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ABSTRACT 
This paper describes a case study of a provider of complex hardware with 
long operation times, and the innovations needed to succeed in a transition 
process towards total service solutions. The study explores several types of 
innovations which may be important in new service solution development. An 
important finding is that a generic project management tool originally fitted to 
hardware development could be refined, based partly on previous service 
solution, and become a very effective mean to support the new business and 
service development. Further, the company had to invest considerably in 
formalization innovation, to develop new consolidated roles in handling safety 
matters (certificates, documentation, etc.) which were required to comply with 
the stringent regulation characterising the studied industry. The ability to 
develop these solutions can be seen as an important addition to the 
parameters for successful service operations, which has not been described in 
the extant service innovation literature. 
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1. BACKGROUND  

Research on product and business development tends to focus on the early phases of the 
life-cycle, i.e. development and market launch. This also applies on most of the 
literature on Complex Products and Systems (CoPS) (Hobday, 2000). However, also the 
later operational phases of a product’s life-cycle are important, and services in the 
aftermarket involve a huge potential for many firms. It is not unusual that the Installed 
Base (IB) of capital goods exceeds the annual flow of new products by 10 to 100 times 
(Wise and Baumgartner, 1999). Especially many long life products have a large 
installed base, which implies a huge market for Maintenance, Repair and Overhaul 
(MRO). Thus for example in the United States the installed-base-to-new-unit ratio for 
civil aircrafts was 150 to 1 at the end of the 1990s (Wise & Baumgartner, 1999). This 
implies a large and old IB. Further, for the early jet engine J-47 the Time Between 
Overhaul (TBO) was 650 hours in the middle of the 1950s and during the late1950s the 
aircraft DC-3 had a TBO of 1500 hours. For later aircrafts this has generally changed 
and in 2008 the TBO could be as high as 50,000 hours (Edgerton, 2008). Hence, if the 
installed base is large, old and also has a narrow TBO, it is implied that a lot of effort is 
put into MRO and other adjacent services.  



With grand effort in business come normally potential revenues for the operators and 
possible suppliers. Previously, many airlines had their own in-house MRO operations, 
but since deregulations in the 1970s new independent suppliers have emerged to offer 
lower costs services. Established airlines responded by outsourcing MRO or by offering 
the services also to other airlines. In this environment with big competition new service 
solutions are developed, and so called Product-Service Solutions (PSS) with a greater 
content have emerged in several sectors (Johnstone & Dainty, 2009). New and 
improved service offerings are continuously emerging and according to Sakao et al. 
(2011) service solutions may reduce 30-40% of the total product life-cycle cost for a 
customer. Miller et al. (2002, p 3). with colleagues defines solutions as “integrated 
combinations of products and/or services that are unusually tailored to create outcomes 
desired by specific clients or types of clients”. The definition by Miller is close to the 
current subject and the term total service solutions will be used in this paper. 

The great potential of reducing life-cycle cost in a segment which also has a rather 
extensive turnover makes it important enough to pay great attention to. Both 
innovations and also continuously improvements in late phases of the product life-cycle 
ought to be on both practitioners’ agenda as well as researchers’. However, few 
empirical studies have analyzed the innovation process regarding services in product-
based firms (Gremyr et al., 2010; Sakao et al., 2011). Thus there is a need to identify 
where and when firms generate, evaluate, and realize various types of service  
innovations, relating to e.g. service modularity, organizational level of innovation 
(central or local), and the need to balance cost-efficient operations and standardized 
processes with customization and flexibility (Sakao et al., 2011). Forth, the 
continuously ongoing quest for small but important improvements ought to be analysed 
in this context. 

