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Abstract 
The objective of this thesis is to identify how a salesperson perform the product-service sale 
process, through investigating the salesperson’s conditions, challenges, and improvement 
opportunities within. Based on this, recommendations are given regarding how the product-
service sale process can be improved, and how to develop the ideal sale process. The research 
is conducted from a salesperson’s perspective, since it is the role who interacts the most with 
the product-service sale process. 

To fulfil the objective, service design methodologies are utilized, and a case company is studied. 
Data is collected from 23 interviews, two focus groups and one ideation generation workshop, 
held at two different markets, and with people at the case company and salespeople responsible 
for selling services. The findings from the just mentioned methods are analysed by a thematic 
approach and with service design tools, and are, lastly, discussed with support from relevant 
literature from the literature study. 

The thesis results in many different findings. One of the findings regards which and how actors 
influence the sale process, and how they are structured. The actors, and especially the 
salesforce, are structured differently at different markets. The salesforce has either an integrated 
structure or a separated structure. Another finding is that the identified challenges are similar 
to common uncertainties and challenges within a product-service system, and the conditions, 
that are not met, reflects necessary conditions within a value-based sale. Challenges regarding 
how sales of services are too time consuming, there is a mismatch between the service’s price 
and packaging to customer needs, and there is a complex communication structure in the 
salesforces. These three challenges are considered as the most important. 

Recommendations are given at two levels. At the first level ideas for future actions. with the 
aim to solve challenges and fulfil conditions, are presented. Meanwhile, at the second level, 
ideal examples regarding development process, relationships and information flows, salesforce 
and sale process, for the case company, to strive towards, with the aim to create ideal conditions 
for a product-service sale, are presented. 
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Sammanfattning 
Syftet med denna avhandling är att identifiera hur en säljare utför en produkt- och 
tjänsteförsäljningsprocess (PSS), genom att undersöka vilka förutsättningar, utmaningar och 
förbättringsmöjligheter säljaren har vid utförandet av processen. Baserat på detta, har 
rekommendationer tagits fram angående hur produkt- och tjänsteförsäljningsprocessen kan 
förbättras, samt hur den ideala försäljningsprocessen kan utvecklas. Avhandlingen är 
genomförd ur en säljares perspektiv, med anledningen att det är den aktör som interagerar mest 
med produkt- och tjänsteförsäljningsprocess. 

För att fullgöra avhandlingens syfte appliceras metoder inom tjänstedesign, samt en fallstudie 
på ett företag. Information erhålls från två olika marknader, där 23 intervjuer, två fokusgrupper 
och en idégenereringsworkshop utförs med deltagare från det studerade företaget och säljare 
som ansvarar för att sälja tjänster. Resultatet från informationsinsamlingen analyseras med 
hjälp av ett tematiskt synsätt och med verktyg inom tjänstedesign, för att sedan diskuteras med 
stöd från relevant litteratur från litteraturstudien. 

Avhandlingen resulterar i flertalet insikter. Vilka aktörer som influerar produkt- och 
tjänsteförsäljningsprocess, och hur de gör det, är en utav insikterna. En annan insikt är angående 
hur aktörerna, inom försäljningsorganisationen, är strukturerad. På olika på marknader kan de 
ha antingen en separerad eller en interagerad organisationsstruktur. Ytterligare en insikt är att 
de identifierade utmaningarna efterliknar de utmaningar och osäkerheter som finns inom en 
PSS. Även de ej uppfyllda förutsättningar som finns, reflekterar de förutsättningar som bör 
finnas för att utföra en värdebaserad försäljning. Fortsättningsvis, de viktigaste utmaningarna 
som har identifierats är att tjänsteförsäljning förbrukar för mycket tid, tjänstens pris och 
paketering är missanpassade till kundbehoven, samt att kommunikationen i säljorganisationen 
är komplex. 

Rekommendationer är utvecklade på två olika nivåer. Den första nivån förespråkar idéer för 
framtida handlingar, med målet att lösa utmaningar och uppfylla förutsättningar. Den andra 
nivån presenterar ideala exempel angående utvecklingsprocess, relationer och 
informationsflöden, säljorganisationsstruktur och säljprocess för företaget att sträva mot, och 
har som mål att visa hur ideala förutsättningar för en produkt- och tjänsteförsäljningsprocess 
kan skapas. 
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represents what a customer e.g. gives for being provided 
an offering. 

Value-in-use ..................................... The value a customer can gain from using a service. The 
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1 Introduction 

In this chapter the background, objective and research questions are presented. This is followed 
by a description of the case used in this study, Scania. Finally, the delimitations and report 
outline are presented. 

1.1 Background 
In a product-service system (PSS) both tangible products and intangible services are designed 
jointly to create value as a combined offering (Tukker, 2004). Many companies have 
traditionally focused their businesses to tangible products (Kindström, et al., 2012), but have 
now begun to shift towards PSS, meaning they have begun to add services and product-service 
offerings to their existing portfolios. Subsequently, the companies have therefore begun a 
servitization process.  

One of the reasons empowering the servitization, is the potential to gain competitive advantages 
(Matschewsky, 2016), by adding services and product-service offerings. Another reason driving 
the servitization, are the environmental benefits which can be emphasised through a product-
service system (Tukker, 2004). 

When implementing PSS in businesses it will require the addition of new competences, which 
will affect the already existing departments and internal processes, e.g. product development, 
human resources and, of course, the sale organisation (Kowalkowski, 2011). Kindström, 
Kowalkowski and Alejandro (2015) have noted that most studies within servitization have 
focused on service development, service implementation and configurations in strategy. While 
the knowledge about the product-service sale process is still limited. In the existing research, it 
has though been highlighted that firms successfully selling products struggle to sell product-
service offerings (Ulaga & Reinartz, 2011).  

What this struggle is due to is debated by researchers. Some say it is because the differences of 
characteristics (Kindström, et al., 2012) and value-creation (Grönroos & Ravald, 2011) between 
products and services. Meanwhile others claim it is because of miscommunication in terms of 
market analysis, customer needs and value proposition, between the service development 
department and the sale organisation working at the field (Kindström & Kowalkowski, 2009). 
Lastly, Kindström and Kowalkowski (2009) claims, one reason for the struggle is due to the 
salesperson’s and customer’s lack of knowledge of how intangible services can create value. 

Even though it is a struggle to sell, it is worth it, since Reinartz and Ulaga (2011) claim that a 
company can gain vast advantages against their competitors by offering services. Therefore, it 
is of high importance to investigate the reasons for the struggle, meaning the backstage 
activities and business processes, to enable the frontstage process, which in this case is the 
customers’ experience of the service (Holmlid, 2009; Overkamp, 2017; Polaine, et al., 2013; 
Stickdorn, et al., 2018). 

1.2 Objective 
The objective of this thesis is to identify challenges and subsequent improvement opportunities, 
within a product-service sale process. The focus is to study the process, from the salesperson’s 
perspective, and how the salesperson’s performance and conditions are influenced by other 
actors. Based on that focus, recommendations regarding how to improve the salesperson’s 
conditions, and how a product-service sale process should be improved, are developed. To 
accomplish the above objectives, service design methodologies are utilized, and a case company 
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will be studied.  

1.3 Research questions 
In this section the formulated research questions are presented, which aim at answering the 
previously presented objective. 

RQ1 Which actors influence the salesperson in the product-service sale process? 

The purpose of RQ1 is to start to map the current state, by gaining deeper knowledge about 
relevant actors, their connection to each other, and information- and value- flows between them. 
It is investigated if the actors affect the performance and conditions in the product-service sale 
process. The result of RQ1 is partly presented as system maps. 

RQ2 What is the product-service sale process and the conditions influencing it?  

The purpose of RQ2 is to advance the mapping of the current state. This is made by 
investigating how a product-service sale process is accomplished by the salesperson. The 
different activities in the product-service sale process, and the conditions provided from other 
actors to accomplish these activities, are investigated through the perspective of a salesperson 
responsible for selling the services. The answer to RQ2 is presented as a current state 
visualisation with a salesperson’s perspective. 

RQ3 Based on RQ1 and RQ2; What relevant improvement areas are there within the 
product-service sale process? 

The aim of RQ3 is to identify improvement areas within the product-service sale process today. 
Challenges are identified, and subsequent improvement areas are generated. The identification 
of improvement areas is critical for answering the following research questions. 

RQ4 How can the salesperson’s conditions, during the product-service sale process, be 
improved? 

Based on the most relevant identified improvement areas in RQ3 and salesperson’s needs, new 
concepts and recommendations for improving the conditions for a salesperson, in a product-
service sale process, are generated. The result of RQ4 is presented to the case company as 
recommendations for further development of salesperson’s conditions. 

RQ5 How should the product-service sale process be performed? 

Based on the most relevant identified conditions and challenges in RQ2 and RQ3, and relevant 
literature, recommendations of how a product-service sale process should be performed, by the 
involved actors, are generated. The result of RQ5 is presented as an ideal product service sale 
process. 

1.4 Case description 
The case company is Scania CV, a Swedish manufacturer of heavy vehicles, trucks and buses. 
Their head office, development unit and main production plant are all located in Sweden, but 
their offerings are sold in more than 100 countries (Scania CV AB, 2018-C). Scania CV is today 
a provider of PSS and offers both products and services. A categorisation of their offering, 
according to the PSS business models by Tukker (2004), states that it is highly product oriented. 
That means that the product can be utilized by itself, while the services only function together 
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with the product (R23, 2018). The services are therefore sold as an addition to the vehicles. 

Today, Scania CV explains the purpose of their services to be; facilitating for drivers, hauliers 
and workshops in their daily work, while using Scania CV’s vehicles (Scania CV AB, 2017-
B). It implies that the facilitation for drivers, hauliers and workshops, is provided as support to 
the users. The support is presented through different communication channels and meant to aid 
the development- and follow-up-activities in the drives’, hauliers’ and workshops’ businesses 
(Scania CV AB, 2016-A).  

Despite this, these services are not yet sold to the same extent as the products are. This is true 
for many of Scania CV’s markets (R23, 2018). Scania CV would though like to improve the 
uptake of services especially; since they are strategically moving towards a vision where entire 
transport solutions are offered, rather than only the products. Further, by finding improvement 
opportunities within the product-service sale process at two of their markets, Market X and Y, 
Scania CV wants to increase their knowledge about how the services are sold today, with an 
objective to become a better transport solution provider. 

1.5 Delimitations 
This thesis is delimited to investigate a phenomenon in a case company. Woodside (2010) 
categorizes the case study approach to be of a strategic character, with high accuracy, but low 
generalization. That means that the findings in this thesis, will be specifically bound to the 
studied phenomenon in this case. Though, the phenomenon itself, a sale process within product-
service systems, is not only bound to the case company’s context, but also exist in similar case 
companies (Ulaga & Reinartz, 2011).  

Secondly, this thesis is delimited to investigate one of the case company’s services, the “control 
package” of Fleet Management Services, see Chapter 3. The investigation is from a 
salesperson’s perspective, when selling services, face to face, in addition to a newly 
manufactured vehicle. Thereby, the sales of services to second-hand vehicles is not further 
investigated and should be examined in future studies. However, the areas of focus are to study 
the performed activities before and during the accomplishment of a service sale. Those activities 
are performed by the salesperson and are, in this thesis, defined within a backstage process that 
supports the overall service, the product-service sale process. Other, more on-going actions are 
also considered, if they affect the main activities within the product-service sale process. Even 
though the study is from the salesperson’s perspective, activities performed by other actors in 
backstage processes, which affect the salesperson’s conditions and actions and consequently 
the whole product-service sale process, are also considered. Customers are not interpreted as 
an actor in this thesis since they cannot influence the salesperson’s conditions. The main 
influence customers have on activities in the product-service sale process is to accept the service 
offer or not.  

Scania CV offers the same services to both buses and trucks, but this thesis covers sales to truck 
hauliers, because it is a more developed market area. Another delimitation is the number of 
markets included in this research, namely two. Despite the diversity of the two markets, 
generalising for all the markets, would require further research. 

Since time is a limited resource in this thesis project, challenges are identified, with 
improvement areas, but stating the final solutions to those challenges and implementing them 
are out of scope. The process of finding those solutions is, however, initiated through the 
facilitation of an ideation workshop at the case company. This thesis, though, is not 
investigating nor testing the improvement solutions further. The challenges identified, are 
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discussed, but not strictly prioritised among each other, since there are more factors to such a 
prioritisation than this thesis covers. 

1.6 Report outline 
1. Introduction – Aims to introduce the reader to the subject of this thesis by presenting the 

background, a short description of the case, objective, research questions and 
delimitations. 

2. Methodology – The research plan and the including steps within it is explained in this 
chapter. For each step, the utilized methods are presented and motivated. 

3. Case company description – A presentation of the case company and its products and 
services, with a focus on the service offerings.  

4. Literature study – The theories which supports the study are described. The main areas of 
the theory research include product-service systems, development of product-service 
offerings, challenges in product-service systems, franchise organization, values in a 
product-service system, and sales of service within product-service systems. 

5. Involved actors – Includes the first findings from data collection, which are analysed with 
an objective to answer RQ1. 

6. Sale process and conditions – Brings up the findings from data collection which are 
analysed to answer RQ2. 

7. Challenges within the sale process – Contains findings from data collection, which are 
analysed and aims at answering RQ3. 

8. Improvement of conditions – Includes findings from data collection, analysis and idea 
generation, which aims at answering RQ4. Future recommendations and ideas for 
improvement of conditions for the product-service sale process are also presented. 

9. The ideal product-service sale process – Findings from the analysis of literature study, 
applied to the case to suggest future recommendations for the product-service sale 
process. 

10. Methodology discussion – The research plan and its including steps, and the utilized 
methods are evaluated and discussed. 

11. Concluding discussions and conclusions – A summarization of the main results from the 
study is presented by answering the research questions. Further, recommendations for 
future work is presented. 

12. References – A list of all the references used in this study. 
13. Appendix – Interview questions, figures and pictures referenced in the report is 

presented. 
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2 Methodology 

In this chapter, the research strategy for the different work phases in the thesis is described. 
Further, each method within the strategy is presented with a theoretical background and 
justifications of how it is used and adapted to this thesis’s research questions. 

2.1 Case study 
The overarching aim with this thesis is to investigate the product-service sale process from a 
salesperson’s perspective. To address this goal, Scania CV and their product-service sale 
process is used as a case, to gain insights from real-life practice. 

A case study as a strategy for approaching this objective, is suitable since it aims to investigate 
a now existing or existed phenomenon in its real-life context (Yin, 1994). The real-life context 
will thereby provide actual insights to answer the otherwise general objective. The case study 
is accomplished through describing, understanding, predicting and/or controlling the 
investigated phenomenon (Woodside, 2010). Yin (1994) also recommends a case study 
approach to projects where the research questions are expressed in terms of “How?” and 
“Why?”. When conducting a case study, the literature emphasises the importance of using 
multiple tools, both qualitative and quantitative, to gain a successful result (Woodside, 2010). 
Woodside (2010) also categorizes the case study research to be a strategic approach with high 
accuracy but low generalization.  

2.2 Research strategy 
The execution of this case study is planned to be performed through the double diamond process 
for service design, please see Figure 1. It is approached with such a process for service design, 
because the product-service sale process in this case is perceived as an internal process, with 
the salesperson as its main character (R23, 2018). Such processes are, according to Polaine et 
al. (2013), also in great need of service design, to streamline and improve the company’s 
organisation, and customers’ overall service experience. Following, Stickdorn et al. (2018) 
states that to enable a valuable experience of a service, like the service offerings in this case, 
“you must get to grips with the backstage activities and business processes that enable the 
frontstage activities”. What Stickdorn et al. (2018) means by a backstage activity and business 
process is alike to what the service sale activities, performed by the salesperson in the product-
service sale process, are in this case. Further, since the salesperson is the main character, and 
the objective of this research is to identify challenges and improvement areas from the 
salesperson’s perspective, this research is conducted with a user-centred approach. This is 
recommended by Holmlid (2009) and emphasised through the double diamond process for 
service design, according to Overkamp (2017).  

The double diamond process of service design is frequently addressed and recommended by 
service design companies, like the design agency Fjord etc., when developing both services and 
business processes (Overkamp, 2017; Fjordnet Limited, 2018). The method is visualized and 
presented as a double diamond, which symbolizes that the study goes from a broad perspective 
(understanding user behaviours), to a narrow focus (focusing on challenges for the user), to 
become broad again (ideating improvement areas to challenges), to finally be narrowed down 
to an identified concept (Nessler, 2016). This is, according to Overkamp (2017), a method 
suitable for human-centred service design projects, where a current state should be identified in 
the beginning to set conditions for further improvement areas. 

According to Nessler (2016) the double diamond consists of the following four phases; (1) 
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research, (2) synthesis, (3) ideation and (4) implementation and subsequent activities (1) 
discovering, (2) defining, (3) developing and (4) delivering. Within each, the process is not 
expected to be completely linear. This description of the research strategy for this thesis, is 
according to the double diamond process, see Figure 1. However, since the focus in this case 
study is to investigate the current state, the first diamond consumes more resources than the 
second diamond. 

 

Figure 1 – The research plan for this case study, it is inspired by the Double Diamond (Overkamp, 2017; Fjordnet Limited, 
2018; Nessler, 2016). The research questions are answered in different phases, which can be seen in the figure.  

The work process for this thesis is further described in text, per phase, with complementation 
from Figure 2 and the pairing of methods to research questions. 

(1) The research phase includes problem formulation, literature study and empirical studies, 
interviews and focus groups, for data collection. The results from this phase are unstructured 
findings of data. The collected data from empirical studies becomes the base for answering to 
RQ1-RQ4. While findings from the literature study, becomes a base for answering to RQ1-RQ4 
and RQ5. 

(2) The synthesising phase starts with a broad analysis, through a thematic approach, of the 
previously collected data. During this phase, focus is on answering RQ1-RQ3. System maps 
are utilised to present insights to answer RQ1 and RQ3, about involved actors, their influence, 
provision of conditions and possible challenges in the process. Process journeys are then utilised 
to answer RQ2 and RQ3, about the salesperson’s general activities, conditions during the 
process as possible challenges. Results from this phase narrow down the scope of the thesis and 
defines the current state of the sale process with subsequent challenges and improvement areas. 

(3) The ideation phase includes another broadening of the scope. An idea generation workshop 
is conducted, to generate possible solutions for approaching the identified challenges and to 
answer RQ4. Furthermore, other recommendations, based on data collected from the literature 
study, are generated from a literature analysis, to answer to RQ5, about the ideal product-service 
sale process. 
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(4) The implementation phase, is not of focus in this thesis but, consists of a short evaluation 
and hierarchy of the identified improvement areas, both for improving salesperson’s conditions 
(RQ4) and for improving the overall product-service sale process (RQ5). The evaluation leads 
to the final recommendations to the case company, regarding future work.  

In Figure 2, research questions and methods are paired together to visualise and clarify by which 
methods and tools each research question will be answered. The methods are described in detail 
further down in this chapter.  

 

Figure 2 – Different methods used to answer each research question 

2.2.1 Problem formulation 

The problem formulation is created after a brief study of the case company and relevant 
literature. It is later complemented with additional information from the interview study’s first 
iteration. This is done since it is difficult to write a formulation without any knowledge at all. 
These steps, consequently, results in an identified main problem. Since many problems of this 
size are too complex to solve as a single problem it is divided into sub-problems (Ulrich & 
Eppinger, 2012), and later the research questions are formulated through iterative discussions.  

When formulating the research questions, the focus is to both investigate the current state and 
a future state. Therefore, the use of “What?” and “How?” is suitable when formulating research 
questions. According to Yin (1994), they contribute with a descriptive and exploratory character 
to the question. The descriptive formulation “What?” is suitable for the investigation of the 
current state, meanwhile the exploratory formulation “How?” is more suitable for discovering 
a future state.  

2.3 Literature study 
A literature study is conducted during the research phase, at the beginning of the research, with 
an aim to create an initial understanding of product-service systems, sales of product-service 
systems and important processes within. Hart (1998) argues that a literature study is crucial for 
the success of an academic research, since it will justify the results by providing an 
understanding of the subject areas in the objective. Further Creswell (2009) argues that the 
literature study is contributing with qualitative approaches to an academic research, since it 
aims at investigating the subjects in-depth. Hart (1998) also describes difficulties with 
narrowing down a topic because of the enthusiasm by the authors in the beginning. 

The result from the literature study will, in this thesis, be used as support when analysing 
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collected data. It will also function as a base for generating future recommendations for the case 
company. The subjects in the literature study are chosen with purpose to create an 
understanding, and to support the forming of a broader understanding of the case context as 
recommended by Oliver (2012). Literature has been collected from Linköping University 
Library Databases, Scopus, Google Scholar and from course literature in appropriate previous 
courses at Linköping University. Grey literature, i.e. non-published resources (Haddaway & 
Bayliss, 2015), are used to gain knowledge about the case company, their service offerings, and 
their core values. Brochures and the case company’s webpage are the main sources for that 
information.  

The search words used during the execution of the literature study are presented in Table 1. 

Table 1 – Areas in the literature study and search words associated with those areas. 

 

2.4 Data collection 
Case specific data is collected to answer the objective of this thesis. How the data is collected 
is described through the methods presented in the following chapter. 

2.4.1 Interview study  

The aim of the interview study is to provide a base for answering to RQ1, RQ2 and RQ3. This 
is accomplished through two iterations of interviews. In the first iteration, there is a focus on 
identifying which actors that influence the product-service sale process (RQ1). While it in the 
second iteration of interviews, is a focus on identifying the conditions a salesperson has, during 
the product-service sale process (RQ2), and what the challenges are from the salesperson’s 
perspective, within the product-service sale process (the base to RQ3).  

