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Sammanfattning 

Denna rapport presenterar en studie om identifiering av intäktsmöjligheter vid ett 

telekommunikationsföretag i Sverige. Studien är baserad på en process för utveckling av 

produkter och tjänster utifrån företagets kunders behov och åsikter. Bakgrunden till studien är en 

vilja att applicera forskning om kundvärden på utvecklingsprocessen för att tillgodose kundernas 

behov och utveckla lönsamma produkter och tjänster. 

Studiens mål är att leverera idéer till nya intäktsmöjligheter i fiberaffären på företaget samt en 

arbetsprocess för framtida utveckling av liknande idéer. Under studien implementerades och 

utvärderades en arbetsprocess för att ge användbara rekommendationer till företaget. Rapporten 

inkluderar därför både användandet av utvecklingsprocessen och förfinandet av densamma.  

Identifiering av kundernas behov genomfördes med djupgående kvalitativa intervjuer med det 

valda kundsegmentet fastighetsägare. Behoven formulerades därefter till produkt- och 

tjänsteidéer samt begränsades till en önskad mängd genom flertalet urvalsprocesser. Detta 

resulterade i åtta idéer som formulerades till koncept och utvärderades med business case. 

Business casen innehåller flera viktiga kriterier för utvärdering av koncepten, men fokuseras 

främst på den ekonomiska analysen. Den ekonomiska analysen baseras på flertalet antaganden 

för att kunna utvärdera den ekonomiska fördelen av att implementera koncepten. 

Slutsatsen av denna studie är att det är möjligt att utveckla lukrativa produkter och tjänster inom 

fiberaffären utifrån kundvärden. Litteratur inom området indikerar att verksamheter som 

fokuserar på kundvärden och kundinvolvering skapar värdefulla konkurrensfördelar och 

kundfokus inom utvecklingen rekommenderas därför till Företaget. Den framtagna processen 

anpassades för implementering av kundvärdesstrategier inom fiberaffären på Företaget och 

rekommendationerna sammanställdes för att möjliggöra optimal tillämpning av processen för ett 

tillfredställande utfall. 
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Abstract 

This paper describes a study of revenue opportunity identification at a telecommunications 

company in Sweden. The study is based on a development process for creating products and 

services based on the customers’ needs and opinions. The background of the study is therefore 

customer value research in order to select a proper method for understanding the customers and 

to reformulate that knowledge into lucrative products and services. 

The study aimed at delivering concepts for new revenue opportunities in the fiber business at 

The Company and a recommended process for future product and service development. 

Throughout the study, a work process for development was implemented and evaluated in order 

to give useful recommendations to The Company. The study therefore includes both use of the 

process and refinements of the same. 

Identifying customers’ needs, i.e. their perceived value, was done by carrying out in-depth 

qualitative interviews with the chosen customer segment property owners. The needs were 

thereafter reformulated into products and service ideas and were limited to a desired amount by 

implementing various selection processes. This resulted in eight ideas that were formulated into 

concepts and evaluated by applying business cases. The business cases address various areas 

necessary for evaluating the concepts. Greatest effort was however put into the economic 

analyses where several assumptions were made in order to evaluate the economic gain from 

implementing the concepts. 

Conclusion from the project is that it is possible to develop lucrative products and services 

within fiber business based on customer value. Literature within the area states that focusing a 

business on customer value and customer involvement will create a competitive advantage, 

wherefore this approach is recommended to The Company. The developed process was 

customized for implementing customer value strategies at the fiber business unit at the 

telecommunications company and valuable recommendations were compiled to assure optimized 

application of the process, resulting in valuable outcomes. 
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1. Introduction 

This chapter introduces the project by stating its background and describing the problem. The 

project’s purpose, research question, aim and delimitations are thereafter presented for 

displaying the project’s prerequisites. 

1.1 Background and Problem Description 

The Swedish market for telecommunication services via optical fiber is growing and it 

involves large investments (European Commission, 2012). The Swedish government aims 

towards the goal of accessing 90 percent of all homes and companies to broadband of at least 

100 Mbit/s in year 2020 and enable the possibility to use electronic community services as 

well as other services via broadband (Holmström, 2014). Both the government and companies 

within the telecommunications market are making great investments in the telecommunication 

technologies. Therefore, it is of great interest for a telecommunications company to attain a 

prospering business as soon as possible by for example identifying new revenue opportunities 

to become profitable. 

The fiber business unit at a large Swedish telecommunications company has identified a need 

to increase their future revenues. Such an increase can be achieved by expanding the range of 

products or services offered within the fiber sales process. In order to develop successful 

products and services it is of great importance to identify the customers’ needs and base the 

development on meeting these needs (Flint, 2002). Additional necessities are to increase the 

fiber customers’ satisfaction and strengthen the business’ position on the market. It is 

apprehended by the business management that ideas exist among the employees at the fiber 

business unit, but have not been utilized due to other priorities. These ideas need to be 

gathered and developed along with identification of new ideas for possible revenues. Based 

on these factors, the unit’s management has expressed a will to investigate whether more 

revenue possibilities exist and thereafter define, develop and evaluate those. 

Being a consumer oriented company implies that the customers constitute an essential role 

and are significant to the company’s success (Best, 2009). Since the customers are the most 

important stakeholder group in the fiber business they are emphasized within this project. It is 

of great importance to involve the customers and define needs that could possibly generate 

new income opportunities. The conscious and the subconscious needs are equally important 

for development of new products and services (Lapierre, 1997; Mitchell, 1994). The new 

revenue possibilities will have to create a significant and clear value for the customers, 

otherwise they will not stimulate any willingness to pay and will be meaningless (Woodruff & 

Gardial, 1996). The Company has recently performed various customer insight projects to 

understand their customers and it is therefore valuable for the company to focus the project on 

this area. Implementing customer value aspects is a recognized contribution to an improved 

product distribution (Ullman, 2010) and it is thus valuable to evaluate its validity within the 

fiber business by applying it to this project. 

1.2 Purpose 
The purpose of this study was to increase profitability and improve customer experience by 

identifying new lucrative products and services within the fiber business. The study was also 

intended to evaluate the applicability of research within the field of customer value for 

identifying revenue opportunities in the fiber business. 
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1.3 Research Question 

The research question that the study aimed to answer was  

“is research in the field of customer value applicable to the development of new revenue 

opportunities within The Company’s fiber business?” 

The project was performed at the fiber business unit at The Company in order to firmly 

establish the project within the organization and to facilitate the utilization of The Company’s 

resources such as valuable knowledge. 

1.4 Project Goals 
The project’s goals were formulated as deliverables. The project resulted in  

 Product and service concepts to increase revenue opportunities in fiber business 

 A business case for each of the concepts with evaluations and recommendations on 

how to proceed with the development at the fiber business unit 

 A process for future product and service development at the fiber business unit 

Because one of the deliverables was the actual process used in the project, the method was 

greatly emphasized and effort was put into motivating selections and directions in the method. 

1.5 Focus and Delimitations 
The project was delimited to the customer segment property owners. The segment was chosen 

as research focus due to a lack of attention given to this customer segment and a significant 

desire from the fiber business’ management to attend to this customer segment. These target 

customers were subject of qualitative in-depth interviews where their needs were identified. 

End consumers are also important stakeholders and were thus indirectly included in the study 

by analyses of previous customer insight projects. Analysis of earlier projects was also 

valuable because it gathered knowledge about work procedures at the unit. However, the 

developed product and service concepts were focused on creation of added value for property 

owners foremost and other input was used to enhance understanding and add value to the 

development work. 

An additional project limitation was the geographical selection of customers. The customer 

interviews were limited to the nearby area because of requests from The Company. 

Expanding the geographical area would increase the reliability of the research by 

strengthening the significance of the customer values. 
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2. Theoretical Framework 

This chapter presents the theoretical framework used in the study. The fields included in this 

framework are the fiber business, customer value research, customer categories and 

development processes. Information about the telecommunications market and fiber business 

is meant to provide an overall understanding of The Company’s conditions for development 

and form the basis for decisions during the development process. Research about customer 

value was used to design the development process and methods included in it. Categorizing 

the customers was done for increasing the understanding of their varying prerequisites. 

Finally, research about development processes assisted in designing the project’s process. 

2.1 The Fiber Business 

Fiber optics, which is a technology used to transfer data, is one of the technologies that The 

Company uses to deliver network access and telecommunication services to their customers. 

Telecommunication is the science and practice of transmitting information by electromagnetic 

means (Encyclopaedia Britannica, 2012). This section concisely describes the technology in 

order to facilitate for understanding of the prerequisites for carrying through the development. 

Thereafter the Swedish telecommunications market situation and the fiber business is 

presented. Understanding of the fiber business, the telecommunications market and The 

Company’s needs is essential for developing new products and services within it. 

Understanding of the technology and the company brand is also important for development of 

customer experience (Shaw & Ivens, 2002). 

2.1.1 Optical fiber networks 

Optical fibers enable transfer of information by light signals over great distances. Glass fibers 

almost as thin as human hair encapsulated in plastic and bundled together to bands constitutes 

the fiber cables (Nykvist, 2004), see Figure 1. The cables can be spliced together through 

fiber welding, which basically comprises melting with laser. The single mode type of optical 

fiber, which is the one used in telecommunication, is designed to ensure that light only travels 

one way. This design enables basically a limitless amount of transferred information. 

 

Figure 1. Illustration of a fiber cable with bundles of glass fiber.(Source: CD International (Pvt), 2014) 

Optical fibers are primarily a substitute for copper cables, which is a medium that has been 

used for telecommunications exclusively (Nykvist, 2004). Various technologies for subscriber 

lines based on copper cables are defined by the generic term xDSL. The letter x in xDSL is 

replaced by another letter in the denotations for different types of copper based subscriber line 

technologies. Asymmetric digital subscriber line (ADSL) and very high-speed digital 

subscriber line (VDSL) are examples of such technologies. ADSL is the overall most 

common technology used for internet connection. This technology requires a modem to be 

connected to the telephone socket and thereby enables distribution of digital video and TV



4 | Theoretical Framework 

through the telephone cables. The fact that the technology is asymmetric means that 

information is sent one-way. The idea behind ADSL was to send digitally coded video 

downstream, to the subscriber, and use the lower band with upstream, to the operator, for 

steering and controlling the video broadcast. VDSL enables higher transfer rates than ADSL 

but it cannot be used for long distances. Therefore VDSL is aimed primarily at densely 

populated cities. Almost 40 percent of the population in Sweden is connected through ADSL, 

but the amount of connections via the newer technology with optical fiber increases (Fransén 

& Jacobsson, 2013). In October 2012, 98.63 percent of the Swedish population and 97.08 

percent of the workplaces had access to some kind of access network (Holmström & 

Gustafsson Kojo, 2013). When a copper cable is replaced by fiber, the fiber cable is normally 

installed adjacent to the existing copper cable. The ducting is thereby reused while the copper 

cable is saved for continued or unforeseen future use. According to The Company, the extent 

to which customers use the optical fibers as medium for internet, telephony and TV services 

varies with customer segment and other variables. 

The optical fiber can be installed by different types of network architecture. FTTx is in the 

industry commonly referred to as systems that carry optical fiber close to the subscriber 

premises (FTTH Council Asia Pacific, FTTH Council North America, & FTTH Council 

Europe, 2011). The x in FTTx can be replaced by different letters to obtain denotations for 

different types of network architecture. The term fiber to the home (FTTH) defines an 

architecture where the connection is enabled by optical fiber right up until the subscriber’s 

premises. Fiber to the building (FTTB) defines another architecture where optical fiber is 

connected to the building but where another medium, normally a copper cable, constitutes the 

final connection to the subscriber’s premises. 

The physical fiber represent the infrastructure of the system and is the lowest layer of the 

network solution (Zhao et al., 2014), see Figure 2. Above the fiber cables is a layer 

represented by the technology that creates connections through the fiber optics. This 

technology includes electronic network equipment and operational support systems for 

commercialization of the connectivity. The third layer consists of retail services and the fourth 

layer of the end users. Retail services include e.g. internet connectivity, IPTV and IP 

telephony. The function in charge of the first layer is called Network Owner and the function 

in charge of the second layer is called Network Operator. Firms that provide retail services 

are named Retail Service Providers (Mirza & Beltr, 2013). Networks may be available to 

many retail service providers or be dedicated to one single retail or wholesale service provider 

(FTTH Council Asia Pacific et al., 2011). The first of these types of access is called Open 

Access while the latter is defined as Exclusive Access. 

 

 

 

 

 

 

 

Figure 2. FTTH layers with the corresponding owner denotations. The end users are also illustrated as the 

fourth layer of the network solution. (Source: Zhao et al., 2014) 

2.1.2 The Swedish telecommunications market 

The market for telecommunication services is extraordinary because it targets basically the 

entire world population. In Sweden, there are 4 million subscriptions for fixed telephony, 14 

End users

Retail services (internet connectivity, 
IP TV, IP telephony)

Connections (network equipment, 
support systems)

Fiber cables

Retail Service Provider

Network Operator

Network Owner
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million subscriptions for mobile telephony, 11 million internet subscriptions and 4.5 million 

TV subscriptions (Wigren, Kojo Gustafsson, & Fransén, 2013), which means that a large 

share of the population is included in the Swedish telecommunications market. The revenue in 

the telecommunications market is distributed on many different services and the distribution 

is evolving from fixed to mobile services and towards more communication via internet 

services (Biggs et al., 2013). The use of fixed telephony is decreasing and the number of 

people only using mobile telephony increases (Fransén & Jacobsson, 2013). It is also common 

for consumers to purchase internet, telephony and TV services from the same operator 

(Fransén & Jacobsson, 2013). Types of connection differ between types of housing (Fransén 

& Jacobsson, 2013); ADSL, VDSL and mobile broadband are much more common in single-

family homes than in apartment buildings. Fiber connections are instead more common in 

apartment buildings and cable TV modems exist in almost all apartment buildings.  

Share of revenue from different retail services within the branch can be used to analyze 

opportunities in the market. In year 2013 the revenue in the Swedish retail market for 

electronic communications was 52.2 billion SEK (Wigren & Fransén, 2014). The revenue 

from fixed call services is decreasing in favor of revenue from mobile call services. 

Subscriptions on telematics services, i.e. communication between machines, also increased 

significantly in the last five years (Fransén, 2013). The revenue from use of internet services 

is also increasing (Wigren & Fransén, 2014). Out of the revenue from fixed broadband 

connection in year 2013, 50 percent was from xDSL subscriptions, 16 percent was from 

cable-TV subscriptions and 31 percent was from subscriptions of broadband via fiber. TV 

services are most commonly distributed via satellite, and TV via fiber represents only 8.4 

percent of the total revenue from TV services. Though, the revenue form TV services 

increases and the biggest increase among networks for TV distribution is represented by fiber. 

There are many actors in the telecommunications market and a few examples from the market 

for retail services are presented in this paragraph to illustrate the current market situation in 

Sweden. In year 2012, TeliaSonera had 35.7 percent of the market share on broadband 

subscriptions, while Telenor had 22.2 percent, Tele2 had 18.5 percent, Hi3G had 10.6 percent, 

Comhem had 5.4 percent and other companies had 7.6 percent (Kojo, Fransén, & Holmström, 

2013). See Figure 3 for a visualization of the broadband subscription market shares. Tele2 and 

Hi3G have increased their shares in the broadband market between 2007 and 2012, while 

Comhem’s share decreased. The other firms’ shares remained relatively constant during the 

period. Comhem though dominates in subscriptions of TV services with about 40 percent of 

the market. Both Tele2 and TeliaSonera increased their share in the market for TV 

subscriptions between June 2008 and June 2012. In 2012 Tele2 had a 6.6 percent share of the 

TV market and TeliaSonera had 12.7 percent. The market shares of TV subscriptions are also 

presented in Figure 3. There is correlation between the market shares for different services 

because it is common for operators to offer discount or offering packages to encourage 

customers to purchase more than one service from the same operator (Fransén & Jacobsson, 

2013). 
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Figure 3. Illustration of the market shares of the broadband and TV subscriptions in Sweden 2012. (Source: 

Kojo et al., 2013) 

Optical Fiber is available in many countries around the world (Zhao et al., 2014). In a study 

by FTTH Council Europe where all European economies with at least 200 000 households are 

included, Sweden has the second highest penetration of FTTH and FTTB as well as Local 

Area Networks (FTTH Council Europe, 2014). Local Area Networks are networks used 

locally in offices or premises of other organizations (Nykvist, 2004). In Sweden, as of 

October 2012, 44.03 percent of the population and 39.40 percent of the workplaces had access 

to fiber (Holmström & Gustafsson Kojo, 2013). Naturally, fiber is more common in urban 

areas than in rural areas, for instance because distances between properties are shorter in 

urban areas and installations thus are cheaper and easier to implement. However, some 

sparsely populated counties like Västerbotten and Norrbotten have relatively high percentage 

of connections through fiber while more densely populated counties like Kalmar have a lower 

percentage of such connections. 