1.1 PURPOSE 

This paper focuses on service development in a capital goods industry with long product 
life-cycles, more specifically aircraft services, mainly MRO. This context implies that 
the hardware is fixed and that operations are strictly regulated for safety reasons. Many 
providers expand on their offerings and the key question is to understand how 
innovations and continuous improvements can contribute to the transition in this context. 
More specifically, the intention is to understand what innovations might support a 
transition process from a MRO provider to a total service solution provider. 
Accordingly, the purpose of this paper is to analyse how innovations can contribute 
when a MRO provider of complex hardware with long operation time enters a transition 
process to develop and improve total service solutions. This is specified in one research 
question:  

RQ: What kinds of innovations are critical for developing and implementing total 
service solutions for CoPS in late operational phases? 



2. THEORETICAL FRAMEWORK  

2.1 SERVICE OFFERING INNOVATIONS 

The great potential for reduced product life costs through total service solutions brings 
an interest in many businesses. However, the incentives are not only economical with 
increased revenue for the provider of the services respectively decreased costs for the 
system operator, i.e. the customer to the provider. The incentives for the provider to 
move towards total service solutions could also be untapped markets, a potential to 
become a strategic business partner, or to even out the cyclicality of revenues (Nordin 
and Kowalkowski, 2010; Oliva and Kallenberg, 2003; Wise and Baumgartner, 1999). 
The service solution offered to the customer could be increased value (economical, 
social or environmental), solved customer problem, or the ability to focus more on the 
operations enabled by the solution (Nordin & Kowalkowski, 2010). 

2.1.1 INNOVATIONS TOWARDS NEW BUSINESS MODELS 

To respond on the incentives for change new business models and offerings are needed. 
During the development of new service offerings and business models both minor and 
more radical innovations can facilitate. Kindström (2010) classify different types of 
service offering innovations according to six business model parameters and specify 
their contribution. Regarding service offering innovations the two parameters value 
position and revenue are the primary. New value proposition would typically be based 
on innovations connected to the customer’s business and processes. Improved revenue 
could be based on innovations connected to value based pricing and new arguments 
regarding revenue parameters. The next parameter is the value chain. Innovations 
connected to value chain and service offering would typically involve the understanding 
and promotion of the services. The fourth parameter is value network. Here, innovations 
could concern scanning for improvements, e.g. among sub-contractors. The next 
parameter is competitive strategy. In this category offering innovations frequently 
regards value propositions towards dedifferentiation and relationships. The final 
parameter is target market. Here, innovations could be regarding how to attract different 
levels in the customer organization.  

Michel et al. (2008) complements the parameters described by Kindström. They 
describe discontinuous innovations in a service dominant context. On a first level 
service innovations are divided into change of customer role respectively change of 
firm’s value creation. On a more specific level innovation can change the customers’ 
role through the user role (e.g. distance education), buyer role (e.g. multiplex cinemas) 
and payer role (e.g. rent and pay DVDs without leaving the home). Innovation can 
change a firm’s value creation through three different ways. The first is embedding 
operant resources into objects. One example is diabetes patients doing self-diagnosing 
of blood sugar and also applying the appropriate dose of insulin according to the blood 
sugar. The second is changing the integrators of resources. This can be exemplified by 
the furniture giant IKEA, which let the customer integrate much resources. The third 
way to change the firm’s value creation is reconfiguring value constellations. This can 
be exemplified with the internet based search engine Google. This is a search engine 
that links different sources of skills and data to a powerful constellation. The user co-
creates value through entering a search string or key words and the end result is in much 
dependent on the quality of this search string. Further, Google relies on a revenue model 
based on commercials. 



2.1.2 DEVELOPMENT OF TOTAL SERVICE SOLUTIONS 

Service innovations are closely coupled to service development and the processes are 
interactive (Vargo et al., 2008). To support service offering development Kindström and 
Kowalkowski (2009) propose a framework containing four major stages. The stages are 
market sensing, solutions development, sales and delivery. But, to match the findings 
below, in this paper the delivery phase is divided into two phases, implementation and 
improvements. Those two and the phase solutions development are in focus in this 
paper.  

Market sensing is a continuous process. It is important for the provider to understand 
the consequences of a potentially changed business. Service offerings might make the 
offering more intangible and difficult for the customer to evaluate (Fang et al., 2008; 
Bowen et al., 1989). This stage does not only involve sensing the customer; also 
consultants, contractors, etc. can be of great interest (Kindström and Kowalkowski, 
2009).  

