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Executive summary  
This report describes the case company transition from a product-oriented business with service-

oriented subsidiaries towards a service-oriented business in which both the Headquarter (HQ) 

and the subsidiaries are working together as a whole company in providing safety solutions for 

the customer. The periods of the transition were divided according to specific activities and 

changes into: 

1. Pre-transition period specific for creating the focus on services and preparing the type 

of offerings relevant for the customer needs. 

2. The organisation transition with specific attention given to the operational practices that 

support people involvement in selling, managing the logistics behind and providing the 

services.  

3. The restructuring period with internal changes in the setup of the division handling the 

service agreements from the HQ. The implemented actions for keeping the service-

oriented focus after the division split are described here. 

4. The development period concerning improvement of the service concepts and 

expansion of the service business. Due to the starting date of this period, the aspects 

presented here are current changes and further plans described in the form of 

expectations.  

 

   Theoretical insights from strategic management theories and practices related to the growth 

of the service business are discussed in the second part of the report.  Based on the case analysis, 

suggestions for further work in the case company are presented as follows: 

 

1. Designing a service blueprint that detail the processes in which the lines of interaction, 

visibility and the sub-processes that connect units/stakeholders highlight the 

dependencies and the value stream brought by each unit. In this way, the service 

blueprint facilitates the identification of the tensions in the value chain.   

2. Designing the Key performance indicators (KPI) based on the service blueprints for 

conducting the internal evaluation. 

3. Focusing on the internal resources of the company that could improve the capabilities 

portfolio of the company. As an example, specific training for sales people to help them 

understand customer concerns and act as a consultants with justified solutions for the 

customer needs.   

4. In the process of implementing changes related to people work roles and responsibilities, 

understanding the motivation and what helps people to feel empowered in their role 

could facilitate the description of the strategy in actions and processes that people feel 

related to and responsible for.  
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1. Introduction 
When integrating services into their portfolio of offerings, manufacturing companies need to 

transition their mode of operation towards a service-oriented business. This transition includes 

recognising the companies’ individual way of operating and planning strategic and operational 

stages that support the transition (Martinez et al., 2017). In this way, the transition depends on 

specific characteristics of the company as well as the industry and the type of commercial 

offerings. 

     The organisational transition requires restructuring of existing resources, including physical 

resources such as materials, products and systems, human resources such as managers and 

employees of the company as well as their knowledge and capabilities, and organisational 

resources as routines, structure and planning habits (Barney, 1991). To enable the transition, 

existing resources may need to be restructured while additional new resources may need to be 

developed and implemented. In addition, globally operating manufacturers face additional 

networking challenges, such as aligning and deploying internal resources alongside with internal 

knowledge sharing to create global competitive advantage  (Zhang et al., 2016). For instance, 

sales units implement new selling techniques for approaching the local customer in order to 

establish a long-term relationship between customer and company while service units involve in 

maintaining the information in a shared system tools (Kowalkowski et al., 2011).   

     In the service-oriented business, the attention moves towards the human side of the 

operations (Levitt, 1972) as employees performance plays a central role in the daily practices 

(Kreye, 2016), and the success of the service provision leans on training the human resources 

and achieving the necessary capabilities for operating both locally and globally (Burton et al., 

2017).  Therefore, the attitude of employees towards the organisational changes requires specific 

attention and intervention from the management level in the process of preparing their internal 

resources for the service provision. In this context, understanding the operations management 

efforts to access and coordinate the human resources of the global network during the transition 

from products to services facilitates an overview of the challenges and the organisational actions 

necessary for overcoming them.  

 
     

 

 

 

The purpose of  this case study is to explore the operating practices 
concerning the management of  employees during the organisational 

transition from products to services. 

Aim of  the case 
study
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     For exploring and providing an overview of the operating practices implemented in the 

transition, a case study facilitated the collection of in-depth data about a specific transition 

process. Semi-structured interviews enabled the understanding of the details concerning the 

specific of the transition while keeping the focus on relevant insights that clarify the specific of 

managing the internal resources.  