2.1.3 Benefits of fiber 

Du Rausas predicates in a report from McKinsey Global Institute (MGI) that “[broadband] 

infrastructure, the backbone of the entire Internet ecosystem, is an irreplaceable prerequisite. 

It creates the platform upon which users, and organizations experience the Internet, and upon 

which entrepreneurs and business innovate” (Pélissié du Rausas et al., 2011, p. 4). According 

to the Broadband Commission, which is a collaborative group from the United Nations 

Educational, Scientific and Cultural Organization (UNESCO) and the International 

Telecommunication Union (ITU), national gross domestic product (GDP) increases with 1.3 

percent per every 10 percent increase in broadband penetration (Bilbao-Osorio, Dutta, & 

Lanvin, 2013). Additionally, a study by Ericsson, Arthur D. Little and Chalmers University of 

Technology (2013) shows that, in OECD economies, GDP increases by 0.3 percent on 

average when the broadband speed is doubled for an economy. Broadband infrastructure in 

combination with a good market for access and services is central to Europe 2020, which is 

the European Commission’s strategy for smart, sustainable and inclusive growth until 2020 

(Bilbao-Osorio et al., 2013; European Commission, 2010). Bilbao-Osorio et al. at the World 

Economic Forum at INSEAD, which is one of the world’s leading graduate business school, 

concludes that the issue in the fiber broadband discussion is “not whether or not fiber 

broadband can help drive social and economic growth, but instead how to achieve coverage as 

close as possible to 100 percent with maximum public expenditure” (Bilbao-Osorio et al., 

2013, p. 74). 

Tele2
18%

Telenor
22%

Hi3G
11%

ComHem
5%

Others
8%

Broadband subscriptions

TeliaSonera 
36% 
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2.1.4 The fiber business at The Company 

The Company operates both as communications operator and retail service provider. They 

offer both Open Access solutions, which are available for many retail service providers for 

distributing their services, and Exclusive Access solution dedicated to one single retail or 

wholesale service provider. One of the media that The Company offers for use of these 

services is the fiber network, for which they provide installation of the technology that 

enables information to be transferred. The Open Access deal offers the end user to choose 

operator and services and the technology offers unlimited capacity for data transfer.  

The retail services that The Company provides firms and individuals are for instance digital 

TV, broadband, telephony and business networks. The Company furthermore offers 

customers connections for building control services, which enables communication between 

building control equipment, which normally must be obtained separately from an external 

party. 

2.2 Customer Value 

Creating superior customer value can be an opportunity for organizations to create an 

essential competitive advantage (Aarikka-Stenroos & Jaakkola, 2012; Woodruff, 1997; 1996). 

Quality is merely a prerequisite today and because of more demanding customers, higher 

competition and slowly growing economies, creating and retaining competitive advantage 

might be essential for today’s organizations. Cost analyses also show that retaining customers 

is significantly more cost efficient than acquiring new ones. Customer value anticipation is a 

strong driver of satisfaction and loyalty, with satisfaction acting as a mediator for loyalty 

(Woodruff, 1997). Focusing on customer value within the new product development will also 

make organizations more effective and more efficient due to introducing far more successful 

products since they meet the customers’ need exactly when they emerge (Flint, 2002). The 

combination of an innovative breakthrough applied to correctly anticipated customer needs 

are likely to be successful (Flint, 2002) and is therefore emphasized and given more attention 

in today’s organizations. 

2.2.1 Defining customer value 

According to Woodruff (1997) there are five categories of value that could be provided by a 

product or service, namely functional, social, emotional, epistemic and conditional value. The 

concept of customer value includes what the customers want and believe they will attain from 

purchasing and using the seller’s product (Eggert & Ulaga, 2002; Lindgreen & Wynstra, 

2005; Ravald & Grönroos, 1996; Woodruff, 1997; 1996; Zeithaml, 1988). Consumer value, or 

customer perceived value, is the perceptions of what the customer will receive, in terms of 

e.g. the quality or benefit in relation to the sacrifices made when attaining and using the 

product, e.g. the monetary cost when purchasing the product. Customer value is therefore 

merely the customer’s perceptions and cannot be objectively decided by the seller. Research 

also shows that customers want to maximize the perceived benefits and minimize the 

sacrifices related to a product or service (Lindgreen & Wynstra, 2005). The customers' role is 

therefore merely to use the resources offered by the company and by this actualize the value 

that the product or service is supposed to generate (Gummesson, 2008; Vargo, Maglio, & 

Akaka, 2008).  

Customers experience value at different times, with diverse prerequisites, during the product 

journey (Woodruff, 1997; Woodruff & Gardial, 1996). For example, when deciding whether 

to purchase or not, the main focus is to evaluate various alternate products while after use is 

the product performance in various situations and environments most important. When 

customers are thinking of purchasing or are in the early stages of usage they might apprehend 
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what value they want, i.e. their desired value. During usage of the product, the customers will 

develop an extended competence considering attributes, performance and consequences 

which will result in opinions about the actual value experience of using the product, i.e. the 

received value. Attributes are therefore seen as more significant during the purchasing phase 

whilst consequences are more observed when evaluating the product usage. 

2.2.2 Application of the research in an organization 

Reorienting the organization’s strategy towards focusing on creating superior customer value 

includes learning about the markets and the customers (Woodruff, 1997). These areas can be 

summarized into four questions: (1) What exactly do customers value? (2) Which of these 

values should the organization emphasize to attain advantage? (3) How well do the customers 

think that the organization deliver that value today? (4) How will the customers’ values 

change in the future? The customer learnings must thereafter be translated into superior 

performance by for example aligning the company’s internal processes for delivering value 

concurrent with the customers’ value. Recent research also shows that value not only emerges 

from the usage of the product or service, but from retaining good communication and 

relationships with the customers (Ballantyne & Varey, 2006; Grönroos, 2008; Payne, 

Storbacka, & Frow, 2008) 

To evaluate customers’ satisfaction, which as mentioned earlier is highly coupled to customer 

value, it is important to target certain customers (Woodruff, 1997). The customers are used for 

learning and can be current, lost and potential customers. Their wishes and requirements are 

thereafter determined which involves identifying their key buying criteria, i.e. their preferred 

or desired product or service attributes. In order to identify customers’ perceived linkages 

between product attributes, consequences, goals and values it might be beneficial to apply in-

depth interviews and analysis techniques. Though, customers might lack the necessary 

knowledge of the product and service possibilities and understanding of their needs for 

formulating and communicating their needs (Lapierre, 1997; Mitchell, 1994). It is therefore 

important for organizations to display the customers’ usage behavior and perform extensive 

analyses to understand the customers’ desired value. However, in some cases value only 

unfolds over time (Lindberg & Nordin, 2008; Tuli, Kohli, & Bharadwaj, 2007) and 

researching it might therefore include iterations over a longer time period. 

When an organization has succeeded in identifying the customers' value it is important to 

decide which are most strategically suitable to focus the strategy towards (Woodruff & 

Gardial, 1996). This can be done by analyzing the organization’s capabilities in relation to the 

value sought by different markets or segments and the strengths and weaknesses of important 

competition. The strategy thereafter needs to be translated into action by including all aspects 

of the organization; products or services designed to meet customer needs, support services 

that enhances customer satisfaction with the product, distribution services to help customers 

acquire and receive the product appropriately, together with pricing to enhance value. 

When the offering, i.e. the product or the service is developed, it is necessary to communicate 

the value it will bring to the customers (Woodruff & Gardial, 1996). It is a common mistake 

by organizations to assume that the value will be immediately and fully understood by the 

customers. 

The concept of customer value becomes an important management tool only when it is 

emphasized throughout an entire organization (Woodruff, 1997). It is therefore important to 

evaluate the strategic focus and make sure that it fits through the entire organization. 
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2.2.3 Organizational challenges 

Attaining a competitive advantage through superior value delivery starts with information 

from the customers since the most difficult task is to find out exactly what satisfies them 

(Woodruff & Gardial, 1996). Usually, the delivery of the value to the customers’ satisfaction 

is the easier part. 

The customer’s use situation can change, which may result in that the relations between 

product attributes, consequences and goals and purposes also changes (Woodruff, 1997). For 

example, a customer’s value hierarchy for internet services at work may differ significantly 

from the hierarchy for the services used at home for entertainment. There is a tendency that 

organizations learn most about their customers at the attribute level, which is the lowest level 

of customer value hierarchy. This might result in missing valid customer inputs about for 

example specific use consequences and nuances of customers’ various use situations. 

Creating a competitive edge might also be difficult when only focusing on the attribute level 

of the customers since the competitors are likely to also attain that level of customer 

knowledge (Woodruff, 1997). Competitive advantage in the future will arise from developing 

new ways to meet the customers’ desired value. Innovation is often associated with a 

technology invention, but it can also arise from creating an in-depth understanding of the 

customers’ desired consequences and use situations. If an organization understands the 

customers’ desired consequence, e.g. a silent environment when mowing the lawn, they can 

develop new attributes, in this case sound dampening, that few customers anticipated that they 

wanted. 

It is important to identify the customers’ dynamic desired value for understanding how and 

why the value evolves over time, from purchasing to using (Woodruff, 1997). Customer value 

learning and translation is essential for organizations, in order to compete and attain a 

competitive advantage. This will enable companies to compete on superior customer value 

delivery, which is an approach that will remain successful in the future. 

Research shows that customers often have unrealistic expectations regarding the nature and 

extent of the benefits that can be attained at the chosen level of sacrifice (Aarikka-Stenroos & 

Jaakkola, 2012). This might be a difficult organizational challenge to overcome since it seems 

that customers are not always willing to make sufficient effort, to be open enough, or to 

tolerate the level of risk that is required to achieve the pursued value from using the product 

or service. 

It might be difficult to decide which situations that should be examined in order to get the 

correct apprehension of customer value (Woodruff & Gardial, 1996). According to Woodruff 

and Gardial (1996) organizations simply need to define the situations at a level that provides 

the best understanding of the different opportunities that the product or service has to create 

value. 

Integrating customers has many advantages, as shown previously in this chapter. However, 

there are also risks for involving customers in the development projects, which are important 

to be aware of in order to counteract them (Enkel, Kausch, & Gassmann, 2005). One of the 

most obvious risks is loss of know-how by involving disloyal customers that unfolds the 

organization to its competitors. Another risk is that the organization becomes dependent of the 

customers and malfunctions without them, making the organization intolerably vulnerable. 

Limiting the development to merely incremental innovations is another risk due to customers 

not identifying the radical innovations. However, these risks are less important than the risk of 

not involving the customers at all. Thy, not involving the customers will result in losing the 
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valuable aspects that customers will bring to the development which are more tangible than 

the risks of customer involvement. 

Besides customer value there are alternative approaches on how to understand the customers’ 

use behavior and product relations. An alternative approach is to study successful new 

products and services and to gain insights from this (Flint, 2002). Direct product evaluation is 

another alternative approach which includes product breakdowns where leading products 

within specific product categories from all competitors are torn apart and analyzed.  

2.3 Customer Categories 

The market for fiber can be divided into the main market segments private, businesses and 

property owners. For this project, the target segment property owners is chosen. The 

Company has defined target groups within the category property owners; housing 

cooperatives, private property owners, municipal property owners, community associations, 

contractors and commercial property owners. The chosen customer target groups within the 

customer segment property owners are housing cooperatives, private property owners and 

municipal property owners. See Figure 4 for an illustration of the customer categories. 

  

Figure 4. Illustration of the The Company’s customer categories with the ones chosen for the project 

highlighted. 

To all of these categories, except commercial property owners, is broadband, telephony, 

group connection and TV offered. Commercial property owners are offered a solution with 

only broadband and telephony optimized for businesses. However, commercial customers 

cannot connect to the same system as the property owners but have to contact The Company 

themselves and state an agreement. 

The functions of the properties’ chosen for this study are senior citizen housing, residential 

care facilities, rental properties and condominiums. The Company states that differing 

customers and functions results in different prerequisites and prioritization when discussing 

wanted services and willingness to pay. The possession of monetary assets and thereby 

willingness to pay is for example significantly higher at private property owners than at 

housing cooperatives. 

According to The Company it is possible to conclude the different customer segments’ 

purchasing preferences and wanted functions. The property owners generally prefer collective 

agreements where they are able to retain a lower price for the service. Most property owners 

also strive for enabling freedom of choice for their residents in order to make them satisfied 
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and to increase the standard of the accommodations to increase the property value and the 

cost-effectiveness. 

The percentage of the people living in a property who buy a service can be expressed as the 

penetration of that service in that particular property. Representatives of The Company state 

that a quest for higher retail service penetration, i.e. the penetration of retail services such as 

internet and TV subscriptions, has not been implemented in the entire organization. A need to 

increase the penetrations has therefore emerged. There are many cases where the residents do 

not use the fiber system that they have access to because of, for example, having an 

alternative system installed or lacking information about the fiber system’s possibilities. 

2.4 Processes for Product and Service Development 

According to Ulrich and Eppinger (2012) a well-defined development process is useful for 

five reasons; it helps to assure quality because if the phases and checkpoints of the process are 

chosen wisely, quality can be assured by following this process. The process also facilitates 

for coordination by providing information about when contributions are needed from certain 

team members. The process assists planning because it includes milestones. Management is 

helped by facilitating comparisons of actual events to an established process and finally, 

improvements are easy to make because of the documentation that the process involves. 

A product development process usually follows a structured flow of activities and information 

(Ulrich & Eppinger, 2012). Each product development phase is often followed by a review, 

called gate, to confirm that the phase is completed and to determine whether the project 

should proceed. These gates can result in iterations, i.e. repeating the development phase until 

the outcome is satisfactory and the development can proceed to the next phase. This stage-

gate design of the product development process assists in making tough decisions in order to 

counteract proceeding with bad ideas (Schilling, 2010). Figure 5 illustrates a part of a generic 

development process as stated by Ulrich and Eppinger. 

Figure 5. Illustration of a part of Ulrich and Eppinger’s product development process containing gates and an 

iteration. (Source: Ulrich & Eppinger, 2012) 

Adopting a defined process will assist in focusing effort to the early phases of a development 

project, where the major decisions are made and where quality is initiated (Ullman, 2010). A 

well-developed process should also contain elements that stimulates communication, forces 

documentation, and encourages data gathering to support creativity. This will assure a well-

defined, repeatable process that is more likely to succeed. 

Additional advantages of implementing a well-defined development process is that it assures 

well performed work within various dimensions (Ulrich & Eppinger, 2012). A development 

process can be formulated as the initial creation of a wide set of alternative concepts followed 

by a narrowing of the alternatives and subsequently increasing specification of the product 

until the product is reliable and can be produced. The process can also be seen as an 

information-processing system since the development is based on the organization’s strategy 

and therefore requires a thorough analysis of it. Furthermore, the process can be seen as a risk 

management system since it minimizes the risks emerged during the early development 

phases by thorough development through the clearly defined development phases.  
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3. Method 

This chapter presents the method designed for the project. Selections involved in the design 

are motivated with the aim to develop a process suitable for The Company to adopt in future 

product and service development projects. Emphasis is put into motivating the methods 

chosen, and when necessary, comparisons have been done with alternative methods. 

Identifying new revenue opportunities can be done by developing new products or services 

that will generate income to the organization. Therefore the project’s focus was to evaluate 

the prerequisites for development projects based on identifying the customers’ needs. 

The study comprised four parts: literature, ideation, conceptualization and evaluation. Out of 

these parts, the three last constituted the development process that was evaluated, revised and 

delivered to The Company. The development process, illustrated in Figure 6, accordingly 

contained the phases Ideation Phase, Conceptualization Phase and Evaluation Phase. The 

Ideation Phase involved employee meetings at the company, customer interviews and idea 

generation. The Conceptualization Phase included categorization and selection of ideas. The 

Evaluation Phase was constituted by business case development and feedback sessions at The 

Company. Because the study was intended to involve improvements of the process, 

modifications were allowed during the project.  

 

Figure 6. The development process that was tried out and improved by the project with the three phases Ideation 

Phase, Conceptualization Phase and Evaluation Phase. 

Information about customer needs was gathered both through interviews where the customers’ 

usage of the existing solution was examined and through analysis of results from customer 

insight projects previously performed at the fiber business unit. Since the project was aimed at 

finding additional services to the existing fiber solution, it will mean a refinement of an 

already existing product and its requirements can therefore be originated from observations of 

the current usage (Ullman, 2010). 

3.1 Process Overview 

The initial stage of the project contained information retrieval by studying literature relevant 

for the design of the development process and methods included. Included in this literature 

study was research on customer value and information about the field in which The Company 

operates. Effort was made to understand opportunities both in the telecommunication 

technology and in the market situation. This work resulted in a theoretical background to the 

project as well as means to answer the research question. 