During the development of total service solutions several functions are required. 
Compared to product development a greater number of functions are normally involved 
including front-offices and back-offices. The involvement of customer and user are 
often intensive throughout the complete development process. Hence, the work is often 
cross-functional and involves a lot of coordination. The process is often less frontloaded 
than in product development and the focus is more on rollout than on early phases. 
Further, it is common that lead users are deeply involved with customized offerings as 
result (Kindström and Kowalkowski, 2009). This implies that understanding the 
customer process is crucial. Largely important is also to design a customer friendly and 
pedagogic process which is easy for the customer to learn (Edvardson, 1997). Further, it 
is stated that being innovative throughout the development could increase the 
probability of new service launches being successful (Kindström, 2010).   

The sales activities can be rather complex due to difficulties visualizing the value 
created. Providing companies rarely put effort into tangible actions for 
commercialization and scaling up the businesses. Service champions and service 
technicians often play an important role complementing the traditional salesmen 
(Kindström & Kowalkowski, 2009). Further, Kindström (2010) argue that provider and 
customer need to agree on what to measure and how to measure it  before they are able 
to agree on revenue schemes, e.g. for profit and gain sharing. 

In the implementation and improvement phases total service solutions show 
substantially differences compared with product delivery. Services are created in 
connection with the customer, an infrastructure needs to be in place, and the operation is 
people intensive with great focus on relations (Kindström & Kowalkowski, 2009). 
Service providing organizations require different processes, cultures, leadership, and 
structures than manufacturing organizations (Fang et al., 2008). Consequently many 
solution providers have independent divisions that produce and sell goods and/or 
services separately (Windahl, 2007; Tuli et al., 2007).  

2.2 SERVICE PROCESS INNOVATIONS 

Modified business models and new service offerings bring need for changed operation 
processes. As mentioned above Kindström (2010) classify different types of service 
offering innovations according to six business model parameters. Regarding service 
process innovations the two parameters value chain and value network are the primary. 
Innovations in the value chain would typically focus on reward systems to promote 



sales and revenue. Regarding the value network innovations could involve e.g. selection 
of partners. The next parameter, value position, might involve innovations where 
advantage is taken regarding customer’s input. Further, revenue innovations might 
involve value creation and problem discovery as a difference from problem fixing. The 
subsequent parameter, competitive strategy, often focuses on value and illustration of 
the service. The final parameter, target market, typically concern matching resources to 
customer organisation and needs. 

As a complement to the information regarding what kind of innovations to be expected 
in connection to each business model parameter, also the type of innovation might be 
elucidatory. For this purpose different types of classification regarding service 
innovation will be discussed below. Recombinative innovations exploit the possibility 
opened up by using new combinations of technical characteristics (Gallouj and 
Weinstein, 1997). The innovation can either be a creation of a new product by 
combining the characteristics of two or more existing products, or it can be creating new 
products through splitting up an existing product. Gremyr et al. (2010) has identified 
recombinative innovations as a success factor for service innovations, opening up 
possibility to combine standardization and customization. Formalization innovation is 
about standardization and visibility of various characterisics (Gallouj and Weinstein, 
1997). Service characteristics are put into order, made specified and less hazy, and they 
are made more concrete with a shape.  

2.3 CONTINUOUS IMPROVEMENTS 

When modified business models and new service offerings are implemented, the 
deliveries are up and running and the changed operation processes have been verified, a 
new phase is approaching. Here, it is expected that the operations are continuously 
improved. Costs will have to be cut and/or performance improved. During the 
continuous improvement work the focus is hardly on innovations in its strict sense. 
However, minor innovations might contribute largely to the improvements and this 
ought to be discussed briefly. Improvement innovation consists of improving 
characteristics without changing the structure (Gallouj and Weinstein, 1997). This type 
of innovation result more of the learning effects than of innovation in the strict sense of 
the term. In incremental innovation the general structure of the system is unchanged, 
but the system is slightly changed through addition or substitution of characteristics 
(Gallouj and Weinstein, 1997). 