The themes and questions, to both the iterations of interviews, are based on insights that services 
often are comprised by highly complex networks of relationships between people, inside and 

Areas Search words
Product-service system (PSS) Business models 

Environmental incentives 
Design and development
Uncertainties and Risks
Risk management
Rebound effect
Relationships

Service design User-centric design
Integrated design

Value in Product-service system Value creation
Co-creation of value
Customer value
Provider values

Sales of services in PSS Value based sales
Structure of salesforce
Value based salesperson

Franchise organisation Relationships

Literature study search 
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outside the service organisation  (Polaine, et al., 2013). Thereby, an understanding of the 
service’s context is critical to make improvements  (Polaine, et al., 2013). The first iteration of 
interviews is conducted with a goal to understand the business and the technological 
development of the services themselves, while identifying involved actors and their influence. 
The second iteration is conducted with a goal to investigate the product-service sale process, 
from the salesperson’s perspective. The interview study is, during both these iterations, of a 
descriptive character, which is recommended by Yin (1994) to understand and define the 
current state. 

Before conducting the interviews, an interview guide per iteration is created, see Appendix A 
and Appendix B, and a memo is sent out to the participants. The memo is sent out to make sure 
that the interviewee will feel prepared and confident about the situation (Nessler, 2017). The 
interview guides are formulated based on a recommended approach from Wilson (2014). They 
are then performed with inspiration from the ten criteria of success, which is a recommended 
method by Kvale for successful interviews (Wilson, 2014), see Figure 3. The interview guide 
for the second iteration, Appendix B, are based on some of the insights from the first iteration. 
During both iterations, the questions are slightly reformulated for each interviewee to suit their 
area of expertise better. 

 

Figure 3 – A visualization of the ten success criteria, stated by Kvale (Wilson, 2014)  

For the first iteration of interviews, semi-unstructured interview questions are chosen, since 
they are formulated to enhance an open and guided conversation and are appropriate in the 
beginning of a research (DiCicco-Bloom & Crabtree, 2006). The semi-unstructured approach 
is suitable for the first iteration since the context is informal meetings, which require some 
bullet points if the conversation is running out or taking a wrong turn. During the two weeks 
period for the first iteration, in total twelve interviews are conducted with people working with 
business and technological development at Scania CV, see Table 2 and Appendix I. This 
number of interviewees are chosen according to recommendations by Guest et al. (2006), who 
endorse at least six interviews for an empirical study. The participants are selected with a goal 
to answer RQ1 and with regard to their working role, which is connected to service development 
and sales. The interviews are performed face-to-face at Scania CV’s office and are scheduled 
in advance as recommended by DiCicco-Bloom and Crabtree (2006).  
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Table 2 – List of respondents and participants in the first iteration of the interview study. 

 

For the second iteration, semi-structured in-depth interviews are conducted with salespeople at 
two of Scania CV’s markets, Market X and Market Y. The semi-structured approach is chosen 
since it tends to support the gathering of data, opinions, attitudes, and information about 
workflow, tasks and work artefacts (Wilson, 2014), which is desired for answering RQ2. 
Furthermore, according to Wilson (2014), a semi-structured framework may even enhance the 
revelation of previously unknown problems, which is desired for answering RQ3. The semi-
structured in-depth approach is utilized in this iteration since the context is more towards an 
interrogation, with the purpose to both answer RQ2 and RQ3, and therefore a structured 
questionnaire is necessary to be able to receive the desired answers in a limited time frame.  

The interviewees are approached either through phone interviews or face-to-face interviews. In 
total twelve interviews, Table 3, Table 4 and summarised in Appendix I, are held at 
distributors’, dealers’ and salespeople’s offices at Market X and Y. 

Table 3 – List of respondents and participants in the second iteration of the interview study, at Market X. 

 

Table 4 – List of respondents and participants in the second iteration of the interview study, at Market Y. 
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Phone interviews are held with five of the salespeople, at Market X, with the aim to obtain 
knowledge and base for answering RQ2 and RQ3. The phone interviews are preferable due to 
the geographical distance, as recommended by Wilson (2014). Wilson (2014), though, explains 
one weakness, with phone interviews, to be that the interviewee might be in an inappropriate 
context which influences their responds. On the other hand, the phone interviews are held 
during office hours, so the participants are in their offices, which according to Bernard (2011) 
is the right context and convenient. Further, the interviews at Market Y are performed through 
face-to-face meetings when visiting the salespeople’s offices. 

Semi-structured interviews are performed for all interviews, during the second iteration, when 
interviewing both over phone and face-to-face. The semi-structure approach is chosen since it 
tends to support the gathering of data, opinions, attitudes, and information about workflow, 
tasks and work artefacts (Wilson, 2014). Furthermore, according to Wilson (2014), a semi-
structured framework may even enhance the revelation of previously unknown problems, which 
is desired for answering RQ3.  

During all the interviews, at both the first and second iteration, audio-recoding and note-taking 
are used as documentation types, which is highly recommended by Bernard (2011) and 
DiCicco-Bloom and Crabtree (2006), to support the human memory. This approach is beneficial 
since it enhances perceptiveness and consequently gives the interviewers more flexibility in 
asking questions. The audio-recordings are transcribed after the interviews, to facilitate the 
further translation from data into insights. 

Further in this thesis, statements and assumptions made by the respondents from interview 
study, first and second iteration, are referred to as RXX. 

2.4.2 Focus group  

To complement the data collected from the interview study, two different focus groups of 
salespeople is gathered, to conduct interactive workshops. According to Wilson (2014), a focus 
group is a qualitative research method, which in this case is preferable, since an advanced 
mapping of the current state is wanted to answer RQ2 completely. Salespeople are chosen as 
the focus group, since they are the main actors, which is recommended by Wilson (2014), within 
the salesforce and the product-service sale process. Further, the workshops are performed at 
two different occasions, the first time at Market X (Table 5 and Appendix I) and the second 
time at Market Y (Table 6 and Appendix I). At both occasions, the focus group is small, 
consisting of one or two salespeople. During the workshops, the facilitators, which are the 
authors of this thesis, guide the participants through a series of exercises and questions. 

Table 5 – Participants at the focus group at Market X.  

 

Table 6 – Participants at the focus group at Market Y. 
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The purpose of gathering this focus group of salespeople, is to understand their attitudes, 
perceptions, values, activities and dependencies during the product-service sale process, as 
recommended by Wilson (2014). Thereby, the exercise facilitated with the focus group, is an 
interactive mapping of the service sale activities within the product-service sale process, 
through the salesperson’s perspective. According to Wilson (2014), this type of activity should 
be conducted when opinions about specific activities/actions/events are searched for, which is 
suitable for this study. 

Before the workshop, materials are prepared; sticky notes of different colours to enable color-
coding of activities, a template to visualise a time-line and pencils for the participants. An 
instructive description of the exercise is formulated, and complementary semi-structured 
interview questions are prepared with an aim for qualitative discussions, Appendix C. In the 
beginning of the focus group an introductory and participatory warm-up activity is held with 
the purpose to get the participants to think creatively and critically, which is recommended by 
Berkman (2013). The visual result from the workshop is saved and digitalised, to later be used 
as basis for analysis and process of translating data into insights. 

Further in this thesis, statements and assumptions made by the participants from the focus 
groups are referred to as RXX and PXX. 

2.5 Analysis of data and visualization tools  
Firstly, the collected data from the interview study and focus groups, are thematically analysed, 
since insightful analysis result can be generated (Braun & Clarke, 2006). Secondly, some of the 
results are further analysed through visualization tools, which supports the communication of 
the analysis result better (Diana, et al., 2009). Systems maps and process journeys are utilized 
in this research, which can communicate and analyse both an “as-is” state and a “to-be” state 
(Fjordnet Limited, 2018). In this research though, the visualization tools are used to describe 
the “as-is” state. 

2.5.1 Thematic analysis 

The collected data is thematically analysed (Braun & Clarke, 2006) based on Grounded Theory 
Methodology (Stottok, et al., 2011), which consists of three tactics of how to categorize data; 
open coding, focused coding and axial. The two latter tactics are used in this research. 

The focused coding aims to find specific categories within the data, which is identified by 
correlating statements and citations and a division of them into categories (Stottok, et al., 2011). 
To facilitate the focused coding, a recommended approach called colour coding is utilized 
(Miles & Huberman, 1994). The colour coding differences the categories by using different 
colours and is conducted both analogously and digitally. Further, the categories are divided to 
overall themes. 

Axial coding succeeds from focused coding and aims at finding the relationships between the 
pre-identified themes (Stottok, et al., 2011). By analysing according to this approach, insightful 
results of the underlying main problem can be disposed, with subsequent consequences (Jugder, 
2016). 

2.5.2 Systems map 

The results from thematic analyses of the interview study and the focus groups are further 
analysed through systems map (Diana, et al., 2009) to support and answer RQ1. A system map 
is, according to Diana, Pacenti and Tassi (2009), an abstract and synchronic visualisation, which 
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is suitable when describing complex relationships, structures and processes. The systems map 
is also utilized to communicate the result from the data analysis (Segelström, 2009).  

The first system map presented in RQ1 visualises the involved actors and the relationships 
between them, according to recommendations by Diana, et al (2009). The actors are chosen 
with regards to Edward Freeman’s (2010) definition, “An actor is defined as any group or 
individual who can affect or is affected by the achievement of the organisations objectives”. 
The organisation, in this research, is represented by Scania CV, since their objective is to 
develop and sell the product-service offerings, meanwhile the groups and/or individuals, which 
get highly affected by the objective of the organisation, are thereby interpreted as actors.  

Meanwhile, the second system map visualises relationships and information flows between the 
actors. The information flows are interpreted as conditions for salespeople. Conditions are, in 
this thesis, defined as a necessary activity, piece of data or tool, that must be performed, 
provided, communicated or utilized by the salesperson during the sale process. 

2.5.3 Process journey 

The results from the focus groups are further analysed through process journeys and supports 
to answer RQ2. In this research, the process journeys describe what a salesperson is feeling, 
thinking and doing (Polaine, et al., 2013) in the product-service sale process. Segelström (2010) 
states that there is little research done on methodology for conducting such journeys but 
summarizes what elements that recurs in many cases. The elements stated by Segelström (2010) 
are; time-aspects, interactions and emotional triggers. Those elements are, while creating the 
process journeys in this research, combined with the feeling, thinking and doing-elements, 
which Polaine, Løvlie and Reason (2013) recommends. 

2.6 Recommendations 
To answer RQ4 and RQ5 in terms of recommendations executive approaches are applied. An 
idea generation workshop supports to find ideas of how to improve the salesperson’s conditions, 
and consequently answer RQ4, meanwhile an analysis of relevant literature aims to answer 
RQ5. The approaches are further described in the chapters below. 

2.6.1 Idea generation workshop 

To answer RQ4, an idea generation workshop is conducted with the aim to generate ideas of 
how to improve a salesperson’s conditions. The generated ideas are expected to improve the 
salesperson’s conditions by both solving previously identified challenges and fulfilling the 
salesperson’s wishes to conduct a value-based selling. 

Ten people from sales, marketing and, business and service development at the case company 
participated in the workshop. The participants, please see Table 7 and Appendix I, are mainly 
new participants to the study (P2-P9), except from two previous respondents from the first 
iteration of the interview study (R4 and R5). The duration of the workshop is 120 min. The 
authors of this thesis only participated in the workshop as facilitators, to enhance the 
participants’ expert knowledge about actual feasible actions and to steer the generation of ideas 
so that they aim at fulfilling salespeople’s improvement wishes and target the focus areas. 
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Table 7 – The participants at the idea generation workshop. 

 

Before the workshop, guidelines are formulated to function as inspiration for the participants, 
and also to narrow down the scope of the workshop. The guidelines are formulated as a list of 
salesperson’s wishes and focus areas, please see chapter 8.1. 

The salespeople’s improvement wishes are based on the thematic analysis of results from the 
second interview iteration and literature about sale of product-service offerings. They aim to 
capture the salespeople’s general needs to conduct a value-based sale process. The list of wishes 
is formulated due to the advice of Ulrich and Eppinger (2012), which say it is a necessity when 
developing solutions to address someone’s challenges and problems. In this study, the list is 
conducted to ensure that the insights, data and requirements collected in the interview study 
and focus group, are represented when developing concepts for improvements. 

When creating the list of wishes, the formulation and structure presented by Ulrich and 
Eppinger (2012) is neglected since it mainly considers targeted needs, meaning that they will 
contribute to a physical product. The wishes formulated in this research has more of a holistic 
approach, meaning that they focus on improving the value-based sale process by enhancing the 
already identified conditions, which mean the solution can be amplified in many various ways. 

To create good practical prerequisites before the workshop, necessary tools and equipment are 
also prepared, and the participants are informed in before-hand of the aim of the workshop and 
the agenda. The idea generation workshop is executed by the prepared workshop guide. Firstly, 
the participants are briefed about the challenges, the focus areas and the salesperson’s wishes. 
Secondly, the workshop facilitation is presented, and then the workshop begins. 

During the workshop, each focus area is presented one by one, and through individual 
brainstorming the participants writes down their ideas on post-its. Individual brainstorming is 
chosen over group brainstorming, since it often creates better ideas, meanwhile group 
brainstorming is more effective (Mind Tools Content Team, 2018). Thereby the participants 
start by ideating for themselves and then after a couple of minutes, they present their ideas for 
each other, and discuss them to further develop, improve and realise the ideas (Russel, 2017). 
This process is repeated until all the focus areas are completed. 

After the workshop, the post-its used for writing ideas are collected, and the ideas are 
thematically analysed by the approach mentioned in chapter 2.5.1. The thematic analysis mainly 
supports the merge of ideas and the development of a hierarchy within them. The highest ideas 
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in the hierarchy are slightly developed and explained further.  

2.6.2 Literature analysis 

Ideal sale process recommendations (RQ5) are succeeded by a review of the literature study in 
chapter 4. The literature is selected regarding its relevance to the case characteristics. The case 
characteristics are specified by the already identified challenges in chapter 7, but also more 
fundamental characteristics e.g. a franchise network with many actors.  

The recommendations have a holistic approach, meaning exactly how the recommendations 
should be performed is not specified. The holistic approach is visualized by a black box. The 
main aim of the recommendations is to, through a holistic approach, give the salesperson ideal 
conditions to perform a product-service sale process. 
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3 Case company description 

In the following chapter, information regarding the case company, their different core values 
and their products and service offerings are presented. The products and services in this chapter 
is only a sample from the case company’s services and are selected due to the scope of this 
thesis. 

3.1 Scania CV 
Scania CV was founded in 1891 and is today one of the world’s leading manufacturers of heavy 
trucks and buses with products and services in more than 100 countries (Scania CV AB, 2018-
C). Together with technical innovation, a modular system has been one of Scania’s core drivers 
for development and success. It has been developed over several years and includes both 
products and services (Scania CV AB, 2017-B).  

Scania CV now has around 45000 employees and more than 1600 workshops and 14000 service 
technicians around the world. Research and development operations are mainly located at the 
main office Scania CV in Södertälje, Sweden, and the production sites are situated in following 
countries; Sweden, France, Netherlands, Argentina, Brazil, Poland, Russia and India. Scania 
divides their sales areas into different geographical markets, these markets are each one 
organised as a franchisee to Scania CV and called a distributor. A distributor consists of a 
network with workshops, service technicians, dealers and salespeople, all working with the 
Scania brand. A Sales & Marketing division at Scania CV works, among other things, with 
checking and following up on sales of trucks and services at each distributor (Scania CV AB, 
2018-B). 

The main core values at Scania are; customer first, respect for the individual and elimination of 
waste (Scania CV AB, 2018-C). These are described to be strongly interrelated for guiding 
actions in business development. During the merger of Scania into Volkswagen Truck & Bus 
in 2016, these core values were complemented with; determination, team spirit and integrity. 
Furthermore, since a couple of years, sustainability has been stated as a core driver for Scania’s 
future development (Scania CV AB, 2018-C). From now on, Scania is a provider of transport 
solutions, which they describe as; “tailored solutions for use in a wide range of applications, 
allowing operators to increase their efficiency and performance while reducing environmental 
impacts” (Scania CV AB, 2018-D). 

3.2 Products 
Scania CV describes their products as; trucks, buses and engines. The trucks are designed to fit 
different purposes and applications. The applications can either be for construction, long 
haulage and distribution, or for; construction, retail, manufacturing, courier and postal, 
petroleum and chemicals, agriculture, forestry and mining, which are more industry adapted 
(Scania CV AB, 2017-B). 

Today all the newly manufactured trucks at Scania are standardized to hold a communicator 
called C200 or C300. This is a hardware/black box managing vehicle data, positioning and 
wireless communication, which enables connectivity to the vehicle (Scania CV AB, 2017-B).  

3.3 Connected services 
Scania’s Fleet Management Services (FMS) are developed with the purpose of being “The 
Digital Haulier” for the customer (Scania CV AB, 2016-A). A collection of tools provided 
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through FMS helps the customer to identify and use key details needed to increase the 
productivity of their fleet. Since all newly produced Scania vehicles are equipped with the 
communicator (C200 or C300) the system enabling FMS is already installed in all new Scania 
trucks. The customer only needs to activate the subscription and will then be provided with data 
and tools. 

Scania FMS consists of three different service packages. These are the Monitoring package, 
Control package and Data Access package (Scania CV AB, 2016-A), see visualisations of the 
packages in Figure 4. Despite the difference between these packages they all share the benefits 
of being an aid for the customer to be environmentally smart, to cut fuel consumption and to 
help identify vehicles that are not being driven optimally. Monthly and yearly summary reports 
are provided to identify long-term trends and patterns.  

 

Figure 4 – Visualisations of the different packages of Fleet Management Services (Scania CV AB, 2016)  

The Monitoring package includes a weekly summary report, sent by email, covering how all 
the fleet’s vehicles are performing (Scania CV AB, 2016-A). The customer is also provided 
with a monthly and a yearly monitoring report to spot trends and patterns for the fleet’s 
performance. This package focuses on individual vehicles rather than on individual drivers. 
Through the monitoring package the customer also gets access to the service planning function 
of the FMS service. This function is accessed through a login on the Fleet Management Portal 
and gives an overview of all the equipment in the fleet and service plans. The Scania Fleet 
Management App is also free of charge and gives the customer’s drivers access to the “defect 
reporting” function, enabling them to instantly report problems or incidents with equipment. 
The monitoring report contains information about fuel consumption, CO2 emission levels, 
coasting, economical speed, idling and heavy breaking. 

The Control package, which is of focus in this thesis, is an upgrade of the Monitoring package 
in numbers of functions accessed by the customer (Scania CV AB, 2016-A). It contains an 
advanced set of services that help fleet owners utilize vehicle and driver follow-ups. As with 
the Monitoring package, the Control package allows access to the Fleet Management App 
(FleetApp), the Fleet Management Portal (FMP) and all the information included in the 
Monitoring package. The package also contains of driver evaluation, vehicle evaluation, fuel 
reports, event reports, vehicle tracking, fleet position, environmental reports and a messaging 
service. Different data reporting intervals are available, as a customer you can choose between 
updates with 10, 5 or 1 minute intervals.  

The Data Access package is a way for a customer, who has their own FMS system, to access 
vehicle data from Scania vehicles. The vehicle data follows the remote FMS-standard (rFMS) 
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and the package is an alternative for customers with mixed fleets. Also, in this package, a 
customer can choose between update intervals with 10, 5 or 1 minute intervals. 

  



 

20 

  



 

21 

4 Literature study 

The literature study includes academic information concerning product-service systems, 
development of product-service offerings, value in product-service systems, challenges 
associated with product-service systems, franchise organisations and sales of services. Further, 
the sale cycle, sale organisations, a sale persona and value based selling is presented with focus 
on both product sale and service sale. Finally, theory regarding franchise organisations is 
presented.  

4.1 Product-service systems 
Product-service system (PSS) can, according to Tukker (2004), be defined as a system 
“consisting of tangible products and intangible services, designed jointly so that they are 
capable of fulfilling specific customer needs”. Mont (2002) describes it similarly as “a system 
of products, services, supporting networks and infrastructure that is designed to be: competitive, 
satisfying customer needs and have a lower environmental impact than traditional business 
models”. The offers vary in how much a service matter in relation to the product in a product-
service offering (Tukker, 2004), and therefore a product-service offering can be offered with 
different levels of integration between product and service (Matschewsky, 2016). According to 
Tukker (2004), there are different classifications of PSS business models which explain 
differences from e.g. product-related offerings to result-oriented offerings. The PSS business 
model contribute to an increased competitiveness for a traditional manufacturing company, by 
adding new sources for creating value (Tukker, 2004).  

The classifications are divided into three categories and are previously proposed by Behrendt, 
et al. (2003) and Brezet, et al. (2001). The categories can be described as product-oriented, use-
oriented and result-oriented, see Figure 5. The figure visualises how the source of value and 
responsibility changes when the offering transforms from product-focused to service-focused 
(Matschewsky, 2016). Each category itself includes, according to Tukker (2004), a PSS 
business model with different characteristics in terms of economic and environmental factors. 
Throughout these three categories of PSSs, Tukker (2004) lists eight types of subcategories 
with different characteristics. The following model, see Figure 5, is based on the fundamental 
model from Tukker (2004). 

 

Figure 5 – The different business models of product-service systems as described by Tukker (2004). 

The product oriented business model, in Figure 5 above, is described further in this thesis since 
it matches with the case company’s PSS business model. The product oriented business model 
implicates a product as the main component in the offering, and the services are sold as add-
ons. These services are mainly needed during the use phase of the product and are for example 
maintenance contracts. 
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4.1.1 Environmental benefits from product-service offerings 

According to Lindahl et al. (2013), product-service systems improve the environmental and 
economic aspects compared to traditional product offerings for businesses. The improvements 
are described to be consequences from the shift of incentives for the provider, which appear 
when a provider moves towards becoming a product-service system provider. By the shift of 
incentives, they mean that consequences appear because the provider for a product-service 
offering must take greater responsibilities for the whole lifecycle of the offering, in comparison 
to a traditional product provider. The greater the responsibilities become, the greater the 
incentives will be for the company to sustain resource efficiency. Earlier, Tukker (2004) has 
also stated that there are possibilities for environmental benefits with a product-service system. 
Thereby, Tukker (2004) explains that the more result oriented a product-service offering gets, 
the greater the opportunities are, for minimising resource usage. Matschewsky (2017b) has 
visualised this increase as the following modification to the model stated by Tukker (2004), see 
Figure 6. 