The literature study was followed by the Ideation Phase, which began with meetings with 

employees at The Company where the current situation of the business and opportunities with 

the development process were discussed. This phase also included data gathering through 

customer interviews and idea generation accordingly. 

The Conceptualization Phase included developing the ideas into clearly defined concepts 

using various design tools. The ideas were classified and the most promising ones were 

Ideation Conceptualization Evaluation
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thereafter selected to proceed with. The remaining ideas were reformulated as concepts as a 

preparation for the following phase. 

In the Evaluation Phase of the project, the concepts were evaluated with business cases and 

conclusions were drawn based on these cases. The concepts were also compared to each other 

graphically. Finally, recommendations were summarized for The Company in order to 

facilitate for further work with both the new concepts and the development process. 

3.2 Literature Review and Theoretical Framework 

Searching and reviewing the literature is an important part of an academic thesis and will 

evaluate the existing knowledge of the topic (Collis & Hussey, 2009). Therefore, the literature 

review constitutes the academic base for a thesis and can be used for development of the 

thesis’ theoretical framework. Chapter 2 presents the literature that constitutes the theoretical 

framework for the process development project in this thesis. Literature was found in 

academic databases and in course material from the Master of Science in engineering 

education at The Royal Institute of Technology in Stockholm. The databases used are 

Business Source Elite (EBSCO), Compendex, Emerald Journals, Encyclopaedia Britannica, 

Inspec, JSTOR, Oxford Scholarship, ScienceDirect, Scopus, SpringerLink Journals and Wiley 

Online Library. The literature used in the study comprises peer-reviewed articles, scholarly 

and educational books and educational material from the Master of Science in engineering. 

3.3 Method for Data Gathering 
When designing the data gathering of the study, both qualitative and quantitative methods 

were examined and compared based on the project’s prerequisites. It was important to make 

the data gathering process both capable of collecting valuable information and repeatable for 

The Company. 

Qualitative and quantitative research differ in that they address different questions (Britten, 

2006). Quantitative research often measures statistical data while a qualitative study examines 

experiences and opinions. Qualitative methods are also preferable when the goal is 

understanding a specific situation or behavior (Bonoma, 1985). The aim of the research was 

to understand the customers’ user behavior and opinions related to the products and services 

available and qualitative research was therefore apprehended as most suitable for the project’s 

data gathering. 

Traditionally, quantitative methods have been implemented in a great variety of research, 

including customer value research (Bonoma, 1985; Patton, 1999) and has been seen as more 

valid than qualitative analysis (Patton, 1999). The quantitative methods are statistical and 

follow formulas and rules in contrast to qualitative methods which are dependent on the 

researcher’s insights and commitment. However, qualitative techniques are essential if the 

desired value dimensions are to be explored at a broader and more complete level (Flint, 

2002; Woodruff, 1997) which is the intention of the project since it aims at understanding the 

customers and their user behaviors. According to Patton (1999) it is also important to keep in 

mind the “special seductiveness of numbers in modern society”. Patton implies that numbers 

give a sense of precision and accuracy, independent of the validity of the measurements. The 

measurements that result in the numbers could be carelessly executed and therefore result in 

unreliable data. Accuracy is therefore always important during research, independent on 

which method is chosen. It might even be easier to perform thorough qualitative research 

since it is based on analyzing and can therefore not be performed without a high degree of 

accuracy. However, consensus has gradually emerged between the proclaimers of qualitative 

versus quantitative research methods and it is emphasized that the challenge is to find 
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appropriate methods to answer the empirical questions and not to proclaim that one of the 

methods is better than the other (Patton, 1999). Applying qualitative research methods was 

hence apprehended to be beneficial for this project because of its essential analytical focus for 

thoroughly understanding the customer and their product relationships. Quantitative methods 

were not used in the study but data from other studies with quantitative character was used in 

order to strengthen the validity of the research and to make its results more reliable. 

The research part of the project had to be customized in order to fulfill the company’s request 

of target customers. Qualitative research was therefore suitable since it does not have a 

generic approach but needs to be customized to each research project (Maxwell, 2012). The 

qualitative method chosen for the research was in-depth interviews. Woodruff (1997) states 

that in-depth interviews and thorough analysis techniques are needed for identifying 

customers’ perceived linkages between product attributes, consequences and goals or values. 

The choice to focus on property owners in the nearby area of Stockholm limited the possible 

amount of interviewees and because of lack of knowledge about how many interviews that 

were possible to carry through, qualitative research was verified as appropriate research 

method. According to Maxwell (2012) interviews are also sometimes the only way to get 

insight into a previous time period. Additionally, Jaworski and Kohli (2006) states that 

interviews are commonly used for understanding “the voice of the customers”, i.e. both the 

customers’ expressed wish and its root cause. In-depth interviewing was therefore confirmed 

as suitable research method for the study since understanding the customers’ use situation was 

one of the most important objectives of this project. Qualitative interviewing was the most 

suitable research design for acquiring valid data that would contribute to making the project 

successful. 

Understanding customer satisfaction is perceived to be a more dynamic process than most 

quantitative methods allow and the data in a qualitative research includes everything notable 

during an interview (Maxwell, 2012). It is therefore important to include all possible 

observations during the interview, such as for example body language and emotional state. 

Since all types of data that the qualitative research results in contribute with value, it should 

be treated equally critical, independent of its origin. These aspects were included in the design 

of the research by documenting and including observations and overall apprehensions of the 

interviewees in the analysis. 

The optimum research design is to combine the strengths of both qualitative and quantitative 

methods in order to reach a well-nuanced result (Patton, 1999; Woodruff, 1997). The analysis 

of the customer interviews was therefore extended with quantitative analyses of customer 

value data from earlier customer projects together with company data about market shares, 

number of agreements etcetera. This resulted in a well-nuanced analysis where the use of both 

qualitative and quantitative research data strengthened the analysis and resulted in highly 

motivated and more valid customer needs. 

3.4 Ideation Phase 
The methods chosen for designing the Ideation Phase are presented in the following chapter. 

The Ideation Phase consists of employee meetings, customer interviews and idea generation 

and the reasoning behind choosing these approaches and their design is consequently 

presented. The Ideation Phase includes: 

 Meetings with employees of the company 

 Customer interviews 

 Idea generation based on customer needs 
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3.4.1 Employee meetings 

It is said that innovative new products require creativity which is generated from the tacit 

knowledge within the company (Flint, 2002). It is therefore valuable to bestow the expertise 

that employees possess but maybe not have had the time or resources to proceed with. Based 

on this insight, conversations with company representatives were held throughout the Ideation 

Phase to gather as much insight about their customers as possible. The employee meetings 

also resulted in a valuable understanding of the organization and therefore contributed to 

making the concepts and the process more successful and adaptable to the fiber business unit. 

3.4.2 Customer interviews 

In order to develop new products and services based on customer value, it was essential to 

identify and formulate needs within the chosen customer segment. Identification of customer 

needs was done by performing 17 interviews with property owners representing the target 

groups housing cooperatives, private property owners and commercial property owners. The 

chosen interviewees were apprehended to be suitable representatives with great knowledge of 

the organization and the fiber system.  Interviews were chosen because it was essential to 

understand the customers’ past and current fiber process, from rising demand through 

installation and to usage. 

The aim of the customer interviews was to understand the customers’ opinions about their 

existing products and company relations together with understanding their future desires. 

According to Flint (2002), one of the most common approaches of defining customer value is 

interviews to examine what the customers currently value, i.e. defining problems and 

satisfaction with the existing products and services. Another possible interview focus is to 

also question what the customer will desire in the future. This is a more difficult focus area, 

since the customers might not know what they will value in the future. However, they often 

know what benefits they seek and what sacrifices they would like to avoid with a new product 

or service. The task, for the developers, is therefore to translate customers’ desired 

consequences into attributes of new products (Flint, 2002; Flint, Blocker, & Boutin Jr., 2011). 

Additionally, the interviews were not performed for identification of needs merely originated 

to the telecommunication services provided by The Company and competitors. The scope of 

the interviews was instead to identify all possible current and future needs and try to find new 

product and service opportunities for the fiber business to offer. Examples of topics that 

evolved during the interviews that resulted in relevant findings, besides telecommunication, 

are administration, economics and maintenance. 

Interview outline 

The interviews were, when possible, conducted in the properties where the fiber had been 

installed. The interviews were structured according to the funnel method for interviewing 

(Kaulio, 2012), which means that the initial questions were more open and general and were 

gradually narrowed down to becoming more detailed and focused. The length of the 

interviews was approximately one hour and the interviewers were focused on formulating 

attendant questions in order to visualize the entire product use situation and identify new 

needs, both conscious and subconscious. 

The interviews’ structure was influenced by the grand tour technique which is a qualitative 

method used for investigation of a broader range of desired value dimensions (Woodruff & 

Gardial, 1996). The technique consists of performing in-depth personal interviews in order to 

make the customer take the interviewer on a “tour” of their use situation. This is done to 

understand the customer’s product use fully since it displays the root cause of the customer’s 

behavior. The interview outline was formulated to facilitate for the customers to describe their 
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product use situations. The grand tour technique was assumed to be optimal for carrying out 

successful interviews where the goal was to identify as many needs as possible. 

According to Britten and Maxwell (2006; 2012) a less structured interview is useful when 

trying to reveal the process that led to specific outcomes. The interview outline was quite 

specific and detailed, but was adapted to the interviewee during the interview. However, all 

questions were discussed during each interview in order to make the interviews comparable to 

each other. Making the interviews open and adaptable to each individual made the interviews 

less structured and facilitated for description of the customers’ specific product use situation 

together with their additional overall needs. The interview approach chosen was apprehended 

to be optimum since fixed interviews would have impaired the touring of the product use and 

limited the customers (Holstein & Gubrium, 1995; Maxwell, 2012). However, it is not 

possible to perform completely unstructured interviews since that would not guarantee 

suitable and satisfactory gathered data in relation to the research question (Britten, 2006).  

According to Britten (2006) it is best to begin the interview with questions that are easily 

answered by the interviewee and thereafter proceed to more difficult and sensitive topics. 

Therefore the interview was initiated with easy questions about current state and thereafter 

centralized to more detailed questions dealing with the customers’ opinions about The 

Company and their services. It is also important for qualitative researchers to consider how 

they are perceived by the interviewees and how this perception will affect the outcome of the 

interview (Britten, 2006; Maxwell, 2012). If the interviewers were representatives of the 

service company, the interviewees’ ability to answer truthfully to all questions might be 

impaired. The relationship between the interviewers and the interviewee is also essential for 

the result in a qualitative study (Maxwell, 2012). Total access to the interviewee’s thoughts is 

not necessary but it is important that the relationship allows the researcher to gain information 

valid to the research questions. These aspects were taken into consideration during the 

interviews and the interviewers thoroughly explained the aim of the study to counteract the 

interviewees interpreting the interview setting and purpose negatively. These aspects were 

also taken into account when analyzing the customer interviews, since it could have impaired 

the truthfulness of the interviewees’ answers. 

There are three strategies for maintaining control during an open qualitative interview (Patton, 

1987): (1) knowing the purpose of the interview, (2) asking the right questions to get the 

information needed, and (3) giving appropriate verbal and non-verbal feedback to encourage 

the interviewee. The “active” interview is also mentioned by Holstein and Gubrium (1995) 

which implies that all interviews are collaborative. Both the interviewer and the interviewee 

constructs meaning from the interview. The interviewer’s task is to assist the interviewee in 

revealing his or her experiences and emotions. This was apprehended as essential in order to 

receive a satisfactory result from the interviews. The interviewers focused on encouraging the 

interviewees as much as possible during the interviews to get close to complete understanding 

of their behaviors.  

Challenges for interviewers 

The interviews were audio recorded in order to document all important aspects, including 

pronunciations which might reveal differing values from the ones expressed. Audio recording 

is seen as the best recording alternative of a qualitative interview since it assists the 

interviewers to be active and attentive to phrasing attendant questions (Britten, 2006). 

However, it might take some time for the interviewees to become comfortable with the 

recording, which should be taken into account when planning the interview and when 

analyzing the outcome. Recording therefore began as early as possible during the initial small 
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talk to make the interviewees comfortable. Having easy, not opinion-based initial interview 

questions was also a method to overcome the difficulty arisen from being recorded. 

Qualitative interviewing is a flexible and powerful tool for exploring new research areas 

(Britten, 2006). However, it is important to remember that answers to questions about 

behaviors might not concur with observational studies, i.e. what people say that they do can 

deviate from what they actually do. Interviewing is also dependent on the customers’ verbal 

abilities to communicate their use and consequently their desired value (Woodruff, 1997). 

Customer value learning techniques should therefore include various communication 

opportunities where customers are able to express their thoughts about value. An additional 

presumably suitable qualitative approach is therefore observations (Woodruff & Gardial, 

1996). A few hours of observations might be equivalent to a thousand survey responses. 

Customers might have difficulties articulating their relationship to products or services 

because the relations might be of subconscious character. Additionally, customers might not 

be completely honest during an interview because of e.g. being prohibited by the 

interviewers’ background. Combining interviews with observations would therefore be most 

beneficial for gathering as much customer value data as possible (Maxwell, 2012). The 

combination of the two methods is said to truly reveal the voice of the customer (Flint, 2002). 

However, expanding the research into including both qualitative methods will result in a 

significant increase in time needed for carrying out the data gathering. It will therefore be 

important to evaluate observations’ applicability to the specific project and the added value 

given by a more extensive research in relation to the time needed. In this project it was not 

possible to carry through both research methods since the project focus included additional 

deliverables which needed to be given sufficient time. 

3.4.3 Idea generation 

The idea generation constituted processing of the data into product and service ideas. The first 

step in analyzing qualitative data is listening to the interview tapes and thereafter transcribing 

and analyzing the transcription (Maxwell, 2012; Wei & Moyer, 2009). Therefore was the 

listening and transcribing performed firstly and, together with observations and apprehensions 

from the interviews, thoroughly analyzed. Decisions about what details to include in the 

transcription must be based on a conscious and informed choice (Wei & Moyer, 2009). In this 

project it was apprehended that a basic level of the transcription would be sufficient in 

relation to the time needed for transcribing. However, according to Woodruff and Gardial 

(1996) the customer value data should not be analyzed too much: “The more rewording and 

interpretation that occurs the more likely the real flavor of the user’s perspective will be lost” 

(Woodruff & Gardial, 1996, p. 208). The customer needs were therefore formulated as direct 

citations from the customers and paraphrasing was avoided. 

When the needs were identified, the idea generation process began in the form of formulating 

products and services that would meet each need. This was done by application of the design 

method brainwriting. Brainwriting is used for generation of ideas by simply writing down all 

possible ideas and afterwards critically analyzing them (Ullman, 2010). This is traditionally 

done with a minimum of three persons and the method therefore had to be customized in 

order to fit this project. The brainwriting work resulted in a great variety of product and 

service ideas and the initial steps of the succeeding phase therefore had to decrease the 

amount of ideas and select the ones most strategically fitted for The Company. 

3.5 Conceptualization Phase 
This section presents the Conceptualization Phase, which includes a process of idea selection 

and development of ideas into concepts. The ideas that should be considered were the ones 
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derived through the Ideation Phase. The concepts that the conceptualization process aimed to 

generate were intended to thereafter be evaluated in the Evaluation Phase. They were 

therefore developed to an extent that made them prepared for the business case development, 

which constitutes the first part of the Evaluation Phase. Further specification of each concept 

was also possible during the business case development, but through the Conceptualization 

Phase they were described in terms of target market, underlying idea and examples of 

business models. 

The Conceptualization Phase included the following components: 

 Classification of ideas with the tool Concept Classification Tree 

 Selection of ideas and formulation of concepts using specified selection criteria 

The Conceptualization Phase is based on methods that help to manage large amounts of data 

and to select the information needed out of the data. The methods chosen are in some cases 

selective on the high side which may seem imprudent. They were though chosen because the 

company that the process is developed for acts in a rapidly changing branch and time is 

therefore prioritized. 

3.5.1 Classification of ideas 

The Ideation Phase with customer interviews resulted in a large amount of ideas. At this stage 

in the process, the number of ideas should be reduced to a desired amount. The process of 

reducing the number of ideas included structuring and visualizing the ideas followed by 

selecting the most promising. This section describes the structuring and visualizing part, 

which was done using the design tool Concept Classification Tree (Ulrich & Eppinger, 2012). 

After this classification, about 10 ideas were chosen according to a set of selection criteria 

presented in the following section. 

The Concept Classification Tree assisted the elimination of duplicates and visually structured 

the ideas. The original model is meant for classifying solutions to a certain problem (Ulrich & 

Eppinger, 2012) and was therefore adapted to this project for classifying ideas. The method 

concludes of dividing one main idea into categories and subsequently dividing those 

categories into sub-categories and so on. In this case, the main idea is constituted by creation 

of customer value. The classification tree, with a first and second level of categorization, is 

shown in Figure 7. This example illustrates how the method can be used, though the tree has 

potential to include large amounts of ideas or very specific categories and should therefore 

preferably be further developed with more branches on the second and the third level. 