3. METHOD AND CASE 

The actual case is the first in a planned range consisting of both broadening with other 
cases and follow up on the cases. The case was chosen mainly on criteria; service 
innovations, long product life-cycle, a focus on service development for the company’s 
installed base, and transitional challenges. The unit analysed is a business comprising 
80 aircrafts and surrounding equipments. The providing division is within a large 
company and has performed a transition from basically a MRO provider to a total 
service solution provider. During this transition the provider of the former offering was 
merged with a division with previous experience from total service solutions. The 
aircrafts have been in operation since the middle of the 1960s. The implementation of 
the total service solution was done during 2009. Except the total service solution in the 
chosen case, the division has two other total service solution and these have been in 
operation for several years. Also a fourth total service solution was contracted late in 
2010.  

The case is mainly based on interviews executed 2010-2011. The data was collected via 
semi structured interviews with open ended questions. The interviews were focused to 
the service champions, se e.g. Kindström and Kowalkowski (2009) and the interview 
protocol was structured around the following topics:  

• Data particularly about the business in focus but also basic data regarding 
adjacent businesses: Current status, incentives for change, strategies for 
transition, former transformations and planned future businesses. 

• Data about how the offering was developed and implemented and also improved 
during operation.  

• Data about obstacles, successes, good experiences and innovations. 

All interviews were recorded and transcribed by the same person who did the interviews. 
Valuable background information concerning the division and its businesses is available 
to the researcher, since he was an employee at related divisions during the years 2001-
2009. The paper is based on a case study within a service division with 110 employees. 
The division is a part of a large product-based, high-technology corporation with 
approximately 10,000 employees. The analysis was mainly performed by identifying 
patterns, in an iterative process derived from the literature and comparing with similar 
cases reported elsewhere. Particular attention was paid to how the development, 
implementation and improvement of the new offering were done and how innovations 
contributed to this work. As the case is ongoing and it is the first in a planned range of 
cases, the samples will be broadened in the future. However, according to e.g. George 
and Bennet (2005) even one case can uncover a new causal mechanism. Therefore even 
this single case has a potential for contribution if results and conclusions are used 
precautious by the author. 



4. FINDINGS  

4.1 A NEW BUSINESS MODEL 

The new offering to the customer could be summarised with a total service solution, 
with the same availability and flexibility, but with a 30% cost reduction and an 
increased predictability regarding the expenses.   

According to the interviewees, the main reason for the customer to move in this 
direction is financial. But, the intension is also a part of a greater picture, a major 
change of the customer’s complete operation. The Swedish Air Force is moving from 
what could be called a “just in case operation” to a “mission oriented operation”. To 
promote this, there is an aim of disengage economical resources in favour for the 
changed core operations. Total service solutions are supposed to be an enabler for this. 
Here, the aircraft system from the middle of the 1960s is intended to be a pilot-case for 
other more modern and complex systems. For the provider there were three major 
incentives for the provider to move towards total service solutions. The first and most 
urgent was to extend the product life-cycle. The system had been in operations since the 
sixties and there was an enounced threat of closing down the complete system. The 
second incentive was an aim of having a fairly leading role in the transition toward the 
changed operations for The Swedish Air Force. The third incentive for the move was to 
obtain experiences and references of total service solutions operations. The strategy was 
to expand the total service solution operations. It was assumed that winning new market 
shares would facilitate increased turnover and new opportunities to gain scale economy 
advantages.  

4.2 DEVELOPING THE NEW SERVICE OFFERING 

In the case a completely new concept for offering was developed by the provider closely 
together with the customer. However, this new offering was partly based on a similar 
concept successfully in operation in a parallel division within the corporation. The older 
concept had been in use since the middle of the 1980s and had been implemented in two 
minor businesses. The basics of this concept could be reused in the new and more 
extensive business and the actual development ended up as refining and structuring the 
concept.  