 

Figure 6 – A modification to the model by Tukker (2004) to visualise the increased sustainability for result-oriented product-
service systems 

The concept called rebound effect is described consequently from energy efficiency savings, 
by Berkhout et al. (2000), and is itself often referred to when discussing the environmental 
effects from product-service systems. Further, Matschewsky (2017b) refers to the rebound 
effect, and describes it to be a phenomenon which can appear when efficiency savings are 
accomplished in a providing company. The efficiency savings then allows the company to 
invest in new consumptions, which can aggravate the e.g. environmental consequences, and 
instead of increasing resource efficiency, the result is a worse environmental performance for 
the company. According to Berkhout et al. (2000) there are both first-order and second-order 
rebound effects, which means that actors connected to each other in an actor chain will 
consequently be affected one-by-one by the rebound effects. Also, the concept of rebound 
effects can be likened with the concept of sub optimisation, which is described by Lindahl 
(2017) as following “when parts in a system are optimised at the expense of the complete 
picture”. 

4.2 Development of product-service offerings 
In the following chapter, literature regarding important factors in the development process of 
product-service offerings are brought up. 
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4.2.1 Integrated development 

According to Zhang & Banerji (2017), the development process of a product-service offering 
“refers to the overall approach when turning intangible ideas into measurable deliverables”. 
Thereby, they mean that an integrated development process, of both products and services 
simultaneously, is needed for product-service offerings. The traditional product development 
process, with ideation, screening, prototyping, testing, manufacturing and commercialization 
does not solely suit a product-service offering, mainly since the service-part of the offering is 
intangible and cannot be stored. Further, the need, for an integrated development process for 
products and services, is something Matschewsky (2017a) also recommends. 

4.2.2 User-centric development 

What the development processes for product-service offerings, products and services have in 
common is that all of them, preferably, should have a user-centred approach to be successful 
(Cooper, 1999; Kindström & Kowalkowski, 2009; Anderson, et al., 2006). This means that, no 
matter if you are designing for a new or existing offering, the way of designing it should be 
through listening to the voice of the customer (Polaine, et al., 2013). Further, a user-centred 
approach starts with a need to understand the user’s needs in early phases of the design process 
i.e. a market analysis (Mattelmäki & Visser, 2011). This is supported by the three Conference 
Board studies, that Cooper (1988) mentions in his study, which concludes that the number one 
reason why offerings fail is due to a scarce market analysis. Managers in the same study 
confessed that the failure of the offerings was due to a serious misreading of customer needs, 
too little field testing, and overly optimistic forecasting of customer needs and acceptance. 
Studies has also shown that, nevertheless how good the offering is, if it does not meet the 
customers’ needs there is no base for a sale (Rackham, 1998).  

Holmlid (2009) agrees and describes that by using customers’ personal experiences and needs 
in the development process, more successful, suitable and targeted offerings can be developed. 
Also, Yu & Sangiorgi (2018) states that focus, in development processes, should be on customer 
experiences with a value-in-use perspective. Concluding, development- and innovation 
processes, that are user-centred, generates more and greater advantages over a manufacturer-
centric approach (von Hippel, 2005).  

4.3 Value in product-service systems 
Important when developing services, or servitizing product-focused businesses, is, except for 
the integration- and user-centric approach, that the service proposition is thought through 
(Polaine, et al., 2013). A service proposition is defined by Polaine, et al. (2013) to be equal to 
the traditional business proposition, but includes both the customer’s perspective and the 
business’s perspective. Further, while combining the business- and customer- perspectives in 
the service proposition, value propositions become important (Osterwalder, et al., 2018). 

According to Tukker (2004), the ability to create and capture value for all the actors is the key 
to a successful PSS. The value of a product-service offering consists of both tangible and 
intangible components. The tangible values are described as objectives, and are measurable 
resources e.g. time input and cost of capital saved. The tangible value is therefore clearer, since 
a customer can easily make an objective calculation of product related- and hidden costs. 
Meanwhile, intangible values are subjective, and can be described as additional experiences to 
the objectives. Intangible values are, for example, described in terms of knowledge, experience 
and emotion (Matschewsky, 2016). The subjective value can be a key to success or failure of 
many products and services in the consumer market (Tukker, 2004).  
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4.3.1 Co-creation of value 

Value in a product-service offering is, according to Vargo, Maglio and Akaka (2008), jointly 
created by providers and customers through interactions, and determined by customers during 
the consumption phase. This co-creation of value is described as a process by Matschewsky 
(2016), since the activity is reoccurring multiple times throughout the lifetime. Grönroos and 
Gummerus (2014) states that a value co-creation process consists of a provider sphere, a joint 
sphere and a customer sphere. In the provider sphere, companies produce resources and 
processes for value propositions, while in the customer sphere, customers lead the value 
determination by integrating their own resources into the provider’s proposition. Interactions 
between providers and customers happen in the joint sphere, and that is also where the actual 
value co-creation happens, see Figure 7. 

 

Figure 7 – Visualisation of value co-creation model by Grönroos & Gummerus (2014) 

The value co-creation process must be conducted through the combined effort and commitment 
from the firms, shareholders, employees, customers and other entities that relate to any potential 
exchange in the product-service offering (Vargo, et al., 2008). If one of the mentioned actors 
are failing in their commitment, a loss of perceived value for several of the actors could be the 
consequence (Sakao, et al., 2013).  

4.3.2 Value propositions 

Value proposition nowadays, is a phrase which circles around in business networks, but it 
seems, according to Anderson et al. (2006), like the knowledge about how to develop a 
successful customer value proposition and making it convincing, is limited. Walsh (2013) states 
in later research, that the definition of a value proposition is like a promise, made by a provider 
of a tangible or intangible product, to the customer. The promise itself goes beyond physical 
characteristics and involves the utility, which can be enjoyed by the customer when maintaining 
the offering. The utility is manifested in emotional- or self-actualization- beneficial factors.  

According to Anderson, et al. (2006), each value proposition should be distinctive, measurable 
and sustainable, to stay competitive. Which means that the value should differentiate itself from 
competitors, be based on tangible benefits, which can be measured and translated into monetary 
terms, and it should also deliver continuous value to the customer over a period. Lastly, 
Anderson et al. (2006) claims that, a properly constructed and communicated customer value 
proposition can make a significant contribution to the provider’s business strategy and sale 
performance. 

4.3.3 Customer value 

Customer value is according to Ulaga and Chacour (2001) defined as the trade-off between 
perceived benefits and sacrifices. Value is also relative to competition, and the value of the 
same offering can be perceived differently by different customer segments. Zeithaml (1988) 
explains customer value as “what a customer gets for what it gives”, which is not only 
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considered as monetary value, but also explained in terms of time, effort and other resources. 
To create true customer value is a challenge, according to Zhang and Banerji (2017), since the 
value perceived by a customer might not be the value perceived by the provider. Further, a 
customer used to traditional sale of products, and subsequent values, might be persistent to a 
change towards services and all what that entails, which makes it even more important to create 
true customer value (Zhang & Banerji, 2017).  

4.3.4 Provider value 

Provider value is, with a product-focus, to make and distribute tangible things with the aim to 
be sold with an economic exchange (Vargo, et al., 2008). The provider’s manufacturing process, 
which might include resources from other stakeholders, embed value and utility into goods. 
These goods then represent a value for the provider with regards to a market price of the 
offering, which is entirely monetary. Further, provider value can, in a PSS, be measured in more 
dimensions than the monetary, since the value-creation process is circular (Matschewsky, 
2016). Dimensions to measure provider value are then for example; environmental value, 
customer relations, information, ownership and control, and time to market. 

4.3.5 Relationships in product-service systems  

A previous master thesis performed at Scania CV and Linköping University by Wahlman 
(2017) has been investigating the relationships in the co-creation and co-production of services. 
Wahlman (2017) states that the traditional concept of a dyadic relationship in a product-service 
system, where one part is buying and the second part is providing the offering, should be 
questioned. In international contexts and relationships, the providers are often represented by 
an intermediary part located in the customer’s geographical area, and the relationship is 
therefore triadic (Havila, et al., 2004). An exception arises, when the intermediary part function 
as a mediator between the provider and the customer, meaning no direct contact between 
provider and customer exists (Havila, et al., 2004). Further, according to Havila, Johanson and 
Thilenius (2004), the actors within the triadic should all have direct and equal contact with each 
other. 

Kowalkowski, et al. (2016) have been investigating value propositions in the triadic 
relationships, where three actors are involved. They have also analysed the development of a 
triadic value proposition and discontinuous effects from service initiatives and relationships 
among actors in a manufacturer-dealer-user triad. Developing a value proposition is of critical 
strategic value for marketing managers and salespeople, since without it is not possible to sell 
(Anderson, et al., 2006; Rackham, 1998). Adopting a triadic perspective while developing value 
propositions can therefore increase the viability of service systems and provide a more 
compelling offering to all interested stakeholders.  

Since product-service systems often involve more actors than a traditional dyadic relationship, 
a broad perspective is needed when developing the associated value propositions (Wahlman, 
2017). However, Wahlman (2017) states that future research should investigate whether these 
relationships should be triadic or as a network of dyadic relationships. It should also be taken 
into regard if the value proposition of a triadic relationship should be transitive or intransitive. 
In the transitive relationship, connections and value-co-creation exists between all involved 
actors. Further, the intransitive relationship can be described as a chain of connections, in which 
the first actor has no direct connection, for value-co-creation, to the third actor. Kowalkowski, 
et al. (2016) states that the transitive relationship, in a triad, is preferable if one wants to achieve 
maximum potential of the value proposition. Kowalkowski, et al. (2016) also states that the 
transitive relationship allows all involved stakeholders to participate in the production of value. 
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4.4 Challenges in product-service systems 
There is, according to Zhang & Banerji (2017), a wide consensus in academia and business that 
servitization of manufacturing businesses brings financial, strategic and marketing benefits to 
companies to address challenges of business growth. But the transition into being a service 
provider might be full of challenges (Matschewsky, 2017a). Zhang & Banerji (2017) discuss 
the main categories of challenges, these are organisational structure, business model, 
development process, customer management and risk management.  

4.4.1 Organisational structure 

Challenges regarding organisational structure are according to Zhang & Banerji (2017) often 
referred to as an allocation of work roles and how the management should adopt into controlling 
internal activities and mechanisms to support the implementation of new business strategies. It 
is commonly known that product-focused organisations have developed an internal structure 
with divisions, product development, marketing, sales, retail and customer service, all working 
in silos (Polaine, et al., 2013). That means that traditionally each one of the divisions has been 
working towards their own contribution to the final offering. Staff working in such conditions 
tends to focus on the efficiency of their step in the value chain rather than the quality of the 
complete customer experience, “services created in silos are experienced in bits”. Another 
problem that occur, when working in silos, is that quality can tend to vary throughout the 
interaction points/ touchpoints of the service. 

The shift of focus from products to services is challenging for a transforming organisation, since 
it also requires a shift from a traditional manufacturing culture to a product-service culture 
(Martinez, et al., 2010). Zhang & Banerji (2017) states this is because of the change in the 
value-creation process. Value in a servitized organisation, is delivered through a bundle of 
manufactured products, wrapped in service offerings and provided through service personnel. 
Baines, et al. (2009) says that employees in a manufacturing firm understand the concept of 
products better than they know their service offerings, especially when the firm operates with 
an integrated product-service offering. Basic services like insurance, overhaul and repair are 
though easier to understand since they exist to enhance the products functionality as it is. 
Polaine, et al. (2013) states that there is a great challenge with the current industrial legacy of 
treating services like products, which means that services developed with such a legacy keep 
on disappointing the users. Instead services are about interactions between people and should 
therefore be designed user-centric. 

The performance of a service offering is, according to Zhang & Banerji (2017), purely based 
on the service personnel, their direct connection to the customer and their speciality of service 
delivery. They also mention the difficulties of forming an organisational structure in a servitized 
manufacturing company, since product and service teams are used to being managed separately. 
Consequently, a greater involvement of internal stakeholders who are key for both product and 
service design is a success factor in product-service systems (Matschewsky, 2017a). The 
previous impact from lean development on the manufacturing industry, during the recent years, 
has been all about the concept of cooperation, especially between design and manufacturing 
divisions, to increase effectiveness. Today, the consequences from product-service systems are 
enhancing the needs and challenges for a similar cooperation, but between design and sales- or 
service- divisions, to increase customer awareness and the effectiveness of service design 
(Polaine, et al., 2013). 
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4.4.2 Business model 

A business model is according to Zhang & Banerji (2017) representing the core of logic on how 
a company creates value and delivers it through propositions to its customers. When a 
manufacturing organisation goes through a servitization, their value-delivery changes to value-
co-creation and employees need to focus more on customers’ perspective. According to 
Barquet, et al. (2013) the change of business models and value-creation processes, have effects 
on costing and pricing for the offerings as well. Since both costing and pricing are mechanisms 
mainly related to the value creation, there might be a potential increase of cost for a service 
offering in relation to the cost of production for the initial product. This consequence might 
meet disagreements by customers, since they face a higher price for a function than they are 
used to. 

4.4.3 Development process 

According to Zhang & Banerji (2017), the development process of a product-service offering 
is a challenge due to the jointly development of tangible and intangible values. Matschewsky, 
(2017a) advises to use an integrated development process, which are further described in 
chapter 4.2.1. A shift of activities from product development oriented to product-service 
development oriented is stated as necessary (Zhang & Banerji, 2017). Lastly, due to the “new” 
intangible values, a higher customer engagement is recommended to ensure outputs match 
needs (Anderson, et al., 2006; Polaine, et al., 2013). 

4.4.4 Customer management 

Zhang & Banerji (2017) have summarized the customer management- related challenges when 
being a PSS provider and Carbonara & Caiazza (2010) confirms it through discussing market 
uncertainties. Firstly, to buy solutions is a quite new concept for the customer, who is therefore 
dubious about it (Zhang & Banerji, 2017). Secondly, the change of ownership in highly 
integrated PSS makes the customers uncertain, since they want to stay in control over the 
products. Lastly, to offer services, the provider often must collect customer data, which is not 
always appreciated by the customer. The customer might reject the information sharing due to 
confidential issues. 

4.4.5 Risk management 

To be a product-service provider is considered more precarious than being a traditional product 
manufacturer, due to the increased responsibility during the offerings whole lifecycle 
(Matschewsky, 2016). Non-profitable servitized offerings is another risk, since they do not 
produce the expected returns (Zhang & Banerji, 2017). 

Further, all the above-mentioned challenges can be interpreted as potential risks due its 
definition formulated by Sakao, Kumar and Trinh (2013), which is further described in chapter 
4.4.6. 

4.4.6 Uncertainties and risks 

An uncertainty is defined by Sakao, Kumar and Trinh (2013) as state of absence of information 
related to a future event. An uncertainty is classified as either aleatory or epistemic (Sakao, et 
al., 2013). An aleatory uncertainty is an uncertainty that cannot be foreseen in advance, while 
an epistemic uncertainty is due to lack of knowledge (Kumar, et al., 2013; Sakao, et al., 2013). 
Uncertainty has two types of effects: risk as a negative effect, and opportunity as a positive one. 
Risks are often defined as the probability of uncertainties leading to loss, failure and unexpected 
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consequences (Zhang & Banerji, 2017). To maximize the benefits and to reduce the risks, 
Sakao, Kumar and Trinh (2013) advise to first identify and address the uncertainties. 

Kumar, Trinh and Sakao (2013) have identified, through a thorough literature study, ten 
different areas of uncertainties connected to the planning, design and development phases of a 
product-service offering. Four of the ten uncertainties are described briefly in Table 8Fel! 
Hittar inte referenskälla. below. 

Table 8 - Shows the uncertainties relevant for this research, stated by Kumar, Trinh and Sakao (2013). 

 

4.5 Franchise organisation 
According to the International Franchise Association, IFA, (2018), franchising is defined as a 
continuous relationship between the franchisor and the franchisee, where the franchisor (case 
company) provides a license for the franchisee (dealer) to work under the company name and 
sell their products and services. It is also the franchisor’s responsibility to assist the franchisee 
in organizing, training, merchandising and management (IFA, 2018). The US Department of 
Commerce claims that it is also the franchisor’s responsibility to provide the franchisee with 
operating manuals, tools, marketing plan and a continuing process of assistance and guidance 
(Alon, 2006). According to Alon (2006), the training of the franchisee’s employees also lays 
within the franchisor’s responsibility. 

To have a successful franchise business model, it is necessary to have a reliable relationship 
between franchisor and franchisees (Fernández-Monroy, et al., 2018). According to 
(Fernández-Monroy, et al., 2018) communication and trust are key aspects to make a profitable 
and good-working relationship. The communication in a franchise relationship should, 
according to Chiou, Hsieh and Yang (2004), be available and including everyone concerned, 
with a transparent free-flow of real time accessible information. Fernández-Monroy, Martín-
Santana and Galván-Sánchez (2018) divide the communication between the franchisor and the 
franchisees into two categories; communication quality and communication flow. The first 
category considers the accuracy, topicality, combability and adequacy of the information (Mohr 
& Spekman, 1994). Rackham (1998) also highlights the importance of the content the 
information contains. This because, what the franchisor communicates to the franchisee, equals 
to, or less, what the franchisee consequently communicates further to the customers. The second 
category deliberates the sharing, the frequency and the bidirectionality of the information (Mohr 
& Spekman, 1994). The bidirectionality is very important since the two-way communication is 
trust building, which consequently improves the franchise relationship (Chiou, et al., 2004). 
Through an investigation conducted by Fernández-Monroy, Martín-Santana and Galván-
Sánchez (2018) it is confirmed that franchise performance and franchise relationship 
satisfaction goes hand in hand. 
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4.6 Sales of services within product-service systems 
As already stated, the knowledge about the sale process of services and product-service 
offerings is limited (Alejandro, et al., 2015). It has though been highlighted that firms 
successfully selling products struggle to sell their services (Ulaga & Reinartz, 2011). Many 
researchers speculate about the reason for the struggle (Kindström, et al., 2012; Grönroos & 
Ravald, 2011; Kindström & Kowalkowski, 2009), but all of them conclude that further 
investigation has to be done due to each specific case. 

What is known though, is what steps a traditional sale cycle should include, different salesforce 
structures, hoe to perform a value-based sale, and how a salesperson should act, to perform a 
service and product-service sale. The just mentioned paragraphs are presented in the chapters 
below. 

4.6.1 The traditional sale cycle 

According to Rehme (2017), the sale cycles/processes in literature describes, principally the 
same steps and focus areas. Differences in-between the descriptions are, for example, how the 
different steps in the processes are grouped and named. Therefore, only one, average, sale 
process will be described, as the theoretical process, in this chapter. A visualisation of this sale 
process can be seen in Figure 8, and is from a salesperson’s perspective, it is based on statements 
from Rehme (2017). 

 

Figure 8 – A visualisation of the sale cycle, based on Rehme (2017). 

According to Ulaga and Reinartz (2008) the sales cycle of a service is longer and more complex 
than the sale cycle of a product. The longer sale cycles will create a long-term relationship with 
many regular visits between the service provider and customer, which is necessary to extract 
value for both parties (Alejandro, et al., 2015). 
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4.6.2 Value-based sales 

Already in 1976, researchers talked about the importance of value based selling, but in terms 
of customer-oriented sales (Saxe & Weitz, 1982). According to Dodge, Klompmaker and Kurtz 
(1976) companies at that time began to move towards an approach where solving customer’s 
problems and fulfilling their customer needs where of focus. Consequently, by moving towards 
that approach, the salesperson no longer focuses exclusively on increasing the sales volume of 
sold products, but also on understanding the customer’s needs by asking questions such as; 
“How can I best solve this person’s problem?”. With this approach, Saxe and Weitz (1982) 
describes that, the salesperson has a very important role in the organisation. He or she is 
responsible for collecting and analysing information about the customer’s needs, and further 
responsible for communicating the correct value propositions to the customer, and 
demonstrating how well the offering can fulfil identified needs. Kindström, Kowalkowski and 
Alejandro (2015) claim therefore selling services is a more time-consuming activity than selling 
products. 

When selling services, the focus of value propositions should be to emphasize how value is 
created when the offering is in use in the customer’s business (Anderson, et al., 2007). 
Kindström and Kowalkowski (2009) agrees and adds, that the salesperson should focus on high-
lighting the value-in-use perspective instead of the value-in-exchange perspective. This 
consequently means that the customer’s role has shifted, from merely being a buyer into being 
a service user/consumer, who also contributes to the value co-creation process, as described in 
earlier chapters (Alejandro, et al., 2015). Ways of demonstrating the value to a customer can be 
through using mathematical equations, case stories within similar business areas and to 
document their incremental profit and savings (Anderson, et al., 2006). 

Unfortunately, it is difficult to develop measuring- and visualisation- tools to display the value 
propositions for the customer, since most of the values proposed is of intangible characteristic 
(Ramírez, 1999). Reinartz and Ulaga (2011) argue that companies should encourage the usage 
of service sale documentation- and communication- tools, to develop a strong salesforce. One 
example of a company who has done this successfully is SKF. Their tool “Documented 
Solutions” helps SKF’s salespeople to demonstrate to their customers how much monetary 
means they can save by using SKF’s services (Reinartz & Ulaga, 2008). Further, Rackham 
(1998) enhances in previous research, the importance of demonstrating value propositions in 
the offering, not only to the customer, but also to the salesforce. According to Rackham (1998), 
the salesperson will communicate the offering’s functionalities and values to a customer in the 
same way the provider is communicating it to the salesperson.  