     This report focuses on the analysis of a case company over a transition period of 15 years. 

During this period, the case company providing life safety equipment for the maritime industry 

planned and implemented the organisational transition in which the orientation of the business 

changed from selling products towards providing global services with a fixed price. For 

implementing this type of offering, the Headquarter (HQ) became service-oriented while the 

service stations changed from local operations towards a more global orientation. As a result, in 

the new system, the HQ and the service stations provide fixed price services contracts on a 

global scale for customer that are buying the service contracts locally and receiving the services 

globally.  

     The following sections of the report describe the main results of the case study explained in 

stages of the transition. For each stage of the transition, we describe the characteristics of the 

period and emphasize on the specific of the stage enabling on overview of the management of 

the transition. The last sections of this report consist on suggestions for growing the service-

oriented business based on servitization literature followed by conclusion of the case study.  
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2. Results 
The case company operates in the maritime industry manufacturing safety equipment and 

providing services for the equipment in a global context. In this industry, the customer 

expectation include a reduced number of interactions in order to allocate the time for their own 

customers, as well as less transactions and cost stability for their safety equipment on board. 

Table 1 summarises the contextual conditions of the case company related to their offerings and 

their customer-company relationship. 

Table 1: Characteristics of the context of the case company 

Product-service 

offering: 

A service agreement for 5 years based on an exchange concept, in which 

the customer’s equipment is picked up and replaced with another one 

when his vessel arrives at the agreed port.  

The company keeps the ownership of the product. 

The customer receives the logistics support and service in due time for 

the safety equipment. 

 

Specific of 

service: 
Safety inspection of the life-saving equipment. 

 

Company – 

customer 

relationship: 

Local subsidiaries are building and maintaining the long-term 

relationship with the local customer according to particular 

characteristics of each country. 

Services are performed on a global scale (for customers that signed for 

the contract in any country). 

 

The transition process was divided into four transition stages, which are described in the 

following sections.  

2.1 Pre-transition period (from 2004 - ) 

During the pre-transition period, the company focused mostly on particularly aspects such as 

the organisational structure and environmental challenges. In the organisational structure, the 

creation of the Global Services division in the HQ, followed by the creation of a project group 

(service agreement department) responsible for the new commercial concept enabled the service 

orientation necessary for the further changes.  The top management interest in meeting the 

market expectations and its support for the service agreement department facilitated the overall 

development of this orientation. Table 2 presents the changes and environmental aspects specific 

for this period. 
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Table 2: Specific changes during the pre-transition period 

Timeline: 

 

 

 

 

 

 

 

First 
agreement 
department: 

2004: The service unit was separated from the sales and technical department 

and established as a new division: Global Services. The role of this newly 

established division consisted on developing the service business, the service 

concept and the global network. 

2005/6: The case company received its first request for a fixed price and started 

looking into possibilities for this approach. During this period, the first contact 

was managed and several learning points about: the procedure needed to 

operate a global service contract, the employees’ implication in executing the 

promises made by someone else as well as the calculations for the new type of 

prices.  

2007/8: The financial crisis determined the customers of the company to search 

for options to optimize their cost and to require stability in the service costs.  

2009: A service agreement department (project group) based in the Global 

service division was established. In this department 4-5 people had the 

responsibility to look into the complete package that the customer is expecting 

including what types of agreements could be provided, what should be included 

in these agreements and how can the company control risks related to a fixed 

price agreement. 

  

     Specific learnings from this period facilitated the transition practices in the following period. 

Knowledge about the implications of offering a global service contract supported the focus on 

having similar operating practices for every service station.  Creating the necessary organisational 

structure that consist on centralizing the responsibility for handling the service contracts and 

implementing the service-dominant logic in the subsidiaries. In this way, creating a department 

that handles the service-related changes standardized the flow of information and the approach 

of implementing new operating practices in the subsidiaries. 

