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Globally, the manufacturing industry is faced with heavy competition and technological disruptions 
compelling it to continuously adapt to the changes and modify itself to offer innovative offerings 
or solutions to its customers. Therefore, the companies especially the ones investing in cutting-
edge technological advancements like Internet of Things (IoT), remote monitoring and big data 
analytics, have begun to focus on selling high-value complex solutions or advanced services that 
prioritize customers benefitting through product usability as well as the outcome with greater per-
formance or capability. This study explores sales domain transitions and capabilities associated 
when selling advanced services. 
  
Sales is indisputably one of the important functions of the company. Advanced services, which 
are complex solutions customized and provided after a detailed assessment of customer’s re-
quirements and challenges, require a lengthier sales process. This in turn necessitates a different 
sales strategy and approach than usual, also requiring the sales personnel to be more skilled and 
technically equipped. There has been a lack of academic research on the Selling of advanced 
service. Thus, this study has been designed to answer research questions about the shift in sales 
approaches, processes, and strategies that occur while selling advanced services and the specific 
sales capabilities required.  
 
Conducted as cross-sectional exploratory research, this study involved semi-structured interviews 
with five managerial-level professionals who are engaged in the provision of advanced services, 
with one participant representing the customer’s viewpoint on the matter. Drawing from their ex-
periences and perspectives, this study outlines six key transitions in companies related to selling 
advanced services: changes in the business logic, culture, and organization structure, Integration 
of digital technologies: IoT, remote monitoring, big data analytics, customer-centric value propo-
sition, and value communication, choosing appropriate selling approach, cross-functional collab-
oration, Data privacy, cyber security, and compliance. Also, in this study the empirical data is 
analyzed in conjunction with relevant literature highlighting the significance of distinct sales capa-
bilities, specifically technology-enabled sales capability, risk mitigation capability, and transforma-
tional capability as the essential ones for the transformation, in the context of selling advanced 
services. The findings of the study also highlight the necessity for greater expertise and training 
in practicing value-based selling, a highly effective strategy for selling advanced services espe-
cially quantifying and communicating value, within the sales domain. 
 
This study includes insights from experts within medium to large sized companies, prompting the 
question of whether the capability to offer advanced services and shift towards service centric 
business model is exclusive to bigger companies. This initiates the notion for potential future 
studies to investigate the adaptability of small-scale companies to these transformations. This 
study also recommends strategic partnerships with industry peers to create customized solutions 
for customers, highlighting the role of open platforms in resource identification, enabling success-
ful cooperation as another possible avenue for future research.  
 
 
Keywords: servitization, product service system, complex integrated solution, advanced 
services, sales approaches, value-based selling, sales capabilities  
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1. INTRODUCTION 

During the last decade, there has been a notable transformation in the conventional 

mindset of businesses and industries around the world, as the priority is deviated from 

product centric approach to delivering customer specific tailored solutions that incorpo-

rate products and corresponding services. According to Vargo and Lusch (2008a), the 

transitioning from selling physical things called goods or products towards service-based 

offerings is instigated through two logics, goods dominant logic (tangible output) and 

service dominant logic (intangible output). Dissimilarities among the two logics is evident 

in which one of them takes the primary role in financial transaction and which elements 

are considered complementing additions or if the other one is even required or not (Vargo 

and Lusch, 2004; Vargo and Lusch, 2008). Throughout history, industrial firms have been 

providing services like spare parts, maintenance, and repair along with core products, in 

light of this, services being recognized as a key contributor to competitive advantage is 

a recent development, leading to the generation of the concept “Servitization”. 

Servitization, as first introduced by Vandermerwe and Rada (1988) address the concept 

of integrating an array of services along with the products augmenting more value to both 

the customer and the seller, enhancing customer retention and satisfaction. Many schol-

ars acknowledge servitization as the alteration in organizational orientation from product 

driven thinking to service centric mindset (Kowalkowski, 2010., Kowalkowski et al., 2017; 

Raddats et al., 2019., Vargo and Lusch, 2004; Vargo and Lusch, 2008). Baines et al., 

(2016) proposed a categorization of servitization in three levels: basic, intermediate, and 

advanced services with the degree of service complexity advancing through each level. 

For industrial firms that are on a journey of transitioning the primary focus from product 

sales to service delivery looking for guidance and insights, considerable number of em-

pirical studies and research are prevalent and researched widely regarding service de-

sign, service development, service infusion, business model innovation, service adoption 

and service integration. However, there is still scarcity of research in existing literature 

regarding how these advanced services are sold to the customers and the processes 

associated with it and the shift that occurs in the sales approaches during this transition 

of emphasis from products to services. This study aims to explore that gap and analyze 

the sales processes and approaches while selling complex integrated solutions, “the ad-
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vanced services” through cross sectional exploratory study via qualitative interviews con-

ducted with employees involved in “advanced services” from different industrial compa-

nies.  

1.1 Background 

According to Vargo and Lusch (2008a), the global shift occurring in economies, from 

producing manufactured goods towards providing more services create necessity for 

companies to also undergo changes and carry on activities to be in line with the econo-

mies.  This shift towards servitization could lead to creation of further value adding ca-

pabilities (Baines et al.,2009) despite only the value created by products (Mont,2000). In 

this transitional phase, especially in the case of manufacturing firms, products are not 

considered the crux of business model anymore and services are not just the add-ons 

either, rather become source of value creation (Kindström, 2010).  

There are various kinds of services offered by different companies based on the industry 

they operate in, but in this study, we focus on the three-tier categorization of industrial 

services basic, intermediate and advanced services (Baines and Light foot, 2013; Baines 

et al., 2016). The first one “basic services” refers to services intending to support the 

basic usability of the product whereas intermediate services are about equipping the 

customer with technical support, maintenance and installation services (Parida et al., 

2014). Advanced industrial services, also often acknowledged as capability, ability or 

performance contracts in some of the literatures, are the result-oriented services where 

manufacturer execute the customer´s business process or product sold, for the cus-

tomer, taking the risks and responsibilities off the customer for a specific pricing model 

and it plays a significant role in servitization of the manufacturing companies (Baines and 

Light foot, 2014; Parida et al., 2014). Taking the risks and responsibilities off the cus-

tomer benefits the firm with opportunities to attain greater share of the value stream and 

profits (Davies, 2004).  

One of the widely quoted examples in the previously published scholarly works for ad-

vanced services is the “Power-by- the hour” program launched by Rolls Royce company, 

basically EaaS (Equipment as a service) business model where the aero engine manu-

facturing company stopped selling the engines as product to its customers and the cus-

tomers are billed on an hourly rate for the power supplied (usability of the engine in flight) 

instead of billing a fixed price for the product and extra charges for the support and 

maintenance services. (Porter and Heppelmann., 2014; Baines et al., 2007; Baines et 

al., 2009; Baines et al., 2013; Parida et al., 2014; Neely, 2008; Nordin and Kowalkowski., 

2010). This causes a shift in the competitive landscape of industries as the differentiation 
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focus is widened from mere functionality of product to outcome or performance of the 

product system (Porter and Heppelmann, 2014).   

Sales and marketing are very important functions of any business featuring an important 

role in profitability, bringing in more revenue for the success of the organization. Most of 

the product centric companies possess similar at the same time traditional sales process 

encompassing series of defined steps facilitating the work of sales department (Annunen 

et al., 2021). A typical sales process includes generation of leads, qualifying prospects, 

pre-approach, approach, presenting the products with the offering’s characteristics and 

benefits to the customer, clearing up doubts and objections, finalizing the deal (Doug, 

2021) and then following up. In the case of traditional sales processes, the purpose of 

these activities ends once the product is sold, or the deal is finalized. However, in case 

of selling advanced services, the contract with the customer would mostly be continuous 

and the customer would have to repeatedly use the service for creating considerable 

revenue thus requiring both supplier and customer being in regular contact (Doug,2021). 

Which further demands communicating the customer value either in monetary terms or 

simulations to the important decision makers in the company as it would involve heavy 

investments, increasing the complexity of selling such advanced services (Lindström, 

2016).  

Advanced services are not about simply providing supporting services to product but 

about delivering capability as an outcome to support customers (Baines and Light foot, 

2013), thus, the customer interaction is altered from one off sale to long lasting relation-

ships (Oliva and Kallenberg, 2003), following a continuous pattern of income generation 

that could aid the company at times of economic instability (Malleret, 2006). It is easily 

understandable that the conventional transactional sales model is unfitting when it comes 

to selling advanced services. There have been several management literatures empha-

sizing services as value creators, thus it is imperative for the firms to collaborate with 

customers fostering long term relationship with a goal of designing and offering services 

comprehending the entity’s critical needs (Malleret, 2006) demanding changes to be im-

plemented in the sales activities and sales force that are used with selling of products 

previously. Despite the fact that services are begun to be realized as value creators and 

a stable source of revenue, the challenges that the manufacturing firms face to accom-

modate the changes from the transition cannot be ignored easily. There have been few 

studies and research centered around the difficulties endured by industrial manufactur-

ing firms along the servitization journey while transitioning into service-oriented entities 

(Brax, 2005; Martinez et al., 2010; Raddats et al., 2018) 
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When previous research emphasizes over difficulties in selling of mere services by sev-

eral product centric companies, the inherent complications associated with the selling of 

advanced services is easily graspable, implying the need for shift in sales strategy, mod-

els and processes (Kindström et al.,2015; Doug,2021; Ulaga and Reinartz, 2011) to be 

in alignment with the new service business model. The literature focusing on the evolu-

tion of industrial manufacturer of physical goods becoming industrial service provider is 

sparse and not to mention the scant research regarding the shift in the sales processes 

and approaches during the transition. Thus, implying the need for exploring the changes 

that the manufacturing companies have undergone or undergoing specifically in relation 

to sales force, selling approaches, processes and activities. Hence, as the title says, this 

paper is about analyzing the shift in the sales approaches while selling advanced ser-

vices, thereby the industrial firms delivering advanced industrial services to its customers 

are on the focus.  

1.2 Research questions and objectives 

The primary objective of this study is to provide a broader understanding regarding the 

shifts that occur in the sales domain of the manufacturing company during the transition 

from being product provider to service provider specifically when the firms sell advanced 

services.  

Thus, leading to the research questions (RQs)  

RQ1 What kind of transition manufacturing companies undergo in case of sales ap-

proaches, processes and strategies while selling advanced services.   

RQ2 What are the sales capabilities required while selling advanced services.   

This qualitative study extends the research on servitization promoting the applicable 

sales approaches and processes, guiding the firms that are in the journey of transition 

from being pure products provider to an integrated solution or advanced services pro-

vider.   

1.3 Structure of thesis 

The study begins with literature review over concepts like servitization, product service 

system, advanced services, capabilities, value-based selling and inter relationships be-

tween them to set up foundation for the qualitative empirical study. The first chapter is 

the Introduction that includes background, research questions and objectives, and struc-

ture of thesis. The second chapter is the theoretical background which incorporates de-

tailed literature behind the topic. Following the theoretical background, the third chapter 
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is the research methodology that includes the type of research methods used, how the 

data collection is done and data analysis. The fourth chapter is about the findings and 

results of the research. The empirical study is carried out through semi structured inter-

views. 

The fifth chapter is the analysis made on the findings of empirical research. The sixth 

chapter is a conclusion which includes theoretical and managerial implications, limita-

tions and future scope of the research.   
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2. THEORETICAL BACKGROUND 

2.1 Key concepts and definitions   

This chapter provides theoretical introduction and literature overview of the following key 

concepts which are further used to make the empirical analysis. The key concepts have 

been chosen considering their appropriateness to the research aim and objectives. 

 Servitization 

 Product service systems 

 Advanced services  

Table 1. Key concepts and their definitions in literature 

Key concepts  Definition Source 

Servitization “Servitization is the process of moving from 

the old and outdated focus on goods or ser-

vices to integrated bundles or systems with 

services in the lead role” 

(Vandermerwe & 

Rada, 1988; 

Coreynen et al., 2017) 

Product ser-

vice systems 

“A product service-system is a marketable 

set of products and services capable of 

jointly fulfilling a user´s need. The product 

or service ratio in this set can vary either in 

terms of function fulfilment or economic 

value”  

(Goed koop et 

al.,1999) 

Advanced ser-

vices 

“Advanced services are propositions where 

the provider (manufacturer) engages in in-

depth customer interaction and extensive 

capability integration, and through a cocre-

ation process delivers functional values to 

the customer” 

(Bigdeli, 2016) 
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2.1.1 Servitization 

For a long time, it has been made to believe that success of a manufacturing business 

is based on its product sales and how it attains competitive advantage by differentiating 

itself from competitors through various factors like product features, pricing, quality, tech-

nology used, whereas services were only provided additionally to support the product. 

