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In a world where advanced engineering products are commoditized, many manufacturing 

companies now strive to improve differentiation and profitability by offering integrated 

combinations of products and services known as product-service systems (PSS). Prior literature has 

proposed that such integrated offers be developed through an integrated product/service 

development process, but has so far not studied such integration in detail. To this background, our 

purpose is to study how integrated product/service offers actually come about. Our results are 

somewhat surprising, and paradoxical. Through an inductive multiple case study across eight multi-

national companies, we find that effective alignment - not integration - is the key to developing 

successful integrated PSS offerings. Thus, an integrated PSS offer seems to be reached through 

alignment rater than integration. The paper also identifies the key factors that inhibit integration 

and the various mechanisms that support alignment, and provides theoretical implications for 

literature and managerial implications for better development of integrated PSS solutions.  

 

1. Introduction 

Traditionally, manufacturing companies primarily 

offered physical products to their customers and 

considered services as means of supporting the 

products. However, in recent years, the trend has been 

that these companies have increasingly begun to add 

more and more industrial services, thus creating various 

integrated combinations of products and services. 

Research on this growing trend is largely studied under 

the topic of Product-Service Systems (PSS) (Baines et 

al., 2007; Mont, 2002). The underlying driver for PSS 

offering in manufacturing firms is the assumption that 

the combined form has key advantages over products 

and services sold separately, and is imperative for 

securing strategic differentiation, competitiveness and 

profitability (Baines et al; 2007; Davies et al., 2006; 

Kohtamäki et al., 2013; Smith et al., 2014). 

Although advantages of offering PSS are becoming 

rather well documented, recent studies also 

acknowledge that most companies find the 

development and delivery of PSS solutions challenging 

(Eggert et al., 2011; Martinez et al., 2010; Parida et al., 

2014). In light of this, researchers suggest that 

developing a PSS offer therefore requires a fresh 

approach to new product development (NPD). In 

particular, multiple researchers have suggested that an 
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integrated product-service development process is 

needed to be able to effectively develop PSS offerings 

(An et al., 2008; Marques et al., 2013; Shimomura et 

al., 2009). 

Most studies on integrated product-service 

development in PSS have however been limited to the 

design phase or conceptual level of integration. There is 

thus a gap in our understanding as to how actual PSS 

offerings come about, and which processes companies 

use when developing them. The purpose of our research 

is to address this gap and to study how manufacturing 

companies actually develop their PSS offerings. In a 

similar vein, we also try to shed light on whether an 

integrated process is the only way to combine product 

and services for PSS development, or if there are other 

means of achieving the outcome. 

Our results are somewhat surprising. Through an 

inductive research process of identifying how PSS 

offerings come about across companies, we find that 

effective alignment - not integration - is the key to 

developing PSS offerings. We also identify the key 

factors that inhibit integration in PSS development and 

the various mechanisms that support alignment in PSS 

development. 

This paper is organized as follows. In the second 

section, we provide a literature review on PSS and 

integrated PSS development. The third section details 

our methods and data analysis for the study. In the next 

section, we present the findings whereas the last section 

conclude by discussing theoretical and practical 

implications as well as suggestions for future studies. 

2. Literature review 

2.1 Product-Service Systems (PSS) 

Integrating product and services to offer PSS is an 

increasingly prevalent phenomenon for manufacturing 

companies in today’s globally competitive business 

environment. PSS first emerged in the context of 

sustainability (Manzini and Vezzoli, 2003; Mont 2002). 

Since then the literature has evolved to include other 

aspects and benefits of product and service integration 

and can be defined as a marketable set of products and 

services that are capable of jointly fulfilling customers 

need in an economical and sustainable manner (Reim et 

al., Forthcoming; Tukker 2004).  