2.2 Organisational transition from products to global services (2009 - ) 
During this period, the support from the newly appointed CEO for a modern approach of 

offerings through servitization and digitalization facilitated the development of the new 

orientation of the company as well as the implementation of changes in the responsibilities of 

the units in the new system. Table 3 illustrates the responsibilities in the old, product-oriented 

and the new, service oriented business. 
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Table 3: Responsibilities in the two systems 

     The service-oriented systems require support and coordination of the network resources. For 

understanding the operating practices concerning the management of the internal resources in 

overcoming the concerns related to the new type of business, a dynamic model of approaching 

the concerns (Bareil and Gagnon, 2005) was used in the data analysis. According to the model, 

managers have to communicate each specific change, to understand the reason behind the 

concerns of the employees and to implement specific actions that overcome those concerns. 

Similar to the model described above, Table 4 presents the communication approach, specific 

changes and employees’ reactions towards those changes based on the unit that work in as well 

as the management practices that overcame those reactions.  

Unit Product-oriented system Service-oriented system 

HQ: Had been focusing on selling 

the products 

Owns the products 

Handling the fixed price service concept and 

all the units involved in supporting it. 

Sales: Had been selling products to 

the local shipyards 

Selling a global service contract to the local ship 

owners 

Services 

provision: 

Had been buying the spare 

parts from the service stations 

and charging their own prices 

for services. 

Delivering the services from a contract sold by 

the sales people from other country 

Receiving the payment from the HQ according 

to the service contracts 

Planning: Had been ensuring the 

planning for the local stations. 

Ensuring the planning for the local stations and 

overtaking the customer planning process. 

Logistics: Had been ensuring the stock 

of products 

Ensuring the right stock of both products 

without a service contract and products in the 

service contracts  

Customer:  Had been calling the service 

stations for services. 

Handling the information about the products 

through digital tools. Receiving calls from the 

planners for having the services in due time.  
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Communication: Communication from top management as well as from the service agreement 
department involved in the implementation of the service concept: 
- Visits at the service stations, seminars for employees involved in services provision 
and annual sales meeting that gather employees from all the local sales units. 
-Contact people from HQ available 24/7 to provide information required from the local 
stations.  
*Communication concerning specific aspects is described in “Management practices” 
section from this table 

Type of change Unit Employees reactions and 
reasons 

Management practices 

Implementation 
of service 
agreements with 
a fixed price: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Sales: 
 

Some people left (product-
oriented sales people) 

 

Resistance because of individual 
key performance indicators 
(KPIs). 

Implementation of KPIs on visiting 
and closing deals with the customer. 

Resistance manifested in the 
way of reading the contract and 
searching for the any question 
that the customer might have as 
they were used to present 
technical details of a product 
not a concept that helps the 
customer.  
 
 

-Trainings for selling a concept. 
-Co-visits of managers from the 
service agreement department with 
the local customer in order to have 
the manager approach of difficult 
question and help the local sales 
person 
-Senior sales people that believed in 
the concept (front-runners) went out, 
sold the concept, and shared their 
experience with the sales people. 

Service 
provision: 

Service stations complain about 
finances and increased workload 
as they were afraid of losing 
freedom and profit (an old 
product is more expensive to 
service). 

-Improvement of the concepts 
behind the service agreement 
-Communication about the bigger 
purpose of the transition 
-Gain of support and acceptance at 
the subsidiaries’ managerial level of 
the temporary low numbers 

Logistics: Difficulties to treat the new 
offerings as different ones 
because the company keeps 
both product and service 
dominant processes. 

Development and implementation of 
a track and trace system that enables 
to monitor the stock from different 
parts of the world. 

Planning: Resistance because people 
expected increased workload as 
the customer planning process 
of the services becomes the 
responsibility of the company. 
 