However, the illustration provides an understanding of the use of a concept classification tree. 

The classification tree was documented in a spreadsheet, which is presented in Appendix I.  
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Figure 7. Example of a Concept Classification Tree meant to illustrate how it can be created. The first level of 

branches includes categories, which have subcategories on the second level. 

3.5.2 Selection of ideas and formulation of concepts 

Structuring and visualizing the ideas facilitated the selection of the most promising ones and 

their development into concepts. This section describes the process of selecting ideas from the 

classification tree and formulating them into concepts. This process is based on selection 

criteria developed with employees of The Company. The criteria includes certainties for 

assuring the correct aim, such as “Connection to Fiber Business” together with strategic 

criteria such as “Not involving acquisition of any business but possibly collaboration” and 

“Possible to sell within 2 years” which are suitable for the targeted branch. To, for instance, 

replace the latter with “Possible to sell in 5-10 years” would have generated a set of ideas not 

applicable for the fiber business unit. All criteria used in the study are listed below. 

 Connection to Fiber Business 

 Not involving acquisition of any business but possibly collaboration 

 Possible to sell within 2 years 

 Respect for interests of The Company’s stakeholders 

 Utilization of The Company’s assets and intellectual property 

 Convergent with The Company’s strategy 

 Legally correct 

 Ethically and politically correct 

 Convergent with The Company’s policy 

 Environmentally friendly 

 Likely to generate profit 

 Does not demand change of the main organizational structure 

 Innovative and supporting future technology 

Customer Value

Customer Support

Premium support for elderly people

Support subscription

Hardware

Devices

Device cabinets

New Services

Order food

Fiber course

Service selection advice
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When the ideas were formulated as concepts, the aim was to describe the concepts as a 

product or service possible to distribute to a property owner. An example of how an idea was 

turned into a concept is presented in Table 1 to clarify the practice. 

 

Table 1. Example of how an idea was developed into a concept. 

Idea Concept 

Information to get started with The Company’s 
services 

An information meeting with all end users shortly 
after installations 

3.6 Evaluation Phase 
This section presents a description of the Evaluation Phase of the project, which includes 

evaluation of and conclusions about concepts. The insights that the Evaluation Phase 

generated were intended to be used for recommendations to The Company on how to 

prioritize the concepts and how to continue with their development. 

The Evaluation Phase included the following components: 

 Evaluation of concepts using business cases 

 Conclusions based on the business cases 

The method of applying business cases is commonly used for evaluation of ideas and as base 

for investment decisions. Ward and Daniel (2006, p. 167) investigated value delivery for 

information system (IS) and information technology (IT) systems. According to them, “One 

aspect of the business case is to provide information to decide whether or not to make the 

financial investment, but it should also enable the organization to plan and manage the project 

to successful conclusion, such that the benefits which underpin the rationale for both the IS/IT 

investment and the business changes are achieved”. They do thereby indicate that a business 

case document should not be limited to financial numbers. Ward et al. (2008) found that 

“organizations that are more successful in realizing value from their IT investments 

understand that the business case is not only a way of obtaining funding, but also has other 

purposes” (Ward et al., 2008, p. 13). Those other purposes are to show “how benefits of the 

business case depends on business changes and technology”, gain “commitment to achieving 

the benefits” and “enable the success of investment to be judged objectively” (Ward et al., 

2008, p. 13). They conclude that if a business case has the sole purpose of obtaining funding, 

there is a risk that either all benefits that the investment could deliver are not identified or that 

the benefits are overstated. These findings are base for the decision to include additional 

factors than merely financial metrics in the business case template. 

In a study by Fonstad and Robertson (2006), it proved to be important to review business 

cases together with stakeholders after implementation of the projects addressed by the 

business cases. This study supports the choice of drawing conclusions about the concepts in 

consultation with employees of the company after implementation. 

It is common in organizations to apply methods where development projects are mapped 

along dimensions of interest in order for managers to consider their strategic implications 

(Ulrich & Eppinger, 2012). Comparison of the concepts was therefore visualized by two 

graphs. One graph facilitates creation of a balanced project portfolio based on the concepts 

and the other one is for comparison of the concepts from without two success factors. 

3.6.1 Business case 

This section presents a more thorough description of the business case, which was part of the 

Evaluation Phase of the project. The business cases were intended to investigate the 
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usefulness for the company of the ideas chosen in the Conceptualization Phase. The concepts 

were evaluated in order to determine whether they can generate profit. A customized template 

was created for the business cases in this project. 

Outline 

The business cases that are supposed to be used for evaluation of ideas were designed to 

resemble business plans with implementation plans included. This was done to include more 

aspects of implementing the concepts and thereby facilitate for decision making. Including 

implementation plans in the cases is also supported by Atkinson (2007), who means that 

Information system (IS) opportunities can be provided with systematic action plans by use of 

business cases. 

The business cases were created using a standard template for this project. This standard is 

based on a business case outline presented by firm of auditors Sayer Vincent in 2009 

(Vincent, 2009). Sayer Vincent has in turn used documents from different departments at the 

government of the United Kingdom as their sources. The business cases outline used in this 

study is presented in Table 2. 

Table 2. Business case outline with brief description of each part. 

 Part Short description 

1 Introduction Aim of the business case and purpose of the project 

2 Reasons Current issues and why the project is important 

3 The concept Explanation of the concept including its functions and realization in short 

4 Key outcomes Expected benefits of the change 

5 
Business options and 
economic conditions 

Main options for addressing the issues 

6 Recommendation Recommended solution with motivation 

7 Impact analysis 
Assessment of the impact of the project on the organization and the 
organization’s capability to carry out the project 

8 Risk assessment Key risks and how to manage those 

9 Outline plan Main activities, timescale and check points 

10 
Project governance and 
organizational standards 

Structure and standards that need to be considered 

 

Input to business cases 

In this section, each part of the business case is described and exemplified. The business cases 

were based both on information from The Company and on assumptions from analyses of the 

current market, competitors etcetera. 

Introduction 

The introduction part presented aim of the business case and the purpose of the project for 

The Company. An aim can for example be to conceptualize and evaluate an idea and to 

eventually generate profit from it. Based on the project’s background and aim, the purpose 

was in most cases to increase revenue and customer satisfaction for the fiber business. 

Reasons 

The customer needs found through interviews that underlie the topical concept were presented 

in this part. Reasons why the project is important to both The Company and the customers 

were also stated. 
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The concept 

In this part, the service or product concept was presented. The concept was described with the 

details that have, so far, been developed. Effort was made to present the concept properly for 

enabling quick strategic decisions. In cases where there were different versions of the concept 

or if there were options such as add-ons, those were also presented in this part. 

Key outcomes 

The most important outcomes and effects of the project were presented in the key outcomes 

part. Success for the project was also defined. In most cases, success was defined without 

measures but in terms of customer satisfaction and increased revenue. 

Business options and economic conditions 

In the business options and economic conditions part, implementation alternatives for the idea 

and the economic conditions related to those were presented. Assumptions and facts retrieved 

from The Company, competitors, current market situations etcetera were used to build an 

economical case around the idea. 

Initially in the economic analysis, a market analysis was conducted. Competitors and their 

offerings were mapped and opportunities for differentiation were identified. Assumptions 

were also made about market size, market growth rate and market share. In most of the 

business cases, the concept targets only The Company’s existing customers. The market size 

can therefore preferably be assumed to be a percentage of the current customer base. The 

market growth rate assumption was based on growth rates for the customer segment that the 

concept targets. One of the most difficult assumption to make was the one about market share. 

This assumption is based on the screening of competitors that was made initially. 

Economic life of the service or product was defined as the time period that it is expected to 

generate profit to The Company. This number was estimated based on the service’s or 

product’s character and on the competition situation. For instance, rapidly developing 

technology, e.g. web based concepts, were estimated to soon experience competition. 

The self-costing was based on assumptions about initial cost, fixed cost, unit variable cost, 

initial sales price and subscription fee. Most of the cost items for the company comprise 

personnel costs and were based on a standardized numbers from the company. In some cases, 

there is an investment in technology, a fixed cost for updates or web hosting or a variable cost 

that is not comprised by salaries. Initial sales price and subscription fee were set on a level 

close to similar products from without market analyses. 

All input to the business case was compiled and used to calculate net present value (NPV), 

internal rate of return (IRR), return on investment (ROI) and payback. It is common among 

firms to use discounted cash flows in their analysis of projects and the two most common 

forms of discounted cash flow analysis are net present value and internal rate of return 

(Schilling, 2010). The calculations were done using a spreadsheet template, which can be seen 

in Appendix III, and new business cases were thereby easy to develop. In each business case, 

all options for implementation of the concept are described and evaluated. Calculations using 

the spreadsheet were always done for the most promising option. In some of the cases, where 

two or more of the options seemed to have similar effect and were thus difficult to compare 

against each other, calculations were done for all options as a support for the comparison. 

Standardized variables are included in the template but these should be treated as guidelines 

and could thus be replaced with the ones needed for each specific concept. In some cases in 

this project, unit variable cost per year or salvage value was added and in some cases, initial 

sales price or subscription fee was excluded. Unit variable cost per year was added when 

updates or maintenance was necessary for services with subscriptions. Salvage value was 
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relevant when the concept resulted in a product that could be sold to another organization 

after its economic lifetime at The Company. In cases where the service was paid for only by a 

subscription and not by an initial cost, the initial sales price was excluded. Furthermore, there 

was no initial cost in cases where the project mainly involved to start charging for something 

that is currently offered for free.  

Recommendation 

The recommendation part is meant to give the reader quick access to the option that is 

recommended for The Company to implement. If a case has proved not to be successful, the 

recommendation can be that The Company should not implement any of the options. The 

concept is in such cases simultaneously rejected. 

Impact analysis 

In this part, the project’s impact on the organization was described. This impact may include 

inclusion of the service in offerings at the sales department and other procedural changes. 

This part also discusses the company’s capability to carry out the project. Most of the cases 

involve collaboration with a business partner and do thereby not require any particular skills 

among the company’s employees. The tasks that need to be carried out within the company 

are therefore mainly administrative. In some cases, certain knowledge is though required for 

the company to be able to carry out the project. In those cases, it may be possible to gain the 

required knowledge through education for the company’s employees or the challenge may be 

assessed too big for the organization. 

Risk assessment 

This part gives a presentation of the risk that is involved with the project. The risks were rated 

by probability and consequence and the same scale is used for these two variables. The 

probability and consequence ratings were multiplied and their product is a risk value that 

could be used to determine the significance of each risk. High risk values mean that the risk 

must be eliminated while low risk values mean that the risk only needs to be observed. For 

each risk, actions to prevent it and person or department responsible to take action if the risk 

cannot be avoided were also decided. The risk assessment was compiled in an easy to survey 

table. 

Outline plan 

Here, a plan for the recommended implementation option for the project was presented. 

Different tasks and the timescale for each task were listed. The plan was visualized in an easy 

to survey graph. 

Project governance and organizational standards 

In this last part of the business case, the structure with levels of decision making was 

described. Standards that may be used, for instance procurement requirements, were also 

included here. 

Work procedure 

Each business case was intended to cover four A4-pages and take maximum three days to 

complete. The case should be completed in the outlined order. If a case proved unrewarding 

and not sufficiently valuable to The Company’s brand and the customer satisfaction, work 

with that case should stop promptly. This work procedure was adopted to make the procedure 

of developing business cases more time efficient, and particularly to avoid unnecessary effort 

for making assumptions for the economic calculations. Also, cases already completed could 

be used as support for development of new ones. Some of the input facts and assumptions 

could be reused in different cases, which also made the process more efficient. 
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Al-Mudimigh et al. (2001) investigated integration of Enterprise Resource Planning (ERP) 

software in companies. They mean that business cases are a dominant factor of ERP and that 

ERP should be used throughout the life of investment projects. Krell and Matook (2009) mean 

that new cases should be developed frequently. It was therefore included in the outline plan 

that the business case should be revised or even remade throughout the life of each concept. 

3.6.2 Conclusions about concepts 

This section describes how conclusions about each concept as well as combination of 

concepts were done after the business case development process. The business cases should 

be basis for decisions about whether to implement new ideas in the business. The conclusions 

were made in consultation with representatives at The Company and the intention was that as 

many concepts as possible will be adopted and implemented in the organization. 

In the end of the period of business case development a feedback session was carried through 

with key employees of The Company with relevant competence for the project. This session 

was meant to reveal mistakes, bad assumptions or other implications of the cases. The result 

of this session was modifications of the concepts and ideas about how to optimize their 

presentation. 

Mapping and comparison of concepts 

There were no specific criteria to apply when drawing conclusions at this process stage. A 

few of the concepts were rejected only by examining the business case results but in most 

cases it was more difficult to decide whether to recommend proceeding with them. Also, it is 

not realistic for The Company to implement all the promising concepts and prioritization is 

therefore needed. It is not trivial to decide which of the concepts is most preferable and 

graphical comparison with two diagrams is therefore made. These diagrams are presented in 

the following paragraphs. 

Mapping research and development portfolios along levels of resource commitment, risk and 

timing of cash flows is commonly found valuable  to firms (Wind & Mahajan, 1988). The 

Project Map was presented by Wheelwright and Clark and is shown in Figure 8. This map is a 

useful tool for development of a desired balance of projects and for allocation of resources 

(Schilling, 2010). It can thus help to select an optimal combination of the concepts at hand. 

The map divides projects into derivative projects, breakthrough projects, platform projects 

and research and development projects. Derivative projects include add-ons and other minor 

modifications to existing products, which normally does not involve ongoing management 

(Wheelwright & Clark, 1992). In breakthrough projects, on the contrary, there are significant 

changes to existing products or processes. Platform projects are in the middle of the range and 

are oftentimes beneficial for as well the company as the customer. Research and development 

projects create new know-how and know-why of new technologies. Because the Project Map 

helps to combine different development projects, it can also help firms to create a 

combination of projects that is in line with their strategy. A firm aiming for growth might 

allocate a large share of the development effort to breakthrough and platform projects while a 

firm in need of short-time profit might allocate a large share to derivative projects 

(Christensen, 2000). 
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Figure 8. Map for categorization of development projects. (Source: Wheelwright & Clark, 1992) 

The variables that are visualized in the Project Map are process change and product change. 

Process change describes the extent to which processes within the organization must be 

changed for the project to be implemented. This variable has an obvious connection to the 

impact analysis, which is part of the business case. Product change, on the other hand, 

describes the extent to which a new product differs from already existing products in the 

company’s portfolio. In this project, not only products but also services are developed. The 

principle of comparison based on difference from existing products can though be applied 

here without any problem. 

The scale for process change includes incremental change, single department upgrade, next 

generation process and new core process. Incremental changes are changes that are easy and 

intuitive to implement in an organization. Single department upgrades represent changes that 

are significant but do only involve one department in the organization. Implementation of 

next generation processes mean significant process changes that are natural or strategic. New 

core processes are such processes that are completely new to the organization. Similarly, the 

scale for product change includes derivatives and enhancements, addition to product family, 

next generation product and new core product. Derivatives and enhancements are products 

that are new versions of existing products, or otherwise based on existing products. An 

addition to a product family can be done by developing a product that has much in common 

with existing products. A next generation product is a product that is in line with the 

company’s strategy but requires significant development to be realized. Finally, a new core 

product is a product that is completely outside of the company’s business. These scales can 

provide a visual and clarifying comparison of the concepts. 

A graphical comparison of payback and increase in average customer satisfaction, inspired 

by the Project Map, was also performed. The payback was retrieved from the business cases 

but the increase in average customer satisfaction had to be estimated. These estimations were 

concluded on a scale comprising “none”, “small”, “medium” and “large” representing degrees 

of customer satisfaction. This method counts two success factors and does, as opposed to the 

Project Map, point out one optimal project depending on the priorities of the decision maker. 
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3.7 Refinement of Development Process 

One of the deliverables of the project was to compose a process which could be adopted by 

The Company for successful future product and service development based on customer 

value. This process was developed by critically analyzing and discussing the methods used for 

this study and resulted in a framework for future development work. The analysis is presented 

in Chapter 5 and the framework for future development work is part of the recommendations 

to The Company, presented in Chapter 6. 

3.8 Research Quality 
This section presents the study’s presumed scientific quality based on its reliability and 

validity together with its generalizability. 

3.8.1 Reliability and validity 

The qualitative approach with quantitative elements implemented in this thesis has a few 

implications according to Collis and Hussey (2009). Adopting a strictly quantitative approach 

results in a more objective research while a qualitative might generate personal interferences. 

However, this is partially counteracted in this thesis since its method contains both qualitative 

methods and elements of a quantitative approach in terms of data from quantitative research 

for increasing the reliability and validity of the study (Patton, 1999; Woodruff, 1997). The 

quantitative research should probably have been emphasized to a greater extent, since it in this 

study merely complemented the qualitative. Designing the method to include both methods at 

the same extent would probably increase its reliability and validity. 