There are three types of categorization found in the 

literature, namely; Product-Oriented, Use-oriented and 

Result-oriented PSS (Baines et al., 2009; Tukker, 

2004). In the Product-oriented PSS, services are 

provided that support the physical product, typically 

implying additional costs on part of the customer. Sale 

of spare parts or repair services is an example. In Use-

oriented PSS, the use of the product is available to the 

customers without the transfer of ownership. 

Consequently, all the services necessary to support the 

products and to support its use are provided by the 

supplier at its own expense and included as part of the 

total cost. Leasing or sharing services exemplify this 

category. In Result-oriented PSS, the end result or 

capability is offered to the customer instead of any 

technically specified product or services. The customer 

then usually pays only for the result or capability 

delivery as specified in a contract and therefore the 

supplier uses the most cost-effective means of 

delivering the same. The “power-by-the-hour” 

approach adopted by several aircraft engine 

manufacturers exemplify this category. 

2.2 New Product Development (NPD) and 

New Service Development (NSD) process  

NPD as a process has been studied in the innovation 

literature in great detail and has evolved over the years, 

where a variety of different approaches have been 

suggested (Rothwell, 1994). Some earlier models of the 

NPD process suggested a sequential approach to NPD, 

which were believed to simplify its execution. Various 

studies in the field of NPD then focused on identifying 

the most efficient combination of these steps or 

sequences (Booz-Allen, 1982; Cooper, 1990, 1992, 

1994; Cooper and Kleinschmidt, 1991). The essentially 

linear process from the idea to launch as described in 

the original ‘Stage-gate’ model (Cooper, 1994) may be 

the best example of this process. Many further 

refinement of this model as enumerated by Cooper have 

touched upon the various ways to improve process 

efficiencies and overall NPD effectiveness (Griffin, 

1997; Griffin and Page, 1993). As weaknesses and 

limitations of the linear sequential process were 

observed, especially that of the need for 

interdisciplinary inputs, and the need for quality of 

inputs and need for speed in the process, alternative 

models of NPD based on ‘parallel processing’ called 

concurrent engineering (CE) and ‘multiple convergent’ 

approach as proposed by Baker and Hart (1999). 

Recent stage-gate literature (Cooper, 2008; 2014) also 

highlight the need for products and services to be 

developed jointly, but do not provide any detailed 

accounts of how this should be conducted. 

Initial NSD processes were based on the sequential 

NPD processes and mirrored the elements of NPD 

albeit with increasing the various elements as required 

in service development (Edgett and Jones, 1991; 

Reidenbach and Moak, 1986). However, the 

fundamental differences in applying NPD to a NSD 

were highlighted by Callon et. al, 1996, that 

underscored key limitations. Firstly, due to 

inseparability, there is simultaneous change/affect in 

the product and the procedure. Secondly, organization 

changes/affect go hand in hand with product 

development/change. And thirdly, there is no difference 

between the offer development and the activity of 

production and/or commercialization. These differences 

led to the recognition of NSD as a distinct/different 

process as compared to NPD in the product/service 

development literature (Menor et. al, 2002). Henceforth 

development of specific research on NSD process has 

evolved and there are various models of NSD proposed 

by researchers from a life cycle relational model 
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(Kindström and Kowalkowski, 2009) to networked 

NSD models (Makkonen and Komulainen, 2014). 

2.3 Concluding thoughts on prior literature 

and the need for more research  

PSS development is conceptually different from the 

established product development process in most 

manufacturing companies as the requirement to add 

service in PSS entails additional challenges of time, 

interactivity of persons, reorganization of structures and 

processes etc. into the development process. There is 

also a very high level of uncertainty of the contextual 

conditions thereby requiring the process to be 

inherently flexible and collaborative in nature (Wang et 

al., 2011). This calls for close interaction of the product 

and service development process in PSS development, 

and has prompted many researchers to suggest some 

sort of integrated process (Muller and Stark, 2010; 

