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The objective of the study is to generate recommendations for the case company to 
compete in the biomass handling service business. The case company supplies 
technologies for biomass handling, but the service business is reactive and small-scaled. 
The company sees growth potential in this service business sector, but the ways how to 
compete are unknown. 
 
The research approach of the study is design research, and the study includes four 
stages. The first stage is a literature review of the existing knowledge and best practices 
of how to compete compiled into the conceptual framework. The second stage analyses 
the current state based on customer needs, competitor offerings, company capabilities, 
and company competitive position today. The third stage is a co-creation effort to suggest 
a competition strategy and build four alternative service offerings by utilising the 
outcomes from previous stages. The fourth and last stage is validating the selected 
service offering to generate final recommendations as a form of an action plan based on 
the feedback from case company decision-makers. 
 
Alternative service offerings are built based on customer needs, fitted with company 
capabilities, and taking competitor strengths and weaknesses into account. The 
proposed service offering is selected based on the suggested competitive strategy. The 
final recommendations, the action plan, contain five steps for the case company to 
proceed with the business. Steps are assessing potential business volume, creating of 
road map together with boiler service, winning team, winning offerings, and cost 
competitiveness.  
 
The outcome of this study, the final recommendations, provide a comprehensive action 
plan for the case company to compete. The action plan is essential for the case company 
to grow the biomass handling service business. By implementing the action plan case 
company gets the opportunity to compete by differentiating in the market. Ultimately, 
customers get better and more competitive offers and deliveries, and the case company 
benefits and succeed. 
 
Keywords:  biomass, business competition, business growth, 

capabilities, competition strategy, competitors, customer 
needs, service offering 
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1 Introduction 

Business growth is one of the most common goals of all companies. Companies 

plan their strategic actions to obtain their share of the market. Customers seek 

reasons to choose one company over another and how companies find ways to 

compete in this competitive business environment. 

In today's business environment, much rivalry exists between companies. As a 

result, organisations that do not adapt to the changes are more likely to lose 

significant market share and profit. Finding a suitable space in an intensely 

competitive market is critical to a company's long-term profitability and survival, 

a goal that can only be achieved via the creation and management of competitive 

advantages. A "collection of skills that permanently enable the firm to achieve 

higher performance than its competitors" is referred to as a "competitive 

advantage." (Gareche et al. 2019: 223). 

This study aims to generate recommendations on how the case company can 

compete in the biomass handling service business. 

1.1 Business Context 

This thesis is for an international technology company whose core business is to 

supply technologies and services to customers in the Pulp&Paper industry. The 

company operates globally in 280 different locations, close to customers.  

The Wood Processing Capital Division supplies mainly technologies to customers 

in the Pulp&Paper industry. The product portfolio also includes systems for 

handling biomass.  

The main customers of the Wood Processing Service Division are also in 

Pulp&Paper. The service business to plants handling biomass is currently 

reactive and small-scaled, mainly supplying spare parts based on customer 

inquiries. 
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1.1.1 Biomass Energy 

Energy generation from biomass is in rapid growth. Reid et al. (2019: 274) 

mention that biomass energy has a significant and expanding part in the global 

energy system. Biomass energy can significantly lower carbon emissions, 

especially in hard-to-decarbonize industries like aviation, heavy transport, and 

manufacturing. 

Figure 1 shows the existing operational biomass facilities on the map globally. 

 

Figure 1 Operational biomass facilities. (Mapping The Biomass Industry | 
Environmental Paper Network, 2022) 

As shown in Figure 1, many biomass facilities are already operating, mostly 

located in Europe and North and South America. 

 

Figure 2 shows planned biomass facilities on the map globally. 
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Figure 2 Planned biomass facilities. (Mapping The Biomass Industry | 
Environmental Paper Network, 2022) 

When comparing Figure 1 and Figure 2, it can be seen that many new biomass 

plants are planned still to be built. 

 

Figure 3 shows biomass electricity generation worldwide from 2000 to 2018. 

 

 

Figure 3 Biomass electricity generation. (Global bioenergy industry, 2022) 
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Figure 3 illustrates that the electricity generation by biomass has been increasing 

steadily for the last 20 years. Biomass-based electricity generation was almost 

four times more in 2018 than in 2000. 

 

Figure 4 shows the forecast for different energy sources. 

 

 

Figure 4 Forecast for different energy sources used. (Reid et al. 2019: 275). 

Figure 4 shows that the forecast for energy production based on biomass is 

increasing for future decades. 

Based on Figure 3 and Figure 4, it is clear that biomass used for energy 

production will be increased in the future. This requires many new plants which 

handle biomass. Therefore, all existing and new plants need service providers to 

keep up a high level of energy production. 

1.2 Business Challenge, Objective, and Outcome 

The company sees a possibility to grow a profitable service business in biomass 

handling and wants to utilise this opportunity. Although, the ways how the case 
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company could successfully compete in this service business are unknown at the 

moment. 

The objective of this thesis is to generate recommendations for the case company 

to compete in Europe with the idea that the approach can be utilised globally.  

Consequently, the outcome is recommendations for the case company to 

compete in the biomass handling service business. The work aims to provide the 

company management recommendations for decisions on further actions 

concerning the biomass handling service business. 

1.3 Scope and Outline 

The report of this study includes seven sections. Section 1 provides for the 

introduction of the study. Section 2 contains the project and data collection plan, 

and it explains the research approach used in this study. Section 3 describes the 

literature review and introduces the conceptual framework. Section 4 contains the 

current state analysis with a summary of findings. Section 5 describes the 

process of how alternative service offerings were generated. Section 6 illustrates 

the selection and validation of the proposed service offering based on the 

feedback of the decision-makers. Section 7 contains the executive summary, 

action plan and self-evaluation of this study.  

The study does not include the implementation of the recommendations. The 

following section describes the project and data collection plan with the chosen 

research approach.  

2 Project Plan 

The previous section presented the business challenge, objective, and outcome. 

This section describes the research approach, design, and data collection plan.  
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2.1 Research Approach 

According to Zikmund et al. (2010:6-7), applied and basic research are the two 

business research methods. The primary target in business research is to 

increase the general knowledge of some topic. The target of applied business 

research is to solve some practical problems of a specific organisation.  

According to Kananen (2013), design research includes research and 

development inside organisations. What differentiates design research from 

everyday continuous organisational development work is that it should be based 

on existing theories and documented results. Scientific methods must be used to 

gain reliable and new knowledge. The outcome of the design research is 

functional and practical solutions.  

The objective of this study was to generate recommendations for a specific 

business challenge of the case company organisation, and the outcome was new 

knowledge for the case company regarding how the company can compete in 

this particular business. 

New knowledge was found from existing professional literature focusing only on 

this specific case company business challenge. Therefore, the most suitable 

research approach was to design research using qualitative methods.  

The objective and outcome of the study do not involve executing or evaluating 

the operational impact of the recommendations. Therefore a qualitative data 

collecting approach was used rather than a quantitative technique. 

2.2 Research Design 

The research was carried out systematically in four stages, with every step 

creating more value to the study. 

The first stage was to find suitable frameworks and tools from literature to be 

used in the study. The outcome of the literature review was a conceptual 
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framework for this study. After the literature review, the company's current state 

refer to competitiveness was analysed using frameworks and tools chosen in the 

literature review. The current state analysis included several steps. The outcome 

of the current state analysis was opportunities for the case company to compete. 

After the current state analysis, alternative service offerings were built using 

techniques from the conceptual framework and information from the current state 

analysis. The fourth and last stage was selecting and validating the proposed 

service offering to generate final recommendations as a form of an action plan 

based on the feedback from the case company decision-makers. 

Figure 5 shows the research design of this study. 
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Figure 5 Research Design of this Study 
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The study started by finding theories and tools from the literature concerning how 

to compete in business. This stage was essential for the analysis of the current 

state and for building alternative service offerings in the next stage. If literature 

was not searched or had been conducted later in the study, the quality of the 

further phases would have been much poorer.  

The current state analysis was carried out after the literature review. The solution 

to the business problem cannot be determined without knowing the current state 

of the business. A key customer was interviewed to find out customer needs. 

Information about competitors was searched from web pages, and comparisons 

of competitors were created in a workshop. Existing strengths and weaknesses 

of the case company considering biomass handling service business were 

investigated by interviewing key stakeholders. Today’s competitors and case 

company competitive strategies were analysed. 

Stage 3 included the co-creation of suggestion for case company competition 

strategy and building alternative service offerings by combining the conceptual 

framework and findings of the current state analysis. Ideas were generated in an 

innovation workshop, and service offerings were built in four separate co-creation 

sessions.  

In stage 4, the proposed service offering was selected and validated by having 

an internal presentation. Based on the feedback, final recommendations with an 

action plan were generated.  

2.3 Data Plan 

The data for this study was collected from several sources, including stakeholder 

workshops and structured interviews. Three rounds of data collection were 

conducted. The next three tables present summaries of the data gathering 

rounds.  

Table 1 shows the data 1 collection for the current state analysis. 
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Table 1 Data 1 collection 

 

The goal of the Data 1 gathering cycle, as shown in Table 1, was to obtain the 

necessary knowledge to carry out a current state analysis. Data 1 was gathered 

through a key customer interview, internal interviews, a workshop, and an 

analysis. Table 2 shows the second phase of data gathering, Data 2, used to 

build alternative service offerings. 
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Data 2 was gathered in the second phase of data collecting from a co-creation 

event to suggest a competitive strategy for the case company for the future. A 

workshop was held to generate ideas for alternative service offerings, and co-

creation sessions were held to build alternative service offerings. Due to 

necessary safety concerns during the global epidemic of COVID-19 coronavirus, 

the workshops were performed remotely online, as shown in Table 2. The 

interviewees and participants used the Teams online meeting application with the 

Mural app to conduct workshops and gather data. 

Table 2 Data 2 and Data 3 collection 

 

Data 3 was obtained as a result of selecting and validating the proposed service 

offering, and the data collection is provided in Table 2. 
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The validation consists of one presentation to decision-makers to obtain feedback 

on the alternative service offerings, as indicated in Table 2. The Teams online 

meeting application was used to deliver and record the presentation. 

In Section 3, suitable techniques are searched from the existing academic 

literature. The starting point for the literature review is the objective of the study, 

how to compete. 

3 Literature Review Concerning How to Compete 

This section describes the literature review results concerning how to compete. 