Addition of services to products is done normally by manufacturers in order to maintain 

existing customers or to draw attention from new customers making it less likely for com-

panies to compete over just price of products (Malleret, 2006). Many research studies 

and academic contributions have highlighted the importance and capability of services 

and have been made emphasizing the importance and capability of services in generat-

ing value, maximizing profit and ensuring stable revenue income (Vandermerwe and 

Rada, 1988; Malleret, 2006; Raddats et al., 2019). It has been indicated by some of the 

researchers that services in fact can bring in a higher profit margin and stable revenue 

than products (Anderson et al., 1997; Quinn, 1992). Adding to that, many scholars concur 

with the concept of servitization signifying the shift of core strategy combined with busi-

ness logic of a firm from being product centered approach to service centric one (Kowalk-

owski et al.,2017; Raddats et al.,2019; Grönroos, 2006; Vargo and Lusch, 2008; Van-

dermerwe and Rada,1988). Researchers have been engaging in dialogues about the 

servitization concept as gradual seamless shift along the product-service spectrum, with 

some arguing that it is not a gradual shift but integration of product and service opera-

tions (Oliva and Kallenberg, 2003; Peillon et al., 2014). 

Olivia and Kallenberg (2003) indicates that industrial firm that undergo servitization.  

“Must learn to value services, how to sell, deliver and bill them”.   

In case of product centric model, the performance of a manufacturing company can be 

assessed through the revenue made out of product sales along with the increase in profit, 

but the same cannot be assumed regarding the transition of company towards service 

centric model and selling of services. Some of the literatures suggest that the effective-

ness of servitization, with services as the prime source of value creation for the company 

is as per the sales volume of services reaching a certain number, whereas some studies 

indicate that level of servitization can be assessed by taking into account the proportion 

of revenue generated from the services along with the number of services offered (Fang 

et al., 2008; Maheepala et al., 2018; Ulaga and Reinartz, 2011; Mathieu, 2001).  
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Table 2. Definitions of Servitization 

 

Homburg et al. (2002) have also indicated in their literature that the extent of focus on 

services service within the company’s overall strategy could be measured using quantity 

of services provided, diversity along with the level of priority given to services.  However, 

some of the researchers debate over assertion of belief that mere number of services 

could act as an indicator to estimate the customer’s perceived value (Malleret, 2006). 

As, the same “servitization” concept which is projected to result in rise of company’s 

revenue, as an after effect of increasing the efficiency of customer´s operations, might 

also end up in eliminating the need for replacement of products (substitution effect) which 

are indeed the basic source of service due to extended product life cycle (Kastalli and 

Van looy, 2013). The same could also happen in case of services, with the production of 

cost-efficient products influencing replacement with new product rather than purchasing 

services, indicating possibility of substitution effect prevailing in case of providing prod-

ucts and services (Kastalli and Van looy, 2013). Hence, reiterating that sales volume, 

which has a greater impact over profitability of the company while considering selling of 

Source Definition 

Vandermerwe and Rada (1988) Progressing of modern corporations towards offer-

ing configurations of products and associated ser-

vices and knowledge, but services gaining pre-

dominant focus. 

Desmet et al., (2003)  The growing pattern of production facilities infusing 

a greater number of service elements into their 

product lines. 

Ren and Gregory (2007) An evolution journey of manufacturing companies 

involving shift towards service centered mindset 

and enrich offerings by delivering services that 

align with customer requirements, secure compet-

itive advantage and improve productivity. 

Baines et al., (2009) Enhancing organization’s capacities and opera-

tional models to facilitate value co-creation through 

establishment of product-service systems (PSS). 
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products, cannot be considered similarly as the only measure of profitability in case of 

selling services.  

Some of the literatures have also indicated the prevalence of “service paradox” referring 

to the inability of manufacturers to obtain economic profits and benefits as expected 

through services, due to several challenges that the manufacturers have to endure while 

adding service activities to their existing model or transforming itself to provide services, 

changing the ways it uses to operate normally while being product centric. (Oliva and 

Kallenberg, 2003; Gebauer et al., 2005; Gebauer et al., 2010; Brax, 2005; Martinez et 

al., 2010; Raddats et al., 2018; Ostrom et al., 2010). Apparently, the extant literature 

stumble between service infusion, transition, benefits and challenges of industrial serviti-

zation, but the role and importance of sales processes, approaches and sales force along 

the transition of manufacturing to service-oriented businesses are undervalued that there 

is limited literature around these issues.  

2.1.2 Product service system (PSS) 

Product service system is the fusion of tangible physical products and intangible services 

devised to address and fulfil specific customer requirements (Baines et al., 2007; 

Tischner et al., 2002; Tukker, 2004). According to Baines et al., (2009), “servitization is 

the innovation of an organization’s capabilities and processes to better create mutual 

value through a shift from selling product to PSS (product service system)”.  

 

Figure 1. Evolution of product service system (Baines et al., 2007) 

 
 

According to Eggert et al., (2015), Profitability can be attained from manufacturing com-

panies when they are ready to make innovation efforts towards development of offerings 

or solutions composed of both physical products and services. 
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Tukker (2004) in his research article provided classifications for product service system 

under three main categories, i) Product-oriented services, ii) Use-oriented services and 

iii) result-oriented services.  

 

 

Figure 2. The Product-Service system categories (Tukker, 2004) 

 

In case of the first category, “Product oriented services” the business model places its 

primary emphasis on selling of product accompanied by added services like mainte-

nance, repair, advisory and consultancy supports to ensure effective utilization of prod-

uct.  Regarding the second category, “Use-oriented services”, an alternative business 

paradigm where the product is the key component, and its ownership is with the manu-

facturer, but the use or availability is sold to the customer. Use-oriented services are sub 

categorized into  

 Product leasing 

 Product renting/ sharing 

 Product pooling  

In the context of product leasing, the service provider maintains the ownership of the 

product with the user or lessee pays a specific recurring fee and has unrestricted access 

to product. Conversely although product renting might seem similar to product leasing 

except it still lacks unlimited access provided to user and is also shared with other users 
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for utilization at different times. Finally, product pooling is when multiple users can pay 

for the product and use it concurrently. The third category, result-oriented services, is 

when the company sells the ultimate results instead of the physical product and the cus-

tomer is charged specifically only for the outcome.  

The result-oriented services have three subcategories which are as follows.  

 Activity management / outsourcing  

 Pay per service unit  

 Functional result 

With respect to activity management or outsourcing, the company delegates certain ac-

tivities it engages into external third-party entities, a contract is drawn up with perfor-

mance indicators and quality of outcome specified. Pay per service unit still works around 

the product but the user pays only for the outcome based on level of usage. Functional 

result is about paying for the result and how it is done is up to the service provider, but 

the core idea is to respond to customer needs and preferences by providing the desired 

outcome. 

Baines et al. (2007) further indicates that all these three categories are integration of 

product service packages engineered to suit the customer needs through utility or func-

tion, nevertheless result-oriented services manifest the distinctiveness of the “Product 

service system (PSS)”, valuing the product’s performance or utilization rather than the 

ownership of it through product service bundles. (Tukker, 2004; Manzini et al., 2001; 

Baines et al., 2007). 

This Product service system (PSS) framework with classifications of product service sys-

tem represents different combinations of product and service offerings and presents an 

overview of possible servitization outcomes from the manufacturing companies and acts 

as a starting point providing guidance over servitization transition process and gain un-

derstanding regarding advanced services. When product service system focuses on both 

product and associated services as a bundle of solution intended to satisfy customer 

needs by providing high value to customer minimizing the impacts of environment, par-

allel to it is “advanced services” also highly focused on customer needs and pain points, 

producing customer desired outcome or capability, improving the business processes 

and efficiency of the customer through long term customer relationship (Baines et al., 

2007; Baines et al., 2016; Mont, 2002). The integrated product service offerings when 

combined with advanced digital technologies, connected to the software and hardware 

remote control systems with the facility to be monitored remotely gives out large amount 
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of data that can be utilized later to identify new sales opportunities and develop data 

based advanced services, that would aid in preventive maintenance to detect problems 

before it occurs avoiding failures, repairs and improve customer operations efficiency. 

(Herterich et al., 2015; Porter and Heppelmann, 2014).  

2.1.3 Advanced industrial services 

Industrial services are of different kinds and cannot have a common description or clas-

sification as it differs from company to company. Frambach et al., (1997) in their study 

classify services as two types either transaction related or relationship related services. 

Whereas Mathieu’s (2000), differentiates industrial service offerings into two groups 1) 

services supporting product (SSP), which are basic services supporting product and its 

usage and installations and 2) services supporting client’s actions (SSCs) which as the 

name implies supports the client’s actions concerning the products like operation of cli-

ent’s processes, process optimization, business consultation. SSCs can be provided in-

dependently as standalone services attending and supporting the customer, so they can 

gain benefits through various processes, activities, and strategies neglecting the need to 

provide product support (Mathieu’s, 2000).  

Baines and Light foot (2013), categorizes services as  

1) Basic services,  

2) Intermediate services 

3) Advanced services  

The Basic and intermediate services include the most predominantly offered services 

like gaining access to the equipment, installation, spare parts provision, repair, mainte-

nance and trainings that are offered to ascertain the product’s physical condition. Ad-

vanced services are integrated solutions that are provided along with the products and 

built over the basic and intermediate service, as in widened activities that are normally 

internal to customer (Baines et al., 2013). However, advanced services vary greatly from 

the basic and intermediate services as administering advanced services extends beyond 

just the provision of the product as in physical equipment but the capability or perfor-

mance as outcome to the customers. Thus, advanced services support the customers to 

attain their goals instead of just being add-ons to products (Schroeder et al., 2020) and 

is commonly referred as contracts rather than a specific activity as the advanced service 

offering would involve a diverse range of activities (Baines and Light foot, 2013). The first 

two category of services basic and intermediate can be related to the services supporting 
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product (SSP) classification whereas the third category advanced services can be re-

lated to the services supporting clients’ actions (SSCs) classification of services by 

Mathieu’s (2000). According to Baines and Lightfoot (2014), advanced services is de-

fined as 

“a capability delivered through product performance and often featuring, relationship 

over extended life cycle, extended responsibilities and regular revenue payments”. 

According to Baines et al., (2016), advanced services are composed of intricate fusion 

of products, services, workflows, software, and expertise, all intended to acquire the an-

ticipated outcome and needs sought by the customer. Advanced services are those 

closely associated with the product’s core, but the focus is diverted away from the actual 

product towards and the outcome that emerges as a result of the product performance, 

thus in other words, advance services result in capability as an outcome originating from 

use of products (Baines and light foot, 2013). Several authors recognize the Internet of 

things (IoT) as a critical factor necessary for facilitating service transformation specifically 

through advanced services (Ardolino et al., 2018). According to Neely (2008), When 

company undergo Servitization and particularly sell advanced services, it results in cre-

ation of value benefitting customers as they perceive services customized based on their 

actual needs, operation risks mitigated by passing on responsibilities, preventive mainte-

nance and accurate calculation of the repair and maintenance costs. The companies that 

offer advanced services are mostly with an intention is to establish an enduring customer 

bonding setting them apart from the competitors, to enhance earnings and have a stable 

cash flow, flourish through process innovations (Baines and Lightfoot, 2013). While com-

prehensive description of advanced services in the extant literature has been covered, 

there exists a noticeable gap in the exploration of advanced service sales, especially 

concerning the transformative journey that the manufacturing company undergoes as it 

shifts its focus from product sales to advanced service offering, which would be focus of 

the study in the further sections. 

2.2 Sales transformation while selling advanced services 

When a manufacturing company considers reshaping itself by making a strategic shift 

from selling mere products to focus on selling advanced service as a response to the 

changes in technologies and competitive landscape in business environment, the shift 

cannot happen right away in an instant, instead it is a long journey. Along the journey 

there has to be several changes made or to be precise advancements made in the or-

ganization right from product, business model, having a separate unit for services, or-



14 
 

ganization culture, operation processes, delivery processes, sales processes, to capa-

bilities, resources, competencies, employee skills and most importantly communicating 

these changes to all the employees and stakeholders. Salespeople are the front-line 

employees who interact with the customers or prospective clientele regarding promotion 

and selling of offerings, thus if the changes mentioned above are not well understood 

and implemented to the sales processes and communicated properly by the sales force 

to the customers, the transition cannot occur successfully with the desired outcome. Ac-

cording to Salonen et al., (2020) in their study regarding changing orientation of 

salesforce towards selling complex solutions from selling mere products, have indicated 

that the comprehensive transformation seems to occur from balancing individual sales-

persons and organizational driving factors that involves managerial influences and influ-

ences from peers.  

2.2.1 Transitioning from goods dominant towards service 

dominant logic  

In order to analyze the shift in sales processes, approaches and strategies while selling 

advanced services it is necessary to understand the variation in the organization strate-

gies, transition of business logics and their impact over changes in sales approaches. 

Vargo and Lusch (2004) proposed Service dominant logic with an aim to bring out an 

alternative framework for the conventional logic that only focuses on the output and price. 

The framework further elaborated on the two logics “goods dominant logic” and “service 

dominant logic” in regard to transition of manufacturing companies from goods to ser-

vices. In case of goods dominant logic, the manufacturer creates the good or product 

that the customer consumes for the exchange of value, whereas in case of service dom-

inant logic both the parties operate very closely and co create value together by collab-

orating at various levels like usage of resources, knowledge, capabilities and competen-

cies having a mutually beneficial relationship (Vargo and Lusch, 2008b).  