Shimomura et al., 2009).  We see many examples of 

integration of product development approaches and 

service development approaches in these suggested 

integrated PSS development process such as Life-cycle 

management, mass customization, service engineering, 

service design, and so on. Many researchers suggest 

new PSS development by trying to adapt the product to 

the PSS development such as life cycle approach 

(Sudin et al., 2009) or service-oriented product 

approach (Fujimoto et al., 2003).  A service based view 

to developing PSS can also be see in how life cycle 

design of technical services is integrated with the 

existing product design process to develop a PSS 

(Aurich et al., 2006) or from moving from a reactive 

service to proactive services (Dausch, 2002). We also 

see some other suggestions of integrating product and 

service development approaches using existing tools or 

models in other domains for e.g using the technology 

roadmapping approach (An et.al., 2008) or FAST 

technique ( Maussang et al., 2009). 

However the various integrated approaches/models 

for PSS development are mostly conceptual in nature or 

relate to the design aspects of PSS (Isaksson et al., 

2009; Manzini and Vezzoli, 2003). There are not many 

empirical studies that show how the PSS providers can 

take the integrated process forward to actual 

development and deployment. Not much is also know 

of the various ways in which manufacturing firms 

actually implement the development process of PSS 

within the firms. Our study sets out to find the answers 

to these questions.  

 3. Methods 

We adopted an inductive and exploratory case-study-

based research design to obtain rich data and detect the 

underlying dynamics of how integrated PSS offers 

come about (Eisenhardt, 1989; Siggelkow, 2007). This 

approach is appropriate when “research and theory are 

at their early, formative stages” (Benbasat et. al., 1987, 

p. 369), which is the case for understanding the PSS 

development process in large manufacturing 

companies. We followed the five-stage case study 

research process (Stuart et al., 2002) consisting of: the 

research question; instrument development; data 

gathering; data analysis; and dissemination. 

In total, we investigated eight large global 

manufacturing companies with headquarters in northern 

Europe. These companies were chosen based on an 

existing diverse portfolio of PSS offerings, and they 

had all adopted a strategy to become front-runners in 

PSS provision in their respective industries. We used a 

purposive sampling to select these companies, i.e. they 

were believed to be particularly suitable given our 

research purpose. Personal contacts at these firms also 

facilitated access to key informants. 

Table 1 includes descriptive background information 

about the case companies. In selecting companies, we 

wanted to increase variation within the sample; 

therefore, we selected case companies that operated in 

different industries and included those that offered 

more than one advanced PSS offering. For example, 

provider 1 has been offering ‘availability’ of their 

construction equipment in certain global markets, 

whereas provider 2 had implemented a ‘life-cycle 

management solution’ for their customers.  

 

Table 1. Description of case companies    

We gathered data primarily through in-depth 

interviews, which provided insightful information and 

helped us to focus directly on the research topic (Yin, 

2003). In total, 50 interviews were undertaken with 

diverse respondents at different organizational levels 

(strategic, tactical and operational). The empirical study 

was conducted in a three-step approach, where both 

managers and engineers were interviewed. During Step 

1, interviews were exploratory and aimed at 

understanding the general PSS development process at 

each firm and the key challenges faced by the firms. 

We undertook over 20 interviews spread across all our 

case companies at this stage. During Step 2, we 

performed semi-structured interviews focusing on 

understanding the management’s perceptions on 

strategy, priorities and processes when developing PSS 

offerings. This included strategic vision for the future, 

mapping key on-going efforts at different 

organizational units, and understanding the company’s 

current portfolio of PSS offerings and how they come 

about. For this step, we undertook an additional 20 

semi-structured interviews with high-level management 
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respondents who had responsibility for or insights 

regarding the design and implementing the industrial 

service strategy and processes. During step 3, we 

focused further on how the mid level managers and 

engineers had interpreted the top management’s 

strategy and had undertaken substantial internal efforts 

to develop PSS offerings and processes. We wanted to 

capture not only strategic-level data, but also tactical 

and operational data in the organizations. During step 3, 

we conducted 16 semi-structured interviews with 

additional middle management and operational-level 

respondents who were most aware or affected by the 

PSS development process. 