4.6.3 The salesforce 

There are different ways to organize the salesforce in a business. In a case study made by Ulaga 
and Reinartz (2008), it is acknowledged that companies had made a distinction between service 
salespeople and product salespeople. If the business decides to have a separated salesforce, 
Ulaga and Reinartz (2008) claims that it is important to have well formulated objectives for the 
two roles to prevent them to compete against each other. Despite this competitiveness, 
Kindström and Kowalkowski (2009) found in their case study, that the most successful 
companies, on performing service sales, have a divided salesforce and thereby dedicated service 
salespeople in their force, which function as a complement to the product salespeople. 

In an integrated salesforce, meaning the same salesperson is responsible to both sell products 
and services, a product-service salesperson, Ulaga and Reinartz (2008) found, that product-
service salespeople often are unmotivated to sell services because it is perceived as a too 
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resource-consuming activity, and because it steals time and energy from the product sale. 
Crosby, Evans and Cowles (1990) argues that product-service salespeople, who earlier only 
sold products and now also must sell services, often are product specialists, and therefore only 
see the monetary values gained from selling products. 

Meanwhile, the result from a case study made by Kindström, Kowalkowski and Alejandro 
(2015) shows that cross-functional sales team, with a separated salesforce, is the way to go. 
This is supported by LaForge, Ingram and Cravens (2009), who add, by joining competences, 
more information about the customer’s needs and values, and the perceived offered service can 
be gathered, which is a step away from working in silos, as Polaine, Løvlie and Reason (2013) 
recommends. The merging of competences, will consequently lead to an increase of customer 
value for the offering itself (LaForge, et al., 2009), and the salespeople will be able to 
communicate these, more correct, value propositions to the customer better (Ulaga & Reinartz, 
2011). 

4.6.4 The salesperson 

However, regardless the salesforces’ structure the salesperson responsible for selling services 
needs to be a problem solver who can match service value and customer needs (Reinartz & 
Ulaga, 2008; Alejandro, et al., 2015). 

To sell services requires new demands on the salesperson’s competences, because of the 
increased focus on value propositions and fulfilment of customer’s needs (Alejandro, et al., 
2015). Consequently, as the service become more complex, the salesperson should function 
more as an organisational resource, whose purpose is to solve problems and propose value 
creation for the customer, than as a traditional salesperson (Alejandro, et al., 2015). The above-
mentioned arguments, thereby, refer to benefits from a salesperson’s perspective, while 
dividing responsibilities within the salesforce into products and services. Further, Piercy and 
Lane (2005) claims that the salesperson who proposes services, should take on a cross-boundary 
role, in the organisation, to increase the flow of information and value between the customer, 
the different salesperson roles and the service developer/provider. 

One approach to further describe the persona of a salesperson selling services, is to enhance the 
nicknames GE Medical Services uses (Reinartz & Ulaga, 2008). They call product salespeople 
“hunters” and service salespeople “farmers”. The nickname “hunters” refers to how the 
salesperson will go out and hunt for new orders/sales/clients. Meanwhile, a “farmer’s” tasks, is 
to grow and maintain a strong relationship with the customers, to propose sustainable values 
within the service offerings (Reinartz & Ulaga, 2008). A “farmer” is a salesperson working 
with value-based selling.  
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5 Involved actors in the sale process 

In this chapter, the result from the first iteration of interview study is presented. The findings 
are based on answers from the respondents R1-R11. The information in this chapter supports 
the answer to RQ1 and works as a base for answering the rest of the research questions. The 
relationship and information flow between the actors is visualised in this chapter as a system 
map, Figure 9. The purpose of the map is to show how the relationships and information flow 
can influence the salesperson’s conditions. 

5.1 Actors 
The actors that are involved in the context of service sale activities in the product-service sale 
process has a wide spread of competences and placements in the actor chain. What all of them 
have in common, though, is that they, in one way or another, influence the service sale activities. 
Four main actors are identified, Scania CV, distributors, dealers and salespeople. Customers 
are not interpreted as an actor in this research since they cannot influence the salesperson’s 
conditions. The main influence customers have on activities in the product-service sale process 
is to accept the service offer or not. Each actor, and its subsequent main responsibilities is 
presented below. 

5.1.1 Scania CV 

Scania CV’s main activity is to develop and provide products and services, with the aim to 
support and improve hauliers’ business (R23, 2018). Administrational, prospecting and pitching 
tools are also developed, to support distributors, dealers and salespeople (R4, 2018). Based on 
respondent R9’s (2018) opinion the sale process’s support tools mainly exist for product sales 
today. The service’s price and packaging is also one of the responsibilities (R7, 2018). The 
company continuously communicate the price and packaging, goals and objectives, and 
information about the service’s old and new functionalities to the distributors (R6, 2018). 
Lastly, Scania CV follows up the goals and objectives (R8, 2018), but also customer interaction 
output, meaning if and which features the customer use in the FMP. One of the respondents, 
R6 (2018), believes the follow up should collect the perceived customer values and outcomes 
when customers use features in the service. 

5.1.2 Distributor 

The distributors are owned by Scania CV and located in every one of Scania CV’s markets. 
They have their own network of franchisees/dealers within that market and is responsible for 
the local sales and marketing of Scania CV’s products and services in that specific area. The 
distributors forward the information received from Scania to dealers and salespeople (R1, 
2018). Lastly, the distributors educate dealers and salespeople (R11, 2018), and arrange 
meetings and events for salespeople with the opportunity to meet and share experiences, success 
stories and tips with each other (R12, 2018). 

5.1.3 Dealer 

Dealers are either owned by Scania CV (captive) or private (R11, 2018). It differs from market 
to market how many captive or private dealers there are. The private dealers are franchisees 
(R4, 2018), and are therefore licensed to sell Scania CV’s products and services. The dealers’ 
contact with Scania CV, function only through the distributors, and turns to them when in need 
of support (R11, 2018). To perform a sale, dealers use tools developed by Scania CV or 
themselves, or buy it from a third part (R1, 2018). The dealers arrange their salesforce 
differently depending on the market (R11, 2018). Two main structures of salesforce are 
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identified at Market X and Market Y, these are visualised in Figure 9. The salesforce is either 
separated in two roles and responsibilities, a truck salesperson and a service salesperson 
(Market X) or is integrated meaning the same salesperson is responsible for selling both 
products and services (Market Y), a product-service salesperson. To motivate their salespeople, 
some dealers work with incentives (R4, 2018). 

Further in this study, the product-service salesperson and the service salesperson are referred to 
as the salesperson, except from cases when a distinction between those two must be made. 

5.1.4 Salespeople 

The salespeople are employed by the dealers and sell products and/or services to customers. 
The general salesperson wants to sell an offering that generates a continuous customer contact 
with positive messages, consequently it is about building a trustworthy and long-term 
relationship with customers (R4, 2018). The main activities for a salesperson are to prospect 
and take contact with customers, pitch the services, propose the offers and close the deals (R4, 
2018). The salesperson also handles support questions from customers. Three of the 
respondents, R1 (2018), R4 (2018) and R7 (2018), reason that it might be problematic for a 
salesperson to sell services, but also to answer support questions, due to the absence of sale 
supporting tools, sale arguments and knowledge about the service. R6 (2018) believes the 
search for knowledge is complicated and not motivating for the salesperson, due to a long 
process of asking many different people. At the investigated markets, X and Y, the 
organisational structure of salespeople is organised differently by the dealers. Which means that 
salespeople have different responsibilities in different markets. Figure 9 visualises this for 
Market X and Market Y. 

 

Figure 9 – The identified different market characteristics, visualised in a hierarchy. Market X has a separated salesforce with 
product salespeople and service salespeople, meanwhile Market Y has an integrated salesforce with product-service 
salespeople. 
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5.2 Relationships and information flow 
By analysing the respondents’ answers, the relationships and information flows are visualised 
as a chain, where mainly the actors next to each other has a distinct relationship and 
communicate with each other. Two of the respondents, R2 (2018) and R7 (2018) believe the 
flow amongst the actors is mainly one-directional. By a thematic analysis of the respondents’ 
answers, regarding activities and information communicated by the different actors, the 
information flows, visualised in Figure 10, are interpreted as necessary conditions for 
salespeople. As Figure 10 visualises, the relationships and information flows, between the 
actors, can affect the salesperson’s conditions, since most of the conditions are dependent on 
other actors. 

 

Figure 10 – A visualisation of the identified relationships between the actors, presented through the flow of conditions. To see 
a larger version of this system map, see Appendix F. 

5.3 Discussion and conclusion of involved actors 
Freeman (2010) defines an actor as “any group or individual who can affect, or is affected, by 
the achievement of the organisation’s objectives”. Thereby, together with the definition of a 
franchise organisation (IFA, 2018), the actors involved, in the product-service sale process, are 
divided according to the organisational sub-groups. This because, they are group-by-group 
effected by the overall organisation’s (the case company; Scania’s) objective.  

The context, which the presented actors exist in, is the product-service sale process, where 
value-based sales is practiced (R4, 2018). According to Alejandro, et al. (2015), a value-based 
sale process needs to be based on a value co-creation process between the customer and the 
salesperson, to be successful. Virgo, et al. (2008) argues that the value co-creation process must 
be performed through the combined effort and commitment from all involved actors. In this 
case though, the value co-creation, between salespeople and customers, is very much dependent 
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on the flow of information, which the salespeople have been provided from other actors in the 
actor-chain. Furthermore, what Fernández-Monroy et al. (2018) state about the information 
flow, that it should be accurate, accessible etc., can also be correlated with how the 
relationships, e.g. spreading of information etc., between the actors should function.  

According to Wahlman (2017), the actors involved, at the case company, equals a triadic 
relationship model. This is so because Scania CV is interpreted as one of the important actor in 
the triadic relationship, since it is responsible for service and business development. The 
distributor, the dealer and the salespeople are further interpreted as a whole and one big actor 
in the triadic relationship, since these actors together are the ones communicating, distributing 
and selling the offerings to the customers. Thirdly, the customer is the last actor in the triadic 
relationship since it is using the offering. Properly, there are five actors involved, but according 
to this definition, they can be perceived as three actors in a relationship.  

However, Havila, Johanson and Thilenius (2004) argue that all the involved actors are supposed 
to have equal relationships in-between each other, in a triadic relationship, but this is not seen 
at the case company. The characteristics of relationships between the actors are rather dyadic, 
since the case company, Scania CV, and the customer has no direct contact. Instead the most 
contact is between the salesperson and the customer in a so-called dyadic relationship. The 
dealer and distributor are then functioning as mediators in-between Scania CV and the 
salesperson and customer (Havila, et al., 2004). This dyadic relationship should thereby, 
according to Kowalkowski, et al. (2016) and Wahlman (2017), be questioned, and replaced by 
a triadic. Since, in a triadic relationship, value co-creation occurs between all involved actors 
and enables more equal benefits throughout the actor-chain. Concludingly, Rackham (1998) 
states that what the salesperson communicates to the customer, will be equal to or lesser than 
what the provider has communicated throughout the actor-chain. That reflects how information 
is flowing throughout the actor-chain in the case company today.  
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6  Sale process and conditions 

A presentation of the findings from the interview study, first and second iteration, and the focus 
groups, which was conducted together with salespeople at both Market X and Market Y, are 
presented in the following chapter. As stated in the previous chapter, Market X has the 
characteristic of a separated salesforce and Market Y has the characteristic of an integrated 
salesforce. 

The sale process is divided into phases, based on previous work by R23 (2018) and Rehme 
(2017); pre-sale, awareness, consideration and purchase, see Figure 11. Following, the sale 
process and conditions are presented descriptive per phase, with an aim to answer RQ2. A 
condition is, in this thesis, defined as a necessary activity, piece of data or tool that must be 
performed, provided, communicated or utilized by the salesperson during the sale process. 
Responsible actors are not identified for every condition, since not every condition is dependent 
on information from other actors.  

 

Figure 11 – A visualization of how the sale process is divided into general phases; pre-sale phase, awareness phase, 
consideration phase, purchase phase and continuous influences. 

Methodically, the focus group at Market X was conducted with two service salespeople from a 
private dealer (P1, 2018; R16, 2018). Four cases and different starting points were identified at 
Market X, see Figure 12, which consequently led to four sale processes. Some of the processes 
are more common (process A, B, C) than others (process D), which is attached to show a worst-
case scenario. The worst-case scenario exemplifies when a delivered truck is standing at the 
dealer’s yard, and the service salesperson has not yet been in contact with the customer about 
potential services and subscriptions. Following, the focus group at Market Y, was conducted 
with one product-service salesperson from a private dealer (R22, 2018). There, four different 
starting points (E, F, G, H) were identified, see Figure 13, and occur more or less frequently. 
The most common starting point is expressed to be the third starting point, case G, and the less 
common starting points are E and F.  

Even though P1 (2018), R16 (2018) and R22 (2018) were the main participants at the focus 
groups and subsequently main contributors to the result presented in this chapter. The result is 
also strengthened with insights from interviews with R1-R21 (2018). Further, to read full 
descriptions of the identified cases at Market X and Y in more Appendix E. 
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The dots in the process journeys, Figure 15 and Figure 16, visualise when general interactions 
between the salesperson and the customer occur, of course they can occur, more or less often 
than visualised in these journeys. 

6.1 Continuous influences 
In this chapter, continuous means on-going activities and conditions occurring, in no specific 
order, during the sale process. During this phase the service salesperson at Market X, and the 
FMS-expert at Market Y, support already existing customers and the potential new customers, 
but they are also working continuously in other sale processes which are in progress. 

To succeed with answering support questions, the salesperson receives continuous information 
about new updates and functionalities from the distributor (R1, 2018). To both act as a 
salesperson and a support channel is time consuming, and the salesperson must divide time 
between different customers during the duration of the sale process (R16, 2018; P1, 2018). To 
keep being motivated despite the work load and time consumption, the salesperson receives 
incentives for every sold service subscription (R5, 2018; R7, 2018). 

6.2 Pre-sale phase 
The true initiation of the sale process depends on if the price and packaging is suitable to the 
customer, which is seen on both Market X and Y. If it is not suitable, the customer will show 
no interest for the service. Consequently, at Market Y, this phase and the following phases will 
not exist since the sale process, in most cases, is initiated by the interest from a customer (P1, 
2018; R16, 2018; R22, 2018).  

During this phase, the salesperson is building up knowledge about the service, its functions and 
values, through interpretation of the price and packaging. 

6.3 Awareness phase 
The initiation of the awareness phase, meaning the prospecting, differs at the two investigated 
markets. At Market X, the customer is prospected either by an exchange of information between 
the service salesperson and the truck salesperson, or by the service salesperson’s continuously 
routine checks in a stock-list, where vehicle ownership changes are shown. Meanwhile, at 
Market Y, the prospecting does not really exist since the initiation relies on the customers’ 
initiative, since no stock-list is available. The initiation of the awareness phase is therefore 
dependent on prospecting information received from other actors, the truck salesperson or the 
distributor at Market X, and the customer at Market Y (P1, 2018; R16, 2018; R19, 2018; R22, 
2018). Therefore, prospecting information is a condition to initiate the sale process. 

When the awareness phase is initiated differs in the two markets. At Market X, see Figure 12, 
the initiation occurs according to case A, B, C or D, meanwhile it at Market Y is according to 
case E, F, G or H, see Figure 13. 

 

Figure 12 – A visualisation of the identified starting points at Market X. They are here presented in relation to a truck sale 
process.  
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Figure 13 – A visualisation of the identified starting points at Market Y. They are here presented in relation to a truck sale 
process. 

After the initiation, the salesperson briefly pitches the services by describing the packages and 
functionalities through a conversation or with pen and paper. After the pitch, the customer is, 
sometimes, handed a brochure. The awareness phase is followed by the consideration phase, 
which is further explained in chapter 6.4. 

All the different sale processes are initiated according to a parallel truck sale process, meaning 
that the offering today is of a highly product-related character (Tukker, 2004). 

6.3.1 Comparison to traditional sale cycle 

With previous presented result and Figure 14, a comparison of the identified activities at Market 
X and Y, during the awareness phase, is made to theory about the traditional sale cycle, by 
Rehme (2017). 

 

Figure 14 – Activities in the traditional sale process (Rehme, 2017). Similar to those identified in the awareness phase.  

Similarities between the processes, identified in this thesis, and the traditional sale cycle are 
several. Salespeople at both Market X and Y are prospecting customers before approaching 
them. They are then classifying leads and segmenting their customers according to their interest 
or e.g. willingness to pay. Further, salespeople are spending time on planning and preparing the 
value propositions before approaching the customers, through which they identify more needs, 
feelings and problems. 

6.4 Consideration phase 
After the brief pitch in the awareness phase, the consideration phase follows. The correlation 
between the consideration phase and the awareness phase differs. At Market X, please see 
Figure 15, the consideration phase is initiated either immediately after the awareness phase, or 
after four to five months. Meanwhile, at Market Y the consideration phase is only initiated 
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immediately after the awareness phase, please see Figure 16. 

 

Figure 15 – A visualisation of the correlations between the phases in the sale process at Market X. 

In this phase, the customer considers whether to buy the service or not. Service salespeople at 
Market X act differentially in this phase depending on how much truck salespeople have pitched 
the service (represented by the first orange dot in case A, B, C and D in Figure 15). If the 
customer was fully introduced to the service by a truck salesperson, the service salesperson 
only briefly proposes value with the service. On the other hand, if the truck salesperson only 
mentioned the services briefly during the truck offering, the service salesperson is working 
more actively with pitching the services and value proposing. At Market X, it is not common 
to offer trial periods. 

If customers at Market Y show interest in the service, the product-service salespeople offer a 
trial period, and simultaneously hand over responsibility to the responsible FMS-team at the 
distributor’s office (the first orange dot in Figure 16). The trial period usually lasts for one 
month, followed by negotiating, pitching and value proposing (the second orange dot in Figure 
16). 
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Figure 16 – A visualisation of the correlations between the phases in the sale process at Market Y. 

Since, the consideration phase is all about convincing the customer to buy the services. To 
succeed, the service salesperson at Market X (R16, 2018; P1, 2018), and the product-service 
salesperson at Market Y (R22, 2018), use sales arguments, tools to pitch the service, knowledge 
and time. For pitching the services, salespeople, at both markets, mainly use laptops or iPads to 
show the functionalities within the FMP. Thereby, they log into another customer’s account 
and demo the services live. The sales arguments used according to that, are mainly formulated 
by the salespeople themselves, and based on what is suitable and desired of the specific market 
and customer (P1, 2018; R16, 2018; R19, 2018; R22, 2018).  

To be successful with the match of sales arguments to customer needs, the salesperson’s 
knowledge about the service’s values and functionalities, and the customer’s business is 
essential. The process of matching values and functionalities with the customers’ business, 
requires time, since it is a time consuming activity to research about customers and to conduct 
meetings. It is also time consuming to describe the service’s values and functionalities for the 
customer, and how it will benefit the customer’s business (P1, 2018; R16, 2018; R19, 2018; 
R22, 2018). Furthermore, usually according to Ulaga and Reinartz (2008), the time aspect of 
the product-service sale process is longer than a traditional product sale process, since it is more 
complicated to propose value with a combined offering. 

Finally, when the customer is convinced to buy the service, the following purchase phase is 
initiated. 

6.4.1 Comparison to traditional sale cycle 

With Figure 17, a comparison of the identified activities at Market X and Y, during the 
consideration phase, is made to theory about the traditional sale cycle, by Rehme (2017).  
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Figure 17 – Activities in the traditional sale process (Rehme, 2017). Similar to those identified in the consideration phase.  

Correlations between activities in the sale processes identified in this thesis and the traditional 
sale process are numerous. Even though it is stated that salespeople at, especially Market X, act 
under very diverse conditions, the main activities through which they interact with customers 
are the same as described in the process by Rehme (2017). During consideration phase 
salespeople present the services with thought through sales arguments and value propositions, 
to make sure they fit customers’ needs. Afterwards, they handle objections from the customers, 
propose more sales arguments and value propositions, while iterating the sales arguments if 
needed. Further, if succeeding with the presentation and handling of objections, the customer 
accepts the service offering and agrees to start closing the deal. Thereby, the process moves on 
to the purchase phase.  

6.5 Purchase phase 
When heading to the end-point of the sale process, the purchase phase is reached. The activities 
are mostly administrational, e.g. preparation of the contract for the customer, get the contract 
signed, regain the signed contract and lastly, send the contract to the distributor. The distributor, 
in most cases, is the one responsible for activating the service subscriptions. Only in some cases, 
a captive dealer has been trusted with an administrational log-in for activating subscriptions.  

At Market X, the purchase phase starts usually three to four weeks before truck delivery, with 
the one exception if the sale process is happening according to the ”Worst case scenario”, 
described in Figure 15. Meanwhile, at Market Y, the purchase phase begins as fast as possible 
after the second orange dot in Figure 16. 

6.5.1 Comparison to traditional sale cycle 

With Figure 18, a comparison of the identified activities at Market X and Y, during the purchase 
phase, is made to theory about the traditional sale cycle, by Rehme (2017).  

 

Figure 18 – Activities in the traditional sale process (Rehme, 2017). Similar to those identified in the purchase phase.  

The sale processes identified in this thesis, and their purchase phase, contains similar activities 
to the one described by Rehme (2017). At both Market X and Y, focus lies on the 
administrational activities, from the salesperson’s perspective. But the interactions among 
salespeople and customers focuses on following-up the purchase and servicing during on-
boarding activities of the services (R23, 2018), meaning answering questions about 
functionalities and values. At Market X, the service salesperson maintains responsible for 
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servicing the customer, while at Market Y, the product-service salesperson delegate 
responsibility for servicing to the FMS-team at the distributor’s office. While servicing the 
customers, salespeople (or the FMS-team) make use of resources like knowledge and time. 