Remove some of the tasks of planner 
through the establishment of a 
support centre in Thailand: 20 people 
doing invoices and notifying the 
customers. 

Table 4: Operating practices for supporting the internal resources during the services provision 
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Implementation 
of a global 
setup: 
 
 
 
 
 
 
 
 
 
 
 
 
 

Service 
provision: 

In some countries, it was 
difficult for employees to accept 
it and they followed the old way 
of working. The lack of enough 
technical personnel made it 
challenging to service a contract 
vessel when the subsidiary 
already has a big passenger 
vessel to serve.  

-Explanations from management and 
discussions between employees and 
managers about the necessity to act 
like a service company once you are 
in the service market. 
-A coaching approach from the 
management is important for 
understanding the stress behind 
providing the services in due time 
(the short time for making decision 
and the stressful choices make the 
job difficult) and for providing the 
necessary support. 

Uncertainty related to the 
money flow and concerns 
related to new commercial 
concept consisting on selling 
services instead of products and 
having sales people paid for 
selling the service contracts.  

Explanations about the dependence 
of services contract sales on sales 
people and the co-dependence in 
service sales between local service 
stations. 
 

Planning: Resistance regarding 
coordination between different 
planners from different 
countries due to local 
differences. 

 

Ship Owners 
become the 
main customer: 

Sales: Tried to avoid selling to a new 
type of customer because of the 
lack of information about the 
new customer and the required 
department for contact. 

-Marketing department researched 
and provided a complete overview of 
the shipping companies per country 
that supported the sales person to 
gain the confidence and the trust of 
the customer. 
-Help from the service department in 
investigating the ship owners contact 
department and the market. 

Meetings 
become the 
main approach 
of the customer: 

Sales: Preferred the old way of 
working with the customer 
because of being comfortable 
with phone calls instead of 
meetings. 

For employees that could not get 
used to the new approach of working 
in the sales role, a swapping process 
in which they were able to move 
from external sales to internal sales 
or logistics was implemented. 

Increase of 
production cost 

Production: Uncertainty related to the 
change of cost focus as people 
where trained and measured on 
reducing costs. 

Discussions and knowledge transfer 
about the necessity to increase the 
production costs in order to decrease 
the product lifetime costs. 
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     Most frequently, the communication process consisted of managers from the HQ visiting 

the service stations as well as gathering people during summits and seminars. In this way, the 

management ensured that the right information was received in the same way. Understanding 

people reasons behind the reactions related to specific changes, helped the management to 

implement specific actions that supported people to overcome the concerns and involve in the 

services provision.     

2.3. Internal changes in the organisational structure (from 2017 - ) 
Increasing numbers of service contracts led to the necessity to have different divisions handling 

specific activities related to the internal supporting network. Changes in the organisational 

structure as moving the service agreement department from the Global Services division to the 

Sales division and the Logistics to the Supply Chain were necessary as the service business 

developed during the years and couldn’t handle the service business from a single department. 

Table 5 presents the main responsibilities of the divisions in the new organisation structure as 

well as the specific action and the working position that were implemented as practices that 

support the service business.  

Table 5: Responsibilities and changes in the new organisational structure 

Responsibilities: The Global Service division keeps the responsibility of developing the 

network and aligning the cost and quality while what was promised in the 

contract is delivered. 

 In the Sales division, the new department focused on service agreements 

is responsible for developing the service concept, managing the selling of 

the service contracts, ensuring the tools necessary for optimizing the 

service concepts and facilitating the planning setup. 

 

Value chain 

meetings: 

For maintaining the alignment and cooperation between stakeholders 

from different divisions involved in the service-oriented business (Global 

services, the new service agreements department, Logistics, IT and 

Marketing) a value chain meeting once at three weeks was implemented. 

During these meetings, stakeholders from different units discuss 

different aspects including processes, issues related to the services and 

new tools related to each unit.   