As the author was not well competent and experienced in researching the 

business competition, the first stage was to find ideas from the relevant literature. 

The literature was searched based on the objective of this study. The theoretical 

foundation of this study contains four main themes. The first theme is analysing 

customer needs and competitor offerings. The second theme is analysing 

company capabilities. The third theme is competitive strategy. The fourth theme 

is how to compete. The conceptual framework for this study is built based on 

these four themes.  

The literature search started by finding articles concerning competition between 

companies. It was soon noticed that Michael Porter's theories: Generic Strategies 

and Value Chain, were the most common ones cited in most articles. Therefore, 

Porter's Generic Strategies as a competitive strategy was chosen as a base for 

this study. Customer perspective and company capabilities are essential in 

determining how to compete. Suitable parts of the Customer Value Proposition 

tool were chosen for analysing customer needs. The internal environmental 

analysis process was used to analyse company capabilities. Key ideas from the 

literature used in this study are combined in a conceptual framework. 
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3.1 Business Competition 

Margretta (2012: 39) recommends Porter's advice for companies to strive to be 

unique rather than the best. The goal of the competition is to create value for 

customers rather than to outperform competitors. Strategic competition, 

according to Porter, entails taking a different path than competitors. Instead of 

attempting to be the best, companies can — and should — compete to be unique. 

This notion revolves around the concept of value. It is all about being one-of-a-

kind in terms of the value generated and created. The goal of the competition is 

not to defeat competitors. The battle for profits is at the heart of business 

competition. 

Margretta (2012: 79) emphasises Porter’s description that creating superior value 

is the key to gaining a competitive advantage. If a company possesses a true 

competitive advantage, it operates at a lower cost, charges a higher price, or 

both, compared to competitors. Providing something unique and valuable to its 

customers can help a company maintain a high price. 

 

Porter (1991: 96-97) identifies three critical factors for a company's success. The 

first is that a corporation creates and implements an internally consistent set of 

goals and operational policies that define its market position. The second factor 

is that the strengths and weaknesses of the company are aligned with external 

(industry) opportunities and challenges due to its internally consistent set of goals 

and policies. Changes in the environment, as well as the capabilities of the 

company, are probable. Thirdly, a strategy of the company should be centred on 

developing and utilising its so-called "distinctive competencies." These are a 

company's distinct strengths, critical to its competitive success. 
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3.2 Analysing Customer Needs 

According to Coleman Insights (1997):  

You’ve got to start with the customer experience and work 

backwards to the technology. You cannot start with the technology 

and try to figure out where you are going to sell it. 

A business must first focus on the characteristics or benefits that customers value 

and then establish core competencies to supply these crucial attributes, giving it 

a competitive edge on the main critical differentiators. It is not that the core 

competencies are not vital; they are what allows a company to provide the values 

that customers desire and appreciate. However, rather than inside out, the goal 

should be outside in. Many B2B organisations are more concerned with what they 

do well than their customers expect. There is a critical difference. (Putsis, 2013: 

27). 

Parts of the Customer Profile tool (Osterwalder et al., 2015: 9) are the most 

suitable techniques to analyse customer needs. Customer Profile is part of 

Customer Proposition Canvas, the most known tool for designing customer value 

propositions. Osterwalder et al. (2015: 9) have developed a set of questions to 

find out the customer’s Jobs, Gains, and Pains. Most relevant questions were 

chosen to be used in this study (see Appendix 2). Gains are the desired concrete 

outcomes or tangible benefits that customers want to achieve. Pains are negative 

results, risks, and difficulties related to customer jobs. Questions concerning 

gains and pains were complemented with customers’ goals and KPIs (McGrath 

and MacMillan, 2005: 7) and customer decision/value drivers, as shown in a 

questionnaire in Table 2 in Appendix 2. 
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3.3 Analysing Competitor Offerings 

When analysing competitors, Porter (1980: 63-65) proposes to focus on their 

strengths and weaknesses in each area of their business. For example, the 

following areas of business: 

- Products & Services 

o Product assortment – product range, product mix, product lines 

o Managing products through the life cycle 

- Distribution channels/market coverage 

- Marketing and Selling skills in the aspects of the marketing mix 

- Patents 

- Financial strength 

- Competitive strategy 

To visually illustrate the differences between a company with competitors, Kim 

and Mauborgne (2002: 6) have developed a simple and effective visual tool called 

"Strategy Canvas", as shown in Figure 6. 

 

Figure 6 Example of Strategy Canvas (Le, 2022) 
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As shown in Figure 6, the tool combines three elements into a single image. First, 

it describes a strategic profile by highlighting the aspects that influence 

competition among companies and those that may affect it in the future (which 

can be seen at the bottom of Figure 6 as competing factors). Second, it displays 

competitors' profiles, revealing the elements they focus on (as shown in Figure 6, 

each competitor has high numbers). Finally, the tool creates a strategic profile – 

or value curve – for the company, illustrating how it invests in competitive 

elements and could invest in them in the future. 

3.4 Competitive Strategy 

The critical challenges of where and how to compete are at the centre of strategic 

planning. The topic of how to compete in a market is central to business strategy. 

Companies might adopt one of two generic business strategies to pursue 

competitive advantage: increasing differentiation or lowering costs. Companies 

typically extend their business operations as they grow by looking for new 

customers, offering new products and services, and competing in other locations. 

To obtain and maintain a competitive advantage, any corporate strategy must 

thus match with and reinforce a company's business strategy, whether 

differentiation or cost-leadership (Rothhaermel, 2017: 178). 

According to Porter (1985: 12), four ways exist to acquire competitive advantage: 

Cost Leadership, Differentiation, Cost Focus, and Differentiation focus. Porter 

calls these generic strategies as shown in Figure 7. The company should 

first consider how they enter a market and build and maintain a competitive 

position. A business unit should mainly choose only one of the four basic 

strategies for best results and adopt an organisational structure that best suits the 

requirements of the strategy. 
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Figure 7 Generic Strategies (Porter 1985: 12) 

The clearest of the generic strategies is cost leadership. In it, a company sets out 

to become the low-cost producer of the industry. Cost advantages can come from 

various sources, depending on the structure of the industry. If a company can 

achieve and maintain cost leadership, it will outperform the industry average 

and command prices close to or equal to the industry average. Even if it relies on 

cost leadership for its competitive advantage, a cost leader must attain parity or 

proximity based on differentiation relative to its competitors to be an above-

average performance. When a cost leader achieves parity based on the 

difference, it can immediately transform its cost advantage into more 

significant profits than competitors (Porter (1985: 12-13). 

According to Porter (1985: 14), in a differentiation strategy, a company aims to 

be truly unique in its industry on some key aspects to provide superior value to 

its customers (=Value creation). Margretta (2012: 82) highlights Porter’s 

explanation for differentiation, which is being able to demand a greater price. 

Price advantage comes from supplying something unique that customers are 

willing to pay more (=Value capture).  

The focus strategy differs from the others in that it is based on selecting a small 

competitive scope within a specific industry. The focuser chooses an industry 

segment or collection of segments and tailors its approach to serve them while 

excluding others. The focuser aims to gain a competitive edge in its target 

segments by optimising its strategy for those segments, even if it does not have 

a competitive advantage overall (Porter 1985: 15). 
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Faulkner and Bowman (1992: 496) complement Porter's generic strategies from 

the customer point of view. White (2004: 277) translates strategies further, as 

shown in Figure 8. 

 

Figure 8 Extended Generic Strategy Matrix (Modified from Faulkner and 

Bowman, 1992: 496; White, 2004: 277) 

As shown in Figure 8, Extended Generic Strategies are graphically illustrated by 

nine-box Matrix. Different boxes of the Matrix are explained as follows: 

1. Cheap but Poor Value (Cost Strategy) 

2. Cheap but better Value (Cost Strategy) 

3. Wins on every level. Best customer value and price 

4. Still reasonable Price and Value combination (Differentiation Strategy) 

5. Good Value, but expensive (Differentiation Strategy) 

6. May generate sales although no competitive advantage (No Strategy) 

7-9. No survival 

 

According to (Rothaermel, 2016: 203), when a company creates more economic 

value than its competitors, it gains a competitive advantage. This is due to it can 

acquire more market share, either directly from competitors or through overall 

industry growth. Due to its greater competitiveness, a company with a competitive 

edge is more profitable than its competitors and grows faster. Figure 9 shows a 

relation between cost, price and value. 
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Figure 9 Value, Price, and Cost (Rothaermel, 2016: 203) 

As shown in Figure 9, according to (Rothaermel, 2016: 203), the value provided 

for customer V and/or the costs of production C are the two levers that a company 

may use to gain a competitive advantage. Often, increased value comes at a 

higher price. While gaining and maintaining a competitive advantage requires a 

company to achieve either higher value created (assuming costs are equal) or 

lower costs (assuming value created is equal) than its competitors, some 

companies can gain and maintain a competitive advantage through a two-fold 

superior performance based on higher-value created and lower costs. 

Enders et al. (2004: 13) have developed Value-Process Framework, which 

combines costs, customer value, and comparison to competitor shown in Figure 

10. 
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Figure 10 Explaining the logic of generic strategies using the Value-Process 
Framework (Enders et al. 2004: 13) 

As shown in Figure 10, Cost Leadership Strategy means that Cost Leader 

operates with lower costs than competitors in the same market, resulting in a 

higher profit. Differentiation Strategy means that the Differentiator competes by 

creating more value for customers than competitors. Outpacing Strategy means 

that Outpacer operates with lower costs, resulting in higher profit and creating 

more value for customers.  

3.5 Analysing Company Capabilities 

A company's ability to match innovations in its capabilities and competencies to 

satisfy customer needs effectively is required to penetrate the market. 

Established markets are filled with products that cater to a specific customer 

base, and new entrants must either deliver a better or different product to displace 

existing competitors. (Smith 2008: 2).  

Competitive advantage of the company must be developed and maintained to 

achieve superior performance. The focus is on the capabilities that enable a 

company to continually provide maximum value to its customers (Slater and 

Narver 1994: 22). 
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Understanding organisational resources and skills and how each contributes to 

building organisational strengths and, ultimately, establishing competitive 

advantage is necessary for effective strategic management. Organisations can 

only maintain a competitive advantage if the services they provide and how they 

offer them have features that match the primary buying criteria of many 

customers. (Duncan et al. 1998: 6-7). 