First, the customer and the provider had vast different opinions regarding what the 
actual uptime did cost as performed in the old deal. The judged uptime cost differed 
between the customer and the provider with a factor close to 3. The provider faced a 
challenge of calculating, chart and persuade on the customer. In connection to this, great 
time were spent on persuading the customer that unchanged uptime and flexibility will 
be provided at the same time as cost is cut with 30% and with increased predictability.  

In the structure of the concept the provider relays very much on a six armed Work 
Breakdown Structure (WBS). The WBS was developed for the new business, but was to 
a large extent based on the former two businesses. It was mentioned by the interviewees 
that this WBS has a great importance throughout all the phases for the transition to and 
operation of total service solutions. It is applied to the business through activating or 
inactivating each cell in the WBS. Here, statement of work, organization, and 
calculations are connected to each cell. The interviewed managers express great 
satisfaction for this way of working.  



The concept and WBS structure also needs to be applied with relevant data. It was 
mentioned as a great challenge to get access to relevant data from the customer, to 
analyse this data and to achieve an agreement with the customer on how to interpret this 
data. The data required included operations, maintenance, repair, and overhaul and also 
data specific for the follow-up of regulations and certificates. In the case, accessing and 
interpreting data from the customer systems carried great problems.  

4.3 ADJUSTING THE SERVICE PROCESS 

When the new service offering were finished and agreed on, the focus was moved to 
closing the contract. The buying customer is complex in structure and in practice the 
deal had to be decided on a governmental level and that was time consuming. When 
finally agreed on, the next phase implementation should be executed within six months. 
After those six months everything should be up and running. During this 
implementation the structure was important and also challenging. There was a great 
challenge in implementing new and changed regulations according to authority 
requirements and to acquire maintenance-, system-, aviation- and other certificates. 
Approximately 15 different certificates are involved in the case and very much time was 
spent on solving the certificate issues. The provider role changed and they obtained an 
increased responsibility from being an “aircraft system” certificate holder to being an 
“aircraft material system” certificate holder. This brought new responsibilities regarding 
weapons, equipment for the pilot, support systems etc. Also the responsibility regarding 
who to support was changed. According to the new total service solution, the provider 
has to support three wings (air force flotillas). Two of them are within the customer 
organization, but one of the wings is within the providing organisation itself. The 
keystone is that the way of working and all the relations should be described in the 
operations management systems (OMS) and in the certificates. 

During this implementation phase there was also a great focus on optimising the system 
and individual aircrafts’ life-cycles. An organisational function was pointed out as 
responsible for this fleet management. In the case 80 aircrafts are planned to be reduced 
to 35 within a period of 2-3 years. This reduction implies a great opportunity to reusing 
components from aircrafts that will not be in use anymore. Cannibalizing between the 
aircrafts becomes possible. However, most of the components have an invested 
maintenance with a time-limit. Accordingly, to get an optimised benefit it is also 
necessary to have control over the maintenance. To solve this each individual aircraft 
has its own plan for maintenance and similar activities. Further, the contracts with the 
subcontractors are flexible enough to enable interrupting component maintenance, when 
the demand declines.  

Managing the front offices was a greater challenge than the provider expected. Minor 
but still time consuming issues occurred during the implementation phase. Some 
examples are; who is responsible for environment issues and who is responsible for 
environmental hazardous waste? Further, the front offices are located in military 
complexes. How will the provider get access to these locations and how should the 
information technology (IT) issues in this environment be solved? Those issues were 
solved through creating the role “facility manager” and through a very close relation to 
the customer. The solutions that come up from the facility manager are scarce new to 
the world, but new to the provider and to the customer. 



4.4 CONTINUOUS IMPROVEMENTS 

During the development and the implementation phases the way of working was 
described to a level of “good enough”. Later on, in the improvement phase, the way of 
working and its description was somewhat further improved. Some processes were 
judged as generic and could be described as processes in the OMS. But, the 
interviewees were clear on that not the complete operation should be described as 
generic processes. Some major parts are unique for the different businesses (systems) 
and for those parts the provider relies on the WBS.  