The interviews ranged from 40 to 90 minutes, with 

an average of 75 minutes. To ensure reliability, 

multiple investigators conducted most of the 

interviews. Most interviews were recorded and 

transcribed and then discussed among the author group 

to identify relevant patterns or themes (Nag et al., 

2007). To create overlap between data collection and 

data analysis, frequent discussions among the authors 

were held in addition to taking continuous field notes. 

A spreadsheet was used to display data and enable 

finding patterns, which might have been difficult 

otherwise (Miles and Huberman, 1994). To further 

increase reliability by enhancing transparency and the 

probability for replication, a case study protocol was 

constructed together with a case study database. 

Secondary data were also collected in form of archival 

data. Different archival sources were used during the 

three-step process, which were analyzed to obtain 

empirical triangulation. 

4. Findings 

In our case companies, we find evidence of PSS 

development processes that do follow the integrated 

approach. There seems to be a struggle within all 

companies to be able to move forward with the 

integration of the product and service development 

process. Therefore, the managers in the case companies 

started to not follow the process and we found that no 

specific integrated process was being used in these 

companies. As a senior manager in one of our case 

company said “ We used to have a very definite process 

(integrated P-S development process) with decision 

forums and business case …and we had a board saying 

that okay we can allocate a budget to this and I wrote 

an assignment specification and that I issued to one of 

our development centres and then resource was 

allocated and then we had several meetings and then 

things were developed. That was too costly and we 

ended up with a ton of documentation and presentations 

and assets that were never used. So we don’t have them 

anymore”. In our study we found three core reasons for 

the integrated development process to be abandoned by 

the case companies.  

4.1. Challenges of integrated approach to PSS 

development 

4.1.1. Managing organizational re-configuration: 

Integrated process development requires both the 

product development and service development 

competences and skills to come together. This requires 

deep involvement of various departments and regions 

(global as well as local) in the firm. Cross-functional 

and cross-regional teams usually set up to drive such 

initiatives ended up torn between their own 

departmental/regional and PSS development work. A 

manager in Case Company 2 shared with us that “All 

these teams had said yes to working on this…for the 

certain amount of hours that has been estimated... on 

the other hand the pressure gets high enough to do 

something else they go and do that. It’s not easy 

because there are very few people working full time on 

this project... maybe none. Some are doing 5%, 20% 

some are 50% and so on”. Dedicated teams set up to 

ease these issues end up isolated from the main teams. 

They also cannot work without the involvement of the 

main teams, as they need to use present infrastructure 

and development process to build the PSS solutions. 

Therefore an integrated team working within the 

existing structures was necessary to facilitate the 

integrated approach. That was not an easy process and 

required total commitment from the organization to do 

so at the risk of effecting present set-up and business. 

Therefore managing the required re-configuration of 

the organization was a complex and challenging task 

for the companies.  

4.1.2. NPD models influence on PSS development 

process: Traditionally the product has been the central 

focus of manufacturing companies and therefore most 

have a well-established NPD process. NSD processes 

are usually not as well established in these companies. 

In a PSS both the product and service needs to find 

their relevant focus as required to deliver the value to 

customers. Therefore in an integrated approach to 

development, with stronger product influence within 

the manufacturing firms, the PSS development 

processes is also seen to be guided and evaluated on the 

existing NPD principles and parameters. This leads to 

an approach that makes the development process much 

more complicated as the teams try to ‘develop new 

products with old tools’. NPD influenced roadmaps 

make the development slow and cumbersome as 

compared to the agile and fast responses required in 

service development. The relational nature and 

contextualization for customers’ aspects of service 

development do not get the due focus. There is a 

constant struggle to manage the delivery of the desired 

outcomes from the integrated process. Also the 

outcomes get evaluated with the wrong parameters 

thereby affecting the decision-making and recourse to 

the wrong support systems for PSS development.  