Duncan et al. (1998: 6-7) have developed a clear framework for the company’s 

internal analysis of capabilities. The recommended approach (See Figure 11) 

examines each strength and weakness of its ability to create or reduce the 

competitive advantage. It suggests specific ways companies can achieve a more 

competitive position in their marketplaces using the primary and support activities 

in value-chain analysis (Porter 1985: 36-45) as the domain for finding strengths 

and weaknesses. 

 

Figure 11 Internal Environmental Analysis Process (Modified from Duncan et al. 
1998: 8) 

Internal Environmental Analysis Process contains four stages, as shown in Figure 

11. Stage 1 starts by determining a tailored value chain for the business of the 

company. Each part of the company’s value chain is investigated for any 

strengths or weaknesses related to each part of the value chain. In Stage 2, found 

strengths and weaknesses are categorised and evaluated. In Stage 3, suitability 
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for cost or uniqueness drivers is determined. Finally, in Stage 4, based on 

previous Stages’ findings, a feasible generic competitive strategy is chosen for 

the company.  

3.5.1 Stage 1: Surveying 

The quantity and quality of the company's resources, capabilities, and 

competencies are among its internal strengths and weaknesses. The objective is 

for a company's strategy to either utilise its strengths while reducing its 

weaknesses or to acquire additional resources and develop new capabilities and 

competencies to transform weaknesses into strengths (Rothaermel, 2016: 206) 

The purpose and target of Stage 1 are to identify organisational strengths and 

weaknesses relative to competitors (see definitions in Figure 12).  

 

Figure 12 Summary of definitions for strengths and weaknesses (Modified from 
Parsons, 2022) 

As shown in Figure 12, Strengths and weaknesses are value chain activities that 

the company does better or worse than competitors to meet customer needs.  
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The tailored value chain (see Figure 13) of the case company biomass handling 

service business is used as a graphical tool in helping to find areas where the 

organisation can add or lose value (Duncan et al. 1998: 7). 

 

Figure 13 Tailored value chain of the case company service business (Modified 
from Value chain Presentation Template, 2022) 

According to Porter (1985:36-43), The value chain of any company is made up of 

nine fundamental kinds of operations that are connected in distinct ways. Every 

company is made up of several actions that are carried out to design, 

manufacture, sell, deliver, and service its product. A value chain may be used to 

illustrate all of these actions. The value chain of a company and how it executes 

particular tasks reflect its history, strategy, implementation method, and the 

underlying economics of the activities. A company’s operations in a specific 

industry are critical for developing a value chain. For different items in a 

company's product line, different customers, geographic locations, or distribution 

routes, the value chain in an industry may vary slightly. Primary activities and 

support activities are the two broad types of value activities, as shown in Figure 

13. The activities involved in the actual manufacture of the product, its sale and 

transfer to the customer, and after-sale service, are referred to as primary 

activities.  
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To compete in every industry, five general kinds of primary activity exist (Porter 

1985: 39-40): 

- Inbound Logistics. Activities such as receiving and storing. 

- Operations. Machining, packing, and assembly are all related to translating 

inputs into the final product form. 

- Outbound Logistics. Finished products warehousing, material handling, order 

processing, and scheduling are all activities related to collecting, storing, and 

physically delivering the product to purchasers. 

- Marketing and sales. Advertising, marketing, salesforce, quotation, and 

pricing are all activities related to offering a channel for purchasers to buy the 

goods. 

- Service. Installation, repair, training, parts supply, and product adjustment are 

activities engaged with providing service to increase or sustain the value of a 

product. 

Support value actions that are engaged in competing in any sector may be 

classified into four categories (Porter 1985:41-43): 

- Procurement. Procurement is the function of purchasing in the value chain of 

a company, not the purchased inputs themselves. Procurement expenses are 

often a small, if not insignificant, portion of total costs, but they substantially 

influence the company's overall cost and differentiation. 

- Development of technology. Technology is present in every value activity, 

whether know-how, methods, or technology embedded in process equipment. 

Technology development encompasses various actions categorised as 

efforts to enhance the product or process. 

- Human Resource Management. It is a term used to describe the Recruiting, 

hiring, training, development, and compensation of all sorts of employees are 

part of human resource management. 

- Infrastructure of the company. General management, planning, finance, 

accounting, legal, government affairs, and quality management are all part of 

the company's infrastructure. Unlike other support activities, infrastructure 

generally supports the entire chain rather than individual operations. 
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3.5.2 Stage 2: Categorising 

In stage 2 (see Figure 11), the first step categorises possible strengths and 

weaknesses as strategic organisational resources, capabilities, and 

competencies. This is critical as its resources, capabilities, and competencies 

distinguish the company from its rivals.  

Human resources refer to a person's ability to do tasks required by one or more 

primary value activities. An organisation’s capacity to compete successfully is 

defined by its resources. Organisations with marginal resources break-even, 

organisations with insufficient resources vanish, and organisations with superior 

resources profit. (Duncan et al. 1998: 7). Strategically valuable resources provide 

a competitive edge to a company by performing activities better or more cheaply 

than competitors. Resources can be tangible assets, for example, good location, 

or intangible assets, such as a strong brand (Collis and Montgomery 2008: 3). 

Capabilities are the skills and resources that can be integrated and linked into 

new and innovative value chain operations. As a result, they enable individuals 

and organisations to learn, develop, and renew themselves (Duncan et al. 1998: 

7). Capability is a set of business processes that are interpreted strategically. 

Capabilities are broad-based, encompassing the entire value chain, while core 

competencies focus on technological expertise and production expertise at 

specific points. They identify and develop organisational capabilities that are 

difficult to copy by competitors and differentiate the company from its competitors 

in the eyes of customers can be their competitive advantage. Capabilities-based 

companies choose vertical integration to ensure controlling the performance 

throughout the whole capability chain. Capabilities-driven companies see an 

organisation as a giant feedback loop that begins by identifying the needs of their 

customers and ends by satisfying them. Competencies, on the other hand, are 

rarely visible to customers. (Stalk et al. 1992: 60-66). 

Company core competency is a result of an organisation’s collective learning. 

After the company has defined its competencies, the organisation understands 

how to support competitive advantage – also, it is then easier to dedicate 
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resources to developing internal connections (Prahalad and Hamel 1990: 4). 

Competency refers to a company's ability to enhance its performance 

consistently. A company's competency is its source of difference, allowing it to 

create and offer clients unique products, services, and solutions. Competence is 

an organisation’s ability to improve consistently. (Smith 2008: 1). 

See a summary of definitions for resources, capabilities, and competencies in 

Figure 14. 
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Figure 14 Summary of definitions for Resources, Capabilities, and 
Competencies (Modified from Galavan 2015: 3; Stalk et al. 1992: 60, Smith 
2008: 1; Prahalad, Hamel 1990: 2-14) 

As shown in Figure 14, Resources, Competencies, and Capabilities are different 

terms and can be separated from each other by understanding the differences.  
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The next step in Stage 2 involves asking a series of questions to determine 

whether or not each strength and weakness represents a possible competitive 

advantage or disadvantage. The questions are (Barney, 1991: 106-107): 

1. Value. Is the customer's value created or destroyed by the strength or 

weakness? 

2. Rareness. How many rivals have the resource or capability? It is a strength if 

it is scarce and no one else has it. It is a weakness if it is rare, and rivals have 

it, but the organisation does not. 

3. Question of Imitability. It is a strength if competitors cannot access the 

resource or capability. It is a weakness if the organisation does not have the 

resource or capability and has no way of gaining it. 

4. Question of Organization. How well will the company sustain the resource's 

or capability's value, rarity, and lack of imitability? Is it possible for the rivals 

to maintain their advantage? 

To define the extent of the above questions, each identified strategic resource 

and capability is evaluated based on the definitions listed below (Duncan et al. 

1998: 12): 

- Inadequate. The resource or capability is insufficient to function in the 

business. 

- Adequate. The resource or capability is the bare minimum necessary to 

compete in this industry. 

- Attractive/Unattractive. Although the resource or capacity exceeds the bare 

minimum necessary to compete, it does not provide a distinct advantage (or 

disadvantage in the case of weakness). It will only attract the attention of the 

right people. 

- Potential. The resource or capacity is significant enough to draw attention and 

is a key strategic factor. 

- Competitive/Uncompetitive. Compared to members of the strategic group, the 

resource or capability provides a clear competitive advantage/disadvantage. 

- Distinctive. Competitors will not be able to duplicate the resource or capability. 
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3.5.3 Stage 3: Investigating 

Competitive advantages from a customer point of view may be separated into two 

categories: providing products or services of comparable quality at a lower price 

than competitors or supplying products or services that are thought to be 

unique in terms of a few key features and charge a premium price that outweighs 

the additional costs. A company's capacity to do required value chain activities at 

a lower cost than competitors, or to conduct specific operations in unique ways 

that provide customer value and allow the company to charge a premium price, 

gives it a competitive advantage from the company's point of view. (Porter, 1991: 

101-102). Understanding how each competitively relevant resource and 

capability influences costs and uniqueness is crucial to determining whether or 

not each adds value to the services offered (Duncan et al. 1998: 12). 

In Stage 3, each competitively relevant resource or capability that meets the prior 

criteria is assessed to contribute to competitive advantage, either via cost or 

uniqueness (Duncan et al. 1998: 12). 

3.5.4 Stage 4: Evaluating 

In Stage 4, the critical task is to evaluate a feasible generic strategy (cost 

leadership, differentiation, or hybrid) based on competitively relevant resources, 

capabilities and competencies (Duncan et al. 1998: 12). 

3.6 Innovating Service Offerings 

When innovating business offerings, Shankar et al. (2009: 4-5) introduce four 

rules to be followed: 

Rule 1: In markets, look for areas of differentiation. 

Rule 2: Scope and scale. What is possible to be centralised?  

Is it possible to digitise the service? 

Rule 3: Analyse the opportunity for revenue and profit 

Rule 4: Invest in the brand. 
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For finding new Service Solutions, Allmendinger and Lombreglia (2005: 4) 

proposes to seek new Service Opportunities by looking at different stages of the 

Product's life cycle:  

- Determining requirements for purchasing the product 

- Finding supplier 

- Financing 

- Installing 

- Modifying process 

- Adapting the product to a specific use 

- Maintaining the product and replacing parts 

- Training personnel to use the product 

- Upgrading the product 

- Disposing of the product 

For innovating business models, Johnson (2018: 27) recommends a four-box 

framework, as shown in Figure 15, for explaining the key aspects of the company 

value creation in clear language. 
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Figure 15 Four-box framework for explaining key aspects of the company value 
creation (Johnson 2018: 27) 

As shown in Figure 15, four aspects exist in the framework: Customer value 

proposition, Key resources, Key processes, and Profit formula. According to 

Johnson (2018: 28), the Customer Value Proposition (CVP) explains how a 

business creates value for a particular group of customers at a specific price. 