6.6 Discussion and conclusion of sale process and conditions 
Firstly, as R23 (2018) stated “the product can be sold by itself, but you cannot sell the service 
without having a product”, became obvious when investigating the sale processes, since all of 
the them are highly connected to either an on-going truck sale process or a just finished truck 
sale process. Therefore, the conclusion that the offering today is product-related is validated, 
since the product still is the main component in the offering (Tukker, 2004). 

To communicate a correct value proposition, collection and analysis of customer needs, 
according to Saxe & Weitz (1982), and demonstration of the service value, according to 
Anderson, et al. (2007) and Kindström & Kowalkowski (2009), are the main conditions to 
succeed a value-based sale process. The identified conditions, in this case, are price and 
packaging, prospecting information, knowledge, sales arguments, pitching tools, 
administrational tools, time, continuous information, and incentives, which are visualised 
according to the general sale process in. Most of the conditions are today dependent on, and 
provided by, different actors (please see chapter 5.3), who can therefore, indirect, influence the 
outcome of the service sale activities of the product-service sale process. According to the 
International Franchise Association (2018) and Alon (2006), it is the franchisor’s responsibility 
to provide conditions, which is in line with the findings in this thesis. 

 

Figure 19 - A visualisation of the different conditions for service sale activities in the product-service sale process. 

In conclusion, the main conditions for a value-based sale, mentioned by Saxe & Weitz (1982), 
Anderson, et al. (2007) and Kindström & Kowalkowski (2009), reflects the ones identified in 
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this research, except for administrational tools, price and packaging, time and incentives. 
Though, price and packaging can be interpreted as a fundamental condition, according to 
Rackham (1998), which enable the base for sale. Time is also interpreted as a fundamental 
condition, according to Reinartz & Ulaga (2008), since it is critical to perform a value-base 
sale. How well the identified conditions encourage the sale process is not completely defined, 
but according to franchise literature, the flow of conditions should be frequent, bidirectional 
and accessible (Mohr & Spekman, 1994) with a high-quality content (Fernández-Monroy, et 
al., 2018; Rackham, 1998). Subsequently, more investigations should be done to identify the 
deficiencies of conditions. 
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7 Challenges within the sale process 

In the following chapter, the challenges perceived by salespeople at Market X and Y, and 
respondents at the case company, are presented. The challenges are based on findings from both 
the first and second iteration of the interview study and the focus groups, including data from 
R12-R22 (2018) and P1 (2018), which equals all salespeople at the different markets and FMS-
responsible roles at the distributors’ offices. The assumptions of challenges from Scania CV, 
are a summary from interview data from R1-R11 (2018). This chapter aims to answer RQ3. 

The challenges perceived by Market X, Market Y and Scania CV are divided per phase. Further, 
some of the perceived challenges lead to unfulfilled conditions, this can be seen in Tables 9-13. 
Lastly, all the challenges, including those that initiate non-fulfilled conditions and those that do 
not, are organised into five overarching challenges. Further, to read more about the presented 
main challenges, see Appendix G. 

7.1 Challenges within continuous influences 
Perceived challenges from Market X and Y, with assumptions of challenges from Scania CV, 
and non-fulfilled conditions during the on-going phase called continuous influences, are 
presented in Table 9 in this chapter. 

Table 9 - Challenges identified within the condition continuous influences during the sale process, stated per market and from 
Scania CV’s perception. 
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7.2 Challenges within pre-sale phase 
Perceived challenges from Market X and Y, with assumptions of challenges from Scania CV, 
and non-fulfilled conditions during the pre-sale phase, are presented in Table 10 in this chapter. 
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Table 10 – Challenges identified within the conditions in the pre-sale phase within the sale process, stated per market and from 
Scania CV’s perception. 

 

7.3 Challenges within awareness phase 
Perceived challenges from Market X and Y, with assumptions of challenges from Scania CV, 
and non-fulfilled conditions during the awareness phase, are presented in Table 11 in this 
chapter. 

Table 11 – Challenges identified within the conditions in the awareness phase within the sale process, stated per market and 
from Scania CV’s perception. 
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7.4 Challenges within consideration phase 
Perceived challenges from Market X and Y, with assumptions of challenges from Scania CV, 
and non-fulfilled conditions during the consideration phase, are presented in Table 12 in this 
chapter.  

Table 12 – Challenges identified within the conditions in the consideration phase in the sale process, stated per market at from 
Scania CV’s perception. 
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7.5 Challenges within purchase phase 
Perceived challenges from Market X and Y, with assumptions of challenges from Scania CV, 
and non-fulfilled conditions during the purchase phase, are presented in Table X in this chapter. 

Table 13 - Challenges identified within the conditions in the purchase phase in the sale process, stated per market at from 
Scania CV’s perception. 

 

 

7.6 Hierarchy of challenges 
To summarise, the common challenges stated in the previous chapter are; (1) selling services is 
too time consuming, (2) continuous information feels unstructured, (3) not motivated to sell 
services, (4) mismatch price and packaging to customer needs, (5) complexity and 
communication in sale organisation and (6) struggle with sales arguments and value 
propositions.  

Further, there is no doubt that all the challenges are connected, and might initiate, or even 
enlarge, each other. A first iteration of identifying these connections are presented in the 
following Figure 20. In that figure, an arrow from one challenge to a second, means that the 
first challenge is affecting or initiating the second challenge and the two challenges has a 
hierarchic connection to each other. 
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Figure 20 – A visualisation of an identified hierarchy between the different challenges. 

 

7.7 Discussion and conclusion of challenges 
To clarify, the challenges identified and stated in this chapter are now further discussed with 
support from literature regarding challenges and uncertainties in product-service systems. 
Literature about uncertainties is chosen since Sakao, Kumar and Trinh (2013) define an 
uncertainty as a state of absence of information related to a future event. That state of absence 
of information, is, except for being an uncertainty, also concluded, by the authors of this thesis, 
to be perceived as a challenge. 

7.7.1 Time consuming 

One identified challenge concerns how much time a salesperson put into the sale process. They 
are now acting as problem solvers, meaning they are explaining new functionalities and values 
to customers continuously, both while introducing services to new customers and while 
servicing customers after closing the deal. This consequently lead to the value-based sale 
process being even more time consuming and complex than it already should be (Reinartz & 
Ulaga, 2008). Even though these actions might lead to the process getting more complicated 
and complex, they are of great importance for maintaining a valuable relationship with the 
customer (Dodge, et al., 1976) and for the co-creation of value process (Alejandro, et al., 2015). 

7.7.2 Continuous information 

Kumar et al. (2013) explain how both internal and external information are classified as an 
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uncertainty, especially in larger businesses and organisations. Polaine, et al. (2013) also explain 
that an organisational structure, where divisions are working in silos with service development 
separated from product development, is a challenge for companies selling combined product-
service offerings. The finding about continuous information and that it feels unstructured, by 
salespeople and distributors (R13, 2018; R19, 2018), is no surprise. Further, the identified 
challenge regarding complexity and communication in the sale organisation, is not either a 
surprise. Martinez, Bastl, Kingston and Evans (2010) argue that the shift of focus, from products 
to services, is challenging for a transforming organisation, since it also requires a shift from 
traditional manufacturing culture to a product-service culture.  

If the communication in the organisation fails, the salesperson might lack in knowledge to 
succeed answering customer’s questions (R6, 2018). It becomes more time-consuming, again, 
for the salesperson, to find the correct answer from an accurate actor (R1, 2018). Also, the 
strong and thrust-worthy relationship the salesperson and the customer have built together, 
during the value-based sale process, might consequently be threatened (Reinartz & Ulaga, 
2008). 

Another consequence from failure in communication and the lack of knowledge, will 
subsequently influence how salespeople are proposing value-in-use of the services to the 
customers (Kindström & Kowalkowski, 2009), regarding how the service will solve the 
customer’s problems (Saxe & Weitz, 1982). It is noted that knowledge communicated today, 
from the case company, is mainly about functionalities within the service, and not enough about 
the values or value-in-use (R6, 2018). To solitary communicate functionality is not preferable 
when performing a value-based sale, since the core of value-based selling is to present the 
value-in-use (Saxe & Weitz, 1982; Anderson, et al., 2007; Kindström & Kowalkowski, 2009). 
Once again, Rackham (1998) states that what a salesperson communicate to the customer, will 
be equal to or lesser than, what the provider has communicated to the salesperson initially. 

7.7.3 Motivation and incentives 

The identified challenge regarding salespeople’s motivation to sell services, is highly affected 
by the previously presented challenges, as shown in the hierarchy. But one important factor, 
which is identified to be affecting the salesperson’s motivation directly, concerns their 
incentives for selling services. R4 (2018) state that the current structure of incentives, which is 
unbalanced between product sale and service sale, is creating injustices. Furthermore, Reinartz 
and Ulaga (2008) argue that an unbalanced incentive system, might also create an obstructive 
competitiveness, between different salespeople. R5 (2018) and R7 (2018) express their 
assumption that salespeople probably think the incentives are too low for sales of services. But 
the identified challenges, at Market X and Y, are rather indicating that the incentives are not 
balanced appropriate, regarding the time salespeople spend on selling services compared to 
selling products. Which itself, is a non-motivating challenge for a salesperson, to balance 
resources between product sale and service sale (Alejandro, et al., 2015). 

7.7.4 Mismatch price and packaging  

At both Market X and Y, salespeople perceive a mismatch between the price and packaging of 
the services and their customers’ real needs. This is an issue also perceived and assumed by R7 
(2018) at the case company. The consequences are that salespeople struggle to find sales 
arguments and to propose values with the services. That struggle further contributes to service-
sale activities taking too much time and salespeople are not motivated enough for selling 
services. As stated in the previous chapter, according to R14 (2018), “the best thing about 
working with sales is to have a lot of contact with your customers and to make customers happy 
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by solving their problems”, which enhances the importance of providing a price and packaging 
which formulates clear value propositions for true customer needs (Osterwalder, et al., 2018).  

Zhang & Banerji (2017) states that a common challenge for an organisation going towards a 
product-service offering, is that their value-delivery changes to value-co-creation, and value-
in-use, instead of value-in-exchange. That means that employees at all levels need to shift their 
focus more on customers’ perspective, uttermost the product-service designers and developers 
(Martinez, et al., 2010). Due to the traditional manufacturing mind set at the case company 
today (R6, 2018), the products and services are priced and packaged with notions from a value-
in-exchange mind set. This highly affects how salespeople perform in their service sale 
activities, since what is communicated by the provider is further communicated, through the 
salesperson, to the customer (Rackham, 1998). 

Nonetheless how good the offering is, if the value proposition, which is in this case is 
communicated through the price and packaging, does not meet the customers’ needs, there is 
no base for a sale  (Rackham, 1998; Cooper, 1999; Kindström & Kowalkowski, 2009; 
Anderson, et al., 2006). 

One of the respondents at the case company was of the opinion the service development’s 
technical departments, today, mainly focuses on data and knowledge when developing new 
features, rather than input from market (R6, 2018). This is interpreted, by the authors of this 
thesis, to be a potential reason to why a mismatch exists. 

7.7.5 Structure of salesforce 

While discussing the challenges regarding the different sale structures at the markets, both 
similarities and differences are found. The separated salesforce, at Market X, faces greater 
challenges regarding communication between the service salesperson and the product 
salesperson (R13, 2018). This challenge is confirmed by Ulaga and Reinartz (2008), who claim 
that non-formulated objectives for each sales role, can cause misunderstandings and 
competitiveness between them. Meanwhile, the integrated salesforce, at Market Y, faces greater 
challenges regarding time and prioritisation between product sale activities and service sale 
activities (R22, 2018). Reinartz and Ulaga (2008), and Kindström, Kowalkowski and Alejandro 
(2015) confirm that this is a common challenge, since they have found that salespeople perceive 
that the service sale steals resources from the product sale and requires a lot of new 
competences. 

Zhang & Banerji (2017) enhances that the performance of a service offering is purely based on 
the service personnel, which in this case is the salespeople, and their direct connection to the 
customer. Further, the service personnel are directly connected to the organisational structure 
and if the business is a traditional manufacturing company, the service and product teams will 
be used to being managed separately. In a separated salesforce structure, for a product-service 
offering, the different salespeople will thereby be used to working towards individual goals. 
While in an integrated salesforce structure, the salesperson will be used to prioritising product 
sale, since it is their area of expertise (Crosby, et al., 1990). Which consequently leads to a 
struggle when changing the mind set towards a product-service culture (Martinez, et al., 2010). 
However, even though the challenges are different in separated and integrated salesforces, the 
consequences from the challenges are the same; service sale activities are suffering. 

7.7.6 No value proposing tool 

Once again, salespeople, at both Market X and Y, perceive the service sale activities in the 
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product-service sale process as being too time consuming. They argue that value propositions, 
themselves, take too much time, and that there are no standard, and up-to-date, value proposing 
tools for them to use. This issue has also been registered as an assumption by R4 (2018) at the 
case company. According to R14 (2018), R17 (2018) and R13 (2018), salespeople, as a 
consequence from the lack of up-to-date tools, put a lot of resources into teaching their 
customers about the services.  

The absence of value proposition tools can be interpreted as a misstep in commitment within 
the franchise-network (Alon, 2006), since the case company today provides and shares tools 
that support product sales, but not service sales (R9, 2018). Martinez, Bastl, Kingston and Evans 
(2010) state, on the other hand, that it is a common uncertainty, for companies moving towards 
product-service systems, that necessary tools in internal processes are no longer suitable when 
the processes change into delivering a combined product-service offering. Findings about 
challenges in this case, are thereby supported by literature, and correspond to what respondents 
at the case company stated in the first iteration of the interview study. This because both the 
internal process itself (the sale process in this case), and the tools within, are not yet adapted to 
fit the combined product-service offering. 

To not have any sales tools for service sale activities is an issue also with concern to value-
based selling, since it requires the utilization of tools for presenting the value-in-use (Anderson, 
et al., 2006; Kindström & Kowalkowski, 2009; Saxe & Weitz, 1982). 

Concluding, when analysing the consequences from these challenges, it is important to take 
notion to the presented hierarchy and connections between the challenges. The hierarchy is 
constructed regarding the concepts of rebound effect, by Berkhout et al. (2000), and sub 
optimisation, described by Lindahl (2017). Those concepts argue for solving the primary cause 
of the problem, to prevent new, or other, problems to occur. The constructed hierarchy in this 
case, thereby enlighten which challenges that should be approached initially with improvements 
and proactive actions, to avoid a potential rebound effect that do not improve the complete 
picture of the product-service sale process. 
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8 Improvement of conditions 

Based on results from the second iteration of the interview study and focus group, ideas of how 
to improve the challenges in the product-service sale process are generated through an idea 
generation workshop. Firstly, in this chapter, guidelines for conducting the idea generation 
workshop are presented. Secondly, a selection of the results from the idea generation workshop 
are presented and discussed with support from literature, to subsequently answer RQ4. 

8.1 Guidelines idea generation 
The workshop is facilitated, by the authors of this thesis, and the participants are people from 
sales, marketing, and, business and service development at Scania CV. Guidelines are used 
while facilitating the idea generation and are based on the previous presented findings regarding 
conditions and improvement areas. 

8.1.1 Improvement wishes 

The salesperson’s conditions which are not met today, are stated in Table 14, with correlated 
salespeople’s improvement wishes. The wishes are developed, consequently, from the thematic 
analysis of the second iteration of the interview study and literature about value-based sale. 
They aim to capture what the salespeople need to conduct a value-based sale process for 
products and services. The focus of this thesis is to identify general findings, therefore 
individual conditions are not brought up in this list. Further, note that the conditions, nor the 
wishes, are not prioritised among each other, since they will only function as guidelines for the 
idea generation, not as references while evaluating the generated ideas. 

Table 14 - Shows what the salespeople's wishes to improve with the aim to succeed to perform the service sale activities. The 
wishes are all connected to one, or more, conditions stated in chapter 6. 

 

 

8.1.2 Focus areas for idea generation 

The challenges identified, are formulated into focus areas with an objective to support the idea 
generation. These focus areas are described, and visualised in relation to the hierarchy of 
challenges, and can be seen in Figure 21. 
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Figure 21 – A visualisation of where the focus areas for the idea generation are located within the hierarchy of challenges. 

The first focus area aims at finding ideas regarding how values are stated during the service 
development process, and consequently improve the conditions price and packaging and sales 
arguments. The second focus area aims at identifying further ideas regarding value propositions, 
and appropriate ways to communicate values throughout the organisation, and will increase 
knowledge, create pitching tools and sales arguments, which are all conditions in consideration-
phase. The condition continuous information will also be improved since the focus area aims 
to improve communication. The third focus area aims at improve the condition price and 
packaging, by finding possible ways for making the services more user-centric to target real 
customer needs. The fourth focus area target ideas of how to motivate salespeople into selling 
services, and further decrease injustices between the sales roles regarding incentives. The fifth, 
and last, focus area aims at targeting ideas on how to approach the consequences with 
complexity of communication from the different organisational structures, integrated and 
separated salesforces. The last focus area will consequently improve the communication of 
prospecting information and hopefully decrease the number of administrational tools.  

The one condition that is not brought up in the focus areas is time. However, by looking at the 
hierarchy in Figure 21, seling services will be less time consuming by solving the challenges 
higher up in the hierarchy. 

8.2 Generated improvement of conditions 
After the idea generation workshop, all the ideas were compiled and interpreted by the 
facilitators. Some of the ideas were merged together and then analysed regarding the overall 
resources needed for their possible implementation. In this chapter, the four essential ideas 
generated are presented, Figure 22, Figure 23, Figure 24 and Figure 25. The rest of the ideas 
can be found in Appendix H.  
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Figure 22 – This ideation card presents idea 1 – User-centric services 
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Figure 23 – This ideation card presents idea 2 – Feature, Advantage and Benefit (FAB).  
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Figure 24 – This ideation card presents idea 3 – Value proposing material. 
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Figure 25 – This ideation card present idea 4 – Integrate administrational tools for service sale with existing tools. 

 

8.3 Discussion and conclusion of improvement of conditions 
According to Sakao, Kumar and Trinh (2013) uncertainties have two types of effects: risks as 
negative effects and opportunities as positive effects. These risks can be reduced, if 
uncertainties are located and addressed with actions, to enhance the chances for positive effects. 
The authors of this thesis, thereby argue for the importance of generating improving ideas to 
approach the previously identified challenges. Although, that is the overall goal of generating 
ideas, the ideas presented in this chapter is no complete recipe for improving the product-service 
process.  

Further, while interpreting the findings from the idea generation, it is of importance to note that 
the guidelines of improvement wishes and focus areas, have an extensive influence on the 
different ideas generated. They were constructed to represent both the salesperson, through a 
user-centred approach as advised by Holmlid (2009), and the identified challenges in the current 
state, to enlighten where there are uncertainties, as advised by Sakao, Kumar and Trinh (2013). 
The main purpose is to identify how the conditions for the service sale activities can be 
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improved and then subsequently provide an answer to RQ4. 

8.3.1 Idea 1 - Design and develop user-centric services 

According to Cooper (1999), Kindström & Kowalkowski (2009) and Anderson et al. (2006) the 
development process in a successful product and/or service offering should have a user-centric 
approach, and listen to the voice of the customer, in order to be successful. Zhang and Banerji 
(2017) adds to that, that customers used to traditional sales of products, and subsequent value-
in-exchange, might be persistent to a change towards services, and value-in-use. Thereby, it is 
even more important to create true customer values with the services, to remain reliance as a 
provider. Further, the authors of this thesis argue that the generated idea of improving the 
current price and packaging into having a more customer-centric focus, thereby, seems highly 
appropriate. The idea would primarily approach the challenge concerning the mismatch 
between packaging and real customers’ needs. While secondly help create preferable conditions 
for approaching the challenges regarding communication of value throughout the organisation 
and struggle to find value propositions for the services. Through implementing a modularised 
package where “focus areas” target different types of customer segments, and their true needs, 
a customisation of service packaging would be enabled, which consequently, and directly, 
fulfils one of the salespeople’s wishes. 

Although, not every challenge will be approached, nor every wish will be fulfilled, directly, 
when implementing this idea, it would, as stated, create preferable conditions to approach the 
rest of the challenges and fulfil the rest of the wishes. Further, through making the packaging 
of services more customer-centric, also the basic materials for value proposition will be 
provided and salespeople’s improvement wishes for a more efficient value proposition, which 
is customisable and shows value-in-use, will be fulfilled. That, since a well-developed 
packaging ideally communicates and proposes value, in itself, directly to customers.  

8.3.2 Idea 2 - State feature, advantage and benefit (FAB)  

Polaine et al. (2013) recommend further, from the importance of having a user-centric approach 
in the development process, to also have a thought through service value proposition in the 
organisation. Thereby, the authors of this thesis argue that the presented idea of forming an 
internal communication document with Feature, Advantage and Benefit (FAB), is highly 
appropriate. 

It would be a starting point to approach the challenges with internal communication of value 
throughout the organisation and that information feels unstructured. It could also function as a 
steering document for the service development teams. If this document, further, continuously 
becomes updated through validation with real customer needs, it can even initiate a value co-
creation process, which is recommended by Tukker (2004) for a successful product-service 
system. Not all of salespeople’s wishes will be directly fulfilled through an implementation of 
this idea. But primarily, greater conditions for fulfilling the wish for salespeople’s knowledge 
about both functionality and value, and the wish for proactive information about the services 
will be created. Which consequently would improve the overall conditions for fulfilling the 
remaining wishes, e.g. motivation. As Rackham (1998) states, the salesperson can be expected 
to communicate the offerings in the same way as the offering is communicated to them, from 
the provider. Stating values from the beginning in the actor-chain, instead of leaving the 
responsibility for stating customer values with the salespeople, will thereby increase the 
chances of communicating value to customers.  

