building and have frequent
interactions with each other, which is seen a positive attribute for organization. This way,
communication and collaboration between these departments on various issues happened on

daily basis, in addition to organised weekly meetings.

There is another aspect to be considered about case organization that although sales and
sales support department are placed in the same building but other major departments such
as R&D, Design, Engineering and Project management etc are placed in another building of-
fice which is almost 3 km away. This placement of departments in different buildings affect
the communication and collaboration between sales/sales support department and other de-
partments. The sales case specific meetings with these departments are held once a month or
in urgent cases, through organised meetings, but these are not frequent meetups due to dif-

ferent office locations.

During interview sessions, the weekly meetings between sales and sales support department

and monthly meetings for cross-unit information sharing are identified as communication
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channels, to receive updates about potential sales lead and on-going sales cases from the

sales department and prepared accordingly.

During-Phase: Budgetary proposal phase

On the receiving of initial RFP from customer, the second phase of internal process of solution

selling in the organization starts which is mentioned as “Budgetary proposal phase” and has
been shown in Figure 14.

Customer
Actions

Touch
Points

Front stage

Back Stage

Support

Figure 14: During-Phase: Budgetary proposal phase of the organization’s internal process

During phase: Budgetary proposal phase

Customer has
specific technical
requirements and
expectations

Input from technical
department

Review of budgetary
solution proposal

Kick off meeting

Technical calls/
meetings / skype

Email / Budgetary
proposal document

meetings
Sales Sales Sales
Sales support Sales support Sales support
Design .
Design
RE&D
Feeding Factories Design
Feeding Factories ne .
R&D R&D

In this phase, solution selling organization review the RFP document of customer and sales

support department involves in front stage, along with sales department. The process starts

with kick-off meeting, to clarify general requirements into relatively more specific
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requirements. This clarification work involves the R&D and design departments for general
specification of solution proposal, but feeding factories also support product specific discus-
sions. This phase involves various technical meetings between customer’s technical depart-
ment and selling organization, physical as well as virtual, according to requirements. These
meetings are coordinated by sales and sales support department, but they also have the sup-
port from other departments. In this phase, the purpose is not to identify accurately all the
technical and commercial requirements but to clarify the most important details for prepara-
tion of the budgetary proposal. This budgetary solution proposal in not binding and subject to
change once all the technical and commercial clauses has been agreed and signed in later
stages. The main purpose of this budgetary offer is to provide end-customer about rough or-
der of magnitude (ROM) for investment, dimensions (foot-print) and weight of equip-ment,
basic technical data sheets of equipment and standard terms and conditions for the solution.
This will help the customer to evaluate the feasibility of the overall project and its character-

istics.

This phase starts with technical kick-off meeting, involves technical meetings and ends with
the budgetary solution proposal, submitted by solution selling organization towards the cus-
tomer organization. The sales and sales support department are involved in face-to-face com-
munication and it is perceived most efficient way of communication. Beside this, the commu-
nication and collaboration with other departments as well as with feeding factories are not
that frequent and mostly based on email and short phone calls. In order to get support from

them, organised meetings are required which effect on the robustness of the process.

The prototype of internal process of case organization reveals that lack of frequent and effec-
tive collaboration within internal departments and feeding factories effect the whole process.
The sales support department, who is responsible for preparation of budgetary proposal, have
to estimate various parameters of solution proposal at this stage due to lack of communica-
tion and collaboration, especially with feeding factories. During the interview sessions, it was
also pointed out that the estimate practice is somehow fine with experienced employees, but
it is difficult for less experienced employees to prepare the good budgetary proposal without

coordinating with other departments and feeding factories.
During-Phase: Solution proposal preparation phase

The next phase of process is “Solution proposal preparation phase” as show in Figure 15. In
the previous phase, the customer got the budgetary proposal from the solution selling organi-
zation and evaluate the feasibility of whole project. Based on the management decision, if
project seems feasible to the customer, they move on to the next step and prepare detailed
project specific RFP document. This detailed RFP document contains all the desired technical

specifications and functionalities of equipment, technical standards to be followed,
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commercial terms and conditions and all other project specific requirements. This updated

RFP is provided to solution selling organization.

In this phase, sales and sales support department are at front stage but they require exten-
sive input from all other departments and feeding factories to prepare solution proposal. At
first stage, engineering and design departments are involved to evaluate the technical re-
quirement and feasibility of the project. In case of technological challenges, R&D department
is also involved to find best possible solution. Once the appropriate solution is identified, the

sale support department co-ordinates with the feeding factories for the respective products.

Usually customer RFP document is quite extensive and big. The communication and collabora-
tion protocol between feeding factories and Marine and Ports unit is decided so that sales
support department will extract only relevant information of respective product from RFP
document and send to feeding factories. This will allow feeding factories to focus on the
product specific parts of RFP. Other than product specification, the commercial term and
condition are reviewed by sales depart-ment and technical/system level specifications are re-
viewed by sales support department. Other departments such as engineering and project

management department support in this process to sales support department.

It is identified in internal process prototype that email is used as communication channel for
ex-change of these information between sales support department and feeding factories as
well as with other departments i.e. Engineering, project management etc. The sales support
department extract relevant specification from RFP and send to relevant department or feed-

ing factories for consideration.

The feeding factories review internally the specifications and prepare comment/deviation list
ac-cording to the equipment. Sale support department prepares comment deviation list for
technical/system level specification, with the input from other departments. While the sales

depart-ment reviews commercial part of RFP document.
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During phase: Solution proposal preparation phase
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Figure 15: During-Phase: Solution proposal preparation phase of the organization’s internal

process

Once all stakeholders reviewed the RFP document and prepared their comments/deviation
list, they sent these to ES sales support department. The sales support department review all
comments/deviation and if required more explanation/details, they organise technical review

meetings with feeding factories or relevant department.

After compilation of deviation/clarification list document by sales support department, the
sales department submit it to customer. Based on this document and RFP, technical review
meetings are done between customer’s technical department and sale support department.

These review meetings are based on many rounds until final agreement reached on
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specifications. During these re-view rounds, sales and sales support department act on the

front stage while feeding factories act in support.

Based on these clarification rounds, customer and solution selling organization come to the
com-mon understanding and agreement for project specifications. Then customer issues final
RFP document for solution selling organization. Based on this final RFP document, solution
selling organization has to prepare binding solution proposal. At this stage ES sales support
department lead the process to create full cost model (FCM) and gather quotations from all
feeding factories, take input from other relative departments for cost allocation for engineer-
ing, commissioning, project management and services of case project. Based on these, ES

sales support department prepare the solution proposal for the customer.

It is identified in interview sessions that due to limited communication and collaboration of
feeding factories in review meetings, these reviews involve several rounds, sending back and
forth the comment/deviation list document. The reason behind this back and forth movement
of com-ment/deviation list is, the ES sales support presents the deviation and proposed rem-
edy to customer but if the customer does not accept proposed remedy and suggest some
other possibility related to product specification, the sales support department is not able to
verify its applicability on the product and hence they have to consult back to the feeding fac-
tories. During interview sessions, it is also found that Machine factory has a significant impact
on solution proposal, being a major feeding factory. It is also mentioned that collaboration
and communication between machine factory and sales support department is heavily done
via emails and phone calls. The organised meetings are not very frequent between machine

factory and ES sales support.

Another aspect is identified in interview sessions that communication of ES sales support de-
part-ment towards the machine factory is not well organised. The sale support department

has dedicated personals for different segments. These segment responsible persons individu-
ally deal with machine factory sales department. There is no transparent information availa-

ble that how many cases are in pipeline with machine factory and how they are prioritized.