Contrary to the products that come up with clearly stated feature specifics, attributes and 

characteristics, the services especially complex ones concentrated on processes, peo-

ple’s competences and skills, cannot be specified prior to delivery, since they do not 

carry visible dimensions (Fitzsimmons et al., 1998). Thus, conforming to the statement 

of prevalence of greater “inseparability among production and consumption” by Grönroos 

(1998). Most of the Manufacturing companies are still at the mindset of being cautious 

and in fact considering impractical regarding shifting towards offering pure services since 

there is a risk of losing core competence that exist in product offering as well as its tech-

nical knowledge. Hence affirming the necessity to create more pertinent competencies 
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to provide compatible integrated product service offering (Peillon et al., 2015). The key 

elements in transition from goods centric to service centric logic by Vargo and Lusch 

(2008a, 2008b) is represented below in the Table 3.  

Table 3. Transition from goods centric to service centric logic (adapted from Vargo 
and Lusch, 2008a;2008b) 

O´reilly and Tushman (2004) proposed a framework providing a valuable perspective on 

interaction between business model innovation and structural framework of firm offering 

             Goods dominant logic               Service dominant logic  

Producing goods or services  Supporting customers with their business 

processes for greater output or solution  

Goods or service produced by manu-

facturer and consumed by customer 

Both the parties bring their resources and 

competencies together and create value to-

gether  

Product or service is the core empha-

sis 

Understanding and satisfying the requisites 

and goals of the customer is the foremost fo-

cus 

Value added as benefits to goods or 

services  

Value co–created by integrating resources 

and services of the customer and the service 

provider  

Manufacturer resources are Operand 

resources added with value  

Operant resources such as knowledge and 

skills transferred through installing them in 

operand resources or goods, enabling to 

gain benefits through usage of resources 

Customers are considered target and 

detached entity 

Customers are considered resources and 

partners or collaborators, understood from 

being in their own environment and network 

Short term relationship between man-

ufacturer and customer  

Long term relationship between both parties 

Transactional relationship between 

manufacturer and customer 

Customer oriented and relational relation-

ship 
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four different models assessing the influence of the business model innovation. The four 

structures are 1) functional- where BMI activities are added to the regular activities and 

structure of the firm  2) cross functional – it is a part of the entity but acts independently 

without coming under existing structure 3) unsupported team- a distinct unit outside of 

the firm with its own processes and structure  4) ambidextrous organization – BMI activ-

ities carried under separate unit with own structure and processes but still comes under 

the top management of the company. This research holds significant relevance to the 

exploration of several possibilities for reconfiguring organization structures for effective 

provision of advanced services. The existing Servitization literature addresses the evo-

lution of product service offerings into advanced services through three key shifts: prod-

uct to process oriented services, from standardized solutions to customized solutions, 

transactional one-time sale to relational long-term contracts (Ulaga and Reinartz, 2011; 

Eggert et al., 2014; Matthyssens and Vandenbempt, 2008; Oliva and Kallenberg, 2003; 

Tukker, 2004) 

2.2.2 Sales approaches and sales strategies  

An alteration in the business model can prompt change in the approach taken in design-

ing and selling the solution (Kujala, 2010). The prevailing literature addresses the subject 

of servitization concept involving the changeover from product-based offerings to com-

plex solutions or services entailing the shift from standardization to customization (Mat-

thyssens and Vandenbempt, 1998). This transition can be correlated to the sales ap-

proaches and processes transitioning from standardized to customized. Prior to delving 

into the analysis of sales approaches and strategies concerning selling complex ad-

vanced services, it is considered essential to initiate investigating the existing literature 

on holistic sales approaches and strategies. Adaptive selling behavior characterizes the 

skills possessed by salesperson for customizing their selling approach when encoun-

tered with difficult customer situations, encompassing modification of communication 

tactics based on the customer traits and specific selling circumstances (McFarland et al., 

2006; Weitz, 1978). 

The research by Panagopoulos and Avlonitis (2010) is acknowledged widely by scholars 

for its effective conceptualization of sales strategy, progressing the sales research ex-

tending its scope beyond the conventional tactical selling approaches. According to 

Panagopoulos and Avlonitis, the sales strategy is all about achieving the firm’s marketing 

targets through distribution of sales resources towards activities involving customer en-

gagement. In the aforementioned study by Panagopoulos and Avlonitis (2010), a detailed 

literature review in the field of sales has been conducted along with in depth interviews 
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with sales professionals leading to the identification of critical components of sales strat-

egy as following: customer segmentation, customer prioritization, formulating relation-

ship objectives, formulating sales frameworks at last utilization of diverse sales channels. 

In addition, their research also presents three recommendations for effective implemen-

tation of sales strategy in a firm: 1) engaging transformational leadership approach 2) 

evaluating changes in the market demand 3) assessing the intensity of customer’s need 

for solutions (Panagopoulos and Avlonitis, 2010).  

Terho et al., (2015) in their research highlighted two key variables as pivotal for achieving 

exceptional performance through application of sales strategies: customer orientation 

and value-based selling. They continued stating that salesperson should choose the ap-

propriate kind of approach to be implemented based on their understanding and 

knowledge about business goals, processes, resources, and capabilities. Terho et al. 

(2012) in the same paper have also recommended ‘Value based selling’ as an impactful 

sales approach suitable for selling complex value-added offerings (advanced services). 

On further exploration regarding “value-based selling”, three fundamental components 

are uncovered, which are 1) understanding the customer’s business model, 2) crafting 

the value proposition and lastly 3) communicating the customer value. However, Terho 

et al., (2015) at a later stage adds to the existing literature that value-based selling ap-

proach is conducive only for specific customer groups with whom the salesperson al-

ready has extensive knowledge about through years of sustained collaboration. The ex-

isting literature on value-based selling converges with the advanced services on factors 

like, nurturing trust and long-term relationships, customized solutions aligned with the 

customer’s desires and effectively communicating the benefits in a way that customer 

can resonate. After reviewing the relevant existing literature around sales strategies and 

sales approaches, the customer orientation, value-based selling and transformational 

leadership appear to be exhibiting attributes that are conducive for selling and promoting 

complex advanced services (Terho et al., 2015; Panagopoulos and Avlonitis, 2010). In 

the next section we will delve into an in-depth exploration of value-based selling and 

pricing drawing from prior academic works. 

2.2.3 Value based selling and pricing 

In this era of digitalization, where information is available online in abundance, people 

do not settle for just anything offered by the producer as it is very easy to compare the 

product or service with similar offerings from any corner of the world. Thus, in an econ-

omy with different people with different needs and wants, the companies cannot sustain 

if they just make and sell the products but need to provide something more than that 
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(Kotler & Keller, 2012). Thus, that something is called, ‘value’ delivered to customer at a 

profit (Kotler & Keller, 2012). In the case of some industrial companies cost accounting 

systems are built around product-based lines, thus becoming hard and complicated to 

calculate costs for complex offerings with products and service cost components of cus-

tomer segment (Malleret, 2006). Furthermore, leading to difficulty in assessing the value 

created by providing complex offerings, making it difficult to signify a price that the cus-

tomer has to pay making the selling process even much harder.  

Conventionally, the value is generated through fulfillment of customer requirements 

through product purchases, but along the servitization journey, the theory of product-

service transition has shifted towards “value in use” and “value co-creation” encompass-

ing both the parties “the service provider” and “the customer” taking part in value gener-

ating tasks (Smith et al., 2014). According to Grönroos and Voima (2013), “value in use” 

emerges out of continuous process strongly based on the experiences of customer, logic 

and the capability to excerpt the value out of the product and resources, unlike value 

created once out of purchase of products or services for the price paid. Kowalkowski 

(2010) indicates a shift occurring in the role of the suppliers, where they evolve into re-

source integrators and collaborators in creating value together with customer.  

Value based selling behavior proposed in the research paper by Terho et al., (2012, 

p.178) in his research paper offers an explanation for Value based selling behavior de-

fined as:  

“…the degree to which the salesperson works with the customer to craft the market of-

fering in such a way that benefits are translated into monetary terms, based on an in-

depth understanding of the customer’s business model, thereby convincingly demon-

strating their contribution to customer’s profitability”. 

 It can be correlated to the concept of selling advanced services, where the salesperson 

cannot adapt personal selling rather value based selling would most probably be appro-

priate and applicable.   
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Table 4. Recent research on value-based selling 

 

Source Research method Findings 

Töytäri et al., 

(2011) 

Two case studies on two large 

global products centric B2B com-

panies with a mindset to shift to 

service business 

Recommends eight key elements for 

successful value-based sales efforts 

along with a methodological framework 

for embedding customer value within 

value-based sales process  

Terho et al., 

(2012) 

Data collected and coded from 

in-depth interviews with sales 

managers from firms that oper-

ate in different industries with a 

great performance record, with 

great knowledge about the topic.  

From theoretical perspective the re-

search identifies three critical dimen-

sions of value-based selling, indicates 

interesting outcomes of applying this ap-

proach in businesses 

Lindström 

(2014)  

Multiple case study conducted 

through qualitative interviews 

with sales managers, sales rep-

resentatives, mid and top-level 

management.  

Proposes a tested and verified sales 

model combining PENG model and NPV 

calculation to provide quantification of 

customer value. 

Recommends a framework for value-

based sales, indicates identifying, com-

municating, and assessing the value as 

important in value-based selling and 

identifies 12 capabilities recommended 

for value-based selling  

Töytäri and Ra-

jala (2015) 

Research was carried out within 

context of two extensive projects 

– “Future industrial services” and 

“innovation selling”, involving 

comprehensive research con-

ducted at nine multinational com-

panies participating in 46 inter-

views and 50 interviewees 

Recommends a framework for value-

based sales, indicates identifying, com-

municating and assessing the value as 

important in value-based selling and 

identifies 12 capabilities recommended 

for value-based selling. 
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Customers have begun to look for complete solutions or packages that provide their firm 

with the utmost benefits in the longer term. This progression demands manufacturer’s 

sales management capabilities entailing value based selling approach (Töytäri and Ra-

jala, 2015). Töytäri and Rajala (2015) in their research paper proposed Value based 

selling as a sales approach centered on identification, quantification, communication, 

and verification of customer value. They also refer to this approach as a blend of capa-

bilities, proficiencies and tasks, utilized to plan and carry out value selling activities. Ac-

cording to Vargo and Lusch (2004), within the service dominant logic perspective, the 

success of an organization does not rely on responding to what the customer needs and 

providing an effective solution to it rather working together for some period closely with 

the customer and determining what it actually needs, and providing them with the cus-

tomized solution, thus value is being co–created here. A recurring theme in literature is 

a notion that value is not something solely derived as a firm’s end product rather it arises 

as “value in use” at the end of engaging with customers co-creating value (Vargo and 

Lusch., 2004; Grönroos., 2008).  

When the problems or needs that exist in the customer’s operations are openly dis-

cussed with the salesperson, the value that must be co-created is also very evident thus 

facilitating the salesperson to provide more accurate potential customer value calculation 

(Rackham et al., 1988; Töytäri et al., 2011). Profitable value co- creation relies on mutual 

understanding and clear exchange of information and explicit communication among the 

salesperson and customer, at the same time salesperson should also be capable to 

grasp unexpressed aspects through their in depth understanding of business processes 

of customer (Rackham et al., 1988; Töytäri et al., 2011; Kindström et al., 2015; Ulaga 

and Loveland,2014; Martinez et al., 2010). Luotola et al., (2017) express in their litera-

ture, how while adapting value based selling approach both supplier and customer take 

part in the cooperative endeavor unaware of the problems but still strive to cocreate value 

together.  

Although pricing has a great influence over the profitability of a firm (Hinterhuber, 2004), 

the literature over this concept is sparse. According to Hinterhuber (2004), although most 

of the companies possess requisite expertise to design offerings at premium quality, they 

often fall short at quantifying and communicating the value to their customer base. He 

further emphasizes the necessity to give importance to the quantification and communi-

cation of value equal to the importance given to creating bundles of products and ser-

vices of great customer value.  It has been a norm that if a company is intending to gain 

market share, the prices are set low and if it is aiming to gain profit gain in a short period 

of time, the prices are set higher (Lamb et al., 2000). However there have been several 
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examples in the business industry that has proven this theory wrong that even compa-

nies with premium priced products and services have been market leader. (Hinterhuber, 

2004). Hinterhuber (2000) proposed an integrative framework for pricing decisions and 

promotes Value based pricing (VBP) as an efficient tool facilitating the firm to implement 

profitable pricing strategy and to increase profitability of the company. The framework is 

built on three important points, 1) economic value analysis, in which source of economic 

value of the product is quantified to potential customers 2) CVP (cost volume profit) anal-

ysis, realizing the consequences of price and volume changes in the profitability of the 

company 3) competitive analysis – understanding the recent trends regarding product, 

pricing and strategies.   