3.8.2 Generalizability 

The study is designed for the fiber business unit at the telecommunications company that is 

target for the study, which affect the results and might make them unadaptable to other 

organizations. However, the only aspect customized to the fiber business unit is the strategic 

choices made when selecting suitable concept ideas. The concepts are therefore adapted for 

the branch of fiber business, but the resulting development process is generic and therefore 

generalizable. Thus, the process outline can be adopted by other organizations regardless of 

what industry they operate within. However, the process might need alterations in order to 

comply with the organization’s strategy or other prerequisites, similar to a generic 

development process as mentioned by Ulrich and Eppinger (2012). The qualitative research of 

customer values also needs to be customized to the company’s customers and offerings. 

Though, this is an aspect which actually will increase the project’s possibility of success since 

qualitative research is supposed to be customized to each project (Maxwell, 2012). In 

conclusion, the developed concepts are customized but the resulting development process is 

generalizable regardless of organizational prerequisites. 
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4. Results from Development Process 

This chapter presents the results from the development process, i.e. the results from Ideation 

Phase, Conceptualization Phase and Evaluation Phase. The phases constituted of several 

activities and the result from each activity is displayed in this chapter. The results are utilized 

in the following discussion, conclusion and company recommendations. 

4.1 Results from Ideation Phase 

The Ideation Phase constituted data gathering, formulating customer needs and paraphrasing 

the needs into product or service ideas. The results from this phase are presented in this 

section. 

The data gathering included employee meetings, customer interviews and an analysis of the 

results from previously performed quantitative customer insight projects. The interviews were 

satisfactory and each resulted in highly usable information. The interviewees all had great 

input and were apprehended to be interested and willing to contribute with their ideas and 

opinions. Making the customers thoroughly describe their use of the product to the 

interviewers resulted in a large amount of needs which could be satisfied with new services. 

The interviewers also received a lot of positive feedback on the project. The customers 

expressed great appreciation that their opinions and ideas were taken into consideration and 

some of them even expressed an increased content with the company. 

The analysis of the interview transcriptions resulted in 814 identified customer needs. The 

customer needs were inserted into a spreadsheet and were complemented with information 

about their origin. The needs were thereafter analyzed and, by applying customized 

brainwriting (Ullman, 2010), reformulated into product or service ideas. The idea generation 

was highly influenced by the previous analysis of customer insight projects and the meetings 

with employees at the company. These enhanced the quality of the developed ideas since they 

contributed with additional knowledge and insights of the customers and the organization. 

Having extensive knowledge about the fiber business obviously facilitates for the idea 

development by making the selected ideas more suitable for the organization. The Ideation 

Phase resulted in a great amount of ideas and it was essential for a successful continued 

project to limit the amount of ideas and focus towards the ones most strategically fitted for the 

fiber business unit at The Company. 

4.2 Results from Conceptualization Phase 
The first step in the Conceptualization Phase consisted of combining similar ideas into 

clusters. This was done to eliminate duplicates of ideas and to give a better overview of the 

great amount of ideas. This process resulted in 125 clusters that represented fields of ideas. 

The clusters were thereafter categorized using the Concept Classification Tree method (Ulrich 

& Eppinger, 2012). Through this classification process, the clusters were divided into 13 

categories in the tree. No further classification with levels was done at this stage. In fact, the 

work with combining ideas into clusters had already laid the foundation for a third level of 

branches in the classification tree. The result of the creation of clusters and the classification 

tree is illustrated in Figure 9. 
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When the classification tree had been developed, the selection criteria were used to eliminate 

the unsuitable ideas. The selection criteria were effective and removed 14.4 percent of the 

ideas and thereby left 107 ideas to be further considered. This amount of ideas is much larger 

than the amount of ideas that was intended to develop business cases for. A conclusion is 

therefore that a method for eliminating more ideas is necessary to include in the development 

process. The best suited course of action for this elimination was applied at this stage in the 

project. After use of the selection criteria, reasoning based on knowledge about the 

telecommunications market and experience of idea selection was used to select 13 of the 

remaining ideas. Furthermore, in discussion with the supervisor of The Company, another 

three ideas were eliminated. This way, eventually, the desired amount of ten ideas was 

reached. Later, during development of business cases, some of these ideas proved unsuitable 

for The Company’s portfolio and some of the ideas earlier rejected were then taken back into 

consideration. It thus became apparent that it is useful to include iterations for concept 

selection in the development process. 

4.3 Results from Evaluation Phase 

The business case evaluation was an iterative process where feedback sessions and meetings 

with concerned officials were performed at the company. The business cases turned out to be 

comprehensive documents which constituted of an average 4.2 document pages. Four cases 

included calculations for more than one business option which resulted in a total of 15 

spreadsheets of business case calculations. No concepts were removed during the business 

case development work. 

Stating conclusions about the concepts and the feedback session that was held during this 

phase resulted in removal of one concept, combination of two other and reformulation of yet 

another one. The Evaluation Phase thereby left eight concepts for delivery to The Company. 

The concepts are compared using the Project Map, based on Wheelwright and Clark (1992), 

shown in Figure 10. The intensity of the purple color of the circles indicates that some 

concepts were given the same rank. For instance Concept 1, Concept 4 and Concept 7 all 

include additions to product families and implementation of next generation processes. 

Figure 9. Illustration of the classification tree for ideas that the development process resulted in. There are 13 

categories, 125 clusters and 814 ideas. 

Revenue opportunities
in the fiber business

Category 1

Cluster 1 
Idea 1

Idea 2

Cluster 2
Idea 3

Idea 4

Category 2

Cluster 3
Idea 5

Idea 6

Cluster 4



Results from Development Process | 31 

 

Figure 10. The Project Map applied to the eight concepts. The intensity of the circles’ color displays the number 

of concepts with identical rankings. Also, the labels show that some circles represent more than one concept. 

Concepts 6 and 5 are categorized as breakthrough projects while the concepts 1, 4 and 7 are 

platform projects and the concepts 2 and 3 derivative projects, according to the Project Map. 

A well-balanced project portfolio is therefore for instance achieved by choosing Concept 6, 

Concept 7 and Concept 2. For a company in need of fast profit, it is though preferable to 

prioritize Concept 2 and Concept 3. 

For comparison of the concepts based on the parameters payback and increase in average 

customer satisfaction, the latter had to be estimated. These estimates are based on the 

customer interviews together with consultation of employees at the company and are shown in 

Table 3. The increase in customer satisfaction is distributed over the whole range including 

none, small, medium and large. 

Table 3. Estimation of increase in average customer satisfaction for each of the eight concepts. 

Increase in average customer satisfaction 

 
None Small Medium Large 

Concept 1 
   

x 

Concept 2 
 

x 
  

Concept 3 
  

x 
 

Concept 4 
 

x 
  

Concept 5 
 

x 
  

Concept 6 x 
   

Concept 7 x 
   

Concept 8 
   

x 

 

Concept 1

Concept 2

Concept 3

Concept 4
Concept 5

Concept 6

Concept 7

Concept 8

Process
change 

Product change

Project Map for the concepts

New core 
process

Next generation 
process

Single
department 

upgrade

Incremental
change

New core
product

Next
generation 

product

Addition to 
product 
family

Derivative 
enhancements

Breakthrough 
projects

Derivative 
projects

Platform 
projects



32 | Results from Development Process 

Based on the estimations in Table 3 and payback values retrieved from the economic 

evaluations in the business cases, the comparison shown in Figure 11 was complied. 

 

Figure 11. Comparison of the eight concepts based on payback and increase in customer satisfaction. As 

indicated by the labels, one of the circles represents both Concept 5 and Concept 2. 

Figure 11 shows that the concepts 3, 4 and 8 have a payback of one year. Concept 6 has a 

payback of two years. Apparently, most concepts are estimated to become profitable fairly 

quick. This estimation depends primarily on the fact that most of the concepts do not involve 

any significant investments. The concepts 1, 2, 5 and 7 all have a payback of 0 years and thus 

are profitable from start. However, there is a complication to this interpretation that should be 

mentioned. Namely, both those concepts that have immediate payback and those that do not at 

all have a payback appear as if they have a payback of 0 years. 

The fact that the concepts are fairly evenly distributed over the range of increase in customer 

satisfaction assists the comparisons. It can particularly be concluded that Concept 8 is the 

most promising option based on this figure. 
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5. Discussion 

In this chapter, the study and the results thereof are discussed. The development process’ 

phases are discussed and possible improvements are identified. The purpose of the discussion 

is to broaden the view of the project and to identify areas of improvement in order to give 

recommendations to The Company. 

5.1 The Development Process 

This section analyses and discusses the three phases that constituted the development process; 

the Ideation Phase, the Conceptualization Phase and the Evaluation Phase. It presents 

improvement suggestions for the work process, found through implementation and analyses.   

5.1.1 The Ideation Phase 

The Ideation Phase which constituted employee meetings, customer interviews and idea 

generation is discussed in this chapter. The value of expertise within the company is discussed 

together with insights from the interview process and confirmation of the designed idea 

generation method. 

Employee meetings  

The meetings with selected employees at The Company were performed to understand the 

business and to collect the employees’ unattended ideas. The employees were selected 

because of their direct significance and expertise within the fiber business or another adjacent 

area interesting for the project. The outcome was very satisfactory and conclusion can 

therefore be drawn that it is important for The Company to utilize all available expertise. 

Utilizing the in-house expertise can be done by discussing with relevant persons or by 

initiating a focus group with corporate experts for a specific development project. However, 

the employee meetings were limited due to time constraints and would probably have resulted 

in more satisfactory outcome and extended analysis if more employees were met. However, 

this was not possible within the amount of time given for the project and was hence not 

prioritized. In future development projects it is important to evaluate the time needed for 

meeting employees and prioritize in order to define the most valuable personnel. 

Interviews for identifying customer value 

Customer value can be created by identifying needs, and the method chosen for identifying 

the needs was qualitative interviewing. Qualitative interviews were apprehended to give the 

most beneficial outcome, based both on existing research (Jaworski & Kohli, 2006; Maxwell, 

2012; Woodruff, 1997) and on The Company’s wish. In other words, the Company expressed 

a great wish to understand their customers and the research confirmed that in-depth customer 

interviews would correlate with The Company’s wishes.  

The customer needs identified from the interviews were complemented and strengthened by 

analyses of previously performed customer insight projects and important figures of the 

company. This provided the research with an additional perspective by adding elements of 

quantitative research. However, in order to make an optimum research it would have been 

more beneficial to extend the usage of quantitative methods since qualitative and quantitative 

methods are complementary and together increases the research result’s validity (Patton, 

1999; Woodruff, 1997). Making the research more beneficial would also include adding more 

than one research method within both categories. As an example, the result would have 

become more satisfactory if observations complemented the customer interviews. 

Observations would be a more critical and valid evaluation method of the customers’ 

behaviors since it would represent what the customers actually do rather than what they say 

they do (Woodruff & Gardial, 1996). However, extending the research into constituting 
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multiple qualitative and quantitative methods will result in allocating a great amount of time 

and resources. This is therefore a prioritization needed to be performed based on the 

organization’s prerequisites. The recommendation to The Company is to continue with 

performing merely in-depth customer interviews, since this has proved to result in various 

great product and service ideas and will be sufficient for the fiber business unit’s future 

development. 

It is important to counteract suspiciousness when performing the interviews. The interviewers 

need to thoroughly explain the purpose of the interviews or alternatively hire consultants snot 

directly connected to the company. Having company employees as interviewers might impair 

the result since the interviewees might be constraint from their presence and not contribute 

with their ideas and opinions (Britten, 2006; Maxwell, 2012). 

The number of interviews performed was 17, which was a result of finding customers willing 

to be interviewed and an evaluation of time needed for the interview work. The interviews 

resulted in satisfactory data which was sufficient for proceeding with the project. However, 

performing more interviews would probably have resulted in a clearer indication of the most 

important needs (Ulrich & Eppinger, 2012) together with more product and service ideas 

originated from the customers. Therefore, according to Ulrich and Eppinger, the optimum 

amount of customer interviews is 10 to 50 interviews. Depending on how long the interviews 

are and the amount of time allocated for the interviews, the number of interviewees needs to 

be customized to each individual development project. 

The characteristics of the results from the interviews varied a lot and resulted in widely varied 

information. This variation probably originates in the fact that the interview outline was not 

completely structured and the variety of interviewees’ background, level of responsibility and 

commitment to the organization which they represented. As mentioned earlier, The Company 

states that for example housing cooperatives’ and private property owners’ qualifications 

differs a lot. However, this was interpreted as an advantageous benefit which contributed to 

the qualitative aim of the analysis.  

Having an open and flexible interview outline was very much successful since it facilitated 

for the interviewees to express their true opinions by highlighting the topics of their choice 

(Britten, 2006; Maxwell, 2012). However, it is still important to receive answers to all 

questions in order to make comparisons possible. As mentioned earlier it is not beneficial to 

adopt completely unstructured interviews since it is important to verify that the interviews 

assist in answering the research question. Though, the open interview approach resulted in a 

large variety of needs and implementing a highly structured interview would probably have 

resulted in illustrating which needs that were most important. 

The choice of interviewees is relevant to the outcome of the interviews (Maxwell, 2012; 

Ulrich & Eppinger, 2012). In this study, the selection of customers mainly included 

individuals in Stockholm, which may have affected the outcome of the process. Stockholm is 

the capital of Sweden and by far the largest city in the country. Since the products and 

services that the development process aims to create are intended to be complements to 

already existing subscriptions, it is intuitive to base them on needs that exist in areas where 

the company has a large market share. Comparison of amount of users for the two largest 

internet operators in urban and rural areas can help to illustrate the geographic variance in 

market share. TeliaSonera is significantly more common as operator in rural areas than in any 

of the three largest cities in Sweden (Fransén & Jacobsson, 2013). The relation is about 

reversed for Comhem, who have a user share of 21 percent in conurbations, urban regions and 

sparsely populated regions but only 2 percent in rural areas. 



Discussion | 35 

Though the interviews were recorded, it was discovered that the interviews required retaining 

great focus on what the interviewees really expressed. These interviews are especially 

demanding because they may include highly technological topics and because they can 

change focus rapidly. It is therefore preferable to be more than one interviewer since it would 

be difficult for one person to retain focus throughout an entire interview. Being more than one 

interviewer also made it possible to formulate a greater amount of attendant questions. This is 

due to the fact that heterogeneity is important in a team since individuals register different 

aspects and perspectives due to personal characteristics such as personality, background, 

interests etcetera (Mello & Ruckes, 2006). Though, concluding that more than one interviewer 

is beneficial, there is a need to limit the number of interviewers to not make the interviewee 

feel threatened or at a disadvantage (Maxwell, 2012). Two persons are therefore 

recommended as the most beneficial number of interviewers. 

The risks of integrating customers are important to keep in mind during development projects 

(Enkel et al., 2005). However, it is more risky for an organization to not include customers 

within the development because of e.g. lost opportunities for creating competitive advantages, 

than to actually include them. It is therefore important to create an awareness of the risks and 

use this awareness wisely when designing the project. For example, in order to counteract 

only focusing on incremental innovations it is beneficial for an organization to include other 

aspects and sources of inspiration. This could be achieved by for example focusing on lead 

users and early adopters, who represent customer segments earliest receptive to new products 

(Hippel, 1988; Rogers, 2003). This could be advantageous since it enables attending an 

additional dimension that might generate radical innovations.  

Idea generation 

The idea generation constituted formulation of the identified customer needs into concept 

ideas. The needs were formulated based on the transcribed interviews together with 

observations and apprehensions of the interviewees. The transcription was performed on a 

basic level in order to make the project time efficient and since its purpose merely required a 

lower level of transcription (Wei & Moyer, 2009). However, effort was put into documenting 

the customers’ formulations when describing their needs in order not to rephrase their needs 

(Woodruff & Gardial, 1996). If an organization considers to have sufficient time for 

performing a transcription on a higher level this will of course result in a higher verified and 

motivated process. This is however not needed for generating a satisfactory result, which is 

concluded from the study performed. 

An altered version of brainwriting was adopted for the concept formulation. Brainwriting was 

chosen because it was apprehended to be more time efficient than for example brainstorming, 

which requires allocating more time to each concept (Ullman, 2010). This approach was 

chosen since the goal of the project was to identify multiple concepts and the idea generation 

therefore needed to be time efficient. If the goal is to identify merely one new product or 

service it is on the contrary perceived that brainstorming is the optimum idea generation 

method. Adopting brainstorming will result in more ideas and a comprehensive ideation 

process. There are many other methods for ideation, e.g. analyzing patents, constructing a 

function-means tree, using contradictions and building a morphology (Dym & Brown, 2012; 

Ullman, 2010). However, brainwriting was chosen as the most suitable tool in this project, 

because of it being time-efficient when dealing with a great amount of ideas and because of 

the authors’ experiences of it being beneficial and generating a satisfactory result. 
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5.1.2 The Conceptualization Phase 

The implementation of the process was successful in that the planning proved to be realistic 

and the work methods were appropriate for the tasks. The main topic of discussion originates 

in the fact that selecting ideas to proceed with was a more complicated task than expected. 