Every segment responsible marks its relevant case as most important and expect from the ma-

chine factory sales to prioritize it.
Post-Phase: Solution proposal submission phase

Figure 16 presents the post phase of internal process, known as “Solution proposal submission
phase”. In this phase, solution selling organization submit the solution proposal to customer.
The customer evaluates the technical specification, commercial terms and conditions and
other aspects of solution proposal. If there is requirement for some changes, it will be imple-

mented by solution selling organization. After satisfactory review, a price negotiation round
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come up where discounts, owner benefit package and other project specific bundle offers are
being discussed and finalised. Once solution selling organization and customer agree of all

terms and condition for the case project, the contract is signed between both companies.

As shown in Figure 16, this phase has larger portion of communication and collaboration of
sale and sales support department with the end customer. The internal communication and
collaboration with feeding factories and other departments is done according to requirement,
if needed. This communication is done in forms of organised meetings to evaluate the solu-

tion and adjust according to customer’s expectations.

During interview sessions, it is pointed out that communication and collaboration is very good

in this phase as all stakeholders desire to get the contract and more focused on the project.

Post Phase: Solution proposal submission phase

Received solution Review Solution
Customer |proposal document proposalfterm and Negotiations for
. " - . Award of contract
Actions term and conditions/ | |conditions/technical contract
technical specifications| |specifications
. Email /Soluti
Solution proposal mail/Solution
document/ terms and proposal document/
Touch . Terms and condition | |Email/ calls / Contractual
. condition document/ d +/ Technical tiati " d ‘
Points Technical specification cu:ulmenl echnical | |negotiation meetings ocuments
specification
document
document
Sales Sales
Front stage Slaes Slaes
g Sales Support Sales Support
Back Stage sales Support sales Support
Support Feeding Factories Feeding Factories

Figure 16: Post-Phase: Solution proposal submission phase of organization’s internal process
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Communication and collaboration focus

In the interview sessions, the discussion was not only focused on current internal process, but
it is also discussed that how communication and collaboration could be improved between in-
ternal stake-holders for efficient solutions selling process. From interview discussions, it was

identified that major focus should be on following phases of internal process and relative

stakeholders as mentioned in Table 10.

During phase:

Solution proposal preparation phase

Communication and collaboration between ES sales support and Feeding factories

Communication and collaboration between ES sales support and Machine factory

Table 10: Topics of communication and collaboration improvement during interview sessions

The budgetary proposal phase and solution proposal phase as shown in Figure 12 are of most
importance in whole process. Whether the customer is utilizing competitive bidding approach
or direct negotiation approach, the ES sales support and feeding factories have a vital role in
solution proposal. The effectiveness of communication and collaboration between ES sales
support and feeding factories is very important for the whole solution proposal process. Due
to large number of feeding factories for solution proposal, it was discussed in interviews that
what are major products utilised in standard projects of solution selling organization. It is
identified that almost in every solution proposal, the products from the machine factory are
major part of solution. This fact emphasizes the importance of focusing communication and

collaboration between ES sales support and machine factory.

It is also noted during interview sessions that there is not much organized protocol for com-
munication and collaboration between ES sales support and machine factory. Limited commu-
nication and collaboration of machine factory in review meetings acts as a major reason to
stretch this review for several rounds, sending back and forth the comment/deviation list
document. In addition to that ES sales support department has multiple communication chan-
nels towards machine factory as every segment responsible from ES sales support is in direct
contact with machine factory sales department. The ES sales support department does not
maintain any record for all RFP request send to machine factory and there is no priority list
coordination with machine factory so that ma-chine factory can prioritise the RFP requests
from ES sales department. Within ES sales support department, there is no information shar-
ing protocol or method to understand the workflow to-wards the machine factory and how to

prioritise it.

Based on these findings and observation during interview sessions, it is aimed by researcher to

focus on improvement of communication and collaboration between ES sales support
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department and machine factory, being major feeding factory during budgetary proposal

phase and solution proposal preparation phase.

4.1.2 Action intervention

At actions intervention stage of this empirical study, a participatory workshop was organized.
The notes and findings from interview sessions, such as service blueprint of internal process,
communication and collaboration improvement suggestion and other general thoughts were

utilised in this participatory workshop.

The workshop was planned in the afternoon and length of workshop comprises of 3 hours. The
schedule of workshop is adjusted in afternoon, in order to not interrupt or disturb the daily
working routines of participants. Total fourteen representatives were invited to the participa-
tory work-shop. These representatives were selected based on idea that two participants
from each internal stakeholder group were invited. In the end, there were twelve participants

who attended the participatory workshop. The agenda of workshop is presented in Table 11.

Workshop Agenda

Session 1
13:00 - 13-15 Introduction 15 min
13:15 - 13-45 Affinity diagram 30 min

Introduction to internal process

13:45 - 14-15 (Current service blueprint) 30 min
14:15 - 14-30 Coffee break 15 min

Session 2
14:30 - 14-45 Improvement of service blueprint 15 min
14:45 - 14-55 Placing post-its 10 min
14:55 - 15-10 New pain-points 15 min
15:10 - 15-30 Ideas for improvement 20 min
15:30 - 15-45 Filling the survey 15 min
15:45 - 16-00 Open discussion and feedback 15 min

Table 11: The planned agenda of participatory workshop
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As mentioned in Table 11, the agenda of workshop was comprising of two sessions and one fif-
teen-minute coffee break in between. This schedule was followed accordingly during the
work-shop implementation with participants. However, coffee break was reduced to five
minutes, since the participants wished so. Therefore, these extra ten minutes were utilised in
workshop section “Improvement of service blueprint” and this section’s duration was twenty-

five minutes, instead of planned fifteen minutes.

The program of workshop was divided in four parts; the affinity diagram exercise, the internal
process evaluation, discussion for improvement ideas and finally feedback survey is done by
participants. The workshop started with the introduction to the participants about the scope
of workshop. After the introduction, thirty minutes affinity exercise was done with partici-
pants as it was very useful method to enable participant to get familiarised with topic and

prepared for upcoming tasks.

After affinity diagram exercise, the prototype of internal process (service blueprint) was pre-
sented to participants. The idea of this step was to gather shortcomings, improvement ideas
and receive feedback related to introduced blueprint of current internal process. At this
point, a five-minute coffee break was taken to refresh participants, which concludes the first

session of participatory workshop.

After the coffee break, second session of the workshop started, and the discussions were held
between participants based on identified issues and points from previous steps. The focus of
discussion was mainly on improvement for communication and collaboration of internal stake-
holders, especially between ES sales support and machine factory. The thorough analysis of
improvement ideas with reference to possibilities, constraints, applicability and practicality
had been done in group discussions. The dialogues between participants did not conclude to
find the exact solutions of particular pain-points for further implementation but it pointed

out the direction towards further action plans.

The researcher of this thesis study acted as facilitator in participatory workshop. Once the
improvement ideas discussion step was concluded, the participants were asked to fill the sur-
vey forms. This activity was planned for fifteen minutes so that participants had enough time
to fill out the survey forms properly. The survey form “Critical feedback” is presented in the
Appendix 2 and it is comprising of questions which support the second research question of
this research study. The reflective learning part of this thesis is also based on the answers of
the workshop participants in survey forms. These survey forms were distributed to partici-
pants during introduction part of work-shop and facilitator encouraged participants to note
down their thought and opinions during the workshop as well as in the dedicated time slot for

survey at the end of workshop.
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At the end of workshop, the facilitator collected survey forms from the participants and a fif-
teen-minute session of open discussion/feedback was held. After that the facilitator thanked
to all participants for their generosity of time and contribution during the participatory work-

shop and closed the session.
Organised participatory workshop strengths and weaknesses

The facilitator collected notes and observations during the workshop. The data based on
these collected notes and observations is used for further analysis. The organized participa-
tory workshop has many benefits but there are some shortcomings as well. The strengths and

weaknesses of organized participatory workshop is presented in Table 12.