Even if a firm can provide customers with products that can create greater customer 

value, it has to be properly documented and communicated (Anderson et al., 2006). An-

derson et al., (2006) proposes “value proposition” as an effective statement or claim by 

supplier communicating about the supplier’s offerings, the benefits that it would provide 

to the customer, favorable points of difference when compared to its competitor, and 

highlighting on the things that would contribute to premium performance that would be 

perceived most valuable by customers. According to Mallaret (2006), it is vital for the 

customer to be well aware of the value that the service delivers, for which it is necessary 

that the service provider make befitting arguments and come up with pricing method 

focusing on the services that are highly visible and are under control of customers. A tool 

for recording and conveying the value of service to its customers has become a necessity 

(Anderson et al., 2006; Reinartz and Ulaga, 2008). A great example of such tool is the 

“Documented solutions” by SKF which is linked to a database that facilitates customers 

to calculate their return on investment and supports salespeople to make arguments 

regarding cost that the customer could save by using the offered services. (Reinartz and 

Ulaga, 2008). The shift in value proposition towards complex service offerings, and the 

transformations in the value chain necessitates establishment of new job positions, new 

activities and tasks with different structures, targets, KPIs, and on the whole a shift in the 

organizational structure resembling matrix rather than a conventional functional ap-

proach (Rasmussen and Foss, 2014).  

2.2.4 Evolution of sales processes  

In the history of business, a tradition 7- step sales model and process has been followed 

for ages regarding personal selling of product and associated services. There have been 

modifications and additions made to this process with varying details at each step based 

on different companies and industry, but the holistic model remains almost same for all 
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cases. The typical 7 step sales process model includes steps as following: 1) generation 

of leads and qualifying prospects 2) pre- approach 3) approach 4) presenting to customer 

5) Clearing up doubts and objections 6) Closing the deal 7) Follow up. This is represented 

in the figure below.  

 

Figure 3. Traditional sales process 

 

Recently, industrial firms have shifted towards providing solutions to customers that com-

prises of products, services, technology components, training, maintenance, consul-

tancy, and other services with the goal to create customer value greater than the mere 

products-based technologies (Storbacka, 2011). Luotola et al., (2017) in their study is of 

differing opinion from the presentment of value based selling process that starts with 

identifying and understanding the customer problems and then communicating the prof-

itability of the solution, rather states that identification of the value potential of the busi-

ness customers has to be done first followed by presentation of customer value and 

creation of it during the sales process. Following up, the authors proposed design think-

ing as a means for effective problem resolution and value generation for customers. The 

process of Value based selling diverges from the standard approach to selling product 

or services, as this process involve collaborative effort of supplier and the customer as-

sessing the challenges faced by customer, supplier’s capabilities, products, services, 

and co create a solution of greater customer value benefitting all the stakeholders in-

volved.    

The sales process proposed by Luotola et al., (2017) proposed a sales process that is 

value based, a flexible approach involving constant movement back and forth focused 

on finding a value creating solution and does not follow step by step linear path. The 

sales process is of three major steps presales, detail sales and final sales as shown in 

the Figure 4. Presales is the value defining phase where interaction between customer 

and supplier takes place regarding identifying the problem and assurance regarding po-

tential cash flow by customer solution is made. 
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Figure 4. Value based sales process (adapted from Luotola et al., (2017)) 

 

Detail sales is the actual decision-making phase involving the concerned personnel in 

the customer company and pricing models are detailed to the customer. The final sales 

phase is when the contract is drawn up with the specification of the desired outcome and 

performance parameters by customers, thus with each the level of uncertainty and com-

plexity is reduced and assurance regarding solution is gained.   

The continuous exchange of information and dialogue between the supplier and cus-

tomer, involving numerous stakeholders, is vital in the process of gaining more profound 

insights into customer requirements. This process enables the development of custom-

ized solutions, with the anticipated revenue and performance being already agreed by 

both the parties. The prevalence of these factors in the extant literature underscores the 

benefits of implementing a value-based selling approach within the advanced services 

sector. 

2.2.5 Shift in technologies for providing advanced services 

With the emergence of Industry 4.0, Internet of things (IoT), automation, cloud computing 

(CC) Big data and analytics, Predictive analytics, remote monitoring, cyber security sys-
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tems have been widely recognized as the recent technology advancements and im-

portant enablers for the transition of manufacturer towards service providers (Porter and 

Heppelman, 2014; Ardolino et al., 2018). Nevertheless, it does not come without its own 

challenges to shift from selling equipment to post sales assistance to providing digital 

services or offerings, even for the manufacturing companies following service centered 

approach (Parida et al., 2019). In the realm of offering complex advanced services, 

Panagopoulos and Avlonitis (2010) scholarly work on the conception of sales strategy 

and the integral components are regarded as significant. Furthermore, their research 

findings aid companies in the process of engaging with most appropriate customers 

based on their ability to impact on firm’s revenue and profitability and in making resource 

allocation decisions for activities right from selling to delivery and support meeting the 

needs of customers. The research papers by Ardolino et al., (2016) and Ardolino et al., 

(2018) are considered significant ones in the field of servitization transformation as they 

provide detailed insights on key digital capabilities and the detailed explanation of digital 

technologies Internet of things (IoT), cloud computing and predictive analytics and the 

role of these technologies in the transition of manufacturing companies towards provid-

ing advanced services. The technology innovation structure by Ardolino et al., (2016) is 

given below in Figure 5.  

 

Figure 5. Technology innovation structure (adapted from Ardolino et al., 2016) 

 

Porter and Heppelman (2014) propose that advancements in new information and con-

nectivity technologies and integration of them into products have unlocked new function-

alities and features categorized under four groups as following 1) monitoring – through 

sensors attached to products giving out status of products in real time, 2) control – soft-

ware integrated in products to control their functions,  3) optimization – include algorithms 

to diagnose issues, repair for efficient product performance and 4) autonomy – merging 
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all the above three groups and ability of the products integrated with sensors and soft-

ware to perform those operations autonomously. Baines and Lightfoot (2014) in their 

paper recommended manufacturers an effective delivery system for advanced services 

harnessing support of cutting edge technologies highlighted through following aspects 

a) equipment or utilities installed in client’s operations b) incorporated within supply 

chains c) spread across customers operations, d) operated by employees who can adapt 

to situations, foster relationships, technically proficient, and are able to handle challenges 

e) employees working at client’s processes and operations f) enabled by advanced in-

formation and communication technologies to monitor equipment remotely g) customer 

oriented measures controlling the whole delivery system.   

2.2.6 Capabilities required for selling advanced services 

In the ever-changing business environment, success of an organization majorly depends 

on gaining competitive advantage. There are several literatures concerning sources of 

competitive advantage and how to obtain competitive advantage, one of such is re-

source-based view establishing that company specific capabilities, “resources” that are 

inimitable are correlated to the company’s performance and act as a source of competi-

tive advantage (Teece, 1984; Teece et al.,1997). However, merely possessing “re-

sources” alone is not enough for achieving greater performance and competitive edge, 

rather it is important to combine with others to develop core capabilities (Prahalad, 1990). 

Capabilities are complex, combination of interconnected resources meant to attain the 

needed goal that also impacts performance measures like economic outcomes, compet-

itive edge and customer allegiance (Madhavaram and Hunt, 2008).  

Ulaga and Reinartz (2011) emphasized that it is necessary for service providers to real-

ize the customer requirements in present and future and be able to respond proactively 

Paiola et al. (2013) indicated that when the industrial firms are making their moves to 

transition from selling mere products to customer specific integrated solutions (advanced 

services), it is very much necessary to make efforts towards developing capabilities en-

abling the process of combining products and services, designing, selling as well as de-

livering services. Teece et al., (1997) referred “dynamic capabilities” as the firm’s capac-

ity in utilizing its internal and external competences according to the developments or 

variations in the business landscape. Brady et al., (2005), in their research regarding 

how product centric firms transition towards providing complex integrated solutions, af-

firmed that developing new capabilities is mandatory while transitioning. In their paper, 

they presented the following capabilities: “systems integration capabilities”, “operational 
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service capabilities”, “business consulting capabilities”, “financing capabilities”, as nec-

essary ones for the firms while trying to provide advanced integrated solutions. They also 

indicated that, the product companies that are so used to design, produce and sell the 

premium products, find it very challenging to develop new service capabilities, consider-

ing the customer needs and their desired outcome and planning and providing solution 

based on those factors (Brady et al., 2005).  

The current available literature majorly focuses on the generic organizational capabilities 

like mentioned above imperative for transitioning towards providing complex service of-

ferings, but the primary emphasis of this study is on selling of those complex advanced 

services and the associated processes, thus implicating the gap in need for more litera-

ture regarding specific sales capabilities required by the manufacturers for selling com-

plex advanced services. Reinartz and Ulaga (2008), insinuate that the companies that 

are undergoing transformation from product-oriented services to complex integrated so-

lutions with complex sales processes and extended sales spans, can become successful 

at it only when they do it gradually by adding complex services to their existing services 

making sure if the sales capabilities and delivery processes are in pace and effective. 

Salespeople are widely recognized as the significant contributors to sales revenue, iden-

tifiers of market trends and opportunities, creating a need for acquiring deeper insights 

regarding their capabilities aligned with evolving customer aspirations (Rapp et al., 

2006). It is also easily relatable that in case of the manufacturers undergoing product to 

service transition, the sales force would only be technically equipped with sales capabil-

ities oriented towards selling of product and associated services, and specific sales ca-

pabilities for selling advanced services is relatively new concept that is in the develop-

ment phase. Within this section, a summary of relevant scholarly works concerning the 

topic of sales capabilities directed towards selling of complex integrated solutions known 

as advanced services is presented.  

Krush et al., (2013) in their paper described sales capability as… 

 “a competency in the selling process that is enabled by salespeople’s knowledge, sales 

management skills, sales management planning, and control systems and relevant train-

ing systems for people.”  

To make a comprehensive analysis of sales capabilities it is important to take into con-

sideration both the broader organizational context as well as individual perspectives. 

Paiola et al., (2013) categorized developmental capabilities into three types: “internal”, 

“external” and “mixed” for four types of service components occurring at different phases 

of sales proposing different approaches facilitating the transition from product centric 
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offerings to complex integrated solutions. In their paper, they recommend that for the 

companies that want to sell products and after sale services, the capabilities concerning 

designing, selling and delivering services developed internally would be a viable option 

for profitability whereas when a company wants to move farther to provide complex inte-

grated solutions or advanced services, developing capabilities externally or mixed by 

collaborating with partners from external value network could be the factor for establish-

ing point of differentiation.  

Guenzi et al., (2016), in their study contemplate that sales capability are distinguished 

into two, 1) sales force management capability and 2) personal selling capability. It is 

also theorized that sales force management capabilities that includes sales force struc-

turing, customer targeting, and target management capabilities positively influence per-

sonal selling (salesmanship and account management of salespeople) which further led 

to superior customer based, market based financial performance. According to Badri-

narayanan et al., (2022), development of technologically enabled sales capability in an 

organization is considered as an important as well as effective organizational capability 

for the companies to be profitable and successful.  Badrinarayanan et al., (2022) defines 

the ability of the organization to empower its sales forces with relevant technological 

resources to carry out sales activities and processes.  

According to Ulaga and Reinartz (2011), combination of product and services or innova-

tive solutions are referred to as hybrid offerings, who also indicate in their article regard-

ing the lack of more research focused on distinct capabilities for selling such product 

service bundles or integrated innovative solutions or hybrid offerings, which can also be 

identified closely as advanced services. Ulaga and Reinartz (2011), in their article also 

brought up Hybrid offering sales capability which is…  

“The manufacturer´s capacity to reach key decision makers in the customer organization, 

coordinate key contacts in the customer and vendor firms, sell hybrid offering value 

through specific documentation and communication tools, and align the sales force with 

both the field organization and channel partners to increase hybrid offering revenues.”  

Furthermore, they indicated that for selling hybrid offerings different sales approach has 

to be adopted unlike the approach for selling mere products or services, requiring sales 

force to possess corresponding capabilities to be able to sell value communicating the 

bigger picture of long-term benefits to the customer, thus proposing need for specific 

sales force for hybrid offering to be recruited, trained and incentivized (Ulaga and 

Reinartz, 2011).      
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Table 5. Recent research regarding sales capabilities 

 

 Source  Research method  Findings  

Töytäri et al., 

(2015) 

Case studies of nine global in-

dustrial companies.  

Depicts 12 capabilities to implement value-

based sales approach  

Guenzi et al., 

(2016)  

Large scale survey conducted 

in range of industries manufac-

turing, pharmaceutical, medical 

and general services with re-

spondents primarily involved in 

sales.  

   

Interprets the causal relationship between 

sales capabilities and organizational perfor-

mance. 

 Personal selling impacts organiza-

tional performance directly  

 Sales force management capabilities 

impact profitability directly but organi-

zational performance through their ef-

fect on personal selling.   