One challenge was to optimise across the different aircraft systems. This has been done 
before, e.g. at back offices. However, what seems to be new for the provider is sharing 
resources from different aircraft systems at the front offices. This improvement has not 
been implemented yet, but is discussed among some of the managers. Further, the 
provider replaced several components that carried high maintenance costs. This was 
done in connection to a modification of the aircraft system ordered and paid by the 
customer. Finally, it was mentioned by the interviewees that problem solving on an 
individual level occurred spontaneously at meetings with e.g. end users. 



5. DISCUSSIONS 

5.1 INNOVATIONS TOWARDS A NEW  BUSINESS MODEL 

A business model similar to the one developed in the case did already exist in another 
part of the organisation. However, for the actual business and aircraft system the new 
business model carried great changes regarding the complete operation.  

According to Kindström (2010) the primary parameters regarding service offering 
innovations are value proposition and revenue. Improved revenue could be based on 
innovations connected to value based pricing and new arguments regarding revenue 
parameters. This is true also in the case. However, it was emphasised that revenue 
should never affect safety or the certificates for the operations.  

Kindström also mentioned value proposition and value chain. The latter could typically 
involve the understanding and promotion of the services. In the case great efforts were 
put on both understanding and agree on with customer regarding current and future 
services. The next parameter mentioned is competitive strategy, which frequently 
concerns value propositions towards differentiation and relationships. In the case 
differentiation was to a great extent realised through a Work Breakdown Structure 
(WBS). The WBS enables flexibility and at the same time structuring the offering. Here 
this is judged as an innovation. The next parameter is value network, which could 
involve improvements among e.g. sub-contractors. In the case new front-offices acted as 
enablers for the total service solution. Further, increased flexibility towards the internal 
sub-contractors contributed to the 30% cost reduction. The final parameter is target 
market. Kindström mentioned that innovations could be regarding how to attract 
different levels in the customer organization. In the case the customer organisation was 
rather complex and great efforts from the provider were put on relations at different 
customer levels. The end user seems to be the most difficult to reach. Here, the 
technicians at the front offices were important. 

Michel et al. (2008) describes service innovations through change of customer role 
respectively change of firm’s value creation. Those are further sub-divided into six 
variables discussed below. In the case the customer role was changed through 
outsourcing the MRO and adjacent activities. The customer can focus on the core 
operations instead of maintenance. The end user had a great importance in the transition 
and was also affected by the changes. The buyer and payer roles required new 
capabilities for both parts and great attention was set on planning, uptime, availability, 
price and predictability. Embedding operant resources do not seem to have had much 
focus in the case. However, the planning and the forwarding of the flight-plans were 
explicated. Next variable mentioned by Michel et al. is changed integrators of resources. 
In the case the provider was integrated into the customer’s operations as a solution 
provider of aircrafts ready to fly. Regarding the final variable reconfiguring value 
constellations, this was affected somewhat. Basically, it was changed by the type of 
contracts with the sub-contractors rather than changing the actual sub-contractors. 



5.2 INNOVATIONS IN SOLUTIONS DEVELOPMENT 

According to Kindström and Kowalkowski (2009) a great number of functions are 
normally involved in solution development. In the case four service champions had a 
great role in the development, but other resources from several functions were also 
involved. Both front- and back-offices as well as the organization with experiences from 
similar businesses did contribute. Kindström and Kowalkowski also mentioned the 
involvement of customer and users. In the case the new concept was developed by the 
provider closely together with the customer. One obstacle was agreeing on what the 
actual uptime did cost as performed in the old operation. Another obstacle was to get 
access to relevant data from the customer and to achieve an agreement with the 
customer on how to interpret the data. Further, Edvardson (1997) emphasize the 
importance of a customer friendly and pedagogic process. In the case, the provider 
relays very much on a six armed WBS.  