Strengths

Weaknesses

Preparation

Duration of workshop

Diverse background and number of

participants

Detailed prototype

Engagement of participants

Small break

Location and environment

Focus group

Communication and collaboration

Table 12: Strengths and weaknesses of organized participatory workshop

These strengths and weaknesses are elaborated further. The preparation is very important as-
pect of any successful participatory workshop and researcher prepared dedicatedly for work-
shop, hence it was one major strength of organized workshop. The number of participants
from various department, location and environment of workshop, activities to be done during
workshop, tools and other supplies (papers, post-it-notes, pens etc) arrangement and most
importantly workshop agenda were planned. Also, paper version of internal process prototype
was printed before workshop, to be available for participants. This beforehand preparation

proved very helpful for successful execution of workshop.

One positive aspect of workshop was number of participants and their diverse background.
There were 12 participants in the workshop which is neither too large nor too small group for
workshop. Selecting two participants per department was also beneficial as it introduced di-

versity of experience and opinions for the discussion and analysis during workshop.
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The workshop was done in spacious meeting room. The location and environment were chosen
carefully, to maintain relaxing atmosphere for participants and avoid tensed feeling of a seri-
ous meeting. It is considered cautiously that participants feel comfortable and involve in
workshop freely, without hesitation. This also helps to maintain high engagement of the par-

ticipants during entire workshop duration.

The communication and collaboration between participants were very good. Although, some
participants got involved in their daily task for some moments during the workshop, but group
involvement and flow of discussion was not affected. All participants shared their inputs and
view-points in healthy environment which assisted effective discussion about root cause of
certain issues and improvement possibilities. Hence communication and collaboration were

the major strength of organized participatory workshop.

In addition to strengths, some shortcomings of organised workshop were identified also. The
work-shop duration was planned for three hours during second half of participant’s routine
working day, hence consuming a significant portion of daily routine worktime in workshop. In
addition to that, by the end of workshop, the participants become quite tired. One major
cause of tiredness was, the coffee break in workshop was very small. However, the tiredness
did not have any significant impact on motivation, involvement, communication and collabo-

ration of the participants during workshop.

Also, service blueprint scope and focus group mismatched a bit. The internal process visuali-
zation was felt too detailed and some participants encountered difficulties to fully under-
stand the complete internal process. Especially when discussion focused on certain step of
process, some participants was not able to contribute in discussion due to lack of involvement
in that particular process step. But generally, all participants were very motivated and active

when discussion relates their team, roles and responsibilities.

4.1.3 Improved internal process

In this research study, the data for reflective learning is accumulated with the help of four
methods. These methods are facilitator’s observation during workshop, survey and open feed-
back from participants in workshop, and passer-by comments right after participatory work-
shop. In addition to that, the notes and data collected in action intervention phase, also sup-
port the learning and improvement idea for process visualization as well as for service design
methods and tools. The interview process and participatory workshop revealed numerous
ideas and suggestions that could be applied to internal process of case organization, for im-
proved and better communication and collaboration of internal stakeholder which enhance

the productivity of overall process.
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Based on the gathered suggestions and ideas from interviewing process and participatory
work-shop, a new version of internal process visualization has been prepared and presented in
the form of service blueprint. This new service blueprint presents the internal process of case
organization, including the actions, revealed during two previous stages of research, for the
improvement in communication and collaboration within the organization. The proposed
changes in first version of service blueprint for case organization’s current internal process

has been highlighted and presented in Figure 17.

The proposed changes are highlighted with red rectangles and red cross in all phases of ser-

vice blueprint. The changes in each phase is discussed separately in later part of this chapter.
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Proposed Pre-Phase: Inquiry/Sales Phase

The proposed first phase of internal process of solution selling to potential customer in the

organization is presented in Figure 18.

In this phase, the sales department has a lead role and Internal consultation between depart-
ments usually happened unplanned face-to-face talks. The more detailed discussions are or-
ganised in form of planned meetings. These communication styles seem very affective to pro-
vide support for the sales department during sales phase. Although, there are no proposed
changes in visualization of this phase and it remains unchanged as mentioned in Figure 18,
but one improvement suggestion was related to placement of different departments. It was
revealed that placement of departments in same buildings could have positive affect on the
communication and collaboration be-tween departments, due to ease of frequent interactions

and meetups.

Pre-Phase : Inguiry/Sales Phase

Got

informaticmn
From: Reqguest for
Customer MNe s Intial details of proposal (RFP) to
Actions Aiebinars project shared get sobutiomn
I
-Conference proposa

-Marketing
material

sales calls - RFP
i - Sales eti

Touch Points Semail a meeting document
Front stage Sales Sales Sales Sales

Sales
Back Stage = r Sales SUpport
Support Desing Design

R & D R & D

Figure 18: Proposed Pre-Phase: Inquiry/Sales phase of the organization’s internal process
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Proposed during-Phase: Budgetary proposal phase
The proposed second phase of internal process has been shown in Figure 19.

Dwuring phase: Budgetary proposal phase

Customer
has specific Input From Review of
Customer rechnical L . budgetary
. _ vechnical Tuati
Actions requirements department solution
and proposal
expectations
Technical Email ¢
. =?
. Kick off callsd Budgetary
Touch Points meating mkeetlngs ! proposal
gt document
meetings
Sales Sales Sales
Front stage Sales Sales Sales
Support Support Support
- Feeding
(== Facrories
Back Stage
R&D Design
Support _ Design
FFeEdlf.g R&D
actories R&D

Figure 19: Proposed During-Phase: Budgetary proposal phase of the organization’s internal

process

In second phase of current organizational process, the sales department and support depart-
ment are involved in front stage with customer, whereas R&D and design departments act on

the back-stage. The feeding factories act in support role.

The proposal to enhance the internal communication and collaboration is based on the idea of
changing the role of feeding factories in this stage of internal process within the case organi-
zation. The major feeding factories (Machine factory) in solution proposal should be involved

in the back-stage role, as highlighted by red rectangular in Figure 19.

In this way, the ES sales support department will have realistic estimation for product param-

eters as it will be coming from the feeding factories and estimation practices will be more
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streamlined for less-experienced employees of ES sales support department. The improved

internal communication and collaboration will result into more precise budgetary proposal

preparation.

Proposed during-Phase: Solution proposal preparation phase

The most important phase of process is “Solution proposal preparation phase” and proposed

improvements in it are mentioned as red rectangular and red cross as show in Figure 20.
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Feeding Feeding Feeding
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Support Design
R&D

Dwring phase: Solution proposal preparation phase

Figure 20: Proposed During-Phase: Solution proposal preparation phase of the organization’s

internal process

In the budgetary proposal phase, the prepared budgetary proposal will be based on much

more realistic estimation as specification input will be coming straight from feeding factories.
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In this phase, it is also proposed to change the roles of internal stakeholder. Due to time limi-
tation, it was not possible to consider all the feeding factories, in this research study. It was
revealed from the empirical study that Machine factory has a significant impact on solution
proposal, being a major feeding factory, hence the focus was narrowed towards the commu-
nication and collaboration of ES sales support department and Machine factory, due to their

high importance in solution preparation process.

In the current process of case organization, once the RFQ document is received from the cus-
tomer, it will be reviewed by ES sales support department and relevant information are ex-
tracted for feeding factories i.e. Machine factory. This communication is usually done by
email and role of feeding factories i.e. Machine factory is categorised as support in service

blueprint of current pro-cess in case organization.