Johnson (2018: 33) proposes to build an offering that does the customer's job 

better than the competitors. According to Johnson (2018: 35), a profit formula is 

an economic blueprint that outlines how a company will create value for its 

shareholders and itself. Finally, Key resources and Key processes are how the 

organisation provides value to its customers and it. They constitute the essence 

of a company's competitive advantage when properly integrated and consistent 

with the CVP and profit formula. 
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3.7 Conceptual Framework of This Study 

The previous sections explained the ideas acquired from the literature. Figure 16 

combines and crystallises the essential topics from the literature into a visually 

simple style. 
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Figure 16 Conceptual Framework of the Study 



34 

 

 

The Conceptual Framework is divided into four parts, as shown in Figure 16. The 

first part includes analysing customer needs and competitors’ offerings. The 

second part contains analysing of the company’s capabilities. The third part 

explains the fundamentals of competitive strategy. The fourth part includes 

determining how to compete, executed when building alternative service 

offerings.  

The findings of the current state analysis are presented in the next section, which 

includes the results of the Data 1 collection. 

4 Analysis of Customer Needs, Competitor Offerings, 
Company Capabilities and Competitive Strategies 

This section presents the findings of the current state concerning customer 

needs, competitor offerings, company capabilities and competitive strategies of 

competitors and the case company. 

This section ends with a summary of an analysis of the current state with key 

findings to elaborate on building alternative service offerings. 

4.1 Overview of the Analysis of Customer Needs, Competitor Offerings 
and Company Capabilities 

The current state analysis was conducted in four parts. First, customer needs 

were investigated by one key customer interview. Second, company capabilities 

were investigated by surveying and analysing the strengths and weaknesses of 

the studied business in the following solution-finding stage. Third, competitor 

offerings were analysed and compared with case company offerings. Fourth, 

competitors and case company competitive strategies were determined with a 

suggestion for a competitive strategy for the case company for the future. 

Data in the Current State Analysis stage were collected from 6 interviews, one 

workshop, information from competitors' webpages, three analyses performed by 

the author, and one co-creation meeting, as shown in Table 1. 
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4.2 Analysis of Customer Needs 

Customer needs were identified by key customer structured online interview. 

Questions with Research Participants' Information Document (Appendix 1) were 

sent to customer persons before the interview. Questions and answers can be 

found in Table 2 in Appendix 2. Customer persons were first asked for 

background information, short-term and long-term goals, and what numbers they 

are trying to achieve. Background information helps to understand how the 

customer measures their success in their daily operations and plans their future 

to better fit recommended solutions for the case company to compete. Next, 

interview questions concerned with customer value/decision drivers, customer 

gains, and customer pains. Value/decision drivers are the factors that the 

customer considers important and valuable when choosing the service offering 

and service provider. Figure 17 contains a collection of customer value drivers, 

Gains, and Pains collected from the customer interview. 
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Figure 17 Collection of Customer Gains, Pains, and Value Drivers 

As shown in Figure 17, the customer values that the service provider responds 

promptly, has a willingness to service, has a network of the necessary competent 

experts with references, can manage the whole delivery process. The customer 

expects that the supplier contact person is easy to contact with quick response, 

has adequacy of skilled resources in different situations and flexibility for 

changing situations as an outcome and keep promises in terms of time and 

quality so that they can trust that problems will be solved. The customer also 

expects collecting and utilising service history, foresight, and plan with 

mechanical inspections to minimise risk, no unexpected shutdowns as an 

outcome so that maintenance costs are predictable.  
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Figure 18 shows a summary of an analysis of customer needs. 

 

Figure 18 Summary of customer needs analysis 

As shown in Figure 18, availability is what customer measures and targets to 

improve. Moreover, response time and easy to contact are gains and value 

drivers for the customer. 

Figure 19 shows the results of the one research concerning industrial customers' 

needs and expectations.  
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Figure 19 What Needs/ Expectations Do Service Customers Have? (Henkel et al. 
2004: 32)  

In this study, one customer was interviewed. When comparing Figure 18 results 

with Figure 19 results: Reliability, Price, Just-in-time delivery, the Competence of 

personnel involved, Responsiveness and Flexibility of deployment can be 

reflected in the results of this study customer need analysis results.  

4.3 Analysis of Company Capabilities 

Company capabilities analysis included stages 1-3, as shown in Figure 11. 

Company capabilities analysis started by searching strengths and weaknesses 

of the case company related to biomass handling service business. The search 

was carried out by unstructured internal interviews, as planned in Table 1. The 

interviews were all held online using Teams and Mural applications due to 

restrictions caused by the CoViD-19 global pandemic outbreak. A tailored value 

chain for the company's biomass handling business was used as a graphical tool 

for helping to find out strengths and weaknesses during the interviews. Field 

notes about the interviews are found in Appendices 2-7. 
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Figure 20 shows key points from strengths and weaknesses. Strengths are 

shown in green, weaknesses in red. 

 

For procurement, it was discussed that because the case company have decided 

not to have its own manufacturing but outsourced manufacturing, competitors 

have an advantage because they all have their own manufacturing. Therefore 

they can get direct in-house feedback and improvement ideas. The procurement 

manager pointed out that the case company have utilised the supplier’s know-

how. 

 

Concerning technology, in discussion with Swedish Sales Managers, not having 

own dedicated design engineer was seen as a weakness. In conversation with 

the Finland Service Sales Manager, it was pointed out that the case company 

has a disadvantage because the equipment is too complex compared to 

competitors and customer needs. Overall, Power plant know-how was seen as a 

strength since competitors have know-how only for conveyors. For personnel, it 

was seen as a weakness for the case company that not so many persons are 

specialised in biomass handling technology. 

 

In discussion with Manager, Power Boilers concerning company infrastructure, it 

came out that because the case company has not got perseverance for biomass 

handling business, we have a smaller installed base and less experience than 

competitors, which have been in this business longer. The global local 

organisation was seen as a strength compared to competitors.  

 

Concerning operations, in discussion with the Finland Service Sales Manager, it 

was pointed out case company’s wide resource pool for field services, which is a 

strength of flexibility in changing situations. In discussion with the Regional 

Service Product Manager from Austria, it was pointed out the strength of the case 

company in scheduling and planning in site services, which customers value.  

 

Regarding sales, in discussion with Swedish Sales Managers, it came out that 

the case company have lost customers in biomass handling because customers 
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do not know who to contact because of a lack of resources. In discussion with 

Finland Service Sales Manager, it came out that marketing materials are poor. In 

conversation with the Regional Service Product Manager from Austria, CRM was 

seen as a good tool for spreading information inside the company.  

Concerning warranty, in discussion with Finland Sales Manager, it was pointed 

out that case company does not leave the customer in trouble. In conversation 

with Swedish Sales Managers, this was complemented that case company as the 

ability to take care respectively and solve customer’s problems, which is valued 

by a wide range of customers.  
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Figure 20 Key points from strengths and weaknesses 
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As shown in Figure 20, in procurement, there are mostly weaknesses. Strengths 

are found in infrastructure, operations and warranty. 

 

In the next phase, after Strengths and Weaknesses were listed, those were 

categorised into Resources, Capabilities, and Competencies. After that, 

strengths and weaknesses were evaluated for their suitability for competitive 

advantage. The evaluation was conducted by VRIO analysis. Next, it was 

determined whether each resource, capability, or competency represents a cost 

or differentiation driver for competitive advantage. The lists of case company 

strengths and weaknesses are found in Tables 1 and 2 in Appendix 8. Figure 21 

shows a summary of case company weaknesses. 
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Figure 21 Case company weaknesses 
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As shown in Figure 21, weaknesses are related to product design, lack of 

resources and manufacturing. Drivers of weaknesses are both in cost and 

differentiation. 

 

Figure 22 shows a summary of case company strengths. 
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Figure 22 Summary of case company strengths 
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As shown in Figure 22, case company strengths are related to digital solutions, 

global and power plant know-how. Strengths have mostly differentiation drivers. 

4.4 Analysis of Competitor Offerings 

Competitor offerings were analysed by searching information from competitor 

web pages. Competitors were chosen based on discussions on internal 

interviews. A summary of the analysis is found in Table 17 in Appendix 9. Key 

points from competitor analysis are shown in Table 3. 

Table 3 Summary of competitor analysis 
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As shown in Table 3, competitors are strong with a large installed base, 

competitive suppliers, long experience, and price but weak with smart solutions 

and global experience. 

A workshop was held to compare the case company with competitors. The 

comparison was made by using the Strategy Canvas tool. Competing factors 

used in the comparison were chosen from customer value drivers, competitor 

offerings, and case company strengths. Competing factors were rated in a 

workshop. The result is the comparison shown in Figure 23. 

 

Figure 23 Competitor comparison 

As Figure 23 shows, competitors are strong with experience with different fuels. 

The case company is strong with boiler know-how, Global experience, 24/7 

availability, and adequacy of resources. 

4.5 Determine Competitive Strategy for Competitors and Case Company 
for Today 

The next task was to determine the competitive strategy for competitors and the 

case company for today. Figure 8, Extended Generic Strategy Matrix, visualises 
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the competitive strategy. First, based on the competitor analysis in Section 4 and 

discussions, three competitors' strategies were placed on the Matrix. 

 

Figure 24 Three competitors placed on the Extended Generic Strategy Matrix 

As shown in Figure 24, all three competitors are competing more or less with low 

prices but still creating average value to customers (=cost leadership competitive 

strategy). 

Second, the case company's competitive strategy for today was determined:  

1.   By based on an analysis of the case company's existing capabilities  

2.   And by comparing the case company to three competitors 
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Figure 25 Case company competitive strategy today placed on the Matrix 

The case company's competitive strategy for today was determined to be in the 

centre of the Matrix in Figure 25 (Average Price, Average customer value = No 

Competitive Strategy). As shown in Figure 25, the case company cannot compete 

with the price compared to the three competitors (=Average Price). Furthermore, 

the case company value creation is the same or less compared to three 

competitors (=Average customer value). 