8.3.3 Idea 3 – Create/update digital materials for value proposition  
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This idea is formulated to approach the challenges that salespeople have a struggle with 
proposing values in the services, perceive information as unstructured and mostly about 
functionalities, selling services takes too much time, and struggle with non-digital value 
proposing materials. Anderson et al. (2007) enhances the importance of showing the customer’s 
value-creation process (value-in-use) while demonstrating the services. Demonstrating 
activities can be conducted through mathematical equations, case stories or documentation of 
the customer’s incremental profit and savings. Thereby, the authors of this thesis argue that it 
is important to develop such materials and keep them updated according to changes in the 
services. Preferably, the materials should be constructed so that the customer’s value-creation 
process, with a digital tool, is demonstrated in a similar way the customer would use and create 
value with the service in real life. The salespeople’s wishes, which will be fulfilled through an 
implementation of this idea, is primarily the wish for value propositioning materials. 
Consequently, an implementation, of the material itself, will probably contribute to greater 
conditions for fulfilment of the wish for more knowledge, the wish for time-effective 
presentations of value propositions, the wish for value-in-use propositions, the wish for 
customisable value propositions and lastly, the wish for motivation. 

8.3.4 Idea 4 - Integrate administrational tools for service sale with existing tools  

The last idea, brought up as one of the essential findings, is about an integration of 
administrational tools for service sale activities to the already existing systems of product sale 
activities. Martinez, Bastl, Kingston and Evans (2010) state that it is a common uncertainty, for 
companies moving towards providing product-service offerings, that necessary tools in internal 
process no longer are suitable when the processes change into delivering a combined product-
service offering. The authors of this thesis thereby argue that this idea will approach the 
challenge mentioned by Martinez et al. (2010) and the similar challenges identified in this study 
regarding; communication in sale organisation, structure of continuous information and that 
selling services takes too much time. The salespeople’s wishes which will be fulfilled through 
this idea are primarily the wish to handle internal communication between sales roles and the 
wish for prospecting information, which both can be standardised through an integration of 
service sale systems to product sales systems. 

8.3.5 Hierarchy of ideas  

While taking the concepts of rebound effects (Berkhout, et al., 2000) and sub optimisation 
(Lindahl, 2017) into account, different trade-offs regarding implementation of the ideas are to 
be analysed.  

Firstly, to minimise potential rebound effects, an implementation of new value proposing 
material (Idea 3) is relying on the fact that the developing organisation has become aware of 
the true customer values targeted by service development (Idea 2). Starting by implementing 
new value proposing materials, without defining Features, Advantages and Benefits (FAB) 
within each functionality in the services, would therefore not lead to an improving complete 
picture of the product-service sale process at the case company, but instead be a sub 
optimisation. The same principle applies to the hierarchy between an integration of 
administrational tools for service sale with the existing product sale tools (Idea 4) and how the 
organisation has become aware of the true customer values targeted by service development 
(Idea 2). Starting with integration of the systems, without knowing what appropriate 
information to put into the system to communicate both functionalities and values with the 
services, would also lead to a sub optimisation of the complete picture. To clarify, the Feature, 
Advantage and Benefit (FAB)-statements, should therefore be formulated firstly and then 
secondly used strategically to form both new value proposing materials and to form the 
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integration of the administrational tools. 

Essentially, there is also an ideal relation, according to the concept of rebound effect (Berkhout, 
et al., 2000), between the implementation of a new service packaging (Idea 1) and the 
formulation of FAB-statements (Idea 2). Since the process of developing the new service 
packaging should be initiated first through a definition of the true customer needs at the markets, 
to be user-centric and successful (Cooper, 1999; Kindström & Kowalkowski, 2009; Anderson, 
et al., 2006), Idea 1 should be implemented initially. Subsequently, while further developing 
the packaging according to customer needs, FAB-statements needs to be stated to communicate 
the development process’s objective throughout the organisation. Of course, another possible 
relation between these ideas, to avoid rebound effects, could be to implement FAB-statements 
immediately, for the current service offerings. Then, while working with changing the 
packaging and identifying the true customer needs, continuous work will appear for updating 
the FAB-statements each time something changes. Thereby, naturally, the organisation would 
be given an opportunity to get familiar with working with the FAB-statements. Working with 
those statements continuously and updating them with input from changes in customers’ needs, 
would initiate a co-creative process of value as recommended by Tukker (2004). 

8.3.6 Relation to case company vision 

Although, the above-mentioned statements summarise the analysed relations in-between the 
generated ideas, there are more perspectives to them which can be enlightened. The first 
perspective is addressed through a validation of the ideas against Scania’s core values and 
vision. The core values are, as described in Chapter 3, customer first, respect for the individual, 
elimination of waste, determination, team spirit, and integrity. Following, Scania’s vision is to 
be a transport solution-provider, instead of the traditional truck manufacturer they have been 
from the start (Scania CV AB, 2018-C). 

Idea 1, is clearly in line with the core value “customer first”. Further, it has tendencies to be in 
line with both the “respect for the individual” and the “elimination of waste” as well, since 
developing with a user-centric approach and allowing customisation is a way to respect the 
user’s individual needs. Also, a user-centric approach, while developing, aims at eliminating 
waste in the development process by focusing on delivering what is really needed. 
Consequently, Idea 2 is interpreted as in line with all the core values. That is so because 
clarifying such a strategic statement, as in Idea 2, would accordingly grant respect for internal 
customers and individuals, like e.g. salespeople, through providing them with accurate 
information. It would further contribute to a more determent development process for the 
developing teams, which focuses on what is resource efficient and distinctive for Scania.  

Lastly, both Idea 3 and Idea 4 would be in line with the core values, since they already depend 
on the implementation of Idea 1 and 2. Consequently an implementation of Idea 3 and 4, could 
amplify Scania’s operational performance towards their vision for becoming a transport 
solution-provider. Even though Scania’s product-service business model, still is of a product-
oriented character, according to Tukker (2004), the implementations of 3 and 4 could be steps 
towards a future where a result-/solution- oriented business model is the goal. 

8.3.7 Trade-offs 

The major trade-off which should be addressed are that none of the above presented ideas are 
improving the overall picture on its own. As described per idea, none of the ideas neither 
directly approach all the challenges nor directly fulfil all the salespeople’s wishes. Some of the 
challenges and wishes are only secondly approached by the essential ideas presented, e.g. the 
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challenge and wish regarding salespeople’s motivation to sell services. That one is instead 
analysed to be positively affected consequently when other challenges and wishes are improved 
and fulfilled. At the idea generation though, some ideas were stated which directly could 
approach the motivational challenge and wish, see Appendix H. However, due to the analysis, 
according to the concept of rebound effect, and scope of this thesis, those ideas were not chosen 
to be of the essential ideas, since their implementation would not clearly improve the overall 
picture of the product-service sale process. 

Concluding, the essential ideas together, provide the best results for the complete picture, of the 
product-service sale process, if performed and implemented as they are related. However, the 
process of implementing all the ideas will demand many resources from the case company, in 
terms of both time, money and people. Thereby an appropriate, and potential future action plan 
for implementing the improving plans should be developed and might span over several years. 
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9 The ideal product-service sale process 

After thoroughly investigating the current state of the service sale activities in a product-service 
sale process, and identifying subsequent conditions and challenges, there is one important 
question left to ask: How should the ideal product-service sale process be performed? 

In this chapter, the results from analysing the previously identified conditions and challenges, 
and relevant literature, are presented. The results are presented and described as approaches and 
mind-sets of how to create ideal conditions for the salespeople. Further in this chapter, the 
approaches are discussed, and conclusions are presented, and will consequently answer RQ5. 

9.1 Ideal fundamental conditions 
The analysis of the general conditions in chapter 7 and challenges in chapter 8, exposed that 
most of them were dependent on other actors and the network’s relationships and 
collaborations. Therefore, the authors of this thesis state that to create ideal conditions for 
product-service salespeople, the network’s mind-set should be more towards a product-service 
provider’s mind-set and how they structure their work flow (Martinez, et al., 2010). Therefore, 
recommendations regarding how the development process, the relationships and flows, the 
salesforce and the ideal sale process, should work is presented in the sections below, with the 
aim to generate the best conditions possible. The conditions are visualised as inputs to a “black 
box”. The outputs are represented by fulfilled conditions. The black box itself represents the 
internal workings of the input in the system. 

9.2 Ideal development process 
The ideal development process is achieved through involving many different actors, through 
having a user-centred approach, and through jointly develop products and services. The process 
should, preferably, result in a price and packaging, that targets and suits a large number of 
customers. The correlation is visualised as a black box in the Figure 26 below, where the 
approaches for an ideal development process is the input, and the result, fulfilling the condition, 
the output. 

 

Figure 26 – Black box for the ideal development process. 

Firstly, companies who are moving towards being a product-service provider, should begin with 
an investigation if current service opportunities exist today (e.g. delivery of product, 
maintenance etc.), and if they can charge for those opportunities as a service (Reinartz & Ulaga, 
2008). If the company cannot find any existing opportunities for services and decides to expand 
the portfolio with product-service offerings, the development process should start with a market 
analysis. 

In the user-centred approach, the developers listen to the voice of the customer (Polaine, et al., 
2013), which is a winning concept, since the result is a product-service offering that truly meet 
customers’ needs (Cooper, 1999; Kindström & Kowalkowski, 2009; Anderson, et al., 2006). A 
thorough market analysis (Cooper, 1988) should be conducted to enhance the user-centred 
approach. A great input to the market analysis can be added through involvement of actors with 
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great knowledge about the customers (Polaine, et al., 2013). Consequently, more information 
about customers’ focus areas, needs and problems can be gathered (Matschewsky, 2017a). 
Especially the salespeople should be involved in the development process (Piercy & Lane, 
2005), since they represent the one actor, who has most contact with customers. 

Further, the product and the service should be developed jointly with a user-centric approach 
(Zhang & Banerji, 2017). Even if the offering is highly product-oriented, with the product as 
focus, a jointly development process will ensure that the service and product complement each 
other, and together solve customers’ problems and challenges (Matschewsky, 2017a). 

Flexible service platforms as a result, are suitable for companies who have customers with 
varying needs or business areas, since with flexibility it is possible to customize the offering to 
the specific customer (Reinartz & Ulaga, 2008). Nevertheless, even if the offering does not 
result in a flexible service platform, the offering should have an embedded control mechanism 
(Reinartz & Ulaga, 2008). The control mechanism measures which functions and features in 
the service that are being used and how they are being used (Cooper, 1988). 

9.3 Ideal relationships and flows 
The ideal development process is not enough to create ideal conditions, since it only fulfils the 
condition price and packaging. Even if the price and packaging is good, the involvement and 
communication between actors about the price and packaging, must function correctly as well 
(Rackham, 1998). Therefore, the ideal relationships and flows are performed by having a triadic 
relationship with a transitive character influenced by the approach of a franchise-network, as 
described in Figure 27. 

 

Figure 27 – Black box for the ideal relationships and flows. 

The relationships should support a value co-creation for every involved actor in the network 
(Tukker, 2004), to motivate the actors to interact more with the services. The value co-creation 
for every actor, is enhanced by having a triadic relationship, since all the actors have then direct 
and equal contact with each other (Havila, et al., 2004). The triadic relationship also prevents 
the company and network to work in, the not preferable, silos (Polaine, et al., 2013). The 
relationship itself should also be of a transitive character, meaning that the value co-creation 
generated between two actors, also creates value for the remaining actors in the network 
(Kowalkowski, et al., 2016), and consequently more actors can gain profit on that specific co-
creation. 

To enhance the triadic relationship with a transitive character, and to share the generated value 
from the co-creation, theories regarding relationships in a franchise organisation are used. Free 
communication flow and relevant communication content, are key aspects to create a good-
working relationship (Fernández-Monroy, et al., 2018). The communication flow should 
include and be available for every actor, with a transparent free-flow of real time accessible and 
relevant information (Chiou, et al., 2004), which supports the ambition of having a transitive 
character. If the network is spread over many geographical areas, the communication should be 
standardized and held over online software platforms, to ensure no loss of information along 
the communication chain and availability for all actors. The content of the information has the 
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requirements to be up to date, accurate, compatible and adequate (Mohr & Spekman, 1994), 
meaning that if one actor needs information about something e.g. values and functionalities 
within the service, the information will be updated and be useful for that actor.  

9.4 Ideal salesforce 
As previously stated, the case company’s offering today is product-related, meaning a focus is 
on the product, and the service functions as an add-on, and therefore a separated salesforce is 
preferable. The separated salesforce is preferable in this case since it has dedicated service 
salespeople, whose focus is to sell services. Otherwise, the service sale would not be prioritized 
since the product still can be sold and function without the service, but not vice versa (Reinartz 
& Ulaga, 2008). 

To create a strong salesforce and prevent potential injustices between product salespeople and 
service salespeople, the two sales roles are working together in a cross-functional sales team 
with an internal cooperation, which is recommended (Alejandro, et al., 2015; LaForge, et al., 
2009). The sales team can then share competences, experiences and information about 
customers, which will make the sale more effective and decrease the risk of lost prospecting 
information and miscommunication (Polaine, et al., 2013). 

Lastly, to create an ideal salesforce, tools that document and communicate the value created by 
using the service should be developed (Anderson, et al., 2006). The tools can vary from just a 
piece of paper, to a report explaining other customers’ success stories, or even a simulation 
software (Reinartz & Ulaga, 2008). The salesforce can use the tools to create reliable and 
convincing sales arguments. A black box for the ideal salesforce is visualised in Figure 28. 

 

Figure 28 – Black box for the ideal sale force. 

9.5 Ideal sale process 
As identified in this thesis, salespeople at the investigated markets work under very diverse 
conditions, depending on who the salesperson is, and which market the salesperson is working 
on. There is neither a standardisation of the sale processes nor a recommended general way to 
perform the activities within. To reach the ideal sale process a standardisation of general phases 
and activities within should then be formulated and communicated to all the case company’s 
markets. Such a standardisation of the sale process, if developed through human-centred service 
design methodologies, would according to Polaine et al. (2013) lead to a more streamlined 
organisation and improve the company’s organisation and their customer’s overall service 
experience.  

Further and after implementation, such a standardisation of the ideal sale process should be 
continuously followed-up on deviations. This is to enable continuous improvement for the 
organisation, process and sales development. Standardising processes and following-up on 
deviations is a common way to work at the case company, see “Idea: The Scania Way” in 
Appendix H. A black box for implementation of the ideal sale process is shown in Figure 29. 
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Figure 29 – Black box for ideal sale process 

9.6 Discussion and conclusion of the ideal product-service sale process 
To create the price and packaging that truly meets customers’ needs, a thorough and correct 
market analysis should be conducted (Cooper, 1988), which is supported by user-centred 
development promoters (Anderson, et al., 2006; Kindström & Kowalkowski, 2009). By 
involving more actors closer to the customer, e.g. salespeople, a good starting point for a decent 
market analysis can be set (Piercy & Lane, 2005). To involve more actors can though be 
problematic itself, since the case company today has a large network with many actors across 
many national borders. Therefore, a standardized way to communicate insights, feedback and 
updates needs to be implemented. The standard should enhance the commandment from the 
franchise-network, which is a transparent free-flow of real time accessible good quality 
information (Chiou, et al., 2004), since it is confirmed to be a success factor (Fernández-
Monroy, et al., 2018) in networks similar to the case company’s. Preferable, the communication 
is amplified through online platforms, which will enhance the transparent information flow, 
support a bidirectional communication (Chiou, et al., 2004), and prevent the loss of information 
along the chain of actors. To even further increase the free information flow a triadic 
relationship is preferable.  

The triadic relationship is preferable since it opens the communication between the actors, and 
makes it possible for all actors to interact with each other (Havila, et al., 2004). In this case, a 
dyadic relationship is not suitable since it is only a relationship between the salesperson and 
customer customers (Wahlman, 2017). Further, the dyadic relationship does not work well with 
the user-centred development process, since without any expressed interaction with the 
customer, how are the company supposed to develop an offering that meets customers’ needs. 
Concluding, the relationship should therefore be triadic, with an addition of a transitive 
character. 

With a transitive character, the value co-creation exists between all involved actors 
(Kowalkowski, et al., 2016), and the value co-creation that occurs between e.g. salesperson and 
customer will also benefit and be utilized by the case company and distributor. Further, 
according to Kowalkowski, Kindström and Carlborg (2016), the widespread value co-creation 
will motivate all actors to participate in the production of value. The transitive character is 
though only achieved by the combined effort and commitment from all the actors (Vargo, et 
al., 2008), which creates a higher risk, since the potential received value is more dependent on 
other actors. An intransitive character though, has a lower risk, since the value co-creation 
occurs as a chain, where the first actor has no connection to the value co-creation between actor 
two and three. Consequently, the collection of value is not dependent on other actors, though a 
loss of information and value could be the consequence. Kowalkowski, et al. (2016) states 
though, that a triadic relationship with a transitive character is preferable to achieve maximum 
potential. 

Hopefully, the result of the previously proposed relationships, flows and development process, 
is an offering that truly meets customers’ needs, solve their problems, and finally improve their 
business. Flexible service platforms are a good approach to ensure the price and packaging suits 
a larger number of customers with varying needs (Reinartz & Ulaga, 2008). It is though, a result 
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that should not be predetermined before the market analysis has showed its result, since better 
solutions can get lost then. No matter the outcome of the market analysis, the offering should 
have an embedded control mechanism, to confirm the offerings suitability (Cooper, 1988) and 
holistic addressability to the customers’ challenges, business goals and processes (Reinartz & 
Ulaga, 2008). Further, Reinartz and Ulaga (2008) states, by utilizing the measurement, the 
company can consequently improve, or delete, those features that does not contribute with value 
for the customer, but also become a problem solver by understanding customers’ businesses 
and processes. 

A salesperson must be a good problem solver when understanding customers’ problems and 
needs and matching them with an offering. To be capable to do that, the salesperson needs good 
knowledge and correct information about the service’s functionalities and values. Therefore, it 
is of importance to have a good quality on the information in the free-flow relationship (Chiou, 
et al., 2004). This is supported by Mohr and Spekman (1994), who further claims that the 
information should have high accuracy, topicality, combability and adequacy as well. The 
problem though, is how to achieve that. Also, in this case, a standardization of how to 
communicate (e.g. templates), and which channels to use (e.g. existing tools), is preferable 
(Reinartz & Ulaga, 2008). To really confirm that the information has good quality, for example 
a control mechanism or feedback possibility, might be a good approach. 

Lastly, the ideal salesforce, in this case, is structured as a sales team with separated sales roles, 
since it supports the sale of a product-related offering the best. This is promoted by Ulaga and 
Reinartz (2008), who states that a salesperson in an integrated salesforce often is more focused 
and motivated to sell products, since it is more profitable and less labour-consuming than selling 
services. The higher focus on products and profitability, might cause that the service sale is less 
prioritized, which is confirmed in this case study. By having a separated salesforce, no 
prioritization will exist, since there will be dedicated service salespeople and product 
salespeople (Kindström & Kowalkowski, 2009) who are responsible to sell their offering.  

To prevent competitiveness and injustices between the salespeople (Reinartz & Ulaga, 2008), 
a sales team containing both sales roles is implemented (Alejandro, et al., 2015; Kindström & 
Kowalkowski, 2009). LaForge, Ingram and Cravens (2009), elaborates that the sales team will 
enhance the internal cooperation, and by joining competences from both service and product 
salespeople, more information about ongoing customers, and their needs and values, can be 
collected and shared throughout the sales team (Polaine, et al., 2013). By having a sales team 
will also solve the challenge with prospecting information, since the two sales roles will work 
closely together with the same customer. The collaboration between salespeople might also 
decrease the time consumption, since the information about the customer is shared in the team, 
and therefore the same customer research does not need to be performed twice.  

The value proposition tools also help to decrease the time consumption, since the service 
salespeople can then, according to Reinartz and Ulaga (2008) easily show potential values in a 
convincing and reliable way. According to Anderson, Narus and van Rossum (2006), to 
demonstrate the value proposition through different expressions and terms is a key factor to 
perform value-base selling, which is necessary when selling services. Ramírez (1999) states, 
that it can be problematic to develop reliable value proposition tools, due to the intangibility of 
the service’s value. Anderson, et al. (2006)., Reinartz and Ulaga (2008), has though find some 
easy approaches of how to propose value by using mathematical equations, success stories, 
documentation of incremental profit and savings, reports and simulation software.  

Concluding, the authors of this thesis have, with support from literature and findings from this 
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case study, stated that this is the ideal approach to create ideal conditions for a salesperson to 
perform service sale activities in the product-service sale process in this case study. Therefore, 
the conclusions should only be used as an inspiration for similar cases, but to create ideal 
conditions for, another company and another case, a thorough analysis of that specific 
company’s present state should be conducted first, to find if similar, or dissimilar, challenges 
and conditions occur at that company.  
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10 Methodology discussion 

The chosen research strategy and following methods used during this thesis are discussed in 
this chapter. 

10.1 Case study and research strategy 
Doing a case study, as recommended by Yin (1994), for approaching the objective of this thesis 
was helpful since it assisted in the definition of delimitations. The case company itself was 
further useful during the practical execution of the thesis since it provided real-life phenomena 
to relate and apply the work to. On the other hand, the case company have influenced the 
outcome of this thesis into being specific, which correlates with the outcome stated by 
Woodside (2010). To compensate for that, the authors of this thesis have tried to keep the results 
and outcomes of a general character, which could be further investigated on other product-
service systems providers in similar situations to the case company’s situation. To broaden the 
study and increase generalisation, more markets and cases should be investigated.  