Classification of ideas 

Because many ideas that the Ideation Phase resulted in were similar, the process where ideas 

were grouped into clusters was adopted. This process assisted in eliminating doubles of ideas 

and to receive a better overview of the ideas at hand. Because the clusters proved useful, they 

should be included in the recommendations to The Company. The categorization using Ulrich 

and Eppinger’s Concept Classification Tree (Ulrich & Eppinger, 2012) led to only two levels 

of branches. No target amount of levels was set initially, but the method is designed to 

involve more than two levels of categorization and it can be utilized to a greater degree by 

including more levels. The clusters can be said to comprise the third level of branches in the 

classification tree because they represent the function of an additional level. To make the 

classification process more logical and thus facilitating its implementation, it will be 

recommended that the formation of clusters will be incorporated as the lowest level of 

branches in the classification tree. 

The clusters also helped the categorization on the first level of branches because once they 

were created, the collection of ideas became more transparent and therefore, more logical 

approaches to group them were discovered. Categorizing the clusters was an iterative process 

where the clusters were reevaluated throughout the process. This practice may seem 

somewhat irrational but it basically represents an approach towards the task of idea 

classification that promotes unimpeded creativity. In short, the model should be used as 

guidelines but not rules. 

Selection of ideas and formulation of concepts 

The selection criteria were assessed by representatives of The Company during a group 

session before they were adopted in the project. The criteria are therefore entrenched in the 

needs of the company. Because the selection criteria can be altered, it should be customized to 

fit any needs of the project. It is therefore useful to investigate what needs exist within the 

business and the organization when these criteria are developed. The session with company 

representatives led to addition of the criterion “Possible to implement in The Company’s 

existing work flows”. There was, though, no science behind the choice of selection criteria in 

this project. The selection criteria are based on company expertise as well as intuition. 

Intuition is one of many methods that teams can use to choose concepts (Ulrich & Eppinger, 

2012). Other methods that can be used are consultation of customers, voting, listing pros and 

cons and decision matrices. It is during all decision making beneficial to consult several 

persons. Discussions with the supervisor at the company proved useful for the final selection 

of ideas which supports the recommendation to involve employees of the company within the 

idea selection process. 

Many of the selection criteria chosen in this project should be obvious and thus unnecessary 

to include. They could therefore be left out, whereby focus instead is on the remaining 

criteria. “Legally correct”, “Convergent with The Company’s policy” and “Ethically and 

politically correct” are such obvious criteria and they are therefore removed from the example 

in the recommended development process. 

The selection criteria were not effective to eliminate as many ideas as desired and it is 

therefore concluded that more specified selection criteria are necessary. Though, gut feel, 

which was used in the project, may be useful for the final selection of ideas. For instance do 

Lank and Lank (1995) argue that the use of intuition and other right-brain skills must be 
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recognized in order to create successful so-called continuous learning organizations (CLO). 

CLO has been defined as an organization where systematic knowledge and IT is used for 

provision of better customer services. 

Many reports indicate that the market for telecommunications will keep growing in the future, 

both globally and in Sweden. According to the Ericsson Mobility Report of November 2013, 

global mobile broadband subscriptions are predicted to grow 4 times by 2019, reaching 8 

billion (Ericsson AB, 2013). Fixed broadband subscriptions, enabled for instance by fiber, 

will also increase until year 2019 and fixed data traffic will remain dominant. The market 

trends, both in Sweden and in other countries, should be considered carefully when the 

selection criteria are developed and those future trends are therefore important to observe. 

An additional parameter, which could have been beneficial to include in the process of 

selecting ideas is market size. Since The Company is a consumer oriented organization it is 

important for them to choose projects that will generate the most income. Also, since this 

study is aimed at creating revenue opportunities through customer value, reaching many 

customers should be prioritized over directly generating revenue. Higher income might be 

equivalent with bigger market opportunities, since the more customers that are interested in 

purchasing the product, the more income it will generate. Hence, high pricing, or high 

willingness to pay might not only be the valid parameters to consider when selecting the most 

promising concepts. Including market as a decisive parameter would probably have resulted 

in selecting another set of ideas, wherefore it should be considered in future development 

projects.  

5.1.3 The Evaluation Phase 

This section contains an analysis of the evaluation process. The work with business cases is 

an important part of the section that resulted in many insights useful for improvements of the 

development process. 

The business cases  

The design of the business case and the work procedure is analyzed and evaluated within the 

following paragraphs. Insights gained from working with the business cases and the outcome 

in terms of value for the company is described. The first can be used to improve the business 

case template design and work process while the latter can be used as recommendations to the 

company. 

Design of business cases 

Insights from use of the business case are described within the following section.  

Outline 

The business case outline was based on a model and modified to fit the needs of the company. 

It though turned out that more modifications are advantageous. The most important insight is 

that the part Business option and economic conditions requires more effort than expected to 

complete. There were speculations on how to make that part less critical and the economic 

conditions were described concisely in order to make the parts proportionally compared. It is 

intuitive to believe that this part should be divided into sub-parts. Though, this part is 

comprised by one large spreadsheet with calculations and thus difficult to divide. 

After developing the business cases, the part Project governance and organizational 

standards, the tenth part of the case outline, was considered not realistic to base good 

decisions upon. To make this part more reliable, further insight in the organization is 

necessary and the area should therefore instead be handled in the initial stage of the 

implementation of each idea, i.e. by the company. Recommendations about this procedure are 

thus included in the Outline Plan part. Since this tenth part was not realistic to complete, it 
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was removed from the business case outline. The revised outline is shown in Table 4. This 

table looks, naturally, exactly like Table 2 except excluding part 10. 

Table 4. Revised business case outline after analysis of the development process. 

 Part Short description 

1 Introduction Aim of the business case and purpose of the project 

2 Reasons Current issues and why the project is important 

3 The concept Explanation of the concept including its functions and realization in short 

4 Key outcomes Expected benefits of the change 

5 
Business options and 
economic conditions 

Main options for addressing the issues 

6 Recommendation Recommended solution with motivation 

7 Impact analysis 
Assessment of the impact of the project on the organization of the 
organization’s capability to carry out the project 

8 Risk assessment Key risks and how they to manage those 

9 Outline plan Main activities, timescale and check points 

 

Focus on the company’s interests 

In the Introduction, Reasons and Key Outcome parts, it was discovered that it is intuitive to 

formulate claims for the customer rather than the company, which obviously would generate a 

different perspective on the business case. This comment should not be misinterpreted; the 

customer perspective is of course important for all aspects of the case. Though, the target 

person of the business case is somebody within the company with mandate of making 

decisions about whether to implement the concepts or not. 

Business options and economic conditions 

The instructions to the business options and economic conditions were not very specific and 

did thus incorporate freedom for interpretation by the user. Concluded from the project is that 

this part becomes quite extensive. Guidelines for limiting the work load are therefore 

preferable. The development of this part however generates a satisfactory and useful result 

and its design was developed in consultation with employees of the company, which has 

provided further credibility. Since various approaches for making assumptions and including 

them in the economic conditions were developed through the project, the instructions to this 

part can be extensively improved. 

Deciding how to define the market size is not a trivial action of the business cases. The 

overall telecommunications market is large (Wigren et al., 2013) and including all customers 

of telecommunication services would be a great overestimation. Furthermore, most products 

and services developed through this project does not conclude with The Company’s core 

business and the size of the telecommunications market is therefore not particularly relevant 

for the business cases. The decision to, in most cases, target existing customers within the 

topical segment, finally made it become most reasonable to assume the market size to 

constitute of a percentage of the current customer base. 

The cases contain assumptions about initial cost, fixed cost, unit variable cost, initial sales 

price and subscription fee. These assumptions can be made more reliable with assistance and 

guidance from discussions with the company’s employees. To streamline the business case 

work, standards for basing assumptions upon should be developed as an improvement of this 

part of the business cases. The standards can for instance include numbers on willingness to 
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pay for other services, standard procedures for administrative work and fixed costs that are 

associated with all projects. 

The investment criteria used in this business case template are in terms of NPV, IRR, ROI and 

payback. Other parameters might be preferable, and modification of the spreadsheet to 

include other measures is therefore facilitated by its deployment. 

Impact on the organization and risks 

Estimating the organization’s capability of carrying out the projects turned out to be difficult. 

This difficulty originated from the company’s great size and the fact that all relevant 

competence within the company that could be used for implementation of each concept is not 

known. The result is that the estimations of the organization’s capability to carry out the 

project are not based on assumptions rooted in organizational prerequisites and employee 

competence. Furthermore, if the business case template would be implemented by an 

experienced employee of the company, such assumptions would be more reliable than those 

made in this project due to utilizing valuable expertise. Lack of insight in the organization has 

also, in this project, resulted in difficulties to determine the severity of risks involved with 

each concept. The lack of contact with functions within the company are also confirmed by 

Krell and Matook (2009) who argue that information from all departments of a firm needs to 

be considered when a business case is developed. 

Because of lack of insight in the organization, it was also complicated to draw conclusions 

about the projects’ impact on the organization. It is therefore also apprehended to be 

beneficial for these conclusions to involve experienced employees. 

Outline plan and collaboration 

The process of working with the outline plans resulted in a timescale with different tasks 

listed accordingly. The intention was though to include more details about implementation in 

this part, which therefore should be specified in the instructions. Because the business cases 

are made schematically, the outline plans should contain additional evaluation of the 

concepts. The outline plans thus have a development approach and a generic product 

development process is therefore beneficial to apply (Ulrich & Eppinger, 2012). 

Collaboration can assist a firm in quickly obtaining necessary skills or resources, compared to 

developing them in-house (Chan & Kensinger, 1997). It can also help to reduce asset 

commitment and enhance flexibility (Schilling, 2010). Doz and Hamel (1995) also argue that 

learning effort, necessary for acquiring the tacit knowledge existing in other firms may exceed 

the internal resources and capabilities. One of the most recommended actions for the 

concepts, as part of the outline plan, was to collaborate with other actors already established 

in the market. This was done in order to utilize existing organizational processes to increase 

the possibility for the concepts to be successful in the organization. Collaboration with other 

companies have been done at the fiber business unit, but according to The Company there is 

no framework developed for such collaboration. Therefore there is a great demand by the 

fiber business unit management to develop a concept for collaboration with other companies. 

Joint ventures often entail long-term relationships with shared risk and control (Schilling, 

2010). Outsourcing might be appropriate for activities other than the ones central to the 

competitive advantage (Schilling, 2010). The activities suggested in most business cases are 

not central to The Company’s competitive advantage and it is considered valuable for The 

Company to retain the control over their services. Outsourcing contracts is therefore 

preferable in relation to joint ventures. 

The choice of joint venture or outsourcing can be complemented with another, similar, 

comparison. Doz and Hamel (1995) presented a framework for categorization of a firm’s 
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alliance strategy where a distinction between capability complementation and capability 

transfer is done. They describe capability complementation as an alliance where value is 

created through technology and skill complementation while capability transfer is an alliance 

where skills are exchanged and value thus is transferred between the partners. Capability 

transfer does not involve either utilization or reinforcement of existing core competencies. It 

does not provide strategic control and such projects are more difficult to manage than those of 

capability complementation relations. On the other hand, capability transfer involves an 

opportunity to influence the evolution of the industry and access various sources of 

competence. The changing nature of the telecommunications market and the desire of The 

Company to incorporate new technologies causes capability transfer to be recommended as 

alliance strategy. 

When the collaboration agreement is developed, it is important to carefully choose 

collaboration partner. Both resource fit and strategic fit should be considered (Das & Teng, 

1999). Resource fit represents the degree to which the partner’s resources can be used to 

create value. Strategic fit represents the degree to which the two collaborators have 

converging goals. It is also helpful to evaluate the collaboration projects using the same tools 

for strategic positioning and direction that are used for their own projects (Schilling, 2010). 

Since the strategy should also be reflected by the brand identity, it is important to choose 

collaboration partners whose brands reinforce the strategy (Uggla, 2004). Furthermore, 

collaboration partners with strong brands should be chosen in order to strengthen the own 

brand. 

Work procedure 

The processes of developing the business cases needed more time to complete than what was 

initially allotted. The cases also turned out to be more extensive than expected and the 

spreadsheet with calculations was more complex than intended. The time consumption 

depended on both developing the business cases more thoroughly than planned and that 

employees at the company were consulted for guidance in answering tough questions found in 

the cases. These changes have though contributed positively in making decisions based upon 

the cases, and the work procedure should therefore be adjusted to include this beneficial 

approach. 

A great amount of information necessary for formulating valid assumptions in the business 

cases constitutes of employees’ experiences and knowledge rather than being well 

documented and accessible. It is therefore necessary to collaborate with a network of people 

when performing these evaluations. 

The procedure of systematically completing the business cases and terminating if the case 

proves not to be promising, is motivating because every consideration is important. Though, 

no cases were unfinished in this project due to all of them increasing customer satisfaction, 

making them reasonable to retain. 

Conclusions about concepts 

The method for conclusions about concepts could have been better defined in the initial 

version of the development process and one major contribution of the analysis of this part is 

therefore the creation of a method description. The importance of consultation of employees 

at the company was discovered through the development process and a framework for 

inclusion of this consultation should be recommended.  

Work with stating conclusions about the concepts showed that collaboration with employees 

of the company results in higher validity and relevance of the conclusions. It is beneficial to 

combine group meetings with individual meetings because these fora contribute with different 
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insights. When it was necessary to answer a specific question, experts within the organization 

could be targeted for attaining the desired information. The performed feedback session 

resulted in discussions involving various aspects of the business cases together with many 

spontaneously emerged ideas. 

The mapping and comparison of projects was done concisely. There is a lot of literature 

discussing decision making in product development and project portfolio management 

(Verbano & Nosella, 2010). This part of the process can therefore be refined to provide a 

better support for conclusions. One insight is that the category research and development 

projects in the Project Map was not, and should not be used because that project category is 

not of interest to the fiber business unit at the company. 

Graphical comparison is useful because visualization facilitates analyses and considerations. 

It is though important to state that the graphs used in this development process are not based 

on any scientific numbers. The graphs originate from conceptions from without the combined 

knowledge gained through the study and they can therefore not be allowed to greatly 

influence the conclusions. For the same reason, it is unreasonable to include high accuracy in 

the graphs. 

Iterations of idea selection 

The need for iterations emerged through the business case work and was also discovered at 

the end of the process. If a concept proved not to satisfy its purpose during the business case 

development, it could be replaced by an idea previously rejected by the selection process. 

This new idea was thereafter instead evaluated with a business case. After implementation of 

a concept, additional evaluation is useful for various reasons. Evaluation at this stage not only 

reveals a possible need to make changes to the project but also assists the company in getting 

insights about which core competencies they should focus on, whether or not they should 

strive to have collaboration partners, how to select projects and how to manage development 

teams (Ulrich & Eppinger, 2012). 

5.2 The Study 
One of the study’s initial phases included an extensive information gathering which assisted 

in deciding the method of the study as well as constituted the theoretical framework. The 

information gathering was performed on for example academic databases and was successful. 

There exist great amounts of valid and useful information and the main objective of the 

information retrieval was therefore to limit the study to merely include the literature optimum 

for this study. This was performed by for example using journal articles that had been referred 

to in many other articles. The information retrieval process was successful and it resulted in 

great prerequisites for the remaining study. It is therefore concluded that the information 

retrieval is essential for the study and in order to reach a satisfactory result it is beneficial to 

include extensive information and literature to base the rest of the study upon. 

The Swedish governmental authority Post- och telestyrelsen (PTS) has been used as the 

primary source of information about the Swedish telecommunications market. PTS has the 

mandate to monitor developments in the market for electronic communication and encourage 

competition in this market (Wigren et al., 2013). The material provided by PTS is extensive 

and has been a great resource in this study. PTS is also, according to The Company, 

commonly used in their work as source of market information. Other authorities such as 

OECD and UNESCO are also used within this study. These authorities have provided 

valuable insights and should be used in future development projects. It is though also 

important to consider that such authorities cannot predict all future market trends. 

Additionally, it is sometimes useful to base development projects on other input than the 
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current market trends. Technology pioneers can for instance be valuable to identify and 

collaborate with (Schilling, 2010). There is a great chance for new technologies to be 

meaningful to The Company, either through collaboration with other firms or through in-

house development, since internet connectivity is a beneficial function in many technologies 

developed today. In conclusion, many sources of information should be used for evaluation of 

ideas in the process. 

The study was aimed to apply literature about customer value and the idea behind the process 

design was to use customer needs to develop profitable services and products. However, there 

are alternative methods to understand product success which can be a base for development. 