4.6 Key Findings to Elaborate 

Table 4 summarises customer needs, competitor offerings, and company 

capabilities with cost or differentiation drivers.  
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Table 4 Summary of Current State Analysis  

 

 

As shown in Table 4, customer need necessary experts to have a fit with the 

company’s capability strengths: Know-how regarding power plant operation, 

process, and maintenance; customer need exploitation of existing process 

optimisation system has a fit with the company capability strengths digital 

solutions available and customer need maintain high availability has a fit with 
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company capability strength risk mitigation. Customer need to manage the 

equipment’s life cycle technically and economically has no connection to 

competitors or case company capabilities. Competitors have strengths to 

customer need fuel is getting worse. 

 

Customer needs of a network of necessary experts, exploitation of existing 

process, optimisation system, maintain high availability, managing the life cycle 

of the equipment technically and economically and fuel is getting worse were 

selected to be the most potential topics for finding ideas for alternative service 

offerings in competitive perspective in Stage 3.  

 

Section 5 contains a suggestion for a competitive strategy for the case company 

for the future. The selected subjects from the current state analysis are used to 

build alternative service offerings for the suggested competitive strategy using a 

conceptual framework, resulting in recommendations in interaction with key 

stakeholders. 

5 Suggesting Competitive Strategy and Building of Alternative 
Service Offerings 

Section 5 includes the suggestion of competition strategy and the building of the 

alternative service offerings. The conceptual framework and the current state 

analysis results were the base for co-creating the alternative service offerings. 

This section contains an overview of the stage and a description of the alternative 

service offering creation process. 

5.1 Overview of the Suggesting Competitive Strategy and the Building of 
the Alternative Service Offerings 

One innovation workshop, two group co-creation online sessions, and three 

single-person co-creation online meetings were used to develop the alternative 

service offerings. The events began with a basic overview of the initial business 

problem, objective, and outcome. All of the findings from the current state 
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analysis and the concepts from the conceptual framework were reviewed. The 

event's theme in question was provided after a basic introduction. 

 

A focused topic was brought up throughout the discussion. Brainstorming, 

arguments, discussions, and assessment of the ideas and suggestions were all 

part of the co-creation process. In general, the participants were active and 

motivated to share their thoughts and review the proposals of others. 

 

Due to the global COVID-19 coronavirus epidemic, all events were held online 

using the Teams meeting application. Data 2, which included co-creation 

remarks, conversations, and disputes, was recorded in field notes and 

transcribed shortly after the events. 

 

The stakeholders providing Data 2 were selected mainly from different service 

functions with the addition of two persons from the capital business. Co-creation 

online meeting was held with two persons. Three-hour workshop for innovating 

business offerings was one big event with 14 invited persons. 2 invited persons 

could not participate. Six people had to leave before the workshop ended, and 

therefore a total of six people were along with the whole workshop. After the 

workshop held next week, three co-creation online meetings were arranged with 

one person and one co-creation online meeting with two persons to deepen and 

finalise the alternative service offerings. 

5.2 Suggest Competitive Strategy 

Suggesting competitive strategy for the case company for the future was 

executed by co-creation online meeting. In the meeting, it was discussed what 

directions the company has concerning competitive strategies. Should prices be 

lowered, or customer value be increased? Figure 26 shows these directions in 

the Matrix. 
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Figure 26 Possible Competitive Strategies for the Case company 

As shown in Figure 26, two directions exist in the matrix for the case company: 

1. Lower the costs to lower customer price while keeping delivering the same 

customer value (=Cost Leadership Strategy) 

2. Create more value for customers compared to competitors and produce 

something unique for which customers are willing to pay a higher price 

(Differentiation Competitive Strategy) 

 

The competitive strategy should be based on either cost or differentiation drivers. 

It is vital to check case company strengths, as shown in Figure 27. 
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Figure 27 Summary of Case company Strengths 

As shown in Figure 27, only three cost drivers exist as a strength: China 

Engineering, China manufacturing, and global sourcing. First, it was found during 

co-creation discussions that there is a challenge with overseas transportation due 

to the lack of containers. Therefore, although China manufacturing is a strength, 

the case company cannot utilise that strength for European and global supply of 
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the goods. Second, according to discussions, while China engineering is a cost 

strength, there is a lack of competent engineers to hire in the area where the case 

company has engineering offices in China. Therefore, the case company cannot 

utilise this cost strength either. The third cost strength is global sourcing. As 

mentioned earlier, global sourcing is not possible to utilise since challenges with 

overseas transportation. Additionally, it was found during discussions that global 

sourcing is not that popular anymore as many customers are demanding different 

kinds of ESG calculations. Therefore, global sourcing is not good environmental-

wise. According to the customer interview, the customer also values other things 

than a low price. 

Therefore, as a conclusion based on: 

1. Competitor Competitive Strategies, 

2. Case company Capability Strengths and 

3. Customer value drivers: 

➔ The most suitable competitive strategy for the case company is built 

around differentiation drivers, as seen in Figure 28. 

 

 

Figure 28 Suggested case company competitive strategy 
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As shown in Figure 28, the suggested differentiation competitive strategy gives a 

competitive edge because of creating higher value compared to competitors, 

although customer price remains higher. 

5.3 Innovating Alternative Service Offerings  

Ideas for service offerings were generated in the Innovation workshop. The Mural 

online tool was used to generate and collect ideas. Figure 29 shows lists of ideas 

generated in the Innovation Workshop, and ideas were decided to organise into 

five groups.  
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Figure 29 Ideas from Innovation Workshop 
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As shown in Figure 29, the main ideas of a co-op are to plan and work together 

with boiler service for combined offerings. The main ideas in Product Design are 

related to cost reduction by different design solutions. The central concept of 

Smart solutions is utilising digital tools to optimise boiler burning. The main 

arguments in Availability / Life Cycle solutions are to support the customer in 

maintenance cost planning and increase availability. The main idea in Upgrades 

for different fuel types is consulting for fuel type changes.  

 

Figure 30 shows a fit between customer needs, company capabilities, innovation 

workshop idea groups with competitive strategy suitability. 
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Figure 30 Fit between Innovation workshop groups with customer needs, 
company capability strengths with suitable competitive strategies 

Figure 30 shows a good fit between customer needs and innovation workshop 

idea groups. Four ideas were decided to be further developed: co-op with boiler 

service, Smart solutions, Availability / Life Cycle solutions and Upgrades for 

different fuel types. As shown in Figure 30, Product Design ideas aim to decrease 

production costs. Therefore, those ideas are suitable for Cost Leadership 

competitive strategy. Since the chosen competitive strategy was Differentiation, 

Product Design was not selected to be developed as an individual service 
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offering. However, some of the ideas were selected to be added to: Upgrades to 

different fuel types -alternative service offering. 

5.3.1 Service Offering Canvas 

Alternative service offerings were built using the service offering canvas template 

developed for this research, as shown in Figure 31. 
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Figure 31 Service Offering Canvas 
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As shown in Figure 31, seven text boxes are included in the service offering 

canvas. There are four text boxes on the left-hand side to define service offering. 

The first box describes the idea behind the service offering and what the offering 

contains. The second box explains the promise that the offering gives to the 

customer to create value. The third describes how the customer pays for the 

service and how the service is invoiced to create sales. The fourth box presents 

the existing capabilities that the company possesses to deliver the service to the 

customer. On the right-hand side are text boxes defining how the idea is turned 

into success. The fifth box clarifies the action plan for the next three years and 

what needs to be done to turn an idea into success. The sixth box is for presenting 

what success will look like. The seventh box describes what barriers there are or 

might come along to prevent the idea from being successful.  

5.3.2 Building Alternative Service Offering: 1. Upgrades for Different Fuel 
Types 

Initial ideas, fuel inventory analysis and fuel database for alternative service 

offering: upgrades for different fuel types were generated in the innovation 

workshop. The initial service offering was co-created in an online meeting next 

week, and the service offering canvas was filled up, as shown in Figure 32. Topics 

added in the co-creation session are marked in yellow.  
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Figure 32 Service offering canvas for Upgrades for different fuel types  
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As shown in Figure 32, the main idea is to offer consultation to customers for fuel 

conversions. It was discussed that many plants receive different fuels that the 

plant has been originally designed for, and therefore power plants are not working 

in an optimal way. Different fuels cause different wearing and corrosion. The 

customer value proposition is optimised performance and improved power plant 

availability. 

 

To make this service offering successful, market trends need to be studied to 

know which one to focus on because there are so many of them, and all of them 

cannot be covered. Understanding environmental permits for burning different 

fuels in different regions is essential in this service offering. A design engineer is 

needed to do R&D work with marketing materials. When designing, it should also 

take modern materials and manufacturing methods and simple solutions with 

modular structure into account to decrease costs. Boiler service has the know-

how for different fuels and therefore co-operation with them is a must in this 

service offering. 

5.3.3 Building Alternative Service Offering: 2. Smart Solutions 

Initial ideas for alternative service offering: smart solutions were generated in 

innovation workshop brainstorming, and smart solutions were chosen to be 

further developed in the innovation workshop. The first draft of the offering was 

developed in the separate 4-person group online meeting, and the service 

offering canvas was preliminarily filled up. The initial service offering was co-

created in an online session next week with the Product Manager, and the service 

offering canvas was complemented, as shown in Figure 33. Topics added in co-

creation are marked in yellow.
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Figure 33 Service offering canvas for Smart Solutions 



66 

 

 

 

As shown in Figure 33, Smart Solutions focus on improving boiler operation with 

digital solutions. It was discussed that there are huge opportunities with smart 

services to improve the efficiency of the power plant. The Customer Value 

Proposition is less emissions, improved availability, and minimised production 

costs. The case company possesses process and equipment know-how and 

access to some of the technologies required for smart solutions for power plants. 

Not all technical solutions are commercialised; offering requires the development 

of products and solutions to gain credibility for the solution to succeed. For 

example, an application for measuring chemical conditions should be developed 

and piloted before it can be marketed to customers. Selling smart solutions is 

different from normal product sales, and therefore, this offering requires customer 

value identification and solution sales personnel.  

5.3.4 Building alternative service offering: 3. Availability / Life Cycle 
Solutions 

Initial ideas, support for customer maintenance cost planning and analysis of 

equipment lifetime needs for alternative service offering: availability / life cycle 

solutions were generated in the innovation workshop. The initial service offering 

was co-created in an online meeting next week with Business Development/R&D 

Manager, and the service offering canvas was filled up as shown in Figure 34. 