Furthermore, the case study also set the foundation for formulating the research strategy which 
was highly influenced by the mind set from service design methodologies. It was influenced by 
service design since the objective of this thesis was to investigate a sale process in a user-centred 
way, from the main character’s (the salesperson’s) perspective. Since according to Polaine et 
al. (2013), Stickdorn et al. (2018), Holmlid (2009) and Overkamp (2017) backstage activities 
and business processes, in services, are in need of service design to improve the overall service 
experience. The alternative approach for formulating the research strategy, was to apply a linear 
development model, as the one recommended by Ulrich and Eppinger (2012). That was though 
not appropriate, since the linear model focuses on design and development of a physical 
product, while the objective of this thesis and case study, was to investigate a process. 

10.2 Literature study 
The literature study covered essential topics just as suggested by Hart (1998) and Creswell 
(2009). The information was gathered both from Linköping University Library and grey 
literature provided by the case company, which ended up being a good mixture of case specific 
knowledge and academic research. As Hart (1998) described though, there are difficulties 
narrowing down the scope into topics, which was experienced by the authors of this thesis. 
Thereby the process of searching for literature became iterative. Searches were made, to try out 
different search words, and then adjusted to find the right ones applicable for answering the 
objective of this thesis. This could though, have been planned in a more appropriate way. For 
example, it could have been good to start the interview study earlier on in the process, and wait 
a little longer with starting the literature study. Thereby, an inductive research model could have 
been applied (Eisenhardt, et al., 2016), to save more resources. Although appropriate literature 
was found at last which was of great value to the thesis, it was a struggle to find it, especially 
regarding sales of product-service systems. Most of the authors nowadays, only mentions it as 
a critical factor for success of product-service systems (Alejandro, et al., 2015), but only a few 
brings up recommendations on how to do or not do it. However, the literature, that was finally 
found, was of highly sufficiency and relevant to discuss the research’s results. 

10.3 Data collection 
A lot of resources were spent on data collection, during the first half of the research process. 
Since the research questions were formulated into being descriptive (RQ1, RQ2 and RQ3) and 
explorative (RQ4 and RQ5), data was needed to first identify the current state (which was asked 
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for in RQ1, RQ2 and RQ3). The interview study was then conducted with both semi-
unstructured and semi-structured interviews, which was appropriate for the descriptive manner, 
according to Yin  (1994). The two different approaches of interviews were also appropriate due 
to respective context. In the first iteration the context was an informal meeting with colleagues 
at the case company, meanwhile in the second iteration more of a questioning of salespeople. 
At the informal meeting it was appropriate to have semi-unstructured guidelines to keep the 
occasion more relaxed, meanwhile at the questioning a structured questionnaire was necessary 
to receive desired answers within a limited time frame. During the interview study, the number 
of participants was enough according to recommendations by Guest et al. (2006). They were 
even so on the limit on becoming too many to handle, concerning time and resources available 
for interpreting all the data which was generated. Some of the interviews were conducted at the 
same day, and required a lot of time, which might have affected the result of the interview study. 
However, due to the limited time budget it was necessary to conduct the interviews within such 
a short time range. To enhance a successful result from the interview study, the interviews were 
recorded, and the interviewers, which are the authors of this thesis, took turn of being more 
responsible for the interview. 

The strategy to complement the interview study with focus groups was further of great 
importance for enhancing the user-centric perspective of the salesperson in this study. The focus 
groups generated insights of great values and defined the base, which the following explorative 
research questions could be built upon. During the focus groups, the participant was, according 
to Wilson (2014), appropriate at Market X, but too few at Market Y. This was a consequence 
from the struggle of finding voluntary participants to such a time-consuming activity. During 
both interviews and focus groups, the context which the participants were suited in, their 
offices, was appropriate for the scope of this study, according to recommendations by Bernard 
(2011). Though, to heighten the user-centric approach in this study, the interviews and focus 
groups could have been complemented with observation studies. Where salespeople could have 
been studied hands-on while performing the service sale activities live in the sale process 
Wilson (2014). This was though not appropriate due to the limited amount of time for this 
thesis. 

10.4 Analysis of data 
The analysis of collected data started with a thematic analysis, as recommended by Stottok, et 
al. (2011), to create a first structure of the results from data collection. Further, the service 
design methodologies and tools; system map and process journey (Polaine, et al., 2013), were 
utilised to visualise and advance the interpretation of the identified structures from the thematic 
analyses, which according to the authors of this thesis was successful.  

Definitions and interpretations during these methods, became of great importance for the rest 
of the thesis, since they were part of narrowing down the scope after collecting data (Nessler, 
2017). Weather these definitions and interpretations are accurate, needs to be discussed and 
further evaluated. All the analyses are based solely on interviewees’ subjective perceptions, 
which then subsequently has been interpreted subjectively by the authors of this thesis. The 
only kind of validation of data, which has been applied, is weather interviewees has been 
bringing up the same answers and arguments or not, which is qualitative due to the scope of the 
case. Even though Yin (1994) enhances the importance of using both qualitative and 
quantitative approaches in case studies, this study is mainly approached by qualitative 
approaches. A future broadening of the research, should thereby focus on adding the 
quantitative approach. 
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10.5 Generation of recommendations 
To answer RQ4, which is of an explorative character (Yin, 1994), the idea generation workshop 
was performed with internal stakeholders from the case company (Scania CV). With the main 
objective to let the participants generate the ideas for future actions themselves, the authors of 
this thesis were passive participants and facilitators. Consequently, the outcomes from this 
workshop were several actionable ideas fulfilling the idea generation guidelines. Ideally, 
salespeople would also have been invited to participate, to enhance the user-centric perspective 
of the study, but unfortunately not enough time nor resources were available. Thereby, the 
workshop served a second purpose to inspire the internal stakeholders at the case company to 
keep up the now started collaboration with salespeople regarding development of the sale 
process.  

While generating ideas to answer RQ5, cases and recommendations from the literature study 
were analysed and motivated from the case company’s perspective. This was conducted with 
an objective to be of inspiration regarding future development of the product-service systems 
processes at the case company. The outcome from this approach is interpreted as successful, 
but very subjective due to the pervading qualitative approach throughout the process. To 
minimise the subjective character of the approach, more stakeholders could have been included 
in the decision and interpretation of recommendations. 
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11 Concluding discussions and conclusions 

Concluding discussion and conclusions from the thesis are presented below through answering 
each research question. Finally, recommendations for future work are presented. 

11.1 Involved actors in the sale process 
RQ1 - “Which actors influence the product-service sale process and the salesperson? “ 

The actors, and the relationship between can be defined as the backstage activities and business 
process that enables the frontstage activities, which in this case is the service's overall 
experience (Stickdorn, et al., 2018). Therefore, it is of high importance to understand what 
occurs in the backstage activities, e.g. service development and service sale, to investigate how 
it influences the activities in the frontstage. It is also important to understand this when trying 
to re-develop the frontstage activities, since the action needed to be redevelop can be due to 
something in the backstage. 

In this study, four main actors in the backstage process of the sale process are identified, Scania 
CV, Distributor, Dealer, and Salesperson, by the definition: “any group or individual who can 
affect, or is affected, by the achievement of the organisation’s objectives” (Freeman, 2010). In 
this case, Scania CV is defined as the organisation, and distributor, dealer and salesperson as 
the group or individual affected by the organisation’s achievement to reach its objective. By 
placing all the actors in the backstage, and the service’s overall experience in the frontstage, a 
parallel can be drawn that; what Scania CV does to reach its objective will affect and influence 
how well the salesperson to perform the sale process, and consequently how the customer 
experiences the services. 

The backstage processes enable activities in the front stage through information flows, 
interpreted as conditions for salespeople. Today, the relationship is triadic, but the information 
flow and value co-creation function as a chain and is therefore dyadic. To have a more 
accessible free flow of information and enhance a value co-creation between all the actors, a 
triadic relationship is desirable. 

11.2 The sale process and the conditions 
RQ2 - “What is the product-service sale process and the conditions influencing it? “ 

The phases within this case’s product-service sale process are concluded as pre-sale, awareness, 
consideration and purchase, and, as stated in chapter 6, to follow the general sale process 
described by Rehme (2017). The activities within each phase also follow the traditional sale 
process. Concludingly, appropriate conditions exist, in terms of phases and activities, to 
perform a sale.  

When selling services, conditions for a value-based sale also needs to exist. According to 
literature, value-based sale is a key factor to sell services successfully, and the conditions stated 
in chapter 6 are interpreted as necessary, both according to the interviewed salespeople in this 
case and the literature about it. Today, most of the conditions are provided by other actors, 
consequently the sale process’s outcome is dependent on other actors than the salesperson. 
Therefore, it is of high importance the conditions are provided and have a high-quality content.  

The condition that needs to be of the highest quality, is price and packaging. If it does not match 
what the customer wants, not even tools, nor sales arguments and the salesperson’s experience 
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will matter to get the offering sold. Once again, as Rackham (1998) states, if the offering does 
not fit the customer, there will be no base for sale. 

11.3 Improvement areas within the sale process 
RQ3 - “Based on RQ1 and RQ2, what relevant improvement opportunities are there within the 
product-service sale process?” 

The identified improvement areas relate to and initiate each other. They are developed from the 
identified value-based sale conditions that are not provided correctly in the current state, and 
also on the structure of the salesforce. The challenges connected to value-based sale will of 
course affect the sale performance regardless to the salesforce structure, but surprisingly the 
challenges identified in the salesforces are quite similar, even if they originate from different 
structures. Therefore, it may not matter which structure the salesforce has, but rather it is the 
other challenges that are more important. Anyhow, the main consequence from the challenges 
is that the sale of services will be suffering.  

Due to the previously stated connection and correlation between the challenges, it is important 
to investigate the hierarchy between them to see which one initiates the others. This action will 
prevent potential sub-optimization and rebound-effects (Lindahl, 2017; Berkhout, et al., 2000), 
and give a direction of which area should be improved first. 

Many of the improvement areas are already identified in the academic literature as uncertainties. 
The uncertainties are especially common when a traditional product manufacturer is moving, 
or just recently has moved, towards being a PSS provider. This is exactly what has happened 
in this case, the case company is still new to be a PSS provider, and is still figuring out how 
everything will function. It is though appropriate that these challenges are identified before they 
turn into risks, because the case company now has the chance to turn the challenges into 
opportunities. 

11.4 How conditions can be improved  
RQ4 - “How can the salesperson’s conditions during the product-service sale process, be 
improved?” 

The salesperson’s conditions can be improved by stating the Feature, Advantage and Benefit 
(FAB) within the service’s features, designing and developing user-centric services, developing 
digital value-proposition tools, and integrating new value-proposing material in existing tools. 
All the mentioned ideas fulfil several of the salespeople’s improvement wishes, they prevent 
uncertainties, and are in line with the case company’s vision. Which idea to implement first is 
therefore difficult to decide, and there are many parameters that needs to be considered. The 
statement of FAB is considered though as the most important and urgent idea to implement, 
therefore the case company should start there. That idea is not only preferable when improving 
the existing services, it could also function as a standardized approach when developing new 
service concepts. 

The implementation and maintenance of all the ideas will be resource consuming, and therefore 
an implementation plan and strategy is necessary. The implementation plan should support the 
decision of which idea is most important, but also describe how the maintenance and work 
process of the idea can be standardized.  
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11.5 What the ideal product-service sale process should be 
RQ5 - “How should the product-service sale process be performed?” 

To create ideal conditions for the salespeople, three main areas are considered, development 
process, relationships with information flows and salesforce structure. 

The development process should have a user-centred approach with contribution of knowledge 
from more actors e.g. salespeople, dealers and distributors. The user-centred approach will 
enhance the development of a price and packaging that fit customers’ needs. The involvement 
of more actors will contribute with more knowledge about the customer and subsequently a 
user-centred approach can be achieved more easily. Lastly, product and service should be 
developed together. By joining the development departments, a highly competitive solution-
oriented offering can be developed through the sharing of knowledge and competences between 
them. 

The relationships and information flows should be triadic with a transitive character and 
influenced by franchise approaches. This will create a value co-creation between all actors, a 
circulation of knowledge and more accessible high-quality information. The just mentioned 
approaches will also support the involvement of more actors in the development process. 

Further, if the product-service offering remains product-oriented, the salesforce should be 
separated, but the product salesperson and the service salesperson will work together in a sales 
team. The separation is necessary to ensure service sale has a dedicated salesperson, and the 
product salesperson does not need to prioritize his/her resources between products and services. 
To keep the two sales roles in the same team will increase the communication, motivation and 
prevent injustices between them. 

Lastly, the ideal sale process is standardised and followed-up on deviations. This is ideal since 
it leads to a streamline of the organisation and will implement a work with continuous 
improvements on the structure of the general sale process. 

11.6 Recommendations for future work  
The findings in this thesis are based on research from only two of the case company’s markets, 
and therefore the first recommendation is to broaden the research by involving more markets, 
with the aim to investigate if the identified challenges and improvement areas exist even in 
those places. By doing this, an indication of the challenges’ dispersion can be obtained. Further, 
a prioritization and ranking of the challenges and improvement areas is recommended. The 
prioritization will support the case company to know which challenge is most crucial, easiest 
to adjust and the most common. An enlargement of the study will support this prioritization. 

The enlargement of study can also contribute with knowledge of best practices of how other 
markets have structured their salesforce. By doing this, other markets can gain inspiration of 
how to structure their salesforce, but also how to solve similar challenges. Therefore, the third 
recommendation is to search for best practices, and spread it to the involved actors. 

In this study, only the offering called The Control Package is investigated, and therefore how 
other offerings e.g. the free of charge Monitoring Package, influence the customer’s choice, has 
not been considered. Also, how the free of charge approach influence the perceived value of 
the services, needs to be further investigated. To conclude, a well-balanced service portfolio, 
with services complementing each other, is important to prevent them from competing to each 
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other. Therefore, the fourth, and last, recommendation for future work is to investigate how 
well balanced the service portfolio is.  
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13.1 Appendix A 
Interview guide for Interview study iteration one 

 

Introduction 

Please, describe Product X?  

What does your role as a ____ mean for this product? 

Which are the most important functions of the service, and what does these features do? 

 

Customer focus 

Which customers usually use Product X? 

Which functions in the service does the customer use the most? 

Have you noticed any deviations of the usage of the service regarding customers or markets?  

 

Customer and business value 

What kind of customer value can be generated by using Product X? 

Is there any way to measure the customer value, and if that is the case, which value? 

How can the measured customer value be used for development? 

What kind of long-term customer values are the services meant to fulfil? 

 

Customer focus – customizing 

What does the customer thinks is difficult with the service? 

Is it possible to adapt the service to different customers?  

How do you work with need identification – do you collect both from customers and 
salespeople? 

 

Scania focus 

What kind of benefits can Scania gain by having customers use the services? 

What are the challenges with this service? 
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How does Scania earn money on this service? 

How can Scania earn more money on this service?  

 

Sales 

How do you perceive service sale process? 

How much knowledge do you think a salesperson has about the services?  

As a ____, do you have any contact with distributor/reseller/salespeople? 

How do you think a sale of this service should be? 

What should a salesperson focus on when selling this service? Value – what kind of value? 
Function? 

Which are the most potential customers for this service? New customer or old customers? 

 

Future 

What are your visions for this service?  

Are there any challenges?  
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13.2 Appendix B 
Interview guide for Interview study iteration two 

 

Intro 

Tell the interviewee a little bit about ourselves, who we are and the purpose of the master thesis.  

Ask the interviewee to tell us a little bit about himself/herself. 

 

Start-up (5 min)  

What are your job assignments at company name?  

 What is your background within sales? 

 

What is the best thing about your job? 

 Why? 

 How do you do that? 

 What motivates you to do that?  

 

Which services are you the most focused on to sell? 

 

Service sale process (10 min)  

Can you describe the service sale process at company name? 

 Are there any general steps within the process? 

 What makes these steps special? 

 When in the service sale process is the first contact made with a new customer? 

  

During this process, do you use any tools? 

  (e.g. digital administrative tools) 

  Why? 
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  How does that make you feel? 

 

During this process – how do you argue for/sale FMS to customers? 

  (e.g. brochures and information folders) 

  Why? 

  How does that make you feel? 

 

What do you focus on when selling services? (function or value) 

 What are the most common reaction? / How does the customer normally react?  

 How does the customer perceive the FMS? 

What do you think is the main reason why a customer does not want to buy the services? 

 

 

Customer relationship (10 min) 

With which purpose do you make contact with customers? 

 How? 

 

How much time do you use for customer research before a first contact? 

 Why? 

 

When do you usually get back to the same customer? 

 What do you talk about then? 

 Why? 

Within which time frame? 

 

How do you think the customers perceive the services when using them for a time?  

 Why do you think that? 
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 What do you do with the feedback from the customers? 

 

Do you contact customers even if they have not bought a new truck lately? 

 Why? 

 How?  

 

Knowledge and education about services (5 min) 

How did you learn/gain knowledge about the Fleet Management services? 

 What kind of education did you get? 

 What did the education focus on? 

  

How do you receive information about e.g. new service updates? 

 How does that feel?  

 

Colleagues (5 min)  

How is the sale organisation at your reseller organized? 

 How many are you? Are there more than you who works with service sale 

 

How is the relationship/contact with your sale colleagues? 

 

How is the cooperation between truck sale and service sale? 

 

Do you have any incentive scheme? 

 If yes, how does it differ between truck salespeople and service salespeople? 

  If it differs, how does that make you feel? 

  Is the bonus enough to make you feel motivated? 

 If no, why not? 
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  Is bonus something that you want? 

 

How do you cooperate with and get influenced by the Distributor? 

 How does that make you feel? 

 

How do you cooperate with and get influenced by the Scania? 

 How does that make you feel? 

 

The feedback you receive from customers, do you perceive that you can extend it to Scania 
CV?  

 

Conclusion (5 min)  

As we already have told you, our purpose with this thesis is to investigate the service sale 
process, and to consequently even simplify the sale process for you. With that in mind, is it 
anything that you think we should know? Why? 
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13.3 Appendix C 
Focus group guide 

Guide 

Time plan: 

Introductory activity: to warm up (15 min) 

Main activity: Time line (80 min) 

Round-up discussion (25 min) 

 

Intro (5 min) 

The main purpose with our project is to gain knowledge and understand the sale process of 
Scania’s connected services better, and from the salesperson’s perspective.  

We do this do identify improvement opportunities within the process. By that, we mean 
opportunities to improve the prerequisites you’re provided by other actors to perform your 
service sale process, not how you perform different activities in relation to each other.  

The main purpose with our work is to map the activities which leads to a customer 
accomplishing a purchase of connected services (FMS and/or the Tachograph). 

The purpose with this workshop is to confirm some of the insights we have gained through the 
previously conducted interviews, but also to find new ones. We will conduct this workshop 
through a mapping activity. And the goal is to find characteristic activities that are performed 
by you (a salesman) during a sale process of connected services.  

The activities will be mapped along a time line, which visualises a service sale process, and this 
time line can itself be divided into different phases. These phases are by Scania called as: 
Prospecting, Awareness and Consideration. 

Prospecting = Where you, as a salesman, search for potential customers in your region 

Awareness = When the customer has been presented the service offering and knows that it 
exists 

Consideration = When the customer is considering (=thinking of buying) the offering  

Purchase = When the customer has decided to purchase the offering.  

Within these phases and the activities, our goal is to find insights, which can lead to potential 
improvement opportunities and contribute to a service upsell. And yet again, this work is 
conducted through a salesperson’s perspective – and that is why we talk to you today. 

 

Warm up activity (5-10 min) 
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Photo association 

This is a warm up activity, which we conduct to get in the right mindset and shape for the main 
activity at this workshop. The activity goes so; everyone chooses one of the photos we’ve 
brought here, and the same photo can be chosen by several different people. 

The photo you’re choosing should best represent the way you experience the service sale 
process of connected services today 

Then each one tells the rest of the group, shortly, about why that photo visualises the service 
sale process today. 

And when everybody has taken their turn, we summarize these insights, and hopefully all of us 
will feel a little bit warmed up! 

 

Main Activity 1 – Time line/ salesperson journey (80 min, 25 min/phase)  

Alongside this time line we will, by help from post-its, describe the activities performed during 
the service sale process (how it looks generally) to a newly manufactured truck. 

The phases of service sale process: 

(Prospecting = Where you, as a salesman, search for potential customers in your region) 

Awareness = When the customer has been presented the service offering and knows that it 
exists 

Consideration = When the customer is considering (=thinking of buying) the offering  

Purchase = When the customer has decided to purchase the offering.  

Activity mapping: 

What: What is performed (the activity)? 

How: Performed with what means? 

Where: Performed in what context? 

With who: Which actors are involved? 

Complexity: How does it feel conducting his activity? 

  

Between these activities we are also estimating time 

If you think it would help, you can start by imagining a typical customer, whom you think will 
buy the service. 
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Round up discussion (15 min) 

How do you feel while describing the process in this way? 

Do you think it is appropriate to describe the service sale process in this way? 

                            How would you describe the process and phases? 

Through describing the process in this way, is providing you with new reflections? 

Is there something that we’ve mapped here today, that has given you new insights about your 
own work? 

What is that?                

How does that feel?  

Repeat the activities on the time line – ask if it is correct? 

 

Finish up (ca. 10 min) 

Your participants should be given a summary of the workshop outcomes, information about 
how the activity results will be used, and what is expected from them moving forward. By 
having a closing summary, we give context and closure to the workshop attendees. 

Today, we have been conducting two activities, we started with a warm-up activity, where we 
gained insights about… 

Later, we continued with mapping the service sale process, where we divided the activities you 
perform into awareness, consideration and purchase…. 