 

Business 

development 

executive: 

To facilitate the working process across divisions, a new position, 

business development executive (BDE), was implemented. The business 

development executive works across divisions to focus on developing the 

service business, handles the value-chain meetings and ensures that all 

the items from the agenda are discussed. 
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     During the one-week stay at the case company, the insight on the value chain meetings and 

the role of the BDE as well as the openness and the interactions between stakeholders from 

different units concerning service topics were observed and confirmed. In addition to the value 

chain meetings, the alignment between units at the top management level enforces the further 

development of the service business.  

2.4. Further development of the service-oriented business (2018/19 - ) 
To further develop the service business, the case company develops a commercial concept that 

covers the customer needs in terms of complete safety solution. Current and planned changes 

are expected to prepare the company for further transition processes. Table 6 shows the main 

current changes and the perceived challenges for developing the service business. 

Table 6: Specific changes and challenges related to the further development of the service 
business 

Current 

changes that 

prepare the 

company: 

Implementation of portals and systems to facilitate the interaction between 

customer and company. 

Improvement of the logistics behind the service provision. 

Integration of a newly acquired company and preparing the services for the 

new type of products. 

Challenges: The constant change of the market concerning the digitalization creates the 

necessary environment for development but makes it challenging in terms of 

deciding and investing in what is going to be useful for the long term. 

The complexity behind developing systems that are user-friendly. 

The global setting that requires more and more alignment between the HQ 

and the service distributors including the service stations and the service 

partners.  

Different knowledge and skills are covered at different service stations which 

makes it difficult to offer service contracts in which any type of product can 

be serviced at any service station.    

 

     In the context of continuous changes, expectations of employees and managers regarding 

their involvement in the processes concerning the preparation and implementation of changes 

are already set based on their previous experience. Therefore, their role in further changes could 

be based on their expectation. Table 7 emphasized the expectation of the case company 

employees according to their place in the company. 
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Table 7: People expected /desired involvement in further changes 

Employees 

from the  

subsidiaries: 

Involvement in the discussions of the service concepts. 

Sharing insights based on previous experience. 

Receiving the information in due time in order to have a straightforward 

transition. 

 

Employees 

from the HQ: 

Involvement in the discussion and the implementation of changes. 

Management 

level: 

Involvement in planning and developing the service business including 

concepts, tools and systems according to customer needs and 

expectations. 

 

     To sum up, for the case company, the further development of the service business includes 

the improvement of the commercial concept in which the offering becomes a safety solution for 

the customer. For this purpose, specific tools and systems are developed and implemented in 

order to facilitate this commercial concept.  
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3. Suggestions for further development of the service business 
Based on the case descriptions provided in Section 2, this section discusses detailed 

recommendations and points for further development based on the literature and theory in the 

field.  

3.1 Industrialization of the units that support the services 

The case analysis showed that there is a need for more standardization of the processes behind 

the service provision. A service business requires stakeholders to depend on each other for 

coordinating and enabling the service provision. Therefore, companies that change their 

commercial offerings from products to services implement a production-line approach for their 

service business (Reinartz and Ulaga, 2008; Kowalkowski and Ulaga, 2017).  

     Similar to the production processes, a blueprint could be designed in order to understand the 

supply chain activities that are following the customer journey and used as a shared language for 

managers and employees. According to Biege et al., (2012) specific attention should be given to 

sub-processes that are the responsibility of multiple stakeholders and the interaction between 

those stakeholders. In this way, awareness about which actors bring value for which sub-process 

and who depends on who could be created. In the same way, the internal evaluation could be 

facilitated by implementing individual and collective KPIs based on the observed contribution 

of each stakeholder. Furthermore, understanding the service blueprint map could also provide a 

possibility to see where is necessary to test the decision based on the lines of visibility and 

interaction as well as identify the tensions and uncertainties in the supply chain. 