Topics added in co-creation are marked in yellow.
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Figure 34 Service offering canvas for Availability / Life Cycle Solutions
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As shown in Figure 34, the main idea of the offering is to optimise life cycle costs, 

help customers in budgeting and assure operation without interruptions. This will 

be done by combining both case company and customer automation, process, 

equipment, and maintenance expertise. Service history will be utilised for life 

cycle planning. It was discussed that competitors are not offering life cycle 

estimations for new quoted boilers. Contributing these helps to sell new company 

boilers and allows to provide extended warranties. The customer value 

proposition is reduced unplanned downtime resulting in increased customer 

profit. One revenue model is performance-based payment. The case company 

has big muscles and 24/7 service. The offering requires study that is market 

mature enough for such a business model. Also, existing installed base 

understanding and co-operation inside the case company are necessary for 

success. Before life cycle costs can be optimised, information about parts life 

cycle needs to be collected, and calculation tools need to be developed. Selling 

solutions are different from normal product sales. Therefore, this offering requires 

solution sales personnel and customer value identification. 

5.3.5 Building Alternative Service Offering: 4. Co-op With Boiler Service 

Initial ideas for alternative service offering: co-op with boiler service were 

generated in innovation workshop brainstorming. Co-op with boiler service was 

chosen to be further developed in the innovation workshop. The first draft of the 

offering was developed in the four-person group online meeting, and the service 

offering canvas was preliminarily filled up. The initial service offering was co-

created in an online meeting next week with the Finland Service Sales Manager, 

and the service offering canvas was complemented, as shown in Figure 35. 

Topics added in co-creation are marked in yellow.
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Figure 35 Service offering canvas for co-op with boiler service 
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As Figure 35 shows, the main idea is to work together with the boiler service. The 

customer value proposition is a one-stop shop with case company local contacts.  

One option for the revenue model is an energy-as-a-service concept. 

 

The case company possesses the know-how for power plant operation, process, 

and maintenance and can solve complex customer problems better than 

competitors. The offering requires first meeting with the boiler service, and joint 

budgets should be defined. Co-operation requires dedicated persons to be 

nominated to be cross-trained for both boilers and conveyors. 

 

Section 6 consists of selecting and validating the proposed service offering by 

case company decision-makers.  

6 Selection and Validation of the Service Offering 

The co-created service offerings are selected and validated in Section 6. The 

validation stage is first described in this section. The outcome of the study and 

final recommendations are then presented. It describes the validation feedback 

after the final recommendations. Finally, this section explains how the initial 

suggestions were modified. 

6.1 Overview of the Selection and Validation of the Proposed Service 
Offering 

The service offerings were selected and validated by presenting them to the case 

company's decision-makers and collecting their feedback and critique. The input 

was crucial to evaluate whether the service offers had the potential to be used in 

a business context. The decision-makers evaluated elements such as the service 

offerings' feasibility and usefulness. 

 

The selection and validation were conducted in one online meeting using the 

Teams meeting tool. The Division Manager, Global Product Group Manager, and 

Global Product Home Manager were the decision-makers. The presentation 
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began with an overview of the study's premise, followed by a discussion of the 

conceptual framework topics and a description of the findings from the current 

state analysis. Following that, alternative service offerings were presented. 

Throughout the presentation, feedback was gathered, resulting in Data 3 for this 

study. The meeting was recorded, and the feedback was documented in field 

notes and transcribed afterwards. One of the service offerings was selected and 

formed into the proposed service offering based on Data 3. 

6.2 Feedback Received From the Alternative Service Offerings 

The feedback from the alternative service offerings provided by the decision-

makers was very constructive and inspiring in general. The work performed so 

far has received compliments. Generally, the importance of the study was 

recognised: 

 

Great work so far. This is exactly the kind of study that should be 

done, the author learns in many ways, and ideas can be utilised in 

many other businesses. (Global Product Home Manager) 

 

The competition situation was seen difficult: 

 

This work has shown that we are talking about a saturated market. 

We are behind strong competitors to grow a profitable service 

business. We do not have a good chance at the moment of getting 

into a cycle of cumulative know-how to get feedback regarding 

manufacturing. (Global Product Home Manager) 

 

The chosen competitive strategy was suggested to fine-tune so that while 

focusing on creating high customer value, also same time cut costs to decrease 

customer price:  
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In addition, to create customer value, we should also check 

possibilities to decrease our costs and customer price. (Division 

Manager) 

 

Comment for a more detailed product design evaluation was suggested:  

 

We should check the equipment structures, benchmark with 

competitor equipment, and check what can be done to improve our 

cost competitiveness. (Global Product Group Manager) 

 

 

Smart solutions was commented on, and ESG issues were suggested to study 

further: 

 

ESG issues are missing from here, which could create customer 

value if we succeed in our operations, for example, decreasing plant 

emissions. For example, if we could know what kind of fuel goes into 

the boiler. (Global Product Group Manager) 

 

When discussing the upgrades for different fuel types, totally new fuels and 

possible technologies were discussed: 

 

Technology for improving the dry content of Palm oil kernel is 

unknown. Developing that would create customer value. (Global 

Product Home Manager) 

 

When discussing increasing the installed base and gaining more experience 

regarding the business, fast know-how gaining by acquisition came as an idea: 

 

Why don't we make an acquisition? Let us buy a company that has 

the installed base and experience. (Global Product Group Manager) 
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Co-op with boiler service with life cycle solutions was selected to be the proposed 

service offering: 

 

Looking to the future with the co-op aspect and life cycle, engineering 

could be the ones to go forward. Another could be these smart things 

that we have received useful feedback on. There could be added 

value that competitors would not have, which could be measurable. 

I would start thinking about those and review them in two or three 

years to see how evolution has gone. (Global Product Home 

Manager) 

 

The importance of boiler service was pointed out many times during the 

discussions: 

 

I do not see that we can grow this business without boiler service. 

This should be a joint project with them from the beginning. (Division 

Manager)  

 

Further research was suggested during the discussions on the topic: 

 

Questions about how to create value have been thrown many times, 

and not a clear answer has been found yet. We can write high 

availability to the PowerPoint, but what it means and how service is 

delivered is still in the dark. (Global Product Home Manager) 

 

It was decided to continue research also after the Thesis work is done: 

 

Excellent work so far and at the right time. The right way to study 

such a topic. Research needs to continue; this is not the end of it. A 

more concrete plan is required for the budget in August (action plan 

for 2023). (Division Manager) 
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The importance of potential business volume was pointed out during the 

discussions many times:  

 

Let us estimate the potential business volume and make a more 

concrete roadmap on how to proceed. (Division Manager) 

 

The importance of increasing cumulative knowledge was pointed out during the 

discussion when growing this kind of service business: 

 

We have no credibility as we have not put effort into this business. If 

there were dedicated persons, knowledge would have been 

channelled to them. (Global Product Home Manager) 

 

Evaluating required resources for the service business was added to the action 

plan: 

 

We need the minimum number of resources (core team roles) that 

this business would run. (Division Manager) 

6.3 Selection and Changes for the Proposed Service Offering  

Co-op with boiler service was chosen as a proposed service offering for the case 

company to compete. It was discussed in the validation meeting with decision-

makers that since competitors are strong and mature in the business and 

company capabilities are that thin after all, the case company needs either 

external or internal partner to compete in the business. Therefore one big 

opportunity is to co-operate with boiler service. For boiler service, business with 

power plants is a primary business; they have established global customer 

relations with many power plants. They have a feedback loop with boiler capital, 

but they lack conveyor know-how, which the case organisation possesses. Figure 

36 shows the results of the validation.  Feedback from decision-makers is marked 

in yellow, and points added from other service offerings are marked in turquoise.
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Figure 36 Feedback from validation 
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As shown in Figure 36, service offering was mainly complemented with topics 

concerning equipment life cycle estimations. The main topics from decision-

makers concerned assessing the business potential and determining minimum 

resources to run the business. Also, many issues for decreasing product costs 

were added to the action plan.  

 

Figure 37 shows the proposed service offering. 
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Figure 37 Proposed service offering canvas for co-op with boiler service 
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As shown in Figure 37 proposed service offering contains a comprehensive list 

of recommendations for the case company to compete in the biomass handling 

service business.  

 

In addition, the competitive strategy was modified, as shown in Figure 38 

 

 

Figure 38 Final competitive strategy 

As shown in Figure 38, the suggested competitive strategy for the case company 

was moved to be more on the lower price side. In addition to creating customer 

value, costs and customer price also needs to be lowered. 

 

The study's seventh and last section summarises the work, presents a 

recommendation for an action plan, and concludes with a self-evaluation. 

7 Conclusions 

An executive summary, recommendations for practical next steps in the form of 

an implementation plan, self-evaluation of the study and its outcome, and closing 

words comprise this last section of this study. 
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7.1 Executive Summary 

The objective of the study was to generate recommendations for a case 

company on how to compete in the biomass handling service business. The 

outcome of the study is the recommendations, and they help decision-makers 

decide what actions to take to compete in the biomass handling service business 

in the future. 

 

The research approach of the study was design research utilising qualitative data 

gathering methods. The study included four stages. The first stage was a 

literature review and providing a conceptual framework compiled from the 

relevant existing knowledge. The second stage was a current state analysis 

based on the first stage’s findings providing an analysis of the customer needs, 

competitor offerings, and company capabilities. The third stage was a co-creation 

effort with the key stakeholders producing the alternative service offerings to 

compete in the biomass handling service business. The fourth and last stage was 

selecting and validating the proposed service offering, gathering feedback from 

the decision-makers, and generating the outcome of the study, the final 

recommendations for how the case company competes in the biomass handling 

service business.  

 

The literature review was based on the objective of the study: how to compete. 

The conceptual framework includes the existing knowledge and best practices 

targeting: customer needs, competitor offerings, company capabilities, 

competitive strategy, and determination to compete. The current state analysis 

was performed by the key customer and internal stakeholder interviews, 

workshops, information from web pages, and analysis. 