4.1.3. Change in business model constituents: The   

existing products and supporting services in the 

manufacturing companies have distinct business 

models to support them. In most cases the product and 
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service business are driven as two separate business 

units in the organizations portfolio. With PSS offering, 

many of the present constituents of the business models 

needs to be evolved to support it fully. The constituents 

of the business models i.e partners, cost structures, 

customer relationships, customer segments, channels 

and their capabilities and orientation and the revenue 

streams need to be reconfigured or reimagined. This 

necessitates, organization-wide (product and service 

organization) as well as cross organization co-

ordination and transformational processes to be 

established. Given that this has to be achieved in 

parallel to the existing business models being executed, 

leads to a lot of complexity and uncertainty that leads to 

hindering of the development of new business models 

to support PSS offerings. Also the need to 

institutionalize these changes across the business model 

constituents heightens the risk perception and the 

organization starts to find ways to resist and therefore 

add to the challenges of PSS offerings. 

4.2. Complexity in integrated PSS 

development 

As manufacturing firms start to proceed with the PSS 

development and offering to customers, it inevitably 

leads to increasing complexity within and outside the 

organization. There thus arises “a large number of parts 

that interact in a nonsimple way” (Simon, 1969, p.195). 

There are too many diverse elements and their 

relationships to mange in an integrated approach to PSS 

development. This requires additional capacity and 

capabilities to process the complexity which most 

companies find difficult to build in the shorter run. This 

triggers a need for finding alternative solutions or 

approach to PSS development within the companies as 

represented in Figure 2. 

 

 

Figure 2. Archetype of complexity management in integrated PSS 

development.    

 

As we find in complexity literature, the two ways in 

which the companies try and reduce complexity is by 

increasing the firm’s capacity to process the complexity 

or by reducing the complexity. Since increasing a firms 

capacity is a path that requires the commitment of the 

entire organization as well as needs transformational 

changes, reducing complexity is seen as a more viable 

and practical way to resolve this challenge. 

Decomposition i.e breaking down into simpler parts is a 

way of reducing complexities of issues. When 

decomposing into simpler parts is not possible, then 

either help of experts is sought or a limited or 

simplified view is enacted, by groups or those in power, 

to address the complexity (Gray et al., 1985, Weick, 

1969). Restructuring and redefining the problem to 

resemble something simpler can also be a way to 

reduce complexity. Therefore when facing increasing 

complexity in an integrated approach to PSS 

development, the companies adopt a decomposition 

approach and start to restructure their problems, roles 

and routines to simplify those problems or make them 

more familiar to be able to have actionable plan to 

address them. 

4.3. Alignment in PSS development 

In our case companies we observe that alignment as an 

approach has been effectively used to address the 

challenges faced by the attempts to arrive at an 

integrated approach to PSS development.  Alignment - 

as adjustment of an object in relation to other objects so 

that the arrangement can lead to the optimization of 

results (Van de Ven and Drazin, 1985; Venkatraman, 

1989) is found to be an effective mechanism to help 

reduce and deal with the complexities arising out of  the 

integrated approach to PSS development in our case 

companies. Figure 2 shows a conceptual framework of 

the overall alignment that companies need to achieve 

between the various internal and external objects and 

entities to reduce the complexities and develop PSS 

offerings. 

 

 

 
 
Figure 2. Conceptual framework of alignment in PSS development  

 

The alignment of the NPD and NSD, that spans 

across the global and local organization as well as the 

distribution and service support, is at the core of this 

framework. The other alignment of and between the 

global and local organization, the distribution and 

service support, customers and partners is necessary to 

support this core alignment to achieve development of 

PSS offerings. 

We find various mechanisms by which alignment is 

achieved between the various elements and address the 

challenges faced by the companies in an integrated PSS 

development approach. These mechanisms were found 
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to interact and affect multiple elements in the 

framework to be able to bring about alignment, thereby 

addressing the challenges faced in PSS development. 