Raja et al., 

(2020) 

 

An exploratory study conducted 

at two firms with 66 respond-

ents and 12 interviews with cus-

tomer and supplier informants 

Examining value-based selling and value-

based pricing capability developments and in-

dicate the interlinkage between both and tool, 

skills, processes required 

Salonen et al., 

(2020) 

 

Multi-level Qualitative research 

involving responses from 184 

salespeople 

When manufacturer transforming from product 

selling to solution selling, salespeople who are 

experienced in value-oriented selling can en-

gage easily, otherwise might need organiza-

tional support depending on their ability 

Badrinarayanan 

et al., (2022) 

A web survey conducted with 

about 224 sales managers re-

sponsible for business to busi-

ness (B2B) operations from va-

riety of organizations spanning 

different industries across the 

United States 

Technology enabled sales capability crucial 

for an organization to excel in financial and re-

lational performance, and the firm level dy-

namic capabilities necessary to identify tech-

nological resources to influence sales forces 

and improve their operations. 
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The core of integrating digital technologies in the manufacturing companies revolve 

around converting any object into data, at the same time the whole process is heavily 

influenced by human engagements (Hinings et a., 2018). To realize the benefits of digital 

transformation in a company, the company must bring in employees equipped with ap-

propriate skills (Henfridsson and Yoo, 2014). In light of the technical advancements, the 

significance of technical proficiency and seamless integration of technology domains has 

become pivotal in both customer facing and back-end operations, compelling the service 

professionals to take up the role of technicians (Matthyssens and Vandenbempt, 1998). 

According to Day and Schoemaker (2016), companies with “transformational capabili-

ties” are considered fostering entrepreneurial mindset within the company and engaging 

an extensive strategy for building external networks. Warner and Wäger (2018) in their 

paper regarding building capabilities for digital transformation have indicated that en-

hancing the digital expertise of workforce, restructuring the organization and adopting 

transformational leadership as the key strategies for successful transformation of the 

companies.  

Salonen et al., (2021) in their paper, have extended the research into the individual and 

organizational conditions for sales force to effectively transform from being in product 

centric selling to solution selling. Despite the results indicating the need for implementa-

tion of tools, technologies and training concerning value-based selling to the selected 

sales force candidates showing distinguished capabilities, they also highlighted the key 

function of solution champions in the organization for supporting the skilled sales force 

to engage in solution selling (Salonen et al., 2021). The insights and key findings from 

the study by Salonen et al., (2021) concerning shift from product centric sales to solution 

sales is considered valuable in the context of sale force orientation and transformation 

within the framework of selling advanced services (complex offerings). 
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3. RESEARCH METHOD 

This chapter of the thesis will explore the approaches used for conducting research in a 

detailed manner. This chapter is about why this specific methodological approach has 

been considered suitable for fulfilling the research objective, specified in the beginning 

of thesis, comprehended through research strategy, design, process, data collection and 

data analysis. 

3.1 Research strategy and design  

According to Gummesson (1993), the use of qualitative methods that rely on soft facts 

like personal experiences, opinions, attitudes and interpretations by people through in-

formal interviews, as the widely accepted and most effective data collection approach. 

This research is primarily focused on facilitating a broader perspective regarding the 

transformational shift in sales approaches, strategies and processes while selling ad-

vanced services during the servitization evolution within manufacturing companies. Cor-

respondingly the research questions have also been framed to explore the transition in 

sales approaches and the corresponding capabilities and resources required. 

This study approaches its research objectives and questions from an exploratory per-

spective as there is not sufficient literature or frameworks explicitly in reference to the 

topic that can be utilized, analyzed through some experiments and validated thus primary 

research is considered relevant to this study for its ability to explore new frontiers and 

fresh perspectives.  The research is organized based on servitization topic and shift in 

sales approaches occurring in manufacturing companies, especially selling advanced 

services, thus it is considered that collecting various perspectives and opinions of experts 

working in this field of study from different companies with some similar common pro-

spects at one specific time which is current time would be useful. Moreover, collecting 

quantitative data about it and analyzing it is thought to be inappropriate to substantiate 

the research objective. Thus, putting it all together, the research is strategized to be a 

cross sectional explorative study through qualitative methodological approach as the 

data is intended to be collected through semi structured interviews supported by infor-

mation from company websites, press releases, annual reports and articles. This specific 

methodological approach has been preferred based on its ability to justify the research 

objectives however bounded by time constraint and limited resources as the number of 

respondents are few as well.  
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The primary data was collected through semi-structured interviews from experts involved 

in the sale or in the development of advanced services, and the data is organized using 

the criteria or factors developed and represented in the study to draw some finding or 

conclusions from it. The pre - study is carried in the beginning phase of the research 

process by analyzing existing literatures and published journals and articles around the 

chosen research topic to identify what has been already investigated by experts and 

researchers and explore what is lacking.  In case of Semi structured interviews, same 

predefined questions are asked in the same structure to all the participants.  As men-

tioned earlier, this research is a cross sectional study as the data is collected and ana-

lyzed at a specific juncture in time. The research has begun with some theoretical orien-

tation from existing literature around the chosen topic which further drive the research 

via framing the research questions and the questions for the semi structured interview 

resulting in qualitative data for further analyzing. The data is analyzed, and the findings 

are summarized, interpreted and discussed further by comparing it with the literature and 

finally the conclusions are presented. 

3.2 Interviewees selection 

To achieve the research objectives and find answers to the research questions, the cho-

sen approach was to conduct interviews with experts with knowledge and experience 

regarding selling advanced services. Companies from different industries that are under 

the journey of transition from being product centric to service centric were chosen and 

invites were sent to the experts from it. An overview of the companies information are 

provided in the Table 6. 

Company 1:  The company 1 is a prominent worldwide supplier of process technologies, 

automation and services for pulp, board and paper, tissue, energy industries having a 

long history in Finland employing about 17500 people operating and delivering machines 

and services to customers globally around the world. The company provides everything 

needed for the customers right from technologies, performance enhancing services, au-

tomation solution to excel in their businesses with greater profitability. When it comes to 

service offerings it also includes almost everything necessary for a whole mill to run 

smoothly right from basic and intermediate services (provision of spare parts, process 

parts maintenance and development outsourcing, upgrades for process and production 

line, extended support from experts) to advanced services provided through various 

types of service agreements. The company which has been providing only products with 

add on services has gradually transformed itself along the years to be in this position 
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where it now works together with the customers to offer various customization in its ser-

vice agreements based on their needs and agreed targets and outcomes that is being 

achieved through long term collaboration across the entirety of the product lifecycle and 

processes. All these factors were the main reasons for including this company and invit-

ing interviewee from it, considering it as right fit contributing for this study.  

Company 2: Company 2 is a global supplier of cargo handling equipment, solutions, 

services to ports and terminals, distribution centers and heavy industry. The company 

has a wide-ranging product portfolio and services and wide service network to enable 

seamless operation of terminal processes. It offers services globally, support, consul-

tancy, spare parts, upgrades, training regarding all the cargo handling equipment. The 

company offers customized service agreements for basic and intermediate services to 

ensure the customer has everything regarding competencies and materials so the cus-

tomer can focus on their business operations and processes. It also offers modernization 

services that involve optimization of performance, productivity, and processes based on 

the needs of the customer, reducing its total cost of ownership and helping it to adapt to 

new changes. Although the advanced services are not yet feasible considering the type 

of industry and projects that it works in, the company is slowly but continuously trans-

forming itself towards becoming service centric thus making it an optimal choice regard-

ing studying the shifts that has occurred around selling approaches and concerned ca-

pabilities development.  

Company 3: The company 3 is moderate sized industry leading supplier of customized 

fully automated testing products, solutions, assembly systems and measurement tech-

nologies based in Finland currently serving some large manufacturers and market lead-

ers in smart device applications around three geographical regions, Asia, Europe and 

North America.  

Company 4: Company 4 is one of the worldwide frontrunners in the elevator and esca-

lator industry. The company’s main area of expertise is in optimizing the flow of people 

within the building. The life cycle business model of the company enables it to provide 

value to the customers for the entire life cycle of the building. Although the company itself 

is in the process of transitioning towards providing advanced services, in this study it is 

chosen to gain the buyer perspective with respect to purchase of advanced services by 

being customer to the company 3. Company 3 is selling three kinds of agreements to 

company 4, first one is a normal transaction based where company 4 sends the specifi-

cations and buys from company 3 if the product matches them, second is when the com-

pany 3 customizes the product based on the requirements, third one is when the com-
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pany has a contract where the company 4 purchases pure services based on the chang-

ing needs of the company that does not include any clear specifications in the beginning 

phase itself thus requiring both companies to work closely right from planning phase.  

Table 6. Companies overview 

For this research a total of five experts were chosen for the interview with different roles 

and responsibilities with experience and knowledge regarding servitization and selling of 

Company 

(Role) 

Industry Annual 

Sales 

(€) 

No. of 

em-

ploy-

ees 

 Offering 

Company 1 

(Service 

provider) 

Process technolo-

gies, automation and 

service provider for 

paper and pulp and 

energy industry  

5074 

million  

17500 Supplier of cutting-edge automation 

and process technologies, basic, 

intermediate and advanced ser-

vices through various service 

agreements  

Company 2 

(Service 

provider) 

Terminal automation 

and container han-

dling 

4.1 bil-

lion 

11500 Supplier of cargo handling equip-

ment, basic and intermediate ser-

vices: support, consultancy, spare 

parts, upgrades, training regarding 

all the cargo handling equipment, 

modernization services that involve 

optimization of performance, 

productivity and processes based 

on the needs of customer 

Company 3 

(Service 

provider) 

Electronic equipment 

and instruments 

81.9 

million 

250 Automation products and measure-

ment technologies  

Company 4 

(Customer 

of company 

3) 

Elevator and escala-

tor  

10.9 bil-

lion 

60,000 Offering innovative solutions and 

services for larger buildings con-

structed or to be constructed ena-

bling smooth flow inside the build-

ing 
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advanced services and the processes in their respective companies. The details of their 

roles and responsibilities are given in the Table 7 below. 

Table 7. Interviewees background 

 

 

Interviewee Job position Location Roles and responsibilities 

Expert 1 

Company 1 

Capital to 

Service Man-

ager 

(Energy, re-

covery and 

environmen-

tal services) 

Austria Proactively taking care of Energy, recovery, 

and environmental service actions, long 

term planning, service predictions, carrying 

out communication with customers, evalu-

ating and allocating of capital warranty 

budget of services, decision making, as-

signing of resources and teams 

Expert 2 

Company 1 

Director  Finland Responsible for Performance solutions 

(and their financials) and boiler diagnostics, 

business development, automation for en-

ergy and process industry  

Expert 3 

Company 2 

Senior Pro-

ject Manager 

Finland Implementation of projects (products ser-

vices and solutions), coordination of work-

flow, responsible all through the process 

from initiation to its completion and delivery  

Expert 4 

Company 3 

Head of busi-

ness 

Finland Responsible for “optimize business” unit 

that focuses on selective customers, and 

the unit acts like a company inside the com-

pany and in the process of becoming an in-

dependent one 

Expert 5 

Company 4 

Service prod-

uct owner 

Finland Developing service product based on the 

needs and used inside the company itself 

rather being sold outside to any other exter-

nal customer. 



35 
 

3.3 Data collection 

The primary data for this study is collected through semi structured interviews conducted 

with experts in the field of study from cross sectional sample of companies using prede-

fined questions concerning the research. According to McIntosh and Morse (2015), “semi 

structured interview (SSI) is designed to ascertain subjective responses from persons 

regarding particular situation or phenomenon they have experienced”. The concepts like 

servitization, product service systems and advanced services are first reviewed acting 

as starting point for the research process and in fact enabled and supported developing 

the research objective, research questions and list of questionnaires to ask interviewees.   

When the qualitative data is collected directly from the participants in a normal casual 

set up with the facility to record audio, video and transcribe, every word and their actions 

and reactions can be observed, and minute details of the critical matters of the research 

can be captured explicitly producing descriptive and explanatory data that could be fur-

ther analyzed and interpreted (Saunders et al., 2019).  The semi structured interviews 

were held between the months February and May 2023. These interviews were con-

ducted online individually with experts from four Finnish companies and each interview 

lasted on average about 55mins and were recorded and transcribed for the purpose of 

documentation and analysis. The interviews were mainly focused on the experts’ expe-

riences and activities and the actions or efforts taken by the company they work in con-

cerning selling advanced services. Same predefined questions were asked in all the in-

terviews, although adjusted a little bit based on the respondent’s relation to the service, 

since along with interviews involving experts from companies being seller or service pro-

vider, it also involved a buyer or customer to gain their perspective regarding the objec-

tive. The interview questions were designed and structured around the following themes 

(The complete questionnaire can be found in the appendix section) 

 Organization details, products and services offered, servitization journey. 

 Change in customer relationship and interdependencies along the transition. 

 Selling of Advanced services, process, benefits, expectations, challenges, and 

risks, company’s performance regarding selling of advanced services  

 Resources, capabilities, specific conditions, and infrastructure required by com-

pany, skills and competencies of sales force while selling advanced services. 

Although the interviews were facilitated using predetermined questions, it proceeded like 

a casual discussion where the interviewer was able to ask questions that are not in the 
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predefined list of questionnaires, based on the direction of the conversation and the an-

swers provided by the interviewee. Preceding the interviews, the interviewees have been 

presented with brief introduction about the research topic, why the company was consid-

ered to be fit for the study, what is expected from the interviewee and practicalities of the 

interview, however the pre-defined questions were not revealed before the session. 