 

Building alternative service offerings started with a co-creation online meeting to 

define a competitive strategy for the case company for the future. After that 

innovation workshop was held. The workshop began by introducing the study in 

general, the relevant existing knowledge compiled to the conceptual framework, 

and the findings of the current state analysis. The workshop continued with the 
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brainstorming of ideas for alternative service offerings. Ideas were grouped into 

five groups. Four idea groups were developed further as alternative service 

offerings during the workshop and thematic co-creation online meetings. 

 

The idea behind the first alternative service offering: Upgrades for different fuel 

types, is to supply consulting to customers when their fuel type changes. The 

customer value proposition is the optimised performance of the power plant with 

new fuels. The offering needs a design engineer, environmental permits 

understanding, and solution R&D to succeed.  

 

The idea behind the second alternative service offering: Smart Solutions, is 

automatically recognised fuel to adjust boiler burning parameters to burn multi-

fuels efficiently. The customer value proposition is less emissions from the power 

plant. The case company has existing visual analysis measurement capabilities 

for service offerings, and the offering needs chemical conditions measuring 

application customer understanding and credibility to succeed.  

 

The third alternative service offering, Availability / Life Cycle Solutions, optimises 

equipment life cycle costs and ensures operation without interruptions. The 

customer value proposition is reduced power plant unplanned downtime. The 

offering needs an installed base understanding, business models, tools, and 

information concerning the equipment life cycle to succeed.  

 

The idea behind the fourth alternative service offering is a co-op with boiler 

service to combine offerings with power boiler service. The customer value 

proposition is a one-stop shop in that customer does not need to order services 

from many companies for the power plant, but one company is enough to serve 

the whole plant. Compared to competitors, the case company possesses the 

know-how for the entire power plant's operation, process, and maintenance. The 

offering needs dedicated multi-skilled persons, training, and benchmarking to 

succeed.  
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The proposed service offering was selected and validated by case company 

decision-makers. The validation was performed in an online meeting with Division 

Manager, Global Product Group Manager, and the Global Product Home 

Manager. The meeting started with an introduction of the study, the relevant 

existing knowledge compiled to the conceptual framework, and the current state 

analysis findings. After the introduction, all the alternative service offerings were 

presented. The service offerings were evaluated and commented on by the 

decision-makers. In general, the response was very constructive and inspiring, 

and the work done so far was seen as important. Based on the feedback, co-op 

with boiler service was selected as the proposed service offering, and it was 

complemented with topics from other alternative service offerings. After the 

validation, the final recommendations were compiled.  

 

The final recommendations provide a comprehensive action plan for the case 

company to compete in the biomass handling service business. 

7.2 Recommendation for an Action Plan 

Implementing the outcome of this study, the recommendations for how a case 

company competes in the biomass handling service business should be 

performed in a specific order. The recommendations presented in Section 6 are 

categorised as a sequential action plan, as shown in Figure 39. 
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Figure 39 Action plan
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As shown in Figure 39, the first step in the action plan is assessing the potential 

business volume. Knowing the potential business volume is essential in deciding 

how big efforts will be taken for the future with this business. Business potential 

assessment requires a reference list, installed base and life cycle information, 

and calculation tools. 

 

When a business potential is known, the next recommended step is a road map 

with boiler service. As mentioned by Division Manager, an internal or external 

partner is essential for growing this business in the future. A road map requires 

customer needs study, benchmarking, and resource determination. 

 

After things are agreed with the boiler service, the Winning Team needs to be 

defined. Sufficient, dedicated, and competent resources are essential for growing 

the business. The Winning Team requires budgeting, finding, and training the 

persons. 

 

After the Winning team nomination, Winning offerings are developed. Case 

company cannot compete without clear, differentiated offerings. Winning 

Offerings requires ESG and Smart Solutions development. 

 

After Winning Offerings development, cost competitiveness is recommended to 

be improved. It is essential to decrease costs to reduce customer prices to be 

competitive. Cost Competitiveness requires reduced costs in the supply chain, 

product design, manufacturing, modern materials and modular structure.  

7.3 Self-Evaluation of the Study 

The initial business problem was that the case company did not know how to 

compete to grow the biomass handling service business. Based on the business 

problem, the objective was to generate recommendations to compete in the 

biomass handling service business. The outcome of this study, provided in 

Section 6, is a comprehensive set of recommendations to compete in the biomass 

handling service business, validated by the case company decision-makers.  
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Results of this study, a comprehensive set of recommendations meet the 

objective. This study was the first research on the topic at the case company. The 

outcome of this study does not give a handbook for the case company to compete 

but guidelines for the next steps to study the topic more deeply and from other 

perspectives. 

 

The result of this study, an action plan, is built to meet the identified customer 

needs, taking into account competitor offerings, strengths, and weaknesses, by 

utilising company capabilities and meeting the requirements of the suggested 

competitive strategy. One may question if all the relevant data was found or if 

correct decisions were made during the study. Even though the current state 

analysis of the study allowed a vast and varied group of stakeholders to input, 

there is no guarantee that all possible data were identified. Even the stakeholders 

may not have identified or communicated all the findings appropriately.  

Some of the events were recorded by Teams application recording, but not all. 

Recording all the events would have helped to also write down the minor details 

during the discussions. Field notes were mainly written on a paper during the 

events and moved to electronic form after the events. 

 

Nonetheless, the objective of this study is fulfilled since a large number of data 

was recorded from a broad and diverse group of informants. 

 

The author of this study is a member of the product group which takes care of the 

biomass handling service business in the case company. The author had little 

previous experience in a particular business. Collected data is mainly gathered 

from stakeholders; the author’s role was to lead meetings, encourage 

participants, guide discussion, and collect information. Collected data were 

combined and analysed with the author’s interpretation. All the feedback received 

during the study was for the topic, solution-oriented, constructive and valuable. 

Asking for more feedback during the study would have brought more depth to the 

study. 
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One challenge during the discussions was that the discussion was often going 

around the problems with equipment design despite the stakeholder. However, 

the study objective was to find recommendations to compete in the service 

business, not improve equipment design. The stakeholder group contained a 

pretty good variation of problem-seeking and solution-finding personalities, which 

complemented each other. During the current state analysis phase, suggested 

solutions were written in the form of weaknesses or strengths.  

 

The study's validity, reliability, credibility, trustworthiness, transferability, and 

relevance are reviewed in the following subsections by describing how these 

terms have been defined in the research literature. 

7.3.1 Validity 

Validity relates to how the data collection method or research method describes 

or measures what it is supposed to define or measure. Validity is an essential 

factor or criteria for data quality. After all, a research method that does not 

measure or explain what it is meant to measure or describe is possibly useless 

and, at worst, misleading. For example, when the attitude is required to be 

analysed, a data collecting method is needed to quantify this aspect of behaviour. 

Most methods will assess the level to which they are likely to be valid as a data-

gathering method. Overall, the researcher must determine how a data collection 

method will yield reliable results (Lancaster, 2005:71). 

 

Shenton (2004: 65) recommends triangulation to improve the credibility and 

trustworthiness of a study. Triangulation is defined as several techniques for 

acquiring evidence, a diversified set of informants and sources, and a wide range 

of informants and sources (Shenton 2004: 63-66). 

 

Another way to improve credibility is frequent debriefing sessions between the 

researcher and their superiors. As others bring their experiences and views, the 

investigator's viewpoint may be enlarged through conversation. The researcher 

might use such collaborative meetings to discuss various techniques. Others in 
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a supervisory role who are accountable for the job may point out problems in the 

recommended course of action. The sessions also serve as a testing ground for 

the investigator's evolving ideas and interpretations, and probing from others may 

assist the researcher in recognising their own biases and preferences (Shenton 

2004: 67). 

 

The degree to which qualitative research findings may be generalised or 

transferred to different contexts or settings is transferability. Transferability is 

primarily the person’s duty to conduct the generalising from a qualitative 

standpoint. The qualitative researcher can improve transferability by clearly 

defining the study background and the essential assumptions (Trochim and 

Donnelly, 2008: 182). Regarding transferability, Shenton (2004: 69) argues that 

it is difficult to establish that the results and conclusions of qualitative research 

apply to other contexts and environments since the findings are specific to a small 

number of distinct locations and persons. 

 

In this study, credibility and validity were ensured by triangulation and frequent 

debriefing sessions with the steering group. After each stage of the study, the 

author had a coaching session with the steering group, containing two 

experienced superiors, to develop ideas. Results were discussed, and plans were 

modified accordingly. Data 1 was gathered in the current state analysis using 

multiple methods and diverse sources. Data 1 was collected by organising online 

interviews, facilitating an online workshop, and collecting information from web 

pages for competitor analysis. Data 2 at the co-creation of the initial 

recommendations stage was compiled by facilitating a business model innovation 

workshop with brainwriting and brainstorming idea-generating methods and four 

co-creation online meetings. Dividing the Data 2 gathering into several events 

ensured more diverse participation. Triangulation was also utilised by circulating 

the earlier founding into the following events. 

 

The informants for Data 1 and Data 2 were chosen to represent a wide range of 

roles within the case company. Three countries were represented by experienced 

business development, engineering, procurement, technology, project, product, 
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and sales managers. There were also two experienced external stakeholders to 

provide customer perspectives. The decision-makers for Data 3 came from three 

levels of case organisation. 

 

The outcome of this study is developed for a case company-specific business 

problem and is not transferable as a whole to another organisation or another 

context. On the other hand, a conceptual framework may be used to study and 

improve the competitive position of a wide range of companies. Some of the 31 

final recommendations are appropriate for a wide range of industrial services. 

Gathering installed base information is an excellent example of a valuable item. 

Collecting life cycle data, developing life cycle calculations, and developing value 

quantification tools are all examples of appropriate things. Examining options for 

appropriate acquisition is an example of a valuable item. 

7.3.2 Reliability 

Design research must be auditable so that it is transparent and clear enough that 

the reader can either replicate the study and obtain the same reliable results or, at 

the very least, the process is transparent enough to provide the reader confidence 

that the results were not fudged in any manner. Triangulation is a valuable 

method for obtaining reliability (Greener, 2008: 37). 

 

Throughout this study, the research design is described in detail, including the 

literature review in Section 3, the current status analysis in Section 4, and the 

building and validation of the recommendations in Sections 5 and 6. The data 

collection process is described in detail, with all event locations, timings, and 

subjects listed. Part 7 also includes a complete self-evaluation of the research. 