3.2 Continuous development of a performant sales force 
The case analysis showed that the company implemented several practices for developing the 

sales force to support the service provision. Those practices include new KPIs, seminars, once-

a-year summits, trainings, co-visits of the local customer with a sales expert from the HQ. Effort 

for helping the sales people to feel confident in approaching the ship owners customers with the 

service offering have been supported by the management and the marketing department that 

involved in researching the local markets and the ship owners companies.  

     Insights from the literature suggest to also train sales people as consultants that help the 

contact person from the buyer company to justify the necessity to engage in a service agreement 

(Reinartz and Ulaga, 2008). Therefore, it is proposed a continuous development of the sales 

person role in which he understands customer needs and helps the customer by proposing a 

solution as well as justifying the decision of picking this solution.  

3.3 Implementation of the focus on customer process 

Findings of the case study confirmed the interest of the case company in developing the service 

business. Current practices including interviews with customer and feedback on the quality of 

services provision emphasize the company’s interest in the service business quality. Furthermore, 
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the company aims to further develop the service business by understanding the customer process 

and propose safety solutions that remove the customers’ hassle.  

     The literature suggests to keep the focus on both environmental and internal aspects 

(Reinartz and Ulaga, 2008; Kowalkowski and Ulaga, 2017). While customer activities and 

concerns provide the necessary understanding of what is needed in the market, the evaluation 

of the internal resources and how could those be improved represent the value difficult to be 

imitated by competition. Therefore, the focus on capability of the units supporting the services 

provision, the organisational routines behind the offerings and the knowledge of what means 

value for customer are key points in focusing on customer process. 

3.4 Empowerment for acting on a vision 

The case study findings on the empowerment of people showed that the necessity to have a 

global systems required more guidelines and less empowerment in the initial stages of the 

transition. In the same stages, empowerment was understood more as freedom to spend money 

and less as an implication in the overall progress.  

     Kotter (1995) highlights the importance of removing barriers of the transition by empowering 

people to act a vision that is clear for them. Having people that understand the purpose of 

changes and are ready to engage in driving those changes is one of the advices frequently 

described as empowerment to act on a vision. However, in the process of empowering 

employees, specific attention should be given to the cognitions behind feeling empowered in the 

work role. Spreitzer (1995) describes the psychological empowerment as coming from different 

sources. For employees, those sources are the meaning of the work role for the individual values, 

the perceived confidence in having the abilities required for their duties, the perceived freedom 

of taking decisions related to the individual work and the impact on different levels as strategic 

and operation actions related to their work. Therefore, in the processes of increasing the amount 

of changes, the organisational actions could focus on overcome barriers related to changes while 

understanding what helps employees to feel empowered in their work role. In this way, specific 

actions of translating the strategy in processes and designing the job as well as the KPIs could 

support people ownership of their role and the perceived value that their individual contribution 

is adding for the customer.  
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4. Conclusion 

This report aimed to explore the operating practices concerning the management of the internal 

resources during the organisational transition from products to global services. Based on a 

detailed analysis, we described the transition of from a product-oriented system to a service 

system, through multiple stages of transition. The stages of the organisational transition focused 

on both internal resources and environmental aspects that influence the offerings. Specific 

intervention concerning the internal resources have been directed towards the support required 

by different units in engaging in the services provision. Environmental aspects related to the 

customer requirements for costs stability and less hassle have been the basis of the new type of 

offerings. In the same way, further development of the service business keeps the focus on both 

customer processes understanding and internal organisational practices development in 

delivering value for the customer.    

     The suggestion section provided insights on the actions that facilitate the growth of the 

service business. Those insights are related to topics that have been discussed during the 

interviews with the stakeholders of the company and thus could be relevant for the specific case 

of the company.  According to the previous studies that researched the transition from products 

to services, the focus on customer process should be implemented after the company has a 

standardized process and developed the internal resources behind the service provision. In this 

way, having already the capabilities portfolio, the company can focus on customer processes and 

provide solution for their needs while maintaining the improvement of their internal resources.   
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