The most important information for you to collect from a customer is… 

The most important information for you to get from Scania is… 

A service sale process takes around …. months  

The information we have gained from you today, we will (Maria and Kajsa) use in our master 
thesis which we conduct at Scania and Linköping University. The purpose with collecting this 
type of information is to map the current state of the sale process, but mainly to increase the 
understanding of what activities are performed while selling Scania’s connected services, and 
to understand what information and/ or which actor is crucial for accomplishing a purchase of 
the services. 

While using this material, you will remain anonymous, but when we finish our master thesis, 
you will of course be able to take part of the result. Until then, you are more than welcome to 
contact us and ask questions. 

Is there anything else that you think we should take with us? 
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Sales journey template 
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13.4 Appendix D 
All interviewee answers to interview study 1  

 

 

R1
Today, Scania demands their distributors to sell/offer the FMS-monitoring package to at 
least 90% of their customers. (this package is free of charge, and thereby all they need is 
the customer's consent). If this amount of monitoring packages are not sold/offered, the 
distributor has to pay a fine to Scania CV.
Dealers often think it is difficult to sell Scania's services
The dealers recieve different amounts of commission depending on how much they are 
selling. 
Today the dealers focuses on selling a truck, then the service
The distributors are placed one at each market, and are local units. They have quite a lot 
freedom towards Scania.
How dealers communicate with their distributor differ from market to market.
Some dealers at certain markets have access to the Scania developed administrational tool

The distributor is responsible to educate the dealers.
The purpose of the education differs depending on the specific goal and target at that 
market
Information about the service travels from Scania, to distributor, to dealers, to salespeople, 
and finally reaches the customers. It takes a long time for the information to reach the 
customer.
Scania and distributors communicate at continuously and routine meetings
The information regarding services should be consequent throughout Scania's systems

R2
Some functions in FMS, target specific business roles at the hauliers.
The functions and how to use FMP is very diverse, depending on who the customer is and 
on which market it is sold at.
The salespeople might not want to sell the services since they think the incentives and 
commissions are to low.
Challenges seen with some of the functions in the services, are that the customers do not 
understand the real purpose with those functions.
Some of the functions in FMP enable only a reactive approach to the customer's problems, 
not a proactive approach.
It is hard to measure customer values with functions in FMP
If Scania could gain information about customers which is not only historical, services that 
help hauliers plan their business could be developed.
The FMP includes different functions, these functions can be baught in different levels, 
control 1, 5 and 10. What is different about those levels are how often the service/portal 
gets updated with information.
The respondent is of the opinion that the service sales performance and service usage 
depends on the salesforce structure.
The respondent is of the opinion that distributors does not give any feedback since they 
do not think it will reach Scania and make any difference
All the participants at the continuously and routine meeting have good knowledge, and 
therefore the tempo is quite high 
In software channels provided by Scania, distributors can read about new updates within 
the services, but also give suggestions of improvement areas
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R3
Some of the functions in FMP connects the customers to do maintenance on Scania's 
workshops.
Some functions in FMP are the salesperson's main sales arguments. Thereby, those 
functions are the ones the salesperson start with introducing to the customers, the rest of 
the functions are explained later on.
Today, when Scania's vehicles are sold on the second hand market, it is not common that a 
service subscription is included to the second owner.
Through digitalisation of Scania's sales channels of the services, the customer's could 
recieve notifications when their subscriptions are expiring. 
Some of the funcitons in FMP are available for several types of vehicles, trucks, buses and 
trailers.
It is seen that customers mix different subscriptions in their fleet. 
Maintenance contracts initiate the service sale process 

R4
It is difficult to sell Scania's services since they are packaged in a complicated way. What 
services give the customers which value? It is hard to know.
Some of the service functions has been introduced faulty on the markets. That is why the 
distributor's feel forced to sell these functions. At the same time, they do not have an own 
interest in selling those services, and consequently the functions are given "free of 
charge" to customers, which undermines the values of the functions but increases the 
distributor's statistics.
If services are given free of charge to customers, their values are underestimated. The 
customer's expectations consequently becomes lower on what kind of value the service 
can generate and they do not on-board the service to the fullest. 
At some markets, service sales has been easier to introduce. At some, it has also been 
possible to introduce a value-sharing model for sales of services. 
The most common perception is that the customers think it is okay that Scania collects 
data about how they drive their vehicles.
A salesperson expects the least resistance possible when selling different products and 
services
A salesperson needs to analyse the customer's business in order to propose value and 
business aspects with the services. 
Salespeople could use better tool for prospecting of what customers that could benefit 
from what services.
As a salesperson you wish to have a reporting-reason in order to get back to the customer 
you are selling something to or have sold something to. This reason can rather be postitive 
and it is a good way to continuosly farm the relationship with the customer and build a 
relationship.
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Continiuation of R4
A salesperson never want to promise anything that they can't fulfill
Value based sales of services is important
A salesperson wants to be able to trust the offering they are selling
Salespeople want it to be easy to sell the service. They thereby do not want un-necessary 
administrational tools which makes it more difficult to sell the products and services

Salespeople want that the offering they are selling should generate a continous contact 
with the customer, with positive messages which helps in the relationship-building process 
for a sustainable relationship
Salespeople want incentives that equals what they invest in the sale process. It will then 
create commitment and a positive attitude
The current salesperson are percieves as farming current customers. There are theories 
that they have a hard time approaching completely new customers, it might be because the 
values with the services are hard to communicate. 
Sure, the incentives and commission-levels are inhibiting factors to why salespeople do 
not want to sell services. But these are levels which the distributors decides. 
A success factor with service sales is to include customers in the development process 
and redevelopment process of services.
Today, salespeople are able to give approximate numbers on customer values with some of 
the functions in FMP. These numbers are though approximate. 
It would be great if there was an analysis tool to help salespeople analyse and map their 
specific customer. A co-creative process of value could then be enabled.

The incentive system at the distibutor's offices, creates injustices inbetween the 
salespeople and counteract the creation of temwork
The respondent is of the opinion that the hardware is Scania's main focus, and therefore 
the incentives for salespeople are higher when selling trucks.
Today, the dealers are driven by a franchise concept. Scania owns some of them, but they 
still have a lot of freedom
Today, the sale of services function as a after-sale
There is a "we and them" mindset between salespeople and developers
Truck salespeople have tools to support the analysis of the customer and to optimize a 
suitable truck offer.
Today, the service salespeople do not have any sale supporting tool. To sell service is 
therefore more of a burden than motivating.
In the future the sale should be performed in teams to prevent competitiveness. To 
implement salesteam will require a shift of mindset and bonus-system.
The services have been initiated incorrectly at the markets
Today, the customers do not see the value of implementing services in their business 

R5
FMP helps hauliers to handle costs for fuel and other resources
FMP is packages in a wierd way
How the incentive system works is not appropriate
Most of the hauliers have approximately 5-6 vehicles in their fleet. But when they have 
around 8 vehicles or more, the administrative roles at the hauliers have a hard time to keep 
everything in mind
It is important to translate collected data into sales arguments
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R6
Historically, it is common to start develop from cool functionalities here at Scania. 

Through having support with new services at real markets and with real users, it would be 
easier to prioritise which funcitons are the most valuble to develop
Salespeople feel unsafe with selling services, they are unsure of how to answer support 
questions.
A salesperson wants to explain the actual values with the services. Today, Scania's 
services show mostly functionalities, which is hard for both the salesperson and the 
customer to interpretate
A possible way to propose value with the services could be to help salespeople use the 
data Scania already has about the customers. This data could be analysed to pinpoint 
trends in customers' usage. "If you use Scania's services today, you will gain 
improvements of X!" 
It is important to distinguish customer value and percieved customer value. If the customer 
percieves a certain value for their business, it will be hard to convince that customer into 
believing in another value. 
Scania's salespeople need education to build up knowledge. Sometimes they even need 
help from experts.
The respondent is of the opinion that the technical departments develop and implement 
new features just because they have data and knowledge, to continue the evolution of the 
service, and the new features do not have any origin from the market.
Scania has had a big development focus for a while now, and the salesforces have not 
been able to keep up. Therefore, the salesforces' lack in knowledge
The continuously and routine meetings between Scania and distributors are way too short 
and only discuss new updates. Then it is up to the distributor to pass on the information 
to dealers and salespeople.
A company should be driven by a businessfocus containing a vision of how the company 
will get revenue,  which the customer benefits are, and different effect goals.
Incitaments for salespeople should be questioned
A company should follow up, and learn, how the service is percieved at the market 

R7
It is up to the customers themselves to understand and interpret the value and data in the 
service
The respondent thinks that the salesperson should be responsible of returnning to the 
customer with happy messages and feedback about their business, and from there build up 
prerequisites for a potential service sale. This would though require even more knowledge 
by the salesperson. 
The respondent thinks that salespeople struggle to sell services due to lack of 
salesarguments. Salesarguments can though be developed by analysing data and translate 
it to customer needs and values, and later use it as salesarguments. This process is 
interpreted to be performed automatically.
Some customers buy the service due to only one feature, the rest of the features is not of 
interest.
It is a one-directional communication at the continuously and routine meetings between 
Scania and distributors
Scania was supposed to educate service salespeople, but the different languages became a 
problem and put a stop for it.
The salespeople struggle to sell services due to lack of knowledge and too low incentives 
for selling services in comparision with trucks.
It is difficult for the distributor to keep up at the continuously and routine meetings 
between Scania and distributors
The information flow is defective. The chain from Scania to customer is long, and a lot of 
information can be lost during the way
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R8
Scania follows up goals with the distributors.
Sometimes workshops are held to educate dealers. These workshops are intiated 
depending on the markets performace.

R9
Truck salespeople have many more sale supporting tools than the service salespeople. The 
tools support the truck salesperson to analyse the customer, customize an offer, create 
benchmarking arguments and prospect customers. 

R10
It is possible to create a premium feeling with every offering, it just depends on how it is 
presented.
Salespeople think  there are too many packages to sell. 

R11
The salesforces are structured different at different markets. Some markets have service 
salespeople and product salespeople, meanwhile some markets have the same salesperson 
repsosible for both selling prodcts and services. The structre differs from market to market.

It differs how many captive and private dealers there are at the markets.
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13.5 Appendix E 
In this appendix, all of the sale process journeys are presented, both for Market X and Market 
Y. After that, pictures from when collected data, from the salesperson interviews, were 
translated into insights are presented. 
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Following, pictures from the working process of translating data into insights are presented. 
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13.6 Appendix F 
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13.7 Appendix G 
In this chapter, full results from the second iteration of the interview study are presented. In this 
iteration, focus was to interview salespeople at Market X and Y. Their answers are composed 
here and also categorized to each identified challenge. How the challenges are presented in this 
chapter represents the iteration of processing the results, before result that is presented in the 
report.  

Index of identified challenges; 

Selling services is too time consuming 

Continuous information feels unstructured 

Mismatch in price and packaging 

Complex communication in sale organisation 

Struggle with finding the right sales arguments 

No motivation to sell services 

 

Selling services is too time consuming - Market X 

According to R14, R17 and R13 (2018), salespeople put a lot of effort into teaching their 
customers about the functionalities and values with the services. This is accomplished through 
conversations with the customer, either on the phone or during a physical meeting. This activity 
is explained to be connected with a feeling that it is too time consuming, while it at the same 
time is an important part for the salesperson for building a relationship with the customer. R15 
(2018) explains feeling uncomfortable with the time aspect (and incentives) connected to selling 
the services, in comparison to the time put into the process. 

Other insights, regarding time put into explaining functions and value for customers, are more 
focused on supporting the existing costumer’s use of the services. This is interpreted into being 
important actions for the service salespeople, since they practice value-based sales and care 
about their relationship with the customer and want to maintain and manage the relationship as 
good as possible (R14, 2018). Scania do not have their own support team for these services yet, 
although there is an on-going project for creating one. However, the salespeople want to help 
their customers with their problems, but find it very hard and time consuming to know 
everything about different functionalities (R13, 2018). Both doing value propositions/pitches 
and helping customers becomes even harder for salespeople, when they have no up -to-date 
standard tools to use. They prepare their own presentations, which takes even more time (R13, 
2018). 

Selling services is too time consuming - Market Y 

R22 (2018) states that “FMS has too low incentives in perspective to the time it takes to sell…” 
and “…When selling vehicles to a new Scania-customer, I focus on the vehicle, the customer 
will not be able to take in more information than that. While selling a vehicle to an already 
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existing Scania-customer, I can focus on the services as well, since I have more time.” This 
clarifies how interviewed salespeople express their feelings about selling and proposing value 
with the services. It is mainly that it is too time consuming and that is generates too low 
incentives in regard to the time it consumes.  

Selling vehicles are much more effective and profitable for the dealer’s business. From the 
statements above, it is also interpreted that salespeople perceive their customers as not 
interested in too much information at the same time as they are specifying a vehicle. Further, 
why proposing value with the services takes too much time, might be because there are no 
standard tools for salespeople to use. Today, the services are most often explained through a 
conversation (R22, 2018). 

 

Continuous information feels unstructured – Market X 

Continuous information about updates and changes in the services is very important for the 
salespeople so that they feel up to date about what they are selling. This to be able to propose 
the services with confidence while pitching. How continuous information is provided in the 
current state is perceived by an interviewed salesperson as being “too much but still not enough” 
(R14, 2018), which is interpreted as it feels unstructured.  Today, the information provided is 
mostly about functionalities in the services, thereby other roles than the service developers 
might not understand the customer values from every functionality update (R13, 2018).  

Continuous information feels unstructured – Market Y 

According to R19 (2018), it is through the existing channels of communication, regarding 
updates and changes in the services, difficult to know which information is of what 
prioritisation. Mostly, the communication regards new functionality updates in the services.  

The FMS-expert at the distributor is the one receiving support-questions from the customers, at 
this market, sometimes via the salesperson R19 (2018). This is indicated to happen because 
salespeople feel they lack time and knowledge. However, it is not stated weather the FMS-
expert has time to answer all of the questions or if some of the questions are left without no 
answer. Further, sales performance is followed-up at a weekly basis at the dealer’s office and 
information about updates in the services are presented to salespeople when necessary, 
according to R20 (2018) and R19 (2018). Consequently, customers are prospected for service 
sale if they have bought a vehicle. It is followed-up if they have been presented with the services 
and if they have shown any interest, but reasons for not showing interest in services are not 
followed-up, according to R20 (2018).  

 

Mismatch Price and Packaging – Market X 

How salespeople perceive the target market to be, for the price and packaging provided by 
Scania today, do not match how they interpret their customers’ real needs. R13 (2018) thinks 
that the Fleet Management Portal is more interesting for bigger hauliers, since “they are the 
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only ones with the office-role that works as a transport leader”. R16 (2018) states that “the 
control-package is not sufficiently justified for bringing value to a single-man hauliers, even 
though most of my customers have 2-5 vehicles or less”. R15 (2018) thinks that “the way we 
charge for the FMS-package, is way too complicated to explain in the offering. How this price 
gives this benefit and so on, is super-complicated to explain.” 

These respondents seem to feel that there is a mismatch between the kind of customers FMS is 
designed for and who the most common customer at the target market really is.   

Mismatch Price and Packaging – Market Y 

Interviewed salespeople at this market perceives a misfit between the service packaging and the 
customer’s needs. They also indicate that they feel there is a need for modularisation of Scania’s 
FMS. R19 (2018) states “There is a need for modularisation of Scania’s FMS, it is hard to 
propose value within every function in the control package and a customer do not want to buy 
anything they can’t see themselves using.”. Further, R20 (2018) clarifies that “The control 
package of FMS is today too expensive in comparison to the amount of functions in the service 
which a customer actually uses. Localisation is the most popular function, but our competitors 
have cheaper alternatives.”. 

Salespeople at this market perceives more opportunities for selling the services in a more 
modularised way, making it possible to propose more specific customer values with smaller 
packages, to lower prices.  

 

Complexity communication in sale organisation (Separated sale structure) – Market X 

At Market X, the organisational characteristics are, as previously mentioned, identified for 
being a separated salesforce. How this is affecting the product-service sale process and 
contributing with different conditions for selling services is stated by some of the interviewed 
salespeople as; “…the process of selling service deals gets longer and more complicated the 
95% of the time when you, as a service salesperson, are the second man at it, approaching the 
customer after the truck salesperson…” and “…the truck salespeople don’t earn anything, 
compared to when selling trucks, on a service sale and it is therefore not in their interest to help 
us introduce services…” (R13, 2018).  

According to R16 (2018) the communication between truck salespeople and service salespeople 
occurs a couple of weeks before a delivery through e-mail and is mainly about the delivery 
status of the vehicle. Consequently, regarding customer prospecting, which is important for 
initiation of service sale activities, is highly affected from the organisational structure. Today, 
all service customers are prospected regarding to a parallel truck sale process, this means that 
the service salesperson, in a separated salesforce, is the salesperson proposing “additional costs” 
to the customers, which is a “constant running uphill” (R13, 2018).   

Also, the sale tools, which salespeople use during the product-service sale process, are totally 
different systems when selling truck respectively service. According to R13 (2018) a 
salesperson need to login to many different systems in order to find a result you are satisfied 
with yourself. R14 (2018) clarifies that there is one administrational tool and process for the 
vehicle, one for the maintenance and one for the services and R17 (2018) enhances that; 
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“…Now there is no trackability on what the salesperson has done. There is nowhere to make 
notes which you can share with other people at the company. I like the thing that the truck 
salesperson and the service salesperson can share the information about the customer.”  

Communication in sale organisation (Integrated sale structure) – Market Y 

This market, itself, has developed a sales tool for their salespeople to use during the product-
service sale process. It enables inclusion of services at the first offering of the truck (R19, 2018). 
Except for that, this sales organisation explains themselves for being in need of a back-up plan 
for selling services during other occasions than at the vehicle specification and offering and at 
the vehicle delivery. The salespeople cannot manage selling both trucks and services to the full 
extent, with all of the responsibilities as they have today (R19, 2018; R20, 2018, R21, 2018; 
R22, 2018). 

Interviewed salespeople describe the process of prospecting different customer as following 
according to R20 (2018) “Before a first time meeting with a customer, I prepare with 
information about the customer, this necessary information is gathered from the list in the sales 
tool. The information contains how many trucks the customer has, what kind of business they 
operate in.” and “While proposing value about the services, I do not use any specific tool. When 
it’s an important customer, I contact the FMS-expert at the distributor and asks for help.” This 
last statement, might indicate that the communication between distributor and dealer is 
perceived as inadequate. 

 

Struggle with finding the right sales arguments and value propositions – Market X 

Based on the previously mentioned statements about the perceived mismatch between the target 
market and packaging, following statements represent some of the frequently used sales 
arguments, through which salespeople propose value with the services. According to R14 
(2018) frequently used starting points of a value proposition are; “One way to figure out the 
customer’s business and needs is by asking them the question: “How do you monitor your 
vehicles/fleet today?”, to propose FMS, and “How do you handle the driver’s records?”, to 
propose the digital tachograph.” R16 (2018) states that “Since the monitoring package of FMS 
and the Tachograph are the easiest to sell and explain value propositions to, these are the ones 
I focus on selling.” 

Through the above-mentioned statements, it can be interpreted that the most used sales 
argument, is through explaining the possible benefits which the customer could get form using 
the Fleet Position (localisation)- function in FMS.  

Struggle with finding the right sales arguments and value propositions – Market Y 

Interviewed salespeople have described how they propose value within the services and what 
sales arguments they use. R22 (2018) describe the process as following; “I talk about the best 
aspects in FMS while describing it to the customer. We focus more on price than functions and 
value propositions, that is what the customer is referring to. I also use benchmarking arguments 
regarding the communicator already being installed in the vehicle or retrofit of the 
communicator…” and “…My value-proposition tactics are: “the control package enables 
localisation of vehicles” and “fuel consumptions can be saved through driver evaluation and 
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performance”.”. According to R19 (2018) service- and vehicle- performance are functions 
which are difficult to explain in terms of customer value.  

It is indicated that the propositions, which the salespeople feel the most comfortable with 
explaining, are firstly, the benefit of controlling the fleet, which a customer gets from the 
localisation-function. Secondly, the possible savings of fuel consumption from the driver 
services. It is interpreted that service- and vehicle- performance, are functions which are 
difficult to propose value to. When the salespeople are asked to explain the value regarding the 
latter mentioned functions, they are struggling and not giving any direct answer.  

 

Not motivated to sell services – Market X 

Most of the interviewed salespeople have stated that they work with sales to solve their 
customer’s problems. R14 (2018) says that “the best thing about working with sales is to have 
a lot of contact with your customers and to make customers happy, through solving their 
problems”. R13 (2018) clarifies that “I want to sell things to customers only if the consequence 
is that the customers will receive a better economy or other benefits…” and “…If I manage to 
sell what a customer really needs, my relationship with that customer will be strengthened” 

According to R15 (2018) salespeople motivation is bases on; “You sell those things that you 
are comfortable with, that you can believe in what you sell. If you don’t believe in a product – 
you won’t sell it…” and “…I don’t think it is something wrong with the motivation of the 
service salespeople, it is the system and tools!” (R15, 2018)  

Not motivated to sell services – Market Y 

A salesperson wants to help their customer with improving their business, while they perceive 
the relationship they have with a customer as loyalty-building. R22 (2018) states that “Selling 
services is a mission to help customers improve their business, with regards to their fuel 
consumption, accidents rate and other safety aspects” and “Happy customers build a loyalty, 
which leads to a continuation of buying Scania trucks”. As previously mentioned R22 (2018) 
also states that “FMS has too low incentives in perspective to the time it takes to sell…”. 

As a consequence, from this challenge, and the other above-mentioned challenges, is that 
salespeople do not always feel they can solve their customers’ real problems. Further, R19 
(2018) states that “One way to motivate salespeople to sell services could be through giving 
incentives for selling solutions, vehicle and services together.”. 
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13.8 Appendix H 
Full result from idea generation 
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13.9 Appendix I 
Summarising table of the participants in the interview study, in the focus group and in the 
ideation workshop.  
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