7.3.3 Logic 

Merriam-Webster dictionary online (2022) defines logic as a: 

particular mode of reasoning viewed as valid or faulty 
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The Cambridge Dictionary online (2022) defines logic as: 

a particular way of thinking, especially one that is reasonable and 

based on good judgment  

 

For this study, logic is reviewed first for the chosen research approach, then for 

the original project plan, and finally for the completion of the project plan. In 

Section 2, the research design and project plan are described. 

 

As design research has elements that fulfil the study objective, it was chosen as 

the research method. The outcome of this study was supposed to be practical, 

functional, targeted at a specific business challenge, and mainly applicable to the 

case company. Design research using qualitative methods was a logical choice. 

There were four stages in the research design. Since the author lacked prior 

experience in how to compete, ideas for the best techniques from relevant 

literature were studied initially. The current state was examined using concepts 

from relevant literature. Case company-specific alternative service offerings were 

co-created using the findings of the current state analysis and ideas from the 

literature. Case company decision-makers selected and evaluated a potential, 

practical, and appropriate service offering, and an action plan was created with 

recommendations arranged for the specific order. In this research, logic is defined 

as building and validating the best appropriate solutions for a defined problem 

using existing ideas from the relevant literature and knowledge regarding the 

current state. The logic of the project plan has been followed during the execution 

of this study.  

7.3.4 Relevance 

Lancaster (2005: 123) points out the relevance and usefulness of the research to 

the organisation. The relevance of this study is assured by involving key customer 

and case company stakeholders in the data collection and creation process. All 

of the information gathered is related to the business problem. Current state 

analysis key points: customers, competitors, and company capabilities are 
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constantly involved in the case company service business; therefore, according 

to the conceptual framework, this study is relevant for the case company. 

 

The alternative service offers were validated by decision-makers at the case 

company. The relevancy of the service offers was taken into account throughout 

the validation process. The most suitable one out of four alternative service 

offerings was selected as a proposed service offering. During the validation 

stage, several recommendations were added to the initial recommendations. 

Recommendations were also put in a sequential action plan. 

7.4 Closing Words 

Companies must find strategies to compete to survive in business markets, 

especially when growing the business. Analysing customer needs, competitor 

offerings, and company capabilities are the cornerstones of understanding the 

fundamentals of the competitive position of a company. It is not an easy task to 

find ways to compete in the service business with strong competitors. With this 

study, the first steps are made, leading to the implementation of the 

recommendations. 
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Appendix 1 : Research Participants’ Information Document 

 

Customer interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Research Participants' Information Document 

Table 1 Research Participants’ Information Document 

Item Issue Description 

1 Name of the Researcher  Juha-Matti Hattunen 

2 The working title of Research 
Project  

Recommendations for the case 
company to compete in the 
biomass handling service business 

3 The objective of the Study  Generate recommendations for 
case company service product 
group to compete in biomass 
handling service business 
(services concerning existing 
COMPANY equipment at 
customer’s plants) 

4 Description of the Study  The research will take a form of a 
customer interview, company 
internal interviews, and workshops.  

5 Duration of the Study  The planned completion of this 
study is in May 2022.  

6 What is involved, and how long 
will it take?  

You will be asked if you are 
prepared to have a voice recording 
of the interview, and you may 
decline to so do.  
The time required for each 
interview is estimated to be 
approximately 60-90 minutes.  

7 Why have you been asked to 
participate?  

To view customer needs and 
decision/value drivers when 
choosing a service supplier for 
biomass handling equipment and 
systems.  

8 What will happen to the 
information which will be given for 
the study?  

The data will be held confidentially 
while the work is being collated. 
Notes, transcripts, and voice 
recordings (if any) will be stored 
safely.  
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Appendix 1 : Research Participants’ Information Document 

 

After completing the research, all 
material collected as 
documentation of the interviews 
and workshops will be stored in the 
case company’s archives or 
deleted if agreed.  

9 What will be done with the results 
of the Study?  
 

Documentation of the interviews 
will be combined and summarised, 
and a summary will be used for 
generating recommendations for 
the case company. Names of the 
companies and persons involved 
and actual interview answer as 
such will not be included in the text 
of the public version of the Thesis. 

10 In what way will the study be 
beneficial, and whom?  

The target and purpose of the 
study are to generate 
recommendations for how the case 
company could meet current and 
future customers’ needs with 
existing and developed company 
capabilities to compete in the 
biomass handling service 
business. 

11 Who has reviewed this study?  Instructors, Principal Lecturer of 
Metropolia University of Applied 
Sciences, and the case 
organisation’s stakeholders.  

12 Can permission be withdrawn 
having previously been granted?  

Yes, at any time.  
 

13 Can you refuse to answer any 
questions?  

Yes. The contributor has the right 
to refuse to answer any question 
asked during the interview. They 
may also ask to end the interview 
at any time.  

14 What is the language of the 
interview?  

The interview will be carried out in 
Finnish. Documentation will be 
done in English. 
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Appendix 2 : Customer Interview 

 

Customer interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Table 1 Information about Customer Interview (Interview 1) 

Details    

Name of 

the 

informant 

 Introductory 

Thesis 

Presentation 

Y 

Position in 

the 

customer 

company 

 Recording 

Y 

Date of the 

interview 

2.2.2022 Confidentiality 
Y 

Duration of 

the 

interview 

1 h 15 min   

Document Field notes   
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Table 2 Customer Interview Field Notes (Interview 1) 

 

Topics of 

the 

interview 

QUESTIONS 

FIELD NOTES 

REMOVED FROM 

PUBLIC VERSION 

 

Brief on 

your role 

and 

background 

  

1 
Background 

information 

What are your short-term 

and long-term goals? 

 

  
What numbers are you 

seeking to achieve? 

 

 

2 Value drivers When choosing a service 

provider, what drives Your 

decision? Why did You 

choose one company over 

another? What do You 

value the most from the 

outcome? 

 

  About Your expectations 

and to other service 

providers, in which things 

do COMPANY delivers 

superior value to You, and 

which things COMPANY 

should develop or 

improve? 

 

 

 

 

 

 

 



3 

Appendix 2 : Customer Interview 

 

3 Customer gains 

What kind of savings in 

terms of time, money, and 

effort do you value the 

most?  

 

  

In which things are You 

satisfied with the service? 

Which specific features bring 

the most value to You? 

What performance do You 

expect? 

 

  

How could we help You 

better in the future? 

 

 

 

 

 

  

When obtaining service, do 

you value lower cost, less 

investment, lower risk, or 

better quality as an outcome 

to you? 

 

4 Customer Pains 

How are we or other 

service providers 

currently 

underperforming for 

you?  

 

  

What are the main 

difficulties and 

challenges you 

encounter? 
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Appendix 3 : Regional Service Product Manager Interview 

 

 

Internal interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Table 1 Information about the informant (Interview 2) 

Details    

Name of 

the 

informant 

 Introductory 

Thesis 

Presentation 

Y 

Position in 

the 

customer 

company 

Regional Service 

Product Manager 

Recording 

Y 

Date of the 

interview 

31.1.2022 Confidentiality 
Y 

Duration of 

the 

interview 

1 h 15 min   

Document Field notes   
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Figure 1 Strengths and Weaknesses from an interview with the Regional Service Product Manager 
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Figure 2 Customer Value Drivers from an interview with Regional Service Product Manager 
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Appendix 4 : Service Sales Managers Sweden Interview 

 

Internal interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Table 1 Information about Customer Interview (Interview 3) 

Details    

Name of 

the 

informant 

 Introductory 

Thesis 

Presentation 

Y 

Position in 

the 

customer 

company 

2 Service Sales 

Managers Sweden 

Recording 

Y 

Date of the 

interview 

2.2.2022 Confidentiality 
Y 

Duration of 

the 

interview 

1 h 15 min   

Document Field notes   
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Appendix 4 : Service Sales Managers Sweden Interview 

 

 

Figure 1 Strengths and Weaknesses from an interview of 2 Service Sales Managers in Sweden 
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Figure 2 Customer Value Drivers from an interview of 2 Service Sales Managers in Sweden 
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Appendix 5 : Service Sales Manager Finland Interview 

 

Internal interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Table 1 Information about Customer Interview (Interview 4) 

Details    

Name of 

the 

informant 

 Introductory 

Thesis 

Presentation 

Y 

Position in 

the 

customer 

company 

Service Sales 

Manager Finland 

Recording 

Y 

Date of the 

interview 

4.2.2022 Confidentiality 
Y 

Duration of 

the 

interview 

1 h 15 min   

Document Field notes   
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Appendix 5 : Service Sales Manager Finland Interview 

 

 

Figure 1 Strengths and Weaknesses from an interview of Service Sales Manager Finland 
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Appendix 6 : Power Boiler Service Manager Finland Interview 

 

Internal interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Table 1 Information about Customer Interview (Interview 5) 

Details    

Name of 

the 

informant 

 Introductory 

Thesis 

Presentation 

Y 

Position in 

the 

customer 

company 

Power Boiler 

Service Manager 

Finland 

Recording 

Y 

Date of the 

interview 

8.2.2022 Confidentiality 
Y 

Duration of 

the 

interview 

1 h   

Document Field notes   
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Appendix 6 : Power Boiler Service Manager Finland Interview 

 

 

Figure 1 Strengths and Weaknesses from an interview of Power Boiler Service Manager Finland 
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Appendix 7 : Management Team Interview 

 

Internal interview 

Research interview ---Master's Thesis: "Recommendations for the case 

company to compete in biomass handling service business." 

TOPIC: Current State Analysis 

Table 1 Information about Customer Interview (Interview 6) 

Details    

Name of 

the 

informant 

 Introductory 

Thesis 

Presentation 

Y 

Position in 

the 

customer 

company 

- Global Service 

Product Home 

Manager 

- Project 

Engineering 

Manager 

- Procurement 

Manager 

- Development 

Manager 

Recording 

Y 

Date of the 

interview 

7.2.2022 Confidentiality 
Y 

Duration of 

the 

interview 

1 h 15 min   

Document Field notes   
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Appendix 7 : Management Team Interview 

 

 
Figure 1 Strengths and Weaknesses of Group interview 
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Appendix 8 : Case Company Strengths and Weaknesses 

 

Table 1 List of case company weaknesses 
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Appendix 8 : Case Company Strengths and Weaknesses 

 

Table 2 List of case company strengths 
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Appendix 9 : Competitor Comparison 

 

Table 1 Summary of competitor comparison 
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Appendix 9 : Competitor Comparison 

 

Table 2 Competitor Financial comparison 
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