3.4 Data analysis 

“Thematic analysis is a method for identifying, analyzing and interpreting patterns of 

meaning (themes) within qualitative data” (Braun and Clarke, 2017). According to Braun 

and Clarke (2017), Thematic analysis is used to recognize the patterns over the data 

with respect to experiences, perspectives, and practices of the participants. This specific 

analytical method has been opted for conducting this research due to its versatility, as it 

enables to reflect reality through finding meanings from individual experiences, as well 

as used to analyze and interpret any data type irrespective of the size of data set and is 

not theoretically limited and a coherent report can be created (Braun and Clarke, 2006; 

Nowell et al., 2017).  

Braun and Clarke (2006) in their literature provided a six phased continually changing, 

reflective and recursive process that shifts constantly back and forth between the 

phases. The six phases are provided in the Table 8 below. 
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Table 8. Thematic analysis (adapted from Braun and Clarke, 2006) 

 

Since all the interviews have been conducted online through TEAMS, the audio video 

recordings and the transcripts of the interviews are automatically generated. The tran-

script records and the audio recordings of the interviews were compared and verified 

manually for any errors occurring in the data conversion due to impact of noise in the 

environment over the system so that the data is readily accessible for analyzing.  

Furthermore, the analytical process is begun by reading the transcripts repeatedly and 

carefully for finding patterns with meanings relevant to the research topic and objectives 

and codes are generated. These first order constructs or codes are generated by com-

paring the answers for important questions from interview questionnaire from the tran-

scripts and finding similarities and patterns again. The codes are further subjected to 

             Phase             Description of process 

Familiarizing with data Data transcribing (based on need), “repeated reading” of the 

data in active way searching for meanings and patterns and 

taking notes 

Generating initial 

codes 

Creating initial codes that seem interesting, with repetitive 

patterns, relevant to research from data 

Searching for themes  The codes identified are analyzed and organized into themes 

Reviewing themes Refining of themes and developing a thematic map based on 

validity and accuracy of themes with respect to data set. 

Reviewing and recoding the data set again to check for more 

themes that fit the analytical approach of study 

Defining and naming 

themes 

Refining themes again and defining them, naming them by 

identifying the substance contained under each theme. 

Forming a narrative by identifying the apt story under each 

theme and how all the themes are correlated  

Drafting the report  Completing the process by checking it all again and writing 

the report, adding suitable data extracts that adds value for 

telling a convincing story with quality, validity  
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refinement producing about 20 second order constructs which are refined again resulting 

in final themes that are the broad topics under which the patterns and interesting varia-

bles concerning the research found in the data are organized and the themes are formed 

in such a way that when they are correlated, they provide answers to the research ques-

tions. The thematic analysis is represented in Figure 6 below. 

 
Figure 6. Thematic analysis 



39 
 

4. FINDINGS AND DISCUSSION 

In this chapter, the results obtained from the thematic analysis of data derived from semi 

structured interviews organized into themes with their ability to answer research ques-

tions are presented. Additional elaboration and discussion of these themes are con-

ducted in reference to their significance to the research questions, encompassing ex-

cerpts from the interviews as testaments. On top of that, data extracted from company 

webpages and online articles are also analyzed and interpreted upon, followingly the 

combined findings are being juxtaposed with existing literature. Upon conducting the-

matic analysis, this section will expand upon the factors that instigate shifts in sales do-

main addressing the first research question, consecutively a comprehensive outline of 

necessary sales capabilities for selling advanced services as the answer to the second 

research question. This segment also includes analysis of empirical data gathered from 

the customer perspective in alignment with the same research goals and questions. 

4.1 Key transitions of companies while selling advanced 
services  

The key aim of this research is to explore how manufacturing companies, spanning dif-

ferent industrial sectors, encompassing both products and services within the offerings 

respond to the transition from product-based model to service-based model, particularly 

with respect to selling processes, strategies and approaches. The key transitions that 

the manufacturing companies undergo in their selling approaches, processes and strat-

egies are identified and elaborated through six critical factors that exert a significant in-

fluence on the transformation.   

4.1.1 Changes in business logic, culture and organization 
structure 

Manufacturing companies globally have acknowledged the benefits of acquiring more 

revenue and profitability by moving further than just adding service to becoming a service 

provider and providing advanced services to their customers prolonging their coopera-

tion for an extended period. Manufacturing companies in the midst of servitization jour-

ney are witnessing rise in the revenue created through service sales, however service 

sales lag behind the product sales or surpass them depends on the industrial sector that 

the company operates in. The companies examined in this study medium to large sized 

companies commenced years back with the provision of products as the main source of 
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earning, have over time progressively expanded their offerings by adding new products, 

added services and innovative solutions. This transformation reflects the company’s abil-

ity to shift and adapt efficiently to the fluctuations in the market environment and techno-

logical trends in order to better serve their customers.  

As Expert 2 indicated…  

“You need to have customers all the time in mind, react fast and be quite a partner to 

them, a stable collaboration, but it cannot happen overnight. It needs to be built slowly 

through creating a culture across the organization as well as with the customers.” 

By examining the annual reports of the companies that are subjected to analysis in this 

study, service sales has been observed increasing in comparison with the previous year 

(2022), however in case of company 3, when the total sales has improved by 28% com-

paring it to previous year 2021, the service sales has gone up by 18% service sales, 

however service sales account to only 28% of the total sales revealing the fact that it is 

still lower than product sales. However, the service sales figures in the annual reports of 

the companies do not provide the percentage of sales contributed individually by various 

service categories. Thus, the assessment of contribution of these services towards 

growth of the company hinges on the insights shared by the interviewees. In accordance 

with the inputs gathered from interviewees, the collective view is that basic and interme-

diate services customers and the revenue through it still accounts major part of the rev-

enue than the advanced services, but it was also reiterated that the market for advanced 

services is growing continuously and is set to continue its growth in the years to come.  

As Expert 2 from company 1 but from automation systems business unit quoted... 

“I would say that this basic service coverage is very high in automation business. If they 

decide to buy our system, they are also buying our basic services that we can say it's 

100% coverage, But for these advanced services and longer-term collaboration, its 

roughly 20%. However, it’s a rough estimation and it might vary based on the industry, 

but I know for sure that it is growing constantly.” 

However Expert 1 from Company 1 highlights that despite the basic services coverage 

being higher in numbers, the company’s core priorities have deviated from being in price 

competition with other service providers for those basic services (supporting product’s 

functioning and usability) rather the conditions have evolved now and more inclined to-

wards the advanced services with longer term collaboration with customer, for the better 

performance of customer business processes.  

Expert 5 from company 4 (customer) is purchasing customized product purchased as a 

service based on the needs of company from the supplier (Expert 4 from company 3). 
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According to the customer (Expert 5), collaborations through pure service agreements is 

advantageous and flexible as the quality standards, operations, delivery processes and 

specificity required by the customer is well known by the supplier through the previous 

working experience on other existing contracts and it does not have to be reiterated again 

and again. Interviewee further affirms the same as other interviewees from service pro-

viders, that basic contracts act as the starting point for the collaboration, which later could 

be a leeway for upgrading into advance service agreements. Similar to the other inter-

viewees, Expert 5 also emphasizes the role of trust, transparency, regular communica-

tion and reliability gained through history of successful deliveries and KPIs fulfilment as 

an underlying condition for getting into the discussions and brainstorming sessions that 

the supplier try to indulge in to sell advanced services. 

The interviews suggest that the manufacturing companies which initially had products as 

the primary focus, makes subsequent efforts directed towards sales of basic services, 

spare parts, and eventually shifting towards offering regular fee-based profit-sharing ser-

vices depending on the customers. This is in accordance with the prior literature that 

indicates the companies under service transformation, enter into exploration phase start-

ing with basic services and then later on incorporating other services especially ad-

vanced services after realizing its significance (Fischer et al., 2010; Baines et al., 2020). 

All these represent instances exhibiting the aspects reflecting alterations in the culture, 

underlying strategic thinking and mindset of the companies. As a result of modifications 

made to the business logic, mixing of new services and technologies facilitating skillful 

execution of advanced services, the organization structure of the companies has evolved 

that all of the companies included in the study do have separate units for service sales, 

with job roles, responsibilities within the unit and new teams formed dedicated to tech-

nology support, solutions, research and development. However, the companies do not 

have specific roles created towards selling advanced services rather the service sales 

personnel are trained by working in teams with the sales professional who have experi-

ence in selling advanced services leading the team. Expert 5 indicated regarding this 

matter that in their case it has been the Head of business (Expert 4) acting as salesper-

son and project managers under him being the primary contacts and the salesperson 

from the service provider has been only involved in documenting and contracting, which 

only reiterates again the need for sales personnel specifically hired and trained specifi-

cally towards selling advanced services. 
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4.1.2 Integration of digital technologies: Internet of things 
(IOT), remote monitoring, big data analytics 

Rising needs, aspirations and anticipations of customers globally are the reasons for the 

technological pull occurring in the manufacturing industry driving the companies to adapt 

the new technologies as a means to fulfill customer demands. Successfully selling ad-

vanced services rely on agreeing over targets, KPIs, monitoring the targets and calcu-

lating the accurate revenue sharing among partners, however almost all the interviewees 

underscored strongly the significance of integrating digitalization and technological ad-

vancements for promoting and selling advanced services meeting customer demands. 

The European commission (2023a) has formulated the new digital strategy and digital 

EUROPE program with an aim to transform people’s lives and industrial businesses, 

prioritizing data, infrastructure, and technology as the primary areas of focus.  The pro-

gram mainly intends to support initiative around key areas of capability: supercomputing, 

artificial intelligence, cyber security, advanced digital skills, ensuring integration of digital 

technologies at all levels of economy and society especially towards small and medium 

sized companies (European commission, 2023a).  

Drawing from the interviews, the integrating of new technologies has enabled the provid-

ers to serve customer globally, solving and fine tuning their productivity and efficiency 

issues from one particular location by collecting data from the installed machines through 

remote connectivity systems. This implementation of digitalization in companies have 

enabled the companies to be more proactive through the 24/7 monitoring, diagnostic 

systems, predictive maintenance, amplifying the firm’s ability to promptly respond to any 

deviation at the client’s fleet. However, successful integration of these technologies in-

volves various activities like setting up of remote monitoring systems, configuring sen-

sors, monitoring and interpreting the data generated by the systems through data ana-

lytic software and coming to a decision after thoroughly examining the analyzed data. In 

the face of technological and automated developments, these tasks are performed and 

executed by technically skilled and experienced experts. This is consistent with the liter-

ature by (Grubic and Jennions, 2017) on remote monitoring technologies and servitiza-

tion strategies, categorizing remote monitoring technologies under four functionalities 1) 

Built in testing (BIT), 2) monitoring 3) detection 4) diagnostic and 5) prognostic where 

the first three functionalities can be automated without support from humans as in tech-

nician, but diagnostic and prognostic function need intervention of human. When this is 

related to four categories of functionalities monitoring, control, optimization and auton-

omy by Porter and Heppelmann (2014), it is evident that the concept of autonomy is still 
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a theoretical concept under development and even if the monitoring and control are au-

tomized human involvement is very much required for the optimization part. The com-

parison of remote monitoring systems and management among companies involved in 

the study are given below in Table 9. 

Table 9. Remote monitoring and management: Comparison 

A unanimous view among those interviewed was the significance role played by level of 

reliability, transparency, access to data regarding processes, operations and level of 

communication that is expected heavily from both sides for enabling such advanced ser-

vices compared to basic contracts. Interviewees also highlighted that when the compa-

nies focus on the customer’s problem solving and gains credence with the years of work-

ing having such advanced service agreements becomes easier, ultimately it is the trust 

forged with human relationships that takes precedence and technology contributes to its 

enhancement. A perfect example of this is the digital platform developed and offered by 

Company 2, designed to serve as the ultimate hub for the customers seeking information 

about their fleet. The multipurpose platform is designed to enhance productivity of the 

Criteria Company 1  Company 2 Company 3 

Data acquisition 

system 

Remote monitor-

ing, remote diag-

nostics and remote 

support through 

performance cen-

ters and remote 

support centers 

Automated remote 

monitoring, ad-

vanced analytics to 

find problems and 

remote mainte-

nance support  

Remote testing 

labs supported by 

robots, AR, VR ap-

plications, Auto-

mated optical me-

trology testing sys-

tems for early fault 

identification  

Remote access in-

terface 

Mobile app, 

SMS alerts, email 

notifications 

Mobile app, SMS 

alerts, email notifi-

cations 

Mobile app, email 

notifications 

Customer support 24/7  24/7  Remote support 

based on the ser-

vice contract cho-

sen by the cus-

tomer 
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customers, cultivate client reliability and openness with clients. Despite effectively man-

aging core tasks such as spare parts ordering, checking maintenance activities, it acts 

as a robust channel for providing proactive insights enabling the selling of advanced 

services and solutions. Overall, the integration and contribution of IOT, remote monitor-

ing, data analytics enables industrial companies to evolve from reactive, transactional 

model approaches and processes towards proactive data-based approaches.  

4.1.3 Customer centric value proposition and value com-
munication 

For the manufacturers that are undergoing transition to become a service provider 

providing complex advanced services, it is important to transfer from being product cen-

tric focusing on its own product’s features, business, operations and revenue through it, 

to customer centric focusing on what is necessary for them to be profitable and produce 

greater outcome. A typical value proposition includes the unique things and perks be-

yond just meeting customer requirements that the supplier offers different and better than 

the competitors with clearly defined economic benefits. This could be a standardized 

offering that can be applicable for a broad group of customers. However, when it comes 

to selling advanced services, it is more of customization than standardization given the 

supplier’s prior engagement with the customer and aims for even more long-lasting com-

mitment, thus the value proposition must be stronger and more compelling emphasizing 

long-term benefits precisely focusing on pain points of customer and delivering expected 

outcome.  