Accordingly, during the development the most obvious innovation found in the case 
was the use of the WBS. Gallouj and Weinstein (1997) mention recombinative 
innovations which basically are about visibility of various characteristics. 
Recombinative innovations can consist of creating new products through new 
combinations of existing technical characteristics. In the framework it is also stated that 
recombinative innovations could be a success factor for service innovations, opening up 
possibility to combine standardization and customization. In the case the WBS is very 
central in both the actual case and in previous existing businesses and as judged also in 
future businesses. It is judged as a success factor for service offerings, and it opens up 
for combining standardization and customization. Hence, the WBS is well in line with 
being a recombinative innovation.  

5.3 SERVICE PROCESS INNOVATIONS 

The six parameters mentioned by Kindström (2010) and discussed in connection to 
business model in a previous section are applicable also on service process innovations. 
Here, the parameter competitive strategy often focuses on value and illustration of the 
service. In the case great efforts were put on descriptions useful for different parts of the 
complex customer organisation. Still the buying customer had a time consuming 
process until a decision was taken. Value chain could typically focus sales and revenue. 
In the case great focus was set on optimising both system and individual aircrafts’ life-
cycles, mainly to enabling reduced costs. Value network innovations could involve e.g. 
selection of partners. In the case managing the front offices was a great challenge which 
was solved though the new role facility manager and through close customer relation. 
This solution could dubiously be judged as an innovation. If so, incremental innovation 
would probably fit the best. The parameter value proposition, might involve innovations 
where advantage is taken regarding customer’s input. In the case the roles changed in 
several ways and responsibility regarding for example weapons and other equipment 
changed. This resulted in great obstacles reading the formal certificates.  Approximately 
15 certificates were involved in the case and the solution to this is here judged as an 
innovation even if not obvious. That is a formalization innovation since it is basically 
about visibility of various characteristics. Revenue and target market were discussed in 
a previous section and will not be discussed here. 

 



According to Kindström and Kowalkowski (2009) the focus in service development is 
often more on rollout than on the early phases of the development process. As discussed 
above, the case verifies great focus on rollout via implementation. However, it must be 
clarified that the efforts were huge also at the early phases.  

5.4 CONTINUOUS IMPROVEMENTS 

In connection to the delivery and continues improvement phase improvement 
innovations and incremental innovation was mentioned in the framework. The first is 
basically about learning effects and the second about slightly changed systems. In the 
case there were some improvements regarding description of way of working. It was 
emphasised that not all should be described in generic processes. System and business 
unique way of working should be described via the WBS. Further, the company focused 
on optimising recourses across the different systems. In the future there might be some 
improvements also at the front-offices. It could be argued that this would be an 
innovation, but scarcely. It should also be mentioned individual initiatives and problem 
solving. However, neither is those assessed as innovations.  

6. CONCLUSIONS 

The first conclusion from this case, the first in a planned range of cases, is that major 
part of the theoretical framework also applies in this specific case. Still, some important 
additional results have been found. The most important innovation in the studied case 
can be perceived as a recombinative process innovation. A generic project management 
tool (a method for work breakdown structure) originally fitted to hardware development 
was refined, based partly on previous service solutions, and used as a foundation for 
developing the new offerings at the division studied. The case shows that such a 
management method can be a very important means in the transition to a total service 
solution.  

Another important factor in developing the new service solutions consisted of role 
articulation and aggregation (fifteen certificates concerning changed roles, including 
handling of weapons, were aggregated and allocated to a new entity). This can be seen 
as a particular type of formalization innovations, related to documentation and safety 
responsibility which has a special importance in the studied industry. This new 
aggregated description was new to all the primary stakeholders. Further, this 
comprehensive effort regarding certificates, regulations, safety and focus on continued 
operations is an important addition to the parameters for successful service operations 
described by Kindström (2010).   

Finally, continuous innovations and improvements in the basic concept were important 
to make the new business viable. These were not valued as innovation, but contributed 
significantly in the transition towards the development and implementation of total 
service solutions at the studied provider of complex hardware with long operation time. 
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