These methods are based on analyzing other products rather than including the customers 

(Flint, 2002). These approaches will certainly add value to a development process, but 

existing research confirms that customers’ involvement should be highlighted while other 

analyses can constitute a complement to the development. Adding methods and other 

perspectives will of course increase the possibility to develop successful services or products. 

However, it is not recommended to expand the methods used since this process should be 

recommended to The Company, where time and resources are highly limited. It is therefore 

more important to focus on one area and to select one likely to generate successful products. 

Being a consumer oriented company also implies that The Company is dependent of its 

customers and including them in the development will also acknowledge and encourage them 

by mediating their importance. Customer value based service development is therefore 

apprehended to be the optimum development approach for The Company. 

The study was limited to one customer segment because of a desire to maximize the 

understanding for the particular segment chosen. The customer groups of private property 

owners, commercial property owners and housing cooperatives that were chosen represent 

one of the largest markets for fiber and is therefore a good starting point for development of 

products and services that should be offered to a large amount of customers. Since the aim of 

the project is to create revenue as a result of increased customer value, direct revenue does not 

need to be chosen in all cases. Reaching a market as large as possible to achieve a significant 

increase in customer value can therefore be a motivated strategy.  

To retrieve customer needs, a qualitative research design with interviews was applied. The 

choice to use interviews was based both on a wish of the company and on literature review 

(Jaworski & Kohli, 2006; Maxwell, 2012; Woodruff, 1997; Woodruff & Gardial, 1996). One 

objective of the project is to present a process that can be adopted in the fiber business at The 

Company and the study was therefore designed to fit in their organization. The culture of The 

Company involves a preferential for interaction with their customers and conversations in 

particular. Interviews therefore seemed to be a suitable method beneficial for The Company to 

adopt. The interviewing process was also successful and the result therefrom was satisfactory 

useful for the continuing project. An additional value from the study that was discovered was 

the positive feedback that the interviewed customers gave in conjunction with the interviews. 

The fact that the interviewees were generally optimistic both gives an indication that the study 

is relevant to them and probably means that the study somewhat has helped to improve their 

attitude towards The Company. 

The study was highly structured and planned in detail from the beginning. The plan was also 

followed well throughout the project and included possibilities for changes and delays, which 

proved to be useful. If there would have been more time to use, the study would probably 

have been extended to include more evaluation work and refinements of the implementation 

plans. 
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The method of developing a process while implementing it turned out to be successful. The 

study resulted in a satisfactory amount of product and service concepts together with valid 

recommendations to The Company and one of the study’s aim was therefore fulfilled. 

However, when implementing the developed process in future development projects, the 

resulting concepts will be of greater satisfaction since the process is more well-worked and 

motivated by conclusions from analyses. 

Obvious delimitations of the study were time and resource limitations. If the study would 

have been a corporate project allotted more time and resources it would probably have 

generated an even more valuable result. However, there is a great need for streamlined 

processes at The Company and the academic focus together with the extensive documenting 

of the development project would therefore not be prioritized in a similar corporate project. 

Another delimitation of the project was, as previously mentioned, the geographical limitation 

of customer interviewees. Including more customers from different areas in Sweden would 

support the development project and result in a greater credibility and strengthen the analysis. 

However, this is an area for prioritization in future projects; carrying out a great amount of 

physical interviews in various geographic areas of Sweden would result in much time needed 

to be allocated to this phase.  

As stated by The Company, their fiber business is complex with many various actors and 

divisions involved and it is difficult to understand the business and the organization. 

Performing the development process would therefore probably be even more successful for 

employed professionals since they will possess the expertise necessary in all stages of the 

project. However, it is important to not limit the creative approach in for example the Ideation 

Phase. It is important to attend to all ideas, even the questionable ones which are not likely to 

be realized since they might be able to contribute with value, e.g. a marketing approach or an 

attribute to the selected concepts. Therefore, a possible approach valuable for The Company 

would be the usage of for example an independent design bureau, for assisting in the creative 

phases. 

An important aspect, which could possibly have been valuable to attend to in the initial stages 

of the project, is the fiber’s development internationally. Performing this project at a fully 

corporate level would certainly generate great costs and it would therefore have been essential 

to analyze the future state of fiber business by for example examining its international 

success. An international analysis would also have been valuable to gain product, or service, 

ideas and to in general contribute with inspiration. In China for example, are all new 

residences, built in an area where a public fiber optic telecom network exists, required to 

provide fiber network connections since April 2013 (Jingting, 2013). The multinational 

corporation Google has also initiated investments in providing fiber in the United States 

(Google, 2014). It is concluded from the information about China and Google that fiber is a 

worldwide investment and that it therefore could be valuable to analyze the international 

market in the initial phases of product development projects related to fiber. 

5.3 The Deliverables 
The concepts and business cases that are delivered to the company are promising and should 

be considered for implementation in the fiber business. That result can therefore be said to be 

successfully delivered. Hence, having satisfactory results from the development process that 

should be recommended to The Company the prerequisites for formulating a successful 

development process were great. 



44 | Discussion 

5.3.1 The concepts and business cases 

The developed service and product concepts, including company recommendations, were 

developed from the defined customer needs and were strategically fitted for the 

telecommunications company. The strategic fit is accomplished by increasing the offerings 

within the communications area, strengthening the company’s reliability approach and 

supporting future technology trends. 

Recommendations on how the company should prioritize the implementation of the concepts 

were also developed. It was discovered, during meetings and feedback sessions that The 

Company had not properly formulated the continued work with the recommended concepts. 

In particular, there were no indications on to what extent effort could be made for 

implementation of these concepts. It would be better if resources for implementation were 

decided initially in the project or otherwise in conjunction with the conclusions. This would 

have given clearer prerequisites for the project and also increased the possibility of realizing 

the concepts. 

The developed concepts does not all generate a direct income, but in some cases a future 

increase in income by adding other value to The Company. Several of the concepts are 

developed to strengthen the company brand and portfolio by extending their offerings within 

one, or more, of their focus areas. Other concepts are promoted because of their opportunity 

to strengthen the customer relationships and to adopt transparency and honesty towards the 

customers (Ballantyne & Varey, 2006; Grönroos, 2008; Payne et al., 2008). These values are 

not as obvious as the direct incomes, but will however result in a future income increase since 

they will generate content, happy and loyal customers promoting The Company and their 

products. It is therefore important for The Company to promote a mixture of projects, that 

both generate direct income and strengthens the customer relations and helps the organization 

to retain their customers (Woodruff, 1997). 

5.3.2 The development process 

The process that is recommended to The Company will assist in developing new revenue 

opportunities as its intention. However, the development process needs continued 

improvement work for creating an optimum process. To include this improvement work in 

The Company’s work, an additional recommendation is that The Company should have a 

feedback session after each project adopting the development process and use the feedback 

therefrom to improve the process for future use. Since the telecommunications area is rapidly 

changing, a development process within a telecommunications company should never cease 

to develop since it is essential that the development work is aligned with the market and the 

technology changes. The future will result in further developments and it is important for The 

Company to keep up with the changes in order to retain their competitive advantage and the 

development process should therefore be of a dynamic character. 

According to Schilling (2010), there are many possible sources of innovation. These sources 

can constitute of individuals, users, firms, linkages between firms and their customers, 

universities and nonprofit organizations. Many alternative designs of the process are thus 

possible. Firms that are successful innovators do though use many sources of information and 

ideas, including in-house research and development and linkages to customers, competitors, 

complementors, suppliers, universities and governmental laboratories. As for most corporate 

projects, time constitutes a considerable constraint as well as resources which both had to be 

dealt with in this project. Because the project was constrained, the information and idea 

gathering had to be limited to the most important source, namely customer interviews. 

Though, the fact that this project constitutes a thesis and therefore is done in collaboration 

with an academic institution has brought in perspectives that are beneficial for the result. 
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Based on Schilling’s conclusion, this project can thus be said to have better conditions for 

being innovative than the ones carried out by The Company. Furthermore, the fact that this 

project was a collaboration between a company and an academic institution meant good 

conditions for it to be innovative and for the recommended development process to generate 

innovative ideas in the future.  
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6. Conclusions 

This chapter presents the conclusions from the study, including answering the thesis’ research 

question. Finally, the recommendations to The Company are presented, i.e. the revised 

development process based on customer value. 

The study aims to answer the question “is research in the field of customer value applicable to 

the development of new revenue opportunities within The Company’s fiber business?” In 

terms of generating product and service concepts, the development was successful. This 

concludes the possibility and success of basing product and service development, within fiber 

business, on perceived customer value. The business cases also evaluated the concepts’ 

achievability. From without the achievability, it is also concluded that customer value based 

development within fiber business also results in lucrative new products and services. 

The outcomes of the project are: (1) eight product and service concepts for increasing the 

revenue opportunities in fiber business, (2) business cases with evaluations for each of the 

concepts, and (3) a process for future product and service development at the fiber business 

unit. Recommendations for future use of the development process and how to proceed with 

the development at the fiber business unit were formulated. The project’s deliverables can 

therefore be said to have been satisfactory delivered. 

One of the recommendations to the company is to further refine the concepts that this study 

has delivered. In particular, the business cases are prepared for continued development with 

The Company’s expertise and knowledge, which will bring additional value and develop the 

concepts further and increase their possibility for success. 

One further conclusion about the recommended process is that The Company should adopt the 

development process and continuously refine it in order to make it properly aligned with their 

organizational strategies and the dynamic climate of the telecommunications business. The 

process should not be seen as static, but needs optimization by adapting to e.g. current market 

situation and organizational changes. 

6.1 Recommendations to The Company 

Within this chapter recommendations to The Company are presented. These recommendations 

are composed to ensure that the recommended development process is optimum and that The 

Company will increase their possibility to develop successful products and services by 

adopting it. 

The process that is recommended to The Company to use for development of new revenue 

opportunities in the fiber business is described in a document accompanied with templates for 

the work process. 

6.1.1 The development process 

The Company is recommended to adopt a work process for coming identification of revenue 

opportunities in the fiber business. This process is based on the development process tried out 

and evaluated through this project. It consists of four phases; the Initiation Phase, Ideation 

Phase, Conceptualization Phase and Evaluation Phase, and involves customer interviews and 

collaboration with a variety of stakeholders to the project. The outline for the recommended 

process is presented in Figure 12 below. 
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Figure 12. The refined process for identification of revenue opportunities in the fiber business recommended to 

The Company. 

Targeted key instructions for each of the phases are also summarized in Table 5. The 

complete process is presented in Appendix II and the spreadsheet template for economic 

evaluation is presented in Appendix III. 

 

Table 5. Key instructions to each phase in the process for identification of revenue opportunities in the fiber 

business that is recommended to The Company. 

Phase Part of phase Key instructions 

Initiation   Set a target amount of concepts to be 
developed 

 Define the resources allotted to the projects 
developed 

Ideation 
 

Employee meetings   Keep the meetings on a conversational level 

 Organize meetings to utilize the in-house 
expertise 

 Customer interviews  Select a defined customer segment 

 Perform 10 to 50 in-depth interviews 

 Transcribe the interviews on a basic level 

 Be two persons during interviews 

 Idea generation  Collaborate at least two persons 

Conceptualization Classification of ideas  Use the design method Concept Classification 
Tree 

 Use the spreadsheets to combine ideas 

 Selection of ideas and 
formulation of concepts 

 Use specific selection criteria 

Evaluation Business cases  Use the template and a target scope of the 
business case before work begins 

 Keep assumptions on a basic level 

 Use the spreadsheet for calculations 

 Conclusions about 
concepts 

 Organize a feedback session with 
representatives for different stakeholder 
groups 

 Benchmark results from other studies 

 Encourage iterations for idea selection and 
evaluation 

 

Initiation

• Selection of target
amount of concepts

• Allocation of
resources for new
projects

Ideation

• Employee meetings 

• Customer interviews

• Idea generation

Conceptualization

• Classification of ideas

• Selection of ideas
and formulation of
concepts

Evaluation

• Business cases

• Conclusions about
concepts
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6.1.2 Collaboration concept 

A concept for collaboration with other companies can assist the fiber business to manage 

inclusion of new products and services in their portfolio. Collaboration agreements should 

preferably be defined as outsourcing. 

When collaboration partners are chosen, both resource fit and strategic fit should be 

considered (Das & Teng, 1999). Resource fit describes the degree to which a partner’s 

resources can be used to create value. Strategic fit, on the contrary, describes the degree to 

which two collaborators have converging goals. It is also preferable to choose collaboration 

partners with strong brands. Throughout a collaboration project evaluation should be 

performed with the same tools for strategic positioning and direction as are used for the 

projects owned entirely by The Company. 

It is beneficial to have a collaboration agreement with outsourcing, where technologies and 

skills are transferred from a partner to The Company. 

6.1.3 Standardization of assumptions 

The cases contain assumptions about initial cost, fixed cost, unit variable cost, initial sales 

price and subscription fee. Some standards to base these assumptions on should be developed 

by a group of employees with relevant knowledge as an improvement of the business cases. 

The standards can for instance include numbers on willingness to pay for other services, 

standard procedures for administrative work and fixed costs associated with all projects. 
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Appendix I. Concept Classification Tree 

The concept classification tree resulted from the study is partially presented within this 

appendix. The spreadsheet of one of the categories, “New Services”, is illustrated with the 

other parameters marked. This is mainly for presenting the method used for visualizing the 

concept classification tree. 

 

 

Category 

Clusters 

Customers 
Ideas Needs 
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Appendix II. Development Process 

This document presents a work process for development of new revenue opportunities in the 

fiber business. The process includes identification of customer needs, ideation, development 

of ideas into concepts and evaluation of concepts. 

The aim of the process is to shorten the payback time for the fiber business by developing 

lucrative product and service concepts. The process should be used whenever investments and 

expansion of the business are possible. The concepts that the process generates should be 

adopted in the organization and turned into profitable services or products. 

This document is a support for both execution and documentation of the development process. 

The work should be documented throughout the process for making other employees 

understand and be able to repeat it. 

The process 

The process illustrated in Figure 13 should be used for planning, coordination, management 

and improvements of the work in the project. 

Figure 13. Outline of the recommended process for identification of revenue opportunities in the fiber business. 

Time plan 

In Figure 14, the time plan for the development process is presented. There are no dates 

specified in the figure and it can therefore instead be applied to any time of the year. The time 

periods allotted to each phase are merely sketched in the figure and these will be adjusted to 

fit any particular development project.  

 

Figure 14. Time plan for the work process to develop revenue opportunities in the fiber business. 

Initiation

Ideation phase

Conceptualization
phase

Evaluation phase

Time Plan
dd/mm dd/mmdd/mmdd/mmdd/mm dd/mm

Initiation

• Selection of target
amount of concepts

• Allocation of
resources for new
projects

Ideation

• Customer interviews

• Company meetings

• Idea generation

Conceptualization

• Classification of ideas

• Selection of ideas
and formulation of
concepts

Evaluation

• Business cases

• Conclusions about
concepts
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Initiation 

Before work with identification and development of revenue opportunities begins, available 

resources for implementation should be evaluated. A target amount of projects to implement 

should also be defined. 

Ideation Phase 

This section presents the Ideation Phase of the development process, where ideas are 

originated. The major part of the phase is represented by customer interviews, but 

conversations with employees and idea generation is also included. The Ideation Phase 

includes the following components: 

 Data gathering through customer interviews 

 Employee meetings 

 Idea generation where customer needs are reformulated into ideas 

Employee meetings 

Before and during the period of performing customer interviews, it is useful to have 

conversations with employees of the company. These personnel can contribute with a broader 

view on the customer’s situations and suitable questions to ask during interviews. Have many 

meetings to fully utilize the in-house expertise. Ideas for future products or services may also 

arise from these meetings. Keep these employee meetings on a conversational level to 

facilitate for all kinds of opinions or ideas to be mentioned. The Ideation Phase should involve 

an abundance of ideas and no criticism to any of those. 

Customer interviews 

Arrange unstructured interviews with a selection of customers and transcribe them in order to 

identify customer needs. 

 Select a defined customer segment, for instance private property owners or house 

owners. In order to get a good understanding for the customers, it is beneficial to have 

a specified target group 

 Perform 10-50 interviews preferably on different locations in order to include as many 

different user situations as possible 

 Transcribe the interviews on a basic level. Expressions, phrasing and pauses may 

contribute to understanding of unspoken customer needs but do not include all of that 

information in the transcriptions. Instead, document the message from the interview 

and take notes about extra interpretations and unspoken needs. 

Idea generation 

Analyze the transcribed interviews and note all needs expressed by the interviewees. Note 

both spoken and unspoken needs in order to define both conscious and subconscious needs. 

Also note observations and apprehensions during the interviews to detect needs. The process 

of analyzing the transcribed interviews and marking needs requires great concentration and 

consideration and it is therefore preferable to be more than one person attending to this 

matter. 