4.3. Mechanisms to achieve alignment in PSS 

development 

4.3.1. Expert organizational/functional units: In our 

case companies we find that some kind of an expert 

organizational/functional unit evolve or instituted that 

has cross-functional competence and knowledge. This 

expert units knowledge and competence straddles 

across global, local and distribution and service support 

as well as between the NPD and NSD process front. 

The expert units support the global unit in better 

understanding of the front ending units’ capabilities and 

needs and vice versa. They work alongside the front-

end teams to help support them with customer related 

requirements as well as interactions with the global 

unit. They also work with the global units to help them 

with development of the offerings in line with the 

customer value proposition and aligning them to the 

capabilities and needs of the front-end unit. The 

members also understand the nuances of the 

requirements as well as the difference in the NPD and 

NSD. They help the product and service units to align 

themselves across the front and the back end through 

the entire PSS development process.  Therefore they 

are able to orchestrate the entire back-end and front-end 

dynamics as well as the product and service 

interactions. Their moderation role in these two 

dimensions of the front-back as well as the NPD-NSD 

interactions helps in reducing the complexities faced by 

the various elements is these two dimensions and 

achieve alignment. 

4.3.2. Customization approach in PSS development: A 

single integrated development process is seen as a very 

difficult task to achieve. There is an increase in friction 

in existing product and service development process 

and units in trying to achieve this. Mechanisms or tools 

of integration of processes are also in their infancy or 

not known to the companies. Most PSS offerings are 

highly contextual and involve some form of 

customization in delivery. Therefore it is observed that 

in our case companies, PSS development is approached 

as developing a ‘customized version/option’ of an 

existing product or service offering respectively. The 

existing process of product or service development 

continues to support these respective portfolios. The 

PSS development process begins with a customer 

requirement input or front-end requirement input. 

Based on the value proposition requirement of a 

customer, the existing products and services in the 

portfolio, are evaluated and the most suitable product/s 

and service/s that are assessed to be closest to 

delivering the value proposition as a combined offering 

are picked out. Then they are used as building blocks 

for combining and further customization (this could 

also include additional external partners’ products and 

services) to be able to develop the PSS offering that 

could meet the customer requirements. Each of these 

customized solutions then becomes part of a PSS 

offerings Industrialisation process i.e where more uses 

of the same/modified customized solution are refined 

further to develop into a global PSS offering for future 

use and reference, for productization. These are either 

available as part of the product or service portfolio 

depending on the closeness to the nature of the final 

PSS configuration. Therefore in this case we see the 

alignment of the internal NPD, NSD, and the external 

partners NPD or NSD, which are combined together at 

the front-end (later stage) in a customization process to 

develop the PSS offering.   

4.3.3. Partnerships to acquire capabilities or 

knowledge: PSS offerings require deep knowledge of 

the customers businesses and operations as well as a 

broad range of technical as well as management 

capabilities. In the short term these are difficult to 

develop within the organizations. In many cases, the 

challenge could be so huge that it might not seem to be 

worthwhile to invest in developing those capabilities 

especially in the beginning stages of the PSS offer 

development. Therefore to be able to develop these PSS 

offerings, partnerships with external expert 

organizations are seen as a way to manage and bridge 

this gap. Most partnerships start in the customization 

context of PSS development at the customer or local 

organization level. These partnerships could spread 

across the product, service or distribution and service 

support requirements for offering PSS. The 

partnerships evolve from a single case specific PSS 

offering development in the local markets and in many 

cases grow to larger global level alignment with the 

industrialisation process of these PSS offerings as we 

have seen before. These partnerships helps the 

organizations to both straddle their PSS development 

capabilities gap as well as manage the pressures for 

change in the constituents of their business models. In 

this case it is seen that in many cases, these 

partnerships are being forged with competitors, 

suppliers or even existing customers of the companies. 

This is bringing about a very complex network 

dynamics and alignment at play for the organizations to 

be able to offer PSS. 