To enhance the communication and collaboration between ES sales support department and
feeding factories i.e. Machine factory, it is proposed in 1st step of this phase that Machine
factory’s role should be back-stage. The communication between ES sales support and the
Machine factory should not be limited to e-mails or short calls only. There should be com-
bined meetings together, to review and comment the customer specification. This will result
in more comprehensive comments list for customer as well as alternative solutions to devia-

tion from RFP document.

In the current process of case organization, during 2nd step of this phase, the deviation/clari-
fication document is sent to the customer’s technical department and technical review meet-
ings are done between customer’s technical department and sale support department. These
review meetings are based on many rounds until final agreement reached on specifications.
For new/improved internal process, it is proposed that Machine factory should be at front
stage, along ES sales sup-port, in review meeting with customer. This setup not only make
these review meeting more effective as the alternative solutions and other possibilities will
be discussed promptly, but also reduce numerous backs and forth movement of comment/de-
viation list, which in turns reduces number of review meeting. This can be seen in Figure 20
with red X. Both ES sales support department and Machine factory should participate at front
stage, for technical meetings with customer until all clarification/deviation will be agreed
and customer issue the final RFQ document. After issuing the final RFQ document, the role of
Machine factory will be back-stage, along with other departments, to assist the ES sales sup-
port department in the final solution proposal preparation. At this point, ES sales support de-
partment lead the process to prepare full cost model (FCM) and take quotations from all feed-
ing factories, get input from other relative departments for cost allocation of engineering,
commissioning, project management and services of case project. Based on these, ES sales

support department prepare the solution proposal for the customer.
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It was also revealed from empirical study that communication of ES sales support department
to-wards the machine factory is not well organised. There is no transparent information avail-
able about cases are in pipeline with machine factory and their priority. It is also proposed to
create a protocol for prioritizing the cases, sent to Machine factory from ES sales support de-
partment. The ES sales support department as well as Machine factory should have transpar-
ent information about the projects under consideration, to optimise workload and efficient
responses. This will enhance the communication and collaboration between ES sales support
department and Machine factory, which in turns positively affect the robustness of internal

process of case organization.
Post-Phase: Solution proposal submission phase

Figure 21 presents the proposed post phase of internal process, known as “Solution proposal
sub-mission phase”.

| Post Phase: Solution proposal submission phase

Received solution

proposal document iy
Customer term and pr‘;p osalf term Megotiations for Arerard of
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proposal
document) Terms

el Email/ calls
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Touch Points document,’ negoriarion
N document, R documents
Technical A meetings
. - Technical
specification n }
specification
document
document
Sales Sales
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Sales Support Sales Support
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Support
Feeding Factories Feeding Factories

Figure 21: Proposed Post-Phase: Solution proposal submission phase of the organization’s in-

ternal process

In this phase, solution selling organization submit the solution proposal to customer. The cus-

tomer reviews the solution proposal and negotiation round is held between customer and



60

solution providing organization. This phase has larger portion of communication and collabo-

ration of sale and sales support department with the end customer. The internal communica-

tion and collaboration with feeding factories and other departments is done asper require-

ment. The empirical study’s result suggest that communication and collaboration is very good

in this phase as all stakeholders desire to finalize project.

Summary

The new proposed actions and activities in process has been listed in Table 13.

Actions

Details

Role change of feeding fac-
tories (Machine factory) in

budgetary proposal.

The major feeding factories (i.e. Machine factory) in solution

proposal should be involved in the back-stage role.

Role change of feeding fac-
tories (Machine factory) in
the solution proposal’s ini-

tial step.

The major feeding factories (i.e. Machine factory) should be
involved in back-stage role. The communication between ES
sales support and Machine factory should not be limited to e-
mails or short calls only. There should be combined meetings

together, to review and comment customer specification.

Participation of feeding
factories (Machine factory)
in solution proposal’s re-
view meetings with the

customer.

The major feeding factories (i.e. Machine factory) should be
at front stage, along ES sales support, in review meeting with

customer.

Reduce number of review

meetings.

The participation of major feeding factories (i.e. Machine
factory) in review meeting with customer will reduce numer-

ous backs and forth movement of comment/deviation list.

Organized communication
between feeding factories
(Machine factory) and ES

sales support department.

The ES sales support department and feeding factories (i.e.
Machine factory) should have transparent information flow
about the projects under consideration. A protocol for priori-
tizing the cases and optimizing the workload should be in-

place.

Table 13: The new proposed actions and activities in the internal process
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The service blueprint of new internal process has been presented in Figure 22.
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4.2  Suitability evaluation of service design tools

A large number of SD methods and tools are available for service designers and their selectiv-
ity de-pends on the nature of particular case. Service designers are free to choose and com-

bine different SD tools according to desired characteristics, requirement of process stage, sit-
uation and design interventions. The main objective of designers is to identify suitable combi-

nation of SD tools for the gradual improvement through service design process.

The selection of SD tools for this research study is based on fact that how efficiently those
tools can be applied for visualization and improvement of the organizational process of case
organization. Tassi (2009) categorization of SD method has been selected for this research as
communication and collaboration are primary focus point in this study. The sub-categories

from Tassi (2009) categorization are used as a criteria to choose following SD tools.

e Service blueprint

e Participatory workshop

4.2.1 Service blueprint for process visualization

The service blueprint is selected for the visualization of organization process. The selection of
SD tool for visualization while keeping focus on communication and collaboration of internal

process of organization is done by researcher, based on Tassi (2009) categorization.

In Table 14, SD methods and tools are organised by researcher in suitability order for process
visualization. The main idea of organizing these methods in suitability order is, to identify
most appropriate SD tool that would meet all the requirement of research questions. These
SD tools are analysed turn by turn to identify suitability of each tool for research study. From

a large range of SD tools and methods, only most suitable tools are listed in Table 14.

Suitability|  Representations: Contents: Contents:  |Design Activities:|  Recipients:
order Graphs Interaction System Implementing | Stakeholders
1. Blueprint Blueprint | Touchpoints matrix|  Blueprint Blueprint

2. | Touchpointsmatrix |Touchpoints matri|  Actorsmap  (Service prototupe| Touchpoints matrix

3. |Customerjourneymap| Storyboard system map Customer journey map

Table 14: SD methods and tools suitability order for visualization.
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The most natural way for process visualization is representation type of graph. Interaction
content represents communication and collaboration phases between system stakeholders.
For visualization of technical features of process, system content is of great importance. Im-
plementing stage enables to choose appropriate method for idea communication and provide
support for further actions. The recipient’s category of stakeholder is beneficial for internal

utilization of organization. A recipient stakeholder group is analysed for research study.

It is shown in Table 14, that service blueprint is considered first choice in all categories ex-
cept system content. The next choice to blueprint is touchpoint matrix that fits in all catego-
ries except implementing activity. The comparison of these two choices need to be done for
visualization as well as improving the communication and collaboration of internal stakehold-
ers of organization. Tassi (2009) has defined service blueprint as a description of interactions
that provide service whereas touchpoint matrix is focused on personas and based on combina-
tion of system maps and customer journey maps. The main difference between these two
methods is focus area. The ser-vice blueprint is more focused on layers of service provider
which are related to collaboration whereas touchpoints matrix keeps focus on action of cus-
tomer and touchpoints during the user experience. In this research study, the focus is more
on the visualization of internal stakeholders than customer experience. Therefore, service

blueprint has a strong edge to be selected as visualization tool for this study.