Expert 1 in their interview indicated that a decade ago customers were making purchase 

decisions based on the benefits they receive and price or cost of ownership but recent 

days the customers are keen on having solid cooperation with the suppliers making sure 

they have all the services and resources, and forecasts in place through joint venture 

with the supplier for longer terms despite it involving remarkable changes in plans and 

huge investments. To be able to have such commitments towards collaborations with the 

customer it is also required from supplier side to evaluate if it has resources, paths and 

procedures to fulfil the needs of customer.  

However, in case of obtaining new customers for advanced services, the resistance is 

higher in the beginning regarding working together for longer term towards the outcome. 

With the growing demand for suppliers to provide complete solutions, any setbacks in 

the production or processes would bring out the significance of working together foster-

ing better cooperation leading in co-creation of value together. Once the customer is in 

close contact with the suppliers like everyday basis or weekly basis and have longer term 
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contracts, the communication is easier, and issues are solved together and the delivery 

has been done correctly and KPIs met, the confidence in relationship is built strongly 

leading to the purchase of advanced services. While drafting value proposition for ad-

vanced services, it is essential to consider factors like evaluation of monetary benefits, 

and the influence of complex services in the optimization of business process minimizing 

the downtime or increasing the uptime, and the overall implications on revenue growth, 

profit, cost savings and performance enhancement. Thus, providing value propositions, 

supplemented by supporting materials, especially data driven insights that would enable 

the customer to see clearly the service’s advantage and lasting value of the service.  

Expert 1 discussed this in their interview as... 

“…for example, in the plant at Netherlands, we yearly once we work on the targets, an-

alyzing what sort of things would be the big milestones to reach and how to achieve price 

reduction for the annual outage or improving the availability. If the plant is available 95% 

how to improve it to be 97%, we discuss together with customer regarding the necessity 

to increase the availability, and the value it provides. If it’s determined the value is 1.5mil-

lion and the investment is 0.7million, so the payback is one, we again get back to the 

discussions about if it’s necessary or not.” 

Technology’s influence in the crafting of value proposition has been observed through 

the information found on website of Company 2, regarding the usage of a performance 

management tool that provides insights of data extracted from customer installed base 

(in their case terminal equipment) that can be accessed by both customer and supplier 

parties.  

The other concern raised by Expert 5 is regarding the difficulty around value-based pric-

ing and contracts, as it is not always easy to realize the source of value. Thus, the burden 

is on the supplier to make the customer realize the benefits if not possible in the case of 

profits and numbers, at least to be shown as assets that can be converted to numbers 

by the customer themselves. 

4.1.4  Choosing appropriate selling approach 
According to the information from interviews and official company websites, the customer 

reaction towards such complex advanced services varies case by case, some tend to be 

open, and some don’t. Nevertheless, there is active promotion of such advanced ser-

vices, concept of mutual value creation and sharing the profit even while selling other 

basic or intermediate services, so the customer could consider it later at some other 



46 
 

phase. Thus, unlike the traditional sales process, selling of these complex services in-

volve keeping up constant interaction with the customers, digging their processes, data 

from the equipment, leading to identification of opportunities to provide beyond the basic 

and intermediate services to benefit mutually. Followed by brainstorming discussions 

and meetings with the customer to create idea regarding solution or advanced services. 

Based on the interviews it has been observed that conventional sales methodologies 

and tactics designed for selling tangible products and associated services does not apply 

to the selling of advanced services. In this particular context the focus is on developing 

customized solutions for individual customers, thus a one size fits all approach is not 

suitable, instead the sales approach should also be tailored, adjusted and timed accord-

ing to the specific needs, opportunities and favorable conditions of the customer relating 

to the shift from ‘standardization’ to ‘customization’ while selling complex solutions by 

Matthyssens and Vandenbempt (1998). 

In some cases, it has been determined that companies conduct selling of basic services 

to customers with an intent that it could act as a door opener for the provision of ad-

vanced services later upon understanding the customer pain points and opportunities 

and the possibilities to provide such complex services. Thus, the expert 1 and 2 both 

expressed that when they try to sell their offering, the advanced services that could im-

prove their processes are also included as an inquiry material so to stay already ahead 

of competition by creating awareness about the premium solutions presented to custom-

ers by company. Despite the fact that basic services are the ones with extensive cover-

age, the companies have transformed its approaches investing time and efforts to make 

the process study, evaluate the potential for improvements, set outcome targets and 

process targets, make calculations over return on investment, bonus malus systems and 

the performance potential for a longer term and then based on that try to communicate 

and convince customers over the advance service agreements. All the interviewees con-

sistently pointed out the significance of customer-oriented approach in selling advanced 

services, involving identifying specific customers from their existing customer base for 

providing customized solutions adhering to the sales strategy by Panagopoulos and Av-

lonitis (2010) involving segmenting, prioritizing, defining relationship goals and leverag-

ing different sales channels.  

As mentioned in the previous section, there is no doubt that integration of technologies 

and advent of digital sales channels have made it easier for customers to handle basic 

and intermediate services through transparency instilled. However, in the context of ad-

vanced services human interaction is still considered necessary. This is due to the es-
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sential need for data analysis and constant effective communication by the experts re-

garding enhancement of customer business productivity and processes. All the inter-

viewees have consistently emphasized the importance of value, highlighting how com-

panies are increasingly recognizing the significance of co-creating and communicating 

the value to customers in line with the theoretical frameworks by Töytäri et al., (2011), 

Töytäri and Rajala (2015) and Terho et al., (2012). Nevertheless, they have also brought 

attention to the complexities involved in value-based selling, particularly the sales team’s 

proficiency in identifying specific sources of value, precisely pricing it and effectively com-

municating it. Thus, a sales executive here has to be more like a business consultant or 

advisor explaining the mutual benefits crafting an effective data-based customer specific 

value proposition in terms that the customer can understand and be convinced, comply-

ing with the transformational leadership sales strategy recommended by Panagopoulos 

and Avlonitis (2010).  

4.1.5 Cross functional collaboration 
The interviews strongly imply that despite the presence of remote connectivity technol-

ogy, the collaborative effort of a team of sales engineers, technical people and global 

support team and the customer is still very important. Regarding the efforts made by the 

company to sell advanced services especially with regard to sales personnel, the com-

mon answer found from participants stated that companies have not recruited any new 

sales people for selling such advanced services, however when it comes to dealing with 

the sales to customer it is not just the salesperson rather a team that includes various 

personnel from different technical expertise from different departments depending on the 

solution provided based on needs of customers. Expert 3 highlighted in the interview that 

there are situations where it’s crucial to recognize that certain advanced services are not 

suitable for specific customers and to stop making efforts over those customers due to 

various internal reasons. Such internal insights might exclusively originate from customer 

facing personnel actively engaging with clients, underscoring the necessity for collabo-

ration among different units internally as an important element.    

One other common thing found from the interviews is the use of a data management 

solution system for managing and sharing documents safely. Since provision of ad-

vanced services and selling of advanced services involves cross functional collaboration 

among different teams, the data management system support with the data flow across 

the organization supporting decision making through sharing of critical data and infor-

mation. Especially for the larger companies with teams globally.  
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Expert 1 conveys this stating... 

“...it depends on what kind of team we have, of course salesperson is necessary but also 

technical people, process person whoever could provide solution to customers. It’s more 

of a teamwork from different units rather than a single person task.” 

Although the transition towards service centric approach is happening, product is still a 

fundamental component of business, and acts as the base on which the services are 

built, thus it is important to have cooperation and collaboration among both product and 

service units at various stages, in order to gather insights to innovate, enhance customer 

operations and processes all the while delivering high quality products. In line with the 

information provided in the webpage of company 2, that is specialized in manufacturing 

port handling heavy equipment machines, digitalization has provided valuable insights 

for provision of advanced services resulting in productivity gains, optimization of opera-

tional processes, reducing life cycle costs for customers. The same insights have also 

been beneficial in assessing the transformation of machines to electrical and also serving 

as a fundamental resource to tailor client focused solutions. This stresses the value of 

providing comprehensive product and service in conjunction with the data insights easily 

accessible to different units fostering a shared culture facilitating collaboration among 

cross functional teams, such as product and service engineering and selling.   

Another recommendation by Expert 2 regarding the sales of advanced services was to 

establish strategic partnerships with other industry stakeholders who are willing to share 

data. It has been suggested that such collaboration can result in the development of 

more comprehensive services and personalized solutions for customers. The expert also 

stresses the significance of eco system partnerships, emphasizing the need for an open 

platform among partners to facilitate the identification of available resources and capa-

bilities fostering effective collaboration. 

4.1.6 Data privacy, cyber security and compliance 
The European data strategy’s objective is to establish the region as a pioneer of data 

driven society, providing industrial businesses, researchers and public offices with the 

access to utilize the vast amount of data to drive economic growth and innovation (Eu-

ropean commission, 2023b). Data and analytics, remote connectivity technologies and 

systems despite being very much valuable in the evolution of industrial manufacturing 

companies creating immense opportunities for growth and profitability, they have also 

exposed the companies to cybersecurity attacks and risks. Despite the significant talent 

pool, substantial GDP and education infrastructure prevailing in Europe, technological 



49 
 

oriented companies in the United States have been at the forefront of global technologi-

cal innovation (Broadbent, 2023). However, the data protection regulations in Europe, 

such as GDPR, Data act, cyber security certification schemes for cloud services, artificial 

intelligence act have a significant impact on countries globally, despite causing decrease 

in sales and profitability of companies as indicated by the investigation at Oxford Martin 

School (Broadbent, 2023). Consequently, businesses are placing greater emphasis on 

robust data privacy policies and practices, alongside allocating resources, capabilities 

and investments towards installing cybersecurity systems to protect their valuable data.  

In the context of this, Expert 2 stated... 

“All the customers are not willing to share their data to our cloud, there could be many 

reasons for that like privacy or security, so they want to keep their data in their own 

premises and their cloud, but that means we cannot provide them with specialized ser-

vices when we have no data access especially early enough that we cannot promise 

delivering that as well”. 

With the cyber security system with regular updates and data privacy policies and agree-

ments made, customers are certain that their systems and data are secure aligned with 

industry standards and practices nurturing a greater level of trust and confidence shared 

between service provider and customers. According to European Union Agency for se-

curity (2023b), the rising cybersecurity threats and the legal constraints aimed at 

strengthening cyber resilience in the EU region have created great demand for profes-

sionals with cybersecurity expertise. All the employees working at the customer facing 

jobs are required to have knowledge regarding the company’s cybersecurity policies, 

legal compliance and risks associated with it so to be able to communicate it to the cus-

tomers that the data is protected and used for intended purposes only.  

Expert 5, who was included to bring in a customer perspective to the study highlights 

that such collaborations regarding advanced services work seamlessly with respect to 

data disclosure, trustworthiness, and interrelations if the manufacturer belongs to same 

geographical region following same legislation. As Expert 5 remarked... 

“The collaboration with the service provider has been working seamlessly now especially 

when it comes to data, majorly because we both belong to EU bounded by similar laws. 

Whereas in case if it is a supplier from China, the laws that apply over there and the kind 

of information that they gather are very different from the ones in EU, thus making the 

collaboration challenging, restricting us from making any agreement with the suppliers 

from Asia”.  
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Undoubtedly China and the United States are at the forefront of technological advance-

ments and heavily investing in R&D and innovation, whereas despite possessing abun-

dant resources still lags behind.  However, Europe primarily focuses on ethical regula-

tions related to data privacy and cyber security leading to the possible disparities when 

industrial companies from these countries collaborate. (European commission, 2023a; 

2023b; Mckinsey digital,2020) 

4.2 Sales capabilities required for selling advanced ser-
vices 

The interviews underscored the significance of sales professionals’ ability to accommo-

date to the company level transformations as well as their unwavering commitment in 

understanding and addressing the customer processes, needs and pain points and 

moreover the complete knowledge about the advanced services and how it benefits cus-

tomer through a compelling value proposition. With the rapidly advancing technological 

landscape, salespeople are expected to keep in pace leveraging technology to promote 

and sell advanced services.  

This is highlighted by Expert 2 as, 

“You can’t expect that a regular salesperson just like that start to sell these advanced 

services, it doesn’t work like that. Not every regular sales guy used with product sales is 

able to handle such advanced services, I would rather prefer to nominate a person with 

experience in selling these advanced services. Of course, technology plays an important 

role still I think it is important for the person involved in selling to do field study and 

interviews before doing the binding quotation and crafting service description.” 