When all needs are marked, it is useful to list them all in a spreadsheet. Formulate the 

customer needs as direct citations from the customers and avoid paraphrasing as far as 

possible. Complement each need with information about their origin. 

As the needs are filled in the document, each of them should be reformulated as an idea of a 

service, product or function that can possibly be offered to The Company’s customers. Use 

brainwriting to create ideas of products and services that would fulfill each need. 

Brainwriting is used for generation of ideas by simply writing down all possible ideas and 



IV | Appendix II 

afterwards critically analyzing them (Ullman, 2010). This is traditionally done with a 

minimum of three persons, but can be adapted to the projects prerequisites. 

Conceptualization Phase 

This section presents the Conceptualization Phase of the project, where ideas are selected and 

turned into concepts.  

The Conceptualization Phase includes the following components: 

 Classification of ideas with Concept Classification Tree 

 Selection of ideas and formulation of concepts using specified selection criteria 

Classification of ideas 

Use the Concept Classification Tree to divide ideas into categories and subsequently into sub-

categories and so on. The main idea, which should be placed on the highest level in the tree is 

creation of customer value. Whilst the ideas are gone through, it should be apparent that some 

of them have similarities and therefore can be grouped. This categorization provides a good 

overview, and thereby also assists in eliminating duplicates of ideas. 

A classification tree, with a first and second level of categorization is shown in Figure 15. 

This tree can be further developed with more categories and more levels of branches. Use this 

model as a guide but not as a rule, and adapt it to the data selection at hand. 

 

Figure 15. Example of application of the Concept Classification Tree. The second and third levels consist of 

hypothetical branches of categories. 

 

Selection of ideas and formulation of concepts 

Select the best ideas using selection criteria based on the company’s needs. It should not be 

necessary to include criteria for legality, convergence with the company’s policy and things of 

similar triviality. Below is an example of a list of selection criteria. 

 Connection to Fiber Business 

 Not involving acquisition of any business but possibly collaboration 

 Possible to sell within 2 years 

Customer value

Customer support

Premium support for elderly people

Support subscription

Hardware

Devices

Device cabinets

New services

Order food

Fiber course

Service selection advice
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 Respect for interests of The Company’s stakeholders 

 Utilization of The Company’s assets and intellectual property 

 Convergent with The Company’s strategy 

 Environmentally friendly 

 Likely to generate profit 

 Does not demand change of the main organizational structure 

 Innovative and supporting future technology 

 Possible to implement in The Company’s existing work flows 

 

If the selection criteria are not successful in eliminating ideas into the target number, use gut 

feel and discussions with colleagues to select the desired number from the remaining ideas. 

Be prepared to go back and reconsider the rejected ideas later in the project, in case any idea 

proves not to be promising. 

In the end of the Conceptualization Phase, the concepts should be developed to an extent 

which makes them prepared for the business case development. Describe them therefore 

concisely in terms of target market, underlying idea and examples of business models. An 

example of how an idea may be turned into a concept is presented in Table 6 to clarify the 

practice. 

Table 6. Example of how an idea can be developed into a concept. 

Idea Concept 

Information to get started with The Company’s 
services 

An information meeting with all end users shortly 
after installations 

 

Evaluation Phase 

The Evaluation Phase includes the following components: 

 Evaluation of concepts using business cases 

 Conclusions based on the business cases 

Business Cases 

The business cases are intended to investigate the usefulness of the ideas chosen. The ideas 

are through the business cases turned into projects. The business case outline is presented in 

Table 7 and each part is described in the following sections. 

Table 7. Business case outline with short description of each section. 

 Part Short description 

1 Introduction Aim of the business case and purpose of the project 

2 Reasons Current issues and why the project is important 

3 The concept Explanation of the concept including its functions and realization in short 

4 Key outcomes Expected benefit of the change 

5 
Business options and 
economic conditions 

Main options for addressing the issues and economic evaluation of those 
options 

6 Recommendation Recommended solution with motivation 

7 Impact analysis 
Assessment of the impact of the project on the organization of the 
organization’s capability to carry out the project 

8 Risk assessment Key risks and how they to manage those 

9 Outline plan Main activities, timescale and check points 
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Each business case should take about four A4-pages and maximum three days to complete. 

The case should be completed in the outline order. A case is based both on information from 

the company and on assumptions. If a case proves unrewarding and not valuable enough to 

The Company’s brand and the customer satisfaction, terminate the work with it right away. 

Cases already completed can be used as support for development of other ones. Some of the 

input facts and assumptions can be reused in different cases. 

Introduction 

 Aim of the business case: What result should this business case return to The 

Company? An aim can for example be to conceptualize and evaluate an idea and to 

eventually generate profit from it. 

 Purpose of the project: What will The Company achieve by developing this business 

case? The purpose is in most cases to increase revenue and customer satisfaction for 

the fiber business. 

Reasons 

 Needs for basis of the concept: Needs retrieved from the customer interviews that 

resulted in the concept.  

 Why the project is important to the company 

The concept 

In this part, the service or product concept is presented. Describe the concept as detailed as 

possible. Make an effort to describe the concept to an extent that makes it possible for the 

strategic decision makers to make quick decisions. If there are different versions of the 

concept, or if there are options such as add-ons, those are also presented in this part. 

Key outcomes 

 The Company’s expected benefit of the project 

 Definition of success for the project. In most cases, success is defined without 

measures but in terms of customer satisfaction and increased revenue. 

Business options and economic conditions 

In this part, different ways to implement the idea and economic conditions related to those are 

presented. A number of assumptions and facts are used to build an economical case around 

the idea. It is therefore necessary to collaborate with a network of people when performing 

these evaluations. Data about existing customers is also necessary to use, particularly for 

estimation of market size and market growth rate. The input needed is listed in Table 8. 

Before assumptions are made, a market analysis with benchmarking of competitors and 

conclusions about differentiation opportunities should be done. 

Table 8. Input to the economic evaluation in the business cases with an example for each variable. 

Input Description Example 

Market 

Market size 
If the concept targets only the company’s existing 
customers preferably assumed to be a percentage of the 
current customer base 

For a radical product, the market 
may be 200 out of  2000 customers 
in a segment 

Market 
growth rate 

Based on growth rates for the customer segment that 
the concept targets 

5% in a fast growing market 

Market share Based on the competition mapping made initially 
10% in a market with many 
competitors 

Economic life 
The time period that the project is expected to generate 
profit. Based on the service’s or product’s character and 

4 years for web based services 
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on the competition 

Self-costing 

Initial cost 
Includes cost of personnel and, depending on the nature 
of the concept, investments 

1 MSEK for a machine and 2 
months of part time work 

Fixed cost 
In most cases mainly based on standard numbers for 
cost of personnel 

12 days of work costs about 80 000 
SEK 

Unit variable 
cost 

Cost of administration and sales along with other one-
time costs of technical equipment 

A web site may take 2 hours to sell 
and set up for each customer 

Initial sales 
price 

Set on a level based on the benchmarking that preceded 
these assumptions 

40 SEK for a burger, based on 
benchmarking 

Subscription 
fee 

Set on a level based on the benchmarking that preceded 
these assumptions 

80 SEK/month for a video 
streaming service 

Salvage value 
Relevant only when the project results in property that 
can be sold after the project’s life 

A machine necessary to provide 
products during two years can be 
sold after those two years 

 

All assumptions should be included in calculations using a spreadsheet template, which can 

be seen in Appendix III, and the development of new business cases is thereby facilitated. All 

options for implementation of the concept should be described and evaluated in the business 

case document. Calculations using the spreadsheet should always be done for the most 

promising option and in cases where two or more of the options are difficult to compare 

against each other, calculations should be done for all options. 

All input to the business case is compiled and used to calculate investment criteria. These 

criteria should be recognized in the organization and the measures of net present value (NPV), 

internal rate of return (IRR), return on investment (ROI) and payback used in the example in 

Appendix III can be replaced. 

Recommendation 

Best solution with motivation: The recommendation should give the reader quick access to the 

option that is preferable to implement. In some cases, the recommendation may be that the 

company does none of the options. 

Impact analysis 

Impact of the project on the organization: Describe the project’s impact on the organization. 

Include activities to integrate the service or product in offerings and other procedural changes. 

The organization’s capability to carry out the project: Most of the cases involve collaboration 

with a business partner and do thereby not require any particular skills among the company’s 

employees. The tasks that need to be carried out within the company are therefore mainly 

administrative. In some cases, certain knowledge is though required for the company to be 

able to carry out the project. In those cases, it may be possible to gain the required knowledge 

through training or the challenge may actually be too big for the organization. 

Risk assessment 

Key risks and how to manage those: Identify risks involved with the project and rate those by 

probability and consequence. Thereafter multiply the probability and consequence ratings to 

obtain risk values that can be used to determine the significance of each risk. High risk values 

implies that the risk must be eliminated while low risk values mean that the risk only needs to 

be observed. For each risk, preventive actions and personnel or department responsible to take 

action should also be developed. The risk assessment is compiled in an easy to survey table, 

for which the template is shown in Table 9. 
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Outline plan 

Main activities, timescale and check points: This part should contain a plan for the 

recommended implementation option for the project. Describe the plan as detailed as possible 

in order for deficiencies to be detected. It is for instance beneficial to create and visualize a 

process similar to the one for this development process for the implementation. Included 

should also be a list of different tasks with corresponding timescales. Visualize the plan in an 

easy to survey graph, like the one shown in Figure 16. 

 

Figure 16. List of activities included in the outline plan of a project, with corresponding timescales. 

Revision of the business case throughout the life of each concept should be included in the 

outline plan. Conclusions based on the business cases should also be done in consultation with 

employees of the company after implementation of a project. 

Conclusions about concepts 

Arrange a feedback session after the business cases are developed with employees of the 

company with relevant competence for the project. This session is meant to reveal mistakes, 

bad assumptions or other deficiencies of the cases. During the session, present all concepts 

and encourage everybody to present their opinion. Have an outline prepared for the session 

but allow changes in the topic of discussion between the concepts. All opinions and aspects 

should be allowed. If many questions have arisen through the session, it is perhaps beneficial 

to consult experts to find answers to these questions and thereafter arrange another feedback 

session. It is not necessary to have the same participants in each session, but the participants 

should all have relevant competence for the considerations at hand. Results of this session 

may be modifications to the concepts or immediate rejection. 

Activity 1

Activity 2

Activity 3

Activity 4

Timescale
dd/mm dd/mmdd/mmdd/mmdd/mmdd/mm

Table 9. Risk assessment table to be used in the business cases. Risks are listed, rated and categorized by their 

risk value. Actions to prevent each risk is presented together with personnel or department responsible to take 

action if the risk cannot be prevented. 

No. Risk Probability Consequence Risk value Action 
Responsible to take 
action 

1 Risk 1 9 9 81 Eliminate Action 1 Person/department 1 

2 Risk 2 3 9 27 Minimize Action 2 Person/department 2 

3 Risk 3 1 9 9 Observe Action 3 Person/department 3 
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It is not realistic to implement all the promising concepts and it is therefore necessary to select 

a specified amount. Perform a graphical comparison with the Project Map shown in Figure 

17. The map divides projects into derivative projects, breakthrough projects, platform 

projects and research and development projects. Derivative projects include add-ons and 

other minor modifications to existing products, which normally does not involve ongoing 

management (Wheelwright & Clark, 1992). In breakthrough projects, on the other hand, are 

there significant changes to existing products or processes. Platform projects are somewhere 

in the middle and are oftentimes beneficial for as well the company as the customer. Research 

and development projects create new know-how and know-why of new technologies. 

 

Figure 17. Map for categorization of development projects. (Source: Wheelwright & Clark, 1992) 

Additionally, perform a graphical comparison of payback and increase in average customer 

satisfaction. The payback is calculated through the business cases but the increase in average 

customer satisfaction has to be estimated at this stage. Have a low number of choices on the 

scale by which the concepts are estimated. In Figure 18, the result of such an estimation is 

illustrated. 
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Figure 18. Example of a result of concept comparison based on payback and customer satisfaction. The payback 

is calculated on a yearly basis and the customer satisfaction is ranked on a scale ranging from “small increase” 

to “large increase”. 

Iterations for idea selection 

Two iterations are included in the development process. The first of these iterations can be 

done during business case development if one or more concepts have been rejected and they 

are considered necessary to replace. Selection of a new idea in this iteration is done using the 

same methods as for the original concept selection in the process. When a new idea is 

selected, it should be treated as the other concepts and undergo the Conceptualization Phase 

and the Evaluation Phase. The second iteration takes place after the Evaluation Phase: When a 

concept has eventually been implemented and results of the implementation can be 

recognized, it is useful to evaluate the concept again. The results of the implementation, in 

terms of revenue, process improvements, customer satisfaction or other relevant aspects, 

should be compiled in a visual way to facilitate considerations. Thereafter, consult a group of 

employees with relevant expertise to decide how work with the concept should proceed. 

Concept 1
Concept 2

Concept 3Concept 4

Concept 5

Concept 6

Concept 7

Concept 8

-2

-1

0

1

2

3

4

Payback
[years]

Customer satisfaction

Comparison based on payback and 
customer satisfaction

 Small increase   Large increase
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Appendix III. Spreadsheet Template for Economic Evaluation in 

Business Cases 

The template used for economic evaluation of the concepts is presented in this appendix. The 

orange numbers are variables that should be selected for each specific case. The numbers in 

the example are randomly chosen. Other changes to the template can also be made for each 

case. Clarifications of some variables are presented in the table following the spreadsheet. 

 

Economic evaluation in business cases
INVESTMENT CRITERIA

Description Units Value

NPV KSEK 6,959

IRR rtn 103%

ROI rtn 24.65%

Payback yrs 1                

CONSTANTS

Description Units Value Name

Tax Rate % of EBT 25.0% taxRate

Nominal interest %/yr 8.0% nomInt

Economic Life yrs 5 econLife

Average salary SEK/h 865 avgSal

UNCERTAINTIES

Description Units In Use Range Name Index Low Base High

Market Size

Initial Market Size units 500 iMktSz 2 200 500 1000

Market Growth Rate %/yr 5% mktGrowth 2 3% 5% 8%

Market Share % 70% mktShare 2 60% 70% 100%

Price (incl. VAT)
Initial Price KSEK/unit 10 unitPrice 2 5 10 50

Subscription fee KSEK/yr 0.5 subscr 2 0.2 0.5 3

Unit Variable Cost KSEK/unit 2 unitCost 2 1 2 3

Fixed Cost KSEK/yr 80 fixedCost 2 65 80 90

Initial Cost KSEK 2000 inCost 2 1000 2000 3000

Salvage Value SEK 0 salvageV 2 0 0 0

CALCULATIONS

Year 0 1 2 3 4 5 6 7 8 9 10 Year

Revenue

Market Size units 500     525                  551           579            608            -             -             -             -           -           MktSize

Sales units 350     368                  386           405            425            -             -             -             -           -           Sales

Subscription KSEK 1         1                       1                1                 1                 -             -             -             -           -           Sub

Revenue KSEK 3,501 3,676               3,859        4,052         4,255         -             -             -             -           -           Revenue

Expenses

Variable Cost KSEK 700     735                  772           810            851            -             -             -             -           -           VarCst

Fixed Cost KSEK 80       80                    80             80              80              -             -             -             -           -           FixCst

Gain (Loss) on Sale of Asset KSEK -     -                   -            -             -             -             -             -             -           -           

FINANCIAL STATEMENTS

Income Statement

Revenue 3,501 3,676               3,859        4,052         4,255         -             -             -             -           -           

Expenses 780     815                  852           890            931            -             -             -             -           -           

Earnings Before Tax (EBT) 2,721 2,861               3,008        3,162         3,324         -             -             -             -           -           EBT

Taxes 680     715                  752           790            831            -             -             -             -           -           Taxes

Net Income (Earnings) 2,040 2,145               2,256        2,371         2,493         -             -             -             -           -           

Margin 58.3% 58.4% 58.4% 58.5% 58.6%

Cash Flow Statement 0 1 2 3 4 5 6 7 8 9 10

Net Income 2,040 2,145               2,256        2,371         2,493         -             -             -             -           -           

Capital Expenditure (2,000)       -     -                   -            -             -             -             -             -             -           -           

Salvage -     -                   -            -             -             -             -             -             -           -           

Capital Gain Tax -     -                   -            -             -             -             -             -             -           -           

Net Cash Flow (2,000)       2,040 2,145               2,256        2,371         2,493         -             -             -             -           -           

Balance (2,000)       40       2,186               4,441        6,813         9,306         -             -             -             -           -           Balance

ROI 2.0% 7.3% 12.8% 18.6% 24.6%

-     -                   -            -             0                 0               

Payback -            1         1                       1                1                 1                 1
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Variable Description 

NPV Net present value 

IRR Internal rate of return 

ROI Return on investment 

Gain (Loss) on Sale of Asset 
Gain in case of disposal of valuable assets, which is 
only relevant if the business case includes a salvage value 
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