In addition to that, the evaluation of SD methods and tools by Segelstrom and Holmlid (2011)
was also looked over to have broader perspective of method selection. According to their re-
search, service blueprint was considered a strong tool due to heterogeneity and goods as dis-
tribution mechanism which are main aspects of the communication in stakeholder’s group. On
the other hand, customer journey is considered suitable for not only these qualities but also
all other qualities in their re-search such as intangibility, heterogeneity, value in use, goods
as distribution mechanism, customer orientation, relationship and inseparability (Segelstrom
and Holmlid 2011).

Keeping in view that main focus of this research is on the communication and collaboration of
internal stakeholders as well as visual comparison of methods for improved solutions selling
process, it is concluded that service blue-print is most suitable tool for process visualization,

to fulfil desired objectives of this research work.

4.2.2 Participatory workshop for process improvement

The co-creation is a great strategy for improvement within organization. The environment of
co-creation is possible to create by opportunities for people, to gather at on place for collab-
oration. Service design is big advocate of co-creation as it is focused to involve various stake-
holders for improvement in existing services or development of new services. It is an im-

portant aspect of SD to involve end-users in the design process from very beginning of service
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development process. The main objective of service designers is to provide facilitation meth-
ods for co-creation between various stakeholders and support their insights expressions
(Tuulaniemi 2011, 116-117).

The participatory workshops are vastly used in service design process for facilitation of co-
creation. The participants of workshop ranges from service provider, end users or different
stakeholders for sharing insights and co-creation. Co-creation is readily associated with com-

munication and collabo-ration activities in order to explore results (Tuulaniemi 2011, 118).

The objective of this research is similar i.e. method selection to create an environment that
supports discussion, analysis and co-creation for organizational process improvement. The
participatory workshop is very suitable choice to gather related stakeholders at one place and
facilitate co-creation process for desired objectives. Hence, participatory workshop is chosen

as SD tool for process improvement, to fulfil the desired objectives of this research.

4.2.3 Learning related to Service design methods and tools

The quantitative data gathered from survey, filled by 12 participants of the workshop, was
analysed by using likert scale 1-7, based on four evaluation criteria and the results are shown
in Table 15.

Evaluation criteria Average results based on likert scale 1-7
Visualization supporting communication 5,75
Knowledge gain from visualization 5,58
Workshop supporting collaboration 5,91
Workshop environment supporting free 6,33
discussions

Table 15: Quantitative data result from survey

Based on likert scale 1-7, the results for communication support and knowledge gain through
visualization were rated as 5,75 and 5,58 from the participants. These results are slightly
lower than results related to workshop setup (5,91 and 6,33) but still in good range. This
qualitative data also depicts positive effects on internal communication and collaboration.
The benefits of service blue print and participatory workshop were acknowledged by partici-

pants. Some opinions of workshop participants are mentioned as follow:
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“Service blueprint was very beneficial to understand whole process”

Participant X

“It’s really good to have such workshops for understanding the big picture”

Participant Y

“Best practice to identify new ideas for improvements in existing setup”

Participant Z

It is evident from results in Table 15 that SD tools and methods had good impact on internal
communication and collaboration. The insights gathered from the empirical study is pre-

sented in following sections.
Learning about Service blueprint

Both quantitative and qualitative data support the fact that employees of case organization
considered it beneficial to utilize service blueprint for the visualization of internal process
and its transparency for communication and collaboration between different departments of
the organization. The participants understood role and activities in structured way, for each

unit thought out the solution selling process.

One main objective of participatory workshop was to gather the insights of participants about
ser-vice blueprint. The facilitator’s notes, observations and survey were utilized for this pur-
pose. The learnings from gathered insights are utilized to propose improvements in the ser-
vice blueprint based on existing practices of case organization, hence improving internal com-

munication and collaboration in solution selling proves.

The learnings from empirical study are characterised on various aspects such as scope, size,

structure and accuracy and presented in Table 16.

Aspect Learning about service blueprint

Scope It supports better understanding of targeted audiences

Size It is easy to present and fits in presentation material

Structure It is possible to adjust accordingly for value proposition

Accuracy The level of details can be adjusted according to requirement and
interest of audience

Table 16: Learnings related to service blueprint for process visualization

The accuracy of service design method is vastly dependent on the amount of the information

contained by visualization. It will be difficult to focus on the particular activities and their
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analysis if the scope is expended largely. Similar issues are associated when excessive
amounts of details are presented in the visualization. Therefore, visualization scope can be
selected, keeping in view target audience so that they can easily understand the process and

able to participate in discussion, related to process visualization.

During action intervention stage of research study, it was identified that when the process
visualization expands too much and cannot be presented on an A4 sheet or power point slide,
it is not convenient to capture the whole process. This may result into confusion of audience
as well as difficult for them to grasp the whole picture in one glance. Moreover, it was also
identified that what are most important phases to be focused and respective stakeholders.
Therefore, the final version of improved service blueprint was prepared for the improved

communication and collaboration, keeping in view these aspects.

The structure of visualization is also very important to consider so that it will not confuse the
audience but serve the purpose of visualization.

The insights about scope of participatory workshop were also noted by the facilitator during
and after workshop feedback. The scope of workshop was defined by the service blueprint
presented in workshop and originally considering whole process. But it was identified that
scope could have been narrower. Initially the participatory workshop was focusing on whole
process but later on it was more focused towards the communication and collaboration of ES

sales support and Machine factory, due to their importance in solution preparation process.
Learning about participatory workshop

A very good amount of feedback has been received from participants of workshop. It is de-
picted from feedback that participants enjoyed the discussion and feel good about sharing

their point of view with other participants.

The ides of open discussions with other department’s stakeholders was greatly appreciated by
participants. These open discussions support and enhance the clarity of roles and responsibili-
ties within the process, since participants shared their experiences and viewpoint to each

other. This is also beneficial to identify the root causes of various issues in the process, by un-

derstanding the process from other stakeholders.

In addition to feedback from participants, the colleagues who got to know about workshop
during as well as after it is held, they also give feedback that participants had looked very
motivated and committed about workshop process. The participants recommended other col-
leagues to participate in these kinds of workshops. This feedback was received by the four

persons which were not participated in the workshop.
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Based on these feedbacks and facilitator’s observations, it can be concluded that workshop
was successful to serve the purpose of supporting communication and collaboration of inter-
nal stake-holders. The participants from various units were comfortable to talk about prob-

lems and for constructive discussion to identify practical solutions.

For successful organization of participatory workshop, the learnings from empirical findings
are presented in Table 17.

Aspect Learning about service blueprint

Preparation Carefully plan the arrangements in advance

Schedule Prepare realistic schedule with refreshment breaks and stick to it

Scope Align the scope and content with respect to participants

Environment Select carefully location and surrounding to create supportive
environment for free constructive discussion

Table 17: Learnings related to participatory for process improvement in case organization

These aspects of preparation, schedule, scope and environment are of most importance for
successful participatory workshop arrangements, so as to improve internal process of the so-
lution selling organization. Preparation aspect is about planning the resources and arrange-
ments for work-shop that are to be utilized during workshop. The organised participatory
workshop in case organization was well planned with respect to this aspect. No only it had
positive effect on overall work-shop but also facilitated the communication and collaboration
between participants. Schedule was noted as an important factor for the successful workshop
organization. The workshop participants had a bit negative effect due to long sessions and
small break in between. It is found form action intervention that the organizational process
improvement workshops should not be arranged in long session and there should be appropri-
ate breaks between sessions. The participants’ energy level and motivation will be positively
influenced with scheduled breaks.

It is also very important to align the scope and content of workshop with respect to audience
as it results in improved engagement of participants and results of participatory workshop. It
is identified from empirical study that inviting everybody for workshop, focusing on process
improvement, is not beneficial. Also lack of interest and relevance from scope of workshop
might bring communication and collaboration difficulties between participants. The selection
criteria for workshop should be based on direct involvement with process and interest for the

process improvement.