In line with the literature by Badrinarayanan et al., (2022), signifying technology enabled 

sales capability as a key capability in selling advanced services, mainly referring to the 

ability of salesforce to use the technological tools, resources involved in advanced ser-

vice selling. This encompasses range of technologies such as using remote monitoring, 

data analytics, predictive analytics to leverage insights from the customer and persuade 

them about the potential of advanced services, alongside using diverse tools to quantify 

and communicate value besides the CRM software, sales platforms, channels that are 

used to maintain continuous interaction with customers. The role of sales channels and 

platforms is expressed by Expert 4 as following, 

“It has never happened that customers immediately commit to advanced services. Typi-

cally, the customers start with basic services, spare parts, remote support of basic auto-

mation and that kind of thing. Once we are thorough with their processes, and identify 
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their problems and bottlenecks, we promote these advanced services in customer visits, 

exhibitions, and of course we utilize a lot of LinkedIn, social media marketing and group 

seminars as well. We in fact organize such seminars close to the customer region.” 

Another point discussed by the experts from all companies, including Expert 5 from the 

customer company, is the need for specific training, technical expertise, skills and capa-

bilities at the sales force oriented towards selling advanced services. As Expert 3 states,  

“…no company would come in first place with a training to make their employees to learn 

about such advanced services before they can actually create the services, so they 

would first define what they want to achieve. From there they would slow down to create 

capabilities and engage resources towards that. Once they have learned the pros and 

cons and how to implement, it is being communicated across the company that can be 

considered sort of training by itself, haven’t seen any direct trainings concerning sales 

but documentation of success stories acts as training.”  

Expert 4 also noted that there is a comprehensive range of house training covering var-

ious necessary subjects, but the system undergoes constant updates. For instance, in-

dividuals initially receive training in standard software tools, yet they are required to con-

tinually learn new tools for forecasting, budgeting and more from data archives, particu-

larly when dealing with customers seeking advanced services. 

The risk factors are also high in case of such longer-term advanced service contracts as 

the customer has to be in contact all the time and need to constantly look for any issues 

to be solved and react to that quickly, and such collaborations take really long time to 

happen requiring greater changes in the company culture and everybody to be informed 

and understand the collaboration model to be able to perform delivery. One of the draw-

backs found common through answers from interviewees in case of selling such ad-

vanced services is, it is not possible to make accurate estimations and forecasts since it 

is only possible to make estimates based on past or current values and there could be 

many changes that could occur even in half a year which cannot be predicted in advance, 

which is a known risk that the companies takes and has to overcome although it might 

be because of various external factors. Thus, the ability to assess the risks and make 

evaluations regarding it is also an important sales capability that is required for selling 

advanced services. This is noticeable from the viewpoint of Expert 4 stating that, 

“The biggest risk in my opinion is the misconception or misunderstanding of the customer 

and being in a grey area. During sales phase it is important to have everything clearly 

stated, like what the customer will get and what they will not, as it is 1000 times better to 

do such assessments during the sales process itself and say you are not getting this 
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because its outside of the scope rather than wondering if the expected results can be 

achieved or delivered after making the deal”.  

In case of sales engineers, Expert 2 strongly specifies that like normal product sales, not 

all the sales personnel can handle such value-based sales, although everyone is pro-

vided with training, it is necessary to have ambassadors who have deeper knowledge, 

technical expertise and experience in this aspect to be the first references, who could 

also train and motivate others at least during the initial phase of the projects. 

Especially, the ambassadors or solution champions who are well experienced with such 

advanced service to be in place regionally, building a sales funnel that takes a consider-

able time to build. Expert 2 explained regarding this as, 

“When you start selling advanced services it's better to nominate at least some ambas-

sadors who really are trained and motivated, they have their KPIs, and they have expe-

rience in doing this kind of job in the company. Otherwise, if you give that assignment to 

a normal salesperson, it very seldom works but may be with training but still I believe it 

is better to nominate the ones who are really experienced doing this as daily work to be 

the first references to nominate the ones who are really doing that as the daily work and 

being the first references.” 

Thus, emphasizing the fact of need for more solution champions or ambassadors with 

the knowledge and expertise regarding advanced services, also the need for document-

ing the experiences for other salespersons to get trained and at the same time working 

together with sales personnel as a team and provide guidance and support through the 

whole process. This is consistent with the literature by Salonen et al., (2021) that em-

phasizes the role played by solution champions as a support system for enabling the 

salesforce to practice selling complex solutions, in this context advanced services. In the 

interview, Expert 4 elaborated on their position as head of “optimize unit” a separate unit 

responsible for delivering technically advanced services to high value customers, also 

emphasizing his role in overarching journey from product-centric to service-centric sales 

strategies. Expert 5 reasserted that the limited involvement of sales personnel only in 

drawing contracts whereas the head of unit and project managers have been the primary 

contacts dealing with selling of advanced services. This synchronizes with the signifi-

cance of transformational capabilities detailed in the literature by Warner and Wäger 

(2018) especially in the context of key strategies, transformational leadership, reshaping 

of organization and digital proficiency within workforce. Within this context transforma-

tional leadership is of utmost relevance to the managers responsible for selling advanced 

services guiding their teams towards prioritizing customer centric approach, enhancing 
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technical expertise, communication of value and practicing value-based sales approach, 

with the aim of cultivating robust customer relationship built on trust and transparency. 
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5. CONCLUSION 

Globally manufacturers are acknowledging the importance of having services as the vi-

able option of generating profitable revenue stream and have started to add services to 

their portfolios. Furthermore, beyond providing products together with services like 

sparts parts, maintenance, consulting etc. Manufacturers have started to pay attention 

towards working closely with customers and finding their pain points and identify the 

opportunities to increase the customers profitability by optimizing their business pro-

cesses and working on bringing out customer desired outcome. In such case the evolve-

ment of advanced services where instead of providing just products and added services, 

delivers the capability or desired performance outcome has gained traction. 

This research aimed to investigate the transformation in sales function and activities of 

a company as it transitions from product sales to advanced service delivery. Thus, the 

research questions were formulated with an aim to gain broader understanding regarding 

evolution of sales approaches, strategies and processes, as well as to delve into the 

necessary sales capabilities essential for selling advanced services. The research fo-

cused on acquiring the internal insights about companies engaged in advanced service 

sales, followed by engaging in discussions with experts representing both supplier and 

customer companies to explore their experiences with shifting towards providing ad-

vanced services and future potential developments. The empirical research is conducted 

by collecting cross sectional data from experts in four manufacturing companies moder-

ate to large sized, in the journey of transitioning towards service provider. 

The thematic analytical approach is employed to examine the collected data, coding and 

uncovering patterns relevant to the research objective. A subsequent data structure is 

constructed by synthesizing final themes from codes responding to the research ques-

tions collectively. The primary outcome of this study highlights the essential factors driv-

ing the shift in the sales domain during the sale of advanced services. The key transitions 

that occur during the evolution of sales approaches, processes and strategies while sell-

ing advanced services are i) changes in business logic, culture and organization struc-

ture ii) integration of digital technologies: Internet of things (IoT), remote monitoring and 

big data analytics iii) customer centric value proposition and communication iv) choosing 

appropriate selling approach v) cross functional collaboration vi) Data privacy, cyber se-

curity and compliance. The empirical study highlights following capabilities including 

technologically enabled sales capability, ability to mitigate risks, transformational capa-

bilities entailing organizational restructuring and transformational leadership, capacity to 
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perform value-based selling and communicate value effectively as essential capabilities 

required for selling advanced services.  

5.1 Theoretical and managerial implications  

This study is characterized as exploratory research as it delves into unexplored areas of 

transitions within sales domain. To gain a deeper understanding empirical cross-sec-

tional research is conducted involving interviews with participants. Theoretically it offers 

a comprehensive view of existing literature relevant to the research topic, further sub-

stantiated with empirical data to offer a more profound insights on the research topic.  

The main findings of the study that incudes key transition factors crucial for shift in sales 

domain and the specific sales capabilities identified by synthesizing empirical data with 

existing literature, makes substantial contribution to the sales management literature par-

ticularly in the context of evolving towards provision and selling of advanced services. It 

acts as a guidance for managers, sales personnel and technical personnel from manu-

facturing companies to gain broader understanding regarding the shift that occur in the 

organization level and realize about the need for training concerning value-based sales 

and technical proficiency for selling advanced services.  Although existing literatures 

support value-based selling as an effective approach for selling complex offerings like 

advanced services, the extent of investment, resources, tools, training of salesforce can 

differ significantly between companies and industries and is generally perceived insuffi-

cient calling for more attention. This study offers valuable insights on the key factors and 

sales capabilities for managers as they navigate the transition to a service-oriented 

model and sale of advanced services. It also stresses the importance of allocating re-

sources and conducting training programs to enhance the salespeople’s performance 

and competency in value-based selling and establishing more stronger long lasting rela-

tionships with customers. 

5.2 Limitations and future research directions 

One of the main limitations of the study lies in the qualitative method of cross-sectional 

data collection as empirical data is collected through semi structured interviews from 

experts belonging to different companies of different industries at one particular time 

rather than a detailed case study research done at single or multiple companies ob-

served across a certain time frame. Also, the sample size of data collected is small, also 

the companies belonging to five specific industries thus the study’s results cannot be 

generalized to all other industries. The data collection process of this study involved in-

terviews with managerial level experts engaged in advanced service sales, however, 



56 
 

obtaining perspectives and experiences from salespersons involved in both product and 

service sales could have enriched the understanding of the actual sales skills and com-

petencies of the current salesforce as well as ongoing and future transformations re-

quired. Geographical region could possibly be a limitation, since all the companies in-

cluded in the study are based in Finland and such advanced services might work for 

specific industries, and might not be yet possible for certain industries, so the results may 

vary for other industries. This study encompasses data collected from experts belonging 

to medium to large scale corporations. This raises a question of whether the ability to 

provide advanced services and successfully transition into a service-oriented business 

model is attainable only by larger companies, prompting a need for future research to 

explore whether smaller firms can also embrace these transitions. The research out-

comes also recommend the formation of strategic partnerships with other industry stake-

holders, that can lead to the creation of more customer specific solutions, also stresses 

the need for open platform to identify resources and capabilities facilitating efficient co-

operation. This particular area could also be a prospective focus for future research. 
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APPENDIX A: INTERVIEW QUESTIONS 

A) General questions about the interviewee  

1. Could you describe your job position in the company? What are your roles and 

responsibilities?  

2.  How is the sales function organized in your company?   

a. Do you have separate sales units for products and services?   

b. Do you actively sell both products and services?  

  

B) Servitization journey and Advanced Services   

1. What proportion of customers account to buying base services (e.g., spare parts, 

installation, technical support), intermediate services (e.g., repair and mainte-

nance, customer training, upgrading, recycling) and advanced services (e.g., ser-

vice agreements, customer business process optimization, remote and predictive 

maintenance, outcome or performance-based contracts)?  

2. Could you describe what kind of changes the company has undergone to enable 

advanced services, some examples of efforts, initiatives or activities made by 

company at developing advanced services,   

a. How has it benefited the company?   

b. What kind of challenges are faced?   

c. What kind of learning and training did the existing sales force require to develop 

a service centric mentality? Did the company hire new sales force with specific 

skills oriented towards advanced services or solution selling?   

d. What are the key risks associated with the provision of advanced industrial ser-

vices?   

3. How did the customer react for the shift towards value-based pricing strategy 

(one time purchase to service agreements or subscription model)? What is the 

role and participation of customers in the value co-creation process? How well 

do you think the customer’s collaboration has enabled servitization?   
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4. How has the relationship and interdependencies between the company and cus-

tomer has changed along the transition from providing just basic services to ad-

vanced services?   

  

C) Selling of Advanced services   

1. How successful do you consider that the company is at selling advanced ser-

vices?   

2. Could you describe some of your experiences with selling advanced services to 

a customer?   

3. Could you describe a recent successful advanced service sale?  

a. What kind of service did you sell?  

b. How did the sales process proceed?  

c. What kind of customer?  

d. When did the service sales occur? Did it happen along with product sales or at a 

later phase?   

e. Did you collaborate with other units in your company?  

f. Was there an intermediary involved in the sales process?   

g.  What were the success factors in your opinion?  

4. Describe some of the challenges you have faced while selling? And how has the 

company dealt with it?   

a. Could you give an example of an experience of failure in selling advanced ser-

vices? What do you think are the key reasons behind it?   

b. What kind of challenges and bottlenecks sales force faced?   

5. What kind of differences do you find in the sales process between providing basic 

services and advanced services? Do you think the existing sales process for ad-

vanced services is effective? Does it require some new improvements?   

6. What kind of tools and technologies have been adapted in selling advanced ser-

vices?  

7. How are the shifts in sales strategies, processes and tools are communicated to 

the service sales personnel and training, guidance is provided? What kind of 
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challenges occur in integrating the new changes to the already existing work 

structure of service sales unit?  

  

D) Capabilities for selling advanced services  

1. What are the resources and capabilities do you think are required by organiza-

tions and sales force with respect to selling advanced services?  

2. How do you develop sales capabilities?    

3. How do you evaluate your company’s regarding those capabilities? What are the 

strengths? What are the improvement areas?  

  

E) Ending the interview  

1. How do you evaluate service sales in your company? What are the best oppor-

tunities for service sales growth?   

2. How do you see advanced services developing in your company in the future?  

3. Are there other issues regarding service sales, advanced services or capabilities 

you would like to share that were not covered during the interview? 

 