4.3.4. Co-imagining with customers: Customer 

offerings were traditionally pre-configured and 

packaged. In the case of PSS offerings especially more 

advanced use-oriented or result-oriented offerings, the 

value proposition is often observed to be created 

together with the customer. The basis of the PSS 

offerings is often a problem of the customer that needs 

to be resolved and which can be configured based on 

the core capabilities of the supplier firm. This value 

proposition could be one that is explicitly conveyed by 

the customers or in many cases it could be that the 

customers is itself not aware of these problems. These 

are defined based on the operational knowledge  and 

insights gained by the existing supplier companies as 

well as the customers, who together imagine this need 

or value proposition. This value proposition to the 

customer is then broken down into its constituent 



 

7 

functional parts that can be delivered by a combination 

of products and/or services by the supplier. In most 

cases the core capabilities (offerings and 

product/service portfolios) of the supplier is aligned 

with this value proposition for them to be motivated to 

take this forward into the PSS development process. 

5. Discussion and conclusions 

In a PSS development process, the manufacturing 

companies pursuing an integrated approach of 

combining their NPD and NSD often find themselves 

with mounting complexity in this pursuit. When the 

complexity reaches a level beyond their ability to 

manage, we find across companies that they use various 

complexity reduction mechanisms to help to develop 

the PSS offerings. These mechanisms are observed to 

help align the various elements in the PSS development 

process within the company, but without pursuing an 

integration strategy. The core alignment is seen to be 

between the NPD and NSD. And to achieve this 

alignment, various other forms of alignment, i.e 

between the global and the front-end organization, the 

partners and the various levels of the organization, the 

customers and the organization etc. is needed to make 

the core alignment happen. These alignments can also 

be viewed to be achieved thorough mechanisms that are 

examples of complexity reduction mechanisms, i.e 

decomposition into simpler parts, expert co-option, 

enacting a simpler view or restructuring and redefining 

the problem to resemble something simpler. 

Overall, this study adds to the growing body of 

research in PSS about development processes. Our 

main theoretical contribution lies in empirically 

showcasing that an alignment approach to reach an 

integrated offer is more feasible than an integrated 

approach (An et.al., 2008; Aurich et al., 2006; Manzini 

and Vezzoli, 2003; Muller and Stark, 2010; Shimomura 

et al., 2009). So, somewhat paradoxically, an integrated 

PSS offer seems to be reached through alignment rater 

than integration. In our view, this has not been 

suggested in the literature on PSS before. We also 

extend the complexity theory in the context of PSS by 

showcasing the relevance of complexity reduction 

mechanisms that are employed to achieve PSS offer 

development. We also showcase the relevance of 

Alignment in the context of PSS and the application of 

its principles in PSS development process. 

In addition, our study provides managers working in 

global manufacturing companies on integrated PSS 

development efforts, an alternate approach to PSS 

development. It provides them with both strategic as 

well as operational level insights to identify and 

manage challenges they face in PSS development. Our 

study by identifying the various alignment mechanisms 

gives the managers practical tools to use in their day-to-

day workings in developing PSS offers.  

5. Limitation of study and further research 

Our study is set in the context of global manufacturing 

companies trying to move towards offering more PSS 

to their customers. Other contexts of service companies 

and local organizations could provide more insights to 

substantiate or add to our findings. Our findings are 

limited by our sample and qualitative approach. More 

widespread and large scale quantitative studies could 

further examine our hypothesis and extend it on other 

dimensions. Our framework of alignment in PSS offer 

development, describes how the various elements are 

aligned to each other. However, further studies could 

examine in more details the logical and causal links 

among the characteristics, antecedents and processes of 

this alignment in PSS development. Although it is 

observed that alignment is used as a mechanism in 

reducing complexities arising out of an integrated 

approach but we still don’t know if there are any other 

approach to achieving that. Further studies could focus 

on various other ways of achieving reduction of 

complexity and/or development of PSS offerings in 

global manufacturing companies. 
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