The environment of participatory workshop is also very important. The empirical study re-

vealed that location and surrounding of workshop should support free, open and constructive
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discussion. This will have great positive impact on communication and collaboration between

participants of the workshop.

4.3  Summary

There are three stages in empirical study. Analysis of every stage is done by utilization of
gathered data. An in-depth understanding of current internal process of case organization is
obtained by problem diagnosis. The interview process was done, ranging 20 interviews which

was utilised for visualization of current process in the form of service blueprint.

During action intervention stage, a participatory workshop was organized, and prepared ser-
vice blueprint had been presented in this workshop. The feedback of participants of workshop

was collected, about applied service design method for visualization process.

Reflective learning was last stage of empirical study and in this stage, accumulated learnings
from previous stages had been utilized to propose and implement new internal process in case
organization for efficient solution selling, by improved communication and collaboration be-
tween internal stakeholders, especially between ES sales support department and machine

factory which is major feeding factory in solution proposal.

From empirical study, five visualization were obtained for the current internal solution pro-
posal process of case organization. The main service blueprint is prepared for overall under-
standing of whole process, considering all related units of case organization. The rest of the
visualizations are prepared for focused approach of dedicated phase in the complete process.
Based on the key-insights gathered from employees of organization, a new internal process
proposal, in form of service blueprint, is prepared for improved communication and collabo-
ration during solution proposal preparation process in the case organization. The actions to
support the new internal process proposal, for enhanced communication and collaboration

between internal stakeholders in solution selling organization, are also presented.

In addition to that, the analysis of applied service design and their effect for communication

and collaboration improvement are also covered in reflective learning stage.
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5  Discussion
5.1  Service design methods and tools for organizational process

The aim of research study is to find the solution of two research questions as mentioned in

chapter 1, where the first question states:

Research Question 1: what service design methods and tools are suitable for the visualisation

and improvement of internal process of a solution selling organization?

The answer to this question is elaborated in two sections; service design methods and tools
for visualization and service design methods and tools for improvement. The both sections are

presented respectively, in later part of this chapter.

5.1.1  Service design methods and tools for visualization

The literature review has been done to identify service design methods and tools for visuali-
zation purpose. There are a lot of service design methods and tools available in the existing
literature, hence there are various option for selection of the suitable SD methods and tools
with respect to visualization prospect. In this thesis, the selection of SD methods and tools for
the visualization, the researcher has applied categorization of SD methods according to Tassi
(2009). A broad set of the method selection criteria has been considered to select the Tassi’s
categorization, thanks to its worthwhile benefits. It is perhaps also possible that if researcher
selected different categorization of the SD methods and tools, the available option to choose
will be a bit different.

The appropriate SD method for visualization of internal process of solution selling organiza-
tion, is expected to meet four criteria such as graph representation, suitability of design pro-

cess for implementing activity, consideration of all stakeholder and interaction content.

It is concluded from literature review that service blueprint is most suitable according to
above stated criteria. The service blueprint is a visualization method that represents function
and activities of service creation and management. It provides reliable information of all

stakeholders and their role in the service (Lim and Kim 2014; Shostack 1984).

In empirical study, it is learnt that there are four main aspects related to service blueprint
when it is utilized for visualization of organizational process of a solution selling company.

These aspects are scope, size, structure and accuracy.

The main service blueprint for case company was provided in complete version as well as de-
tailed sub-version for better visualization. Bitner et al. (2007) mentioned that service blue
print is pre-pared for creation of a common picture, for all stakeholders. In this research

study, similar approach has been utilised for case organization. The service blueprint has
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been prepared for the visualization of internal process, of solution selling case organization.

The main aspects of pre-pared service blueprint are explained further as follow.

It is concluded by empirical study that size of service blueprint can affect in many ways such
as easiness of sharing, interest of audience and process of introducing service blueprint to
targeted audience. Hence, size of service blueprint was adjusted so that it fits an A4 sheet or

one slide in MS PowerPoint.

The scope is also very important to consider as it is directly related to in-depth understanding
of audience. The better understanding of audience enhances their ability to apply the receive
knowledge from daily activities as well as to some extent of the internal communication and
collaboration. In this research study, the focus was narrowed towards the communication and
collaboration of ES sales support department and Machine factory, due to their high im-
portance in solution preparation process. This is considered for the scope of new proposed

service blueprint for the solution selling case organization.

Based on existing literature, the fundamental elements of blueprint can be adjusted accord-
ing to requirement of case (Lim and Kim 2014; Shostack 1984; Bitner et al. 2007). Therefore,
the last horizontal line of service blueprint was chosen as “support”, for case organization in
this research study. The prime objective was to make service blueprint so that all internal

stakeholders could understand the overall internal process of organization.

There are no strict rules in existing literature for SD methods and tools utilization. The empir-
ical study revealed that structure of method could be modified and adjusted according to the
requirements, as long as it is introducing value to target audience. Based on empirical finding
and literature review, the service blueprint for internal solution selling process of case organ-

ization was prepared.

5.1.2 Service design methods and tools for improvement

The literature review suggests that all service design methods and tools are beneficial and fa-
cilitating for creation of new services or improvement of existing services. The selection of SD
methods and tools is usually done according to case and the adjustment can also be done as
per requirements (Stickdorn and Schneider 2011; Shostack 1982; Bosworth 1995; Junginger
2015; Curedale 2013). One main objective of this research study was to identify suitable SD
method which can be utilized to improve communication and collaboration of internal stake-

holders of organization.

In this research study, participatory workshop was chosen for this purpose to create co-crea-
tion for employees of organization. It is concluded from empirical results that improvement in
communication and collaboration between internal stakeholders is effectively supported by

the participatory workshop.
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The participatory workshop is also referred as design workshop in literature. It provides many
benefits to an organization such as collaborative approach and feedback opportunity. The
participants of workshop share their experience, express their point of view, provide valuable
insights according to their perspective, discuss improvement ideas and overall co-creation is
achieved (Farrell et al. 2001). Keeping in view these benefits of participatory workshop, the
researcher also utilized the participatory workshop and observed similar behaviour from the

participant of the workshop during empirical study of this thesis.

The literature review suggested recommendation for organization of successful participatory
work-shop. These recommendations mainly comprised of preparation, activities to be done in
workshop and role of facilitator. The researcher utilised these recommendations in the organ-

ization of participatory workshop during empirical study of this thesis.

According to empirical study results, several aspects of the participatory workshop can be
considered to improve organization process of case organization. These aspects have signifi-
cant impact on constructive communication between participants. These also assist equal and

fair participation from all participants in discussions and reaching to common understandings.

The learning accumulated from empirical study suggested four learnings for the aspects to be
considered for successful organization of the participatory workshop, to improve the internal

organizational process.

First aspect is preparation. It is about planning the resources and arrangements for workshop
that are to be used during the workshop. It can significantly affect overall workshop and the

communication and collaboration between participants.

Second aspect is schedule and it is proved very important for the successful workshop organi-
zation. It is concluded from empirical study’s results that workshop should not be arranged in
long sessions and should have appropriate breaks between sessions. The participants’ energy

level and motivation to participate in the workshop can be influenced by this aspect.

Third aspect is scope and it is very important to align the scope and content of workshop for
the audiences, for proper engagement of participants and improved results of the workshop.
The participant’s lack of interest and relevance from scope of the workshop might bring the
communication and collaboration difficulties between the participants and less or no valuable

insights will be gained from workshop.

The environment of participatory workshop is also very important aspect. The empirical study
revealed that location and surrounding of workshop should support free, open and construc-
tive discussion. This will have great positive impacts on the communication and collaboration

between participants of the workshop.
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5.2 Improvement in solution selling process

The second research question of this study is:

Research Question 2: How service design methods and tools support and improve cross-func-
tional communication and collaboration of internal stakeholders in solution selling organiza-

tion, for efficient solution selling process?

Considering the previous chapters of this research study, the answer to the second research

question is presented.

It is concluded from the results of survey, done during participatory workshop, that service
design methods and tools have positive affect on communication and collaboration of internal
stakeholders in solution selling organization. This conclusion is in-line with literature review
which suggest that service design implication provide many organizational benefits (Stickdorn
and Schneider 2011; Shostack 1982; Tuulaniemi 2011).

The results of empirical study revealed that service blueprint and participatory workshop are
very beneficial and effective for deep understanding of solution proposal preparation process,
in the solution selling organization. Moreover, deep understanding is not limited to creating
process visibility only, but it also covers the ability to utilize gathered knowledge in daily
work as well as improved communication and collaboration between various departments of
the organization. The existing literature also suggest that deep understanding of customers is

one of the service design goals (Stickdorn and Schneider 2011).

The service blueprint, presented in empirical study, display the role of each department of
organization at various stages of complete process of organization. Ultimately, it provides the
visualization of a sequenced process. The literature review also revealed that service design
is holistic and sequencing (Moritz 2005; Polaine et al. 2013; Stickdorn and Schneider 2011)

and this thesis also presented these features of service blueprint.

In the large solution selling organization, common understanding of the solution preparation

process might be not straight forward, due to involvement of the various internal and exter-

nal stakeholders/sub-suppliers. In addition to that, newcomers to the process might also find
difficulties to properly understand the whole solution preparation process. The service blue-

print and participatory workshop proved very beneficial to provide the common under-stand-
ing of solution preparation process. These both also supported the visualization and improve-
ment of organizational process. Such benefits of service design methods and tools are also

mentioned in existing literature (Stickdorn and Schneider 2011; Tuulaniemi 2011).
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The case company, as solution selling organization, had room for improvement, to achieve ef-
ficient and effective solution selling process. Also, well-organised integration of hewcomers in

the process was another challenge.

Hence, the service blueprint of whole process can be supportive material for deep under-
standing of whole process as it provides overall picture of solution proposal preparation pro-
cess, collaboration between various departments, involvement of departments and their roles

at different stages.

For the improvement in organizational process, it was revealed that service blueprint and
participatory workshop were very suitable. In the participatory workshop of case study, the
starting point of discussions was facilitated by service blueprint. The literature review sug-
gested that improvement of organizational process is one of the organizational benefits of
service design. Moreover, it was result of, visualization of service as sequenced process which
is another organizational benefit (Stickdorn and Schneider 2011; Polaine et al. 2013; Tuula-
niemi 2011). The visibility of processes is presented by such visualization. Such visibility facil-
itated to improve the communication between stakeholders. It also facilitated during work-

shop, for collaboration related to improvement in existing services and processes.

It is revealed from empirical study that the participatory workshop is very useful to create an
environment where participants shared their experiences, viewpoints and suggestions as well
as learned valuable lessons from each other. This finding is also supported by the literature
review (Farrell et al. 2001; Pavelin et al. 2014; Koloski 2012).

In this research study, service design methods and tools were utilised for deep understanding
of organizational process which enabled the participants of workshop, to address pain-points
of internal collaboration and investigate improvement ideas related to organizational process
of solutions selling. In large organizations, such as case organization, many people from dif-
ferent departments do net meet frequently and communication and collaboration between
different departments is rather challenging. In such scenarios, the information for the com-
munication can be provided by service blueprint and the collaboration between departments
of the organizations can be facilitated by participatory workshop. The application of SD meth-
ods and tools enhance the efficiency of solution selling process in the case organisation. The
case company has already stared utilization of improved service blueprint, prepared in this

research study.

5.3  Value of the thesis
5.3.1 Value to case organization

In modern business world, leading organizations are shifting their paradigm towards solution

selling, such as case company. The solution selling process involved many internal and
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external stake holders. One major challenge in solution selling business is optimal solution se-
lection and its efficient delivery. The level of Internal communication and collaboration

within solutions selling organization has great impact on solution business.

In this research study, the development in internal procedures of organization is seen as a
measure to improve the solution selling business. The prime objective of this thesis is to im-
plement and evaluate the service designh methods and tools, from perspective of development
in solutions selling process by improved collaboration and communication between various de-
partments of the organizations, for efficient solution business. The research thesis focus was
to identify that how service design methods and tools can be utilized for improving the com-
munication and collaboration of internal stakeholders within a solution selling organization,

for efficient solution selling process.

The most suitable service design methods and tools for the visualization of internal processes
of the organization and to facilitate the improvements within the organization were identi-
fied and applied as service blueprint and participatory workshop, in this thesis, for the case

company.

The service blue print of the existing internal process of case company had been prepared
which represents the previous complete solution proposal preparation process. It is presented
in Figure 12. The empirical study results were utilized to prepare a new version of the inter-
nal process visualization in form of service blueprint. This new service blueprint presents the
proposed actions towards the internal process of case organization, for improved solutions

selling process of the case organization. It is presented in Figure 22.

These proposed changes have been implemented in case company which receives very good
feedback from the respective stakeholders and a clear improvement in the solution proposal
process has been noticed. The case organization also considered to utilize the similar ap-
proach with their other major sub-suppliers. The most significant benefits to the case com-

pany has been listed in Table 18.

Actions Details
The role of machine factory in solution The machine factory, being major feeding
proposal process, being a major feeding factory, is involved in the back-stage role.

factory, has been changed as per new ser- | This helps ES sales support department to ob-
vice blueprint during the budgetary pro- tain realistic estimation of products. This
posal phase. practice supports more precise budgetary so-

lution proposal preparation in case company.
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Actions

Details

The communication protocol between the
machine factory and ES sales support has
been adapted as per new service blue-

print.

The machine factory has been involved in
back-stage role, right from beginning of the
process. The communication between ES sales
support and machine factory is done more
frequently by regular meetings, combined ef-
forts to review and comment the customer
specification instead of just relying on e-mails
or short calls only. This improvement step en-
hances the efficiency of reviewing process of
customer specification for solution proposal

preparation within the case company.

The number of external review meetings
with customer has been reduced for more

efficient solution selling process.

The ES sales support and machine factory
started practice of side by side participation
in external review meetings with customer.
This setup supports on-time decision making
as well as reduces numerous backs and forth

movement of comment/deviation list.

This in-turn increases the efficiency of the so-
lution proposal preparation process within the

case company

The priorities of the on-going projects
have been shared between machine fac-
tory and ES sales support department on

weekly basis.

The ES sales support department starts shar-
ing the priorities of cases in pipeline with ma-
chine factory. A protocol for prioritization of
the cases and optimization of the workload
has been agreed within different stake hold-

ers of case company.

This results in enhancement of the communi-
cation and collaboration between ES sales
support department and machine factory,
which in turns positively affect the robustness

of internal process of case organization.
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Actions Details
The communication channel between ES The communication channels have been
sales support and machine factory has agreed and their utilization has been started

been channelized as per new service blue- | between ES sales support department and
print. machine factory. This has increased the effi-
ciency of machine factory to provide prod-
uct’s proposal to ES sales support depart-

ment.

Table 18: Most significant benefits to case company with new service blueprint.

5.3.2 Value to solution selling in general

In a nutshell, this thesis presents service design discipline, its applicability and boundaries for
solutions selling organizations. The framework of this research study is also applicable to
other solution selling organizations, which are involved in the big projects and their solutions
is based on various sub-suppliers. The thesis results can be utilised not only to analyse exist-
ing collaboration process within the organization but also enhance the cross-functional com-
munication and collaboration within solution selling organization, for improved solution busi-

ness for the organization.

5.4 Limitation and future work

The prime objective of service design methods and tools is to facilitate through understanding
of service provider, customer and complete service environment (Moritz 2005; Stickdorn and
Schneider 2011; Tuulaniemi 2011). However, due to time limitation in this reperch study, the
main focus of research was to improve the communication and collaboration of the internal
stake holders in solution selling organization, for efficient solution selling process. Therefore,
a research with closer involvement of customers and external stakeholders, in addition to in-
ternal stakeholders, would be valuable. In this scenario, the process visualization result could
be different which might require different improvement ideas, due to the fact that more
stakeholders will participate in the communication and co-creation of improvements in the

solutions selling process of organization.

The case organization involved many departments and feeding factories in solution proposal
process but in this research study, only one major feeding factory “Machine factory” was con-
sidered in empirical study of research. For more organized and improved organizational pro-
cess, other feeding factories participating in solution proposal process, should have been con-

sidered as well.
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Another point to be noted that empirical study in this research had one iteration. Hence, the
learnt knowledge through this iteration, about service design methods and tools in relation to
internal communication and collaboration, is applied in the scope of this thesis. It will be
beneficial to conduct a long-lasting research, to find actual and more coherent influence of
the service design methods and tools on the communication and collaboration of the internals

stakeholders and organizational process, in the solution selling organization.
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6  Conclusions

The prime objective of this thesis is to develop an improved solution selling process with ser-
vice designh methods and tools, by improving the communication and collaboration of internal
stakeholders in a solution selling organization as well as to evaluate the suitability of service
design methods and tools for this purpose. The focus was maintained to investigate that how
communication and collaboration of the internal stakeholders within a solution selling organi-
zation can be improved, for efficient solution selling process. In addition to that. it is also
considered that which service design methods and tools could be selected, for visualization of
internal processes of organization and to facilitate the improvements within the organization.
The focus also included the aspect of evaluation, that how these service design methods and

tools facilitate communication & collaboration between internal stakeholders of organization.

The selection of suitable service design methods and tools, to improve the communication
and collaboration between internal stakeholders of the solution selling organization, had been
done on the basis of literature review. Moreover, the benefits of applied methods have been
elaborated by empirical study’s findings in this research thesis. The work done in this re-

search thesis, provide following key conclusions.

It is indicted by the thesis results that service blue print and participatory workshop are
very suitable to facilitate the deep understanding of solution proposal process across the
solution selling organization. The complete service process is visualised as sequenced pro-
cess by service blueprint, as it introduced all stakeholders and their roles in the process. This
sequence visualization enables common understanding of the internal process of organization,
for all internal stakeholders. It provides the big picture of internal processes and facilitate
the communication between internal stake holders. Furthermore, the participatory workshop
is very beneficial to create an encouraging environment for effective communication between

cross-functional departments/units of the organization.

It is also concluded from finding of this research study that service blueprint and participa-
tory workshop are very beneficial to facilitate for the improvement of the solution selling
processes within the organization. The participatory workshop is very beneficial to facilitate
cross-functional communication and collaboration between various stakeholders as it creates
an environment for the participants of workshop, to share experience and knowledge, under-
stand viewpoints of each other as well as transparent information sharing and constructive
discussion about the improvement ideas. In the participatory workshop, the starting point of
discussions for the communication and visibility of the internal process of organization is pro-
vided by service blueprint. In participatory workshops, the discussion is focused exclusively on
subject of workshop and hence such workshop facilitates very effectively, to achieve con-

crete ideas for improvement of internal organizational process.
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In this research study, the empirical study results were utilized for preparation of a new
version of the internal process visualization in form of service blueprint. This new service
blueprint proposes the improvements in internal process of case organization, for improved
solutions selling process of the case organization. This improved solutions selling process has
been implemented in case company and significant improvements in the solution proposal

process has been noticed. It is presented in Appendix 3.

One future work proposal is to extend the research scope for investigation that how customer
visibility in the visualization of organizational processes can be approached. Moreover, the
scope of future research can be extended to consider all subcontractor/feeding factories in-
volved in solution proposal process so as to provide a comprehensive picture of the entire in-

ternal process of solution selling organization.

It would be interesting to follow-up the case company that in longer run, what benefits are
seen by implementation of proposed improvement ideas for all sub-suppliers and to what ex-
tent these affects or contributes towards the improvement of internal processes of the case
organization. However, it requires much longer and deep study, to achieve the desired analy-

sis and results.
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Appendix 1: Interview field guide

A brief introduction of topic.

Current working process:

¢ Would you please explain the current working process for solution proposal to the

customers, starting from customer’s request for proposal (RFP) until solution proposal

to customer?

Main interview questions:

¢ How do you first get the RFP of customer?

a.
b.

What is you first interaction with customer?

Would you explain it step by step?

e After receiving customer’s RFP, what are the next steps towards solution preparation?

a.

b
c.
d.
e

Describe the role of ES sales support department in solution preparation?
Describe the role of other MP departments in solution preparation?

Describe the role of product feeding factories in solution preparation?

Who is the major product feeding factory?

Describe the role of major feeding factory as product feeding factory in solu-
tion proposal?

Describe the current process of interaction between major MR departments
and feeding factory. What is your role in this process?

What channels/modes of communication are used between MP departments,
other departments and feeding factories?

While interacting with major feeding factory, what actions are taken by ES
sales support department to convey the requirements of end customer, to
feeding factory sales department.

By what actions feeding factories responds to the query of ES sales support
department.

Are there cases where feeding factories sales department interact with end
customer directly?

Are there some tasks/activities that happened in the backstage?

During solution proposal preparation, what activities are visible to end cus-
tomer? Are there some activities which are not visible to end customer?
How many other departments are involved in communication channel be-
tween ES sales support and feeding factory? What are their role?

What are the common issues related to solution proposal preparation, which
are occurred between ES sales support, other departments and feeding facto-
ries?

What are the methods and working practice are in placed to rectify these

common issues?



e.

87

How ES sales support department and feeding factories collaborate with each
other in solution proposal preparation?

How the timelines are set by ES sales support department and how other de-
partments and feeding factories follow those timelines. What happened if the
timeline is not fulfilled?

Describe your role in whole process?

Brain storming for Improvement ideas:

Where the communication and collaboration work best in the whole process?
Are there any pain points in the solution proposal preparation process, with
respect to communication and collaboration between ES sales department,
other departments and feeding factories?

How would you like to participate in the process to improve it?

What changes/improvements you would like to do in the current process?

How you would like to implement these changes/improvements?

Interview closing:

Thanks!

Wrap up discussion?
Did | miss anything?
Is there anything you would like to mention/discuss with more?

Is there anything you want to ask from me?
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Appendix 2: Survey form “Critical feedback”

To what extent, the visualization of the internal process supported the discussion during the

workshop?
1 2 3 4 5 6 7
None A lot

How much knowledge you gain about organization’s internal process from the visualization in
the workshop?

1 2 3 4 5 6 7
None A lot

To what extent, workshop supported collaboration between participants?
1 2 3 4 5 6 7
None A lot

How well workshop environment support participants, to express and discuss their views

freely?
1 2 3 4 5 6 7
Poor Excellent

What has been good about process visualization? What you would like to change/improve in
the visualization?

What was the best and the worst part of the workshop according to you.

How the communication and collaboration in the case company, can be improve by implica-

tion of these methods (Blueprint, participatory workshop)?

Any other comment or suggestion?
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New improved service blueprint

.
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