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Abstract. The challenges faced by professional service companies in construction are increasing 

simultaneously as enablers such as digitalization and industrialization are developing. Currently, 

there are indications of two main diverging market trends: Productification and Servicification. 

This paper hypothesises that these two trends can be classified as Asset-dominant logic. In 

construction, the digital development, is currently regularly decoupled from the business model 

development. In support of business model innovation, this paper’s aim is to how we can 

understand and   articulate   the   development   of   the   markets   for   professional   services   

in construction by describing concepts for understanding and analysing design work in the 

context of asset-dominant logic, as opposed to the current dominating Resource-dominated logic. 

The result indicates that  productificiation,  includes  industrialization (product-based approach) 

by considering applying disruptive technologies, with the aid of a platform and in an ecosystem, 

making it possible to create value for the customer by taking service-dominant logic into account. 

Finally, the paper concludes with an attempt to demonstrate the mechanism of market 

development by considering the asset-dominant logic as a backdrop to the business model 

innovations that asset-dominant consulting will start to undertake in the coming months and 

years.  

1.  Aim and hypothesis 

The aim of this paper is to pave the way for establishing new frameworks for market development 
mechanisms for professional services in construction in Sweden. Today most of the value created by 

professional services in construction is done through different ways of using staff to deliver what the 
customer asks for. This paper stipulates that this can be categorized as resource-dominant logic. 

However, dynamic changes (the climate crisis, post-pandemic development, technology advances) 

require a critical examination of the methods used to create value. Construction is on the eve of a 

paradigm shift, including virtualization and design automation [1]. This paper hypothesizes that basing 

one's work on such assets can be categorized as asset-dominant logic.  

In order to start establishing the two frameworks of resource-dominant and asset-dominant logic 

respectively, this paper used the concept of resources as something that is used by a company to achieve 

an objective. It uses the concept of assets as something of value available to a company. Resources 

constitute an available source of supply or support, while assets typically require investments to develop. 

In this view, employees are the most typical resource, while machine learning algorithms are typical 

assets. 
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The availability of assets, like algorithms automating design work, breaks the business model logic 

that resources used can be linearly linked to value created, typically that one hour of engineering work 

corresponds to a certain remuneration. Resources are a stable value, generically useful, while assets 

typically have a more limited scope and need to be developed and maintained continuously. 

In resource-based logic, the main basis for all value created is the employees, in the case of 

professional services firms: most often engineers and designers. In asset-dominant logic, the assets are 

the main basis for the routine work. Value is created by resources (employees) as facilitators, advisors, 

and interpreters of results from the use of assets. 

 

Hypothesis 1: The current market for professional services in construction is diverging from the 

dominating current resource-based logic into two additional new directions: servicification and 

productification. 

Hypothesis 2: Working according to servicification and productification can be classified as asset-

dominant logic. 

2.  Introduction 

By bringing artificial intelligence (AI) and robotic process automation together as intelligent 

automation, design work is said to be data-driven, which in turn has the potential for completely new 

revenue streams [2]. As a forecast of the next normal in construction Ribeirinho et al. [3] also highlight 

digitalization of products and processes as a disruption which is argued to affect the future industry 

regarding e.g. product-based approaches where standardized but configurable designs are offered, 

specialization where companies select a niche market instead of covering it all, customer-centricity and 

branding which goes hand in hand with product-based approach and specialization, and sustainability 

which already is at the table.  

Vial et al. [4]mentioned that using digital technologies or a new platform and ecosystem changes the 

foundations of any company. Vial especially points to changes in availability of data, the competitive 

landscape, customer expectations, value proposition, and value network. These are needed strategic 

responses from companies, besides changes in organizational structure and culture. One positive 

possible impact of the digital transformation process can be society and industry improvement. This 

digital transformation requires investment in the development of methods, tools, algorithms, etc. which 

can be used to create customer value. This logic, called asset-based consulting [1], diverges significantly 

from the existing resource-dominated logic, where value is equated with resources used and where every 

project must motivate each investment needed for that project. 

An asset-dominant logic implies human resources that use assets, while an asset-based logic implies 

assets that can be used with limited involvement by humans. Asset-dominant consulting relates to 

service-based logic, as defined by Vargo and Lusch [6], in terms that assets can be part of services. 

Service-based logic focuses more on the processes to create value rather than the physical output in 

terms of, for example, a product or in other words, a lower focus on production and a higher focus on 

value co-creation. Vargo and Lusch further state that value is co-created by multiple actors, always 

including the customers.  
Even though creating customer value is of great importance professional service companies need to 

make money at the end of the day. A way to describe how companies make money or do their business 

is through a business model [7]. Choosing a business model that both is sustainable and facilitates value-

creation is potentially also a disruptive action [5]. Ribeirinho et al. [3] state that those that adjust their 

company’s business model to cope with the dynamic changes of the world will stand to benefit while 

other actors will need to struggle to survive. Brege et al. [7] present a view where a business model is 

explained through three parts: 1) the offering i.e., the value proposition for the customers, 2) the market 

position i.e., the segments and relationships in where the value proposition is communicated, negotiated, 

and developed and 3) the operational platform i.e., the resources or assets of the company. This view is 

developed for industrial construction companies, but its general nature can be applied also to 

professional services. This is supported by e.g., Jansson [8], who describes how the manufacturing 
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industry uses this business model construct while building products from platforms formed by common 

assets. These assets are components, processes, relationships and knowledge. The approach is strikingly 

similar to asset-dominant logic. 

Some studies have already described the changing market for consultants or professional services in 

construction, e.g. [1], [3]. But is this the same way as the consultants and their customers would describe 

the market today and in Sweden if operational people rather than executives, as in [3] for example, are 

interviewed? 

3.  Method 

This is an abductive study of the market development mechanisms for professional services in 

construction. With abductive, it implies that the research first takes an inductive approach where ongoing 
developments are studied (in order to formulate a hypothesis for the mechanisms), and then a deductive 

approach where this hypothesis is refined and confirmed by empirical studies. A cross-disciplinary 
literature study was conducted within the fields of servicification, productification, digital 

transformation and business models. A delimited state-of-the-business study was conducted through 6 

semi-structured interviews with respondents representing typical ecosystems. The respondents’ 

positions and type of their companies are summarized in table 1. 

Table 1. List of respondents from the interviews. 

 Company type  Position 

Respondent 1 Professional services Marketing and sales manager 

Respondent 2 Professional services Business developer with sustainability focus 

Respondent 3 Professional services Head of department for structural engineering 

Respondent 4 Mining firm Head of department of for investment 

Respondent 5 Construction company District manager, Professional services 

Respondent 6 Professional services Head of virtual design and construction 

 

One interview was a physical meeting, but five more interviews were conducted online, which were 

recorded and transcribed using the Microsoft Teams auto-transcript feature, and later edited. The 

interview duration was between 53 and 105 minutes with 32 questions based on the literature. Some 

interview questions were unanswered depending on the type of company or respondent's position. 

MAXQDA was used for the analysis. The code system was made based on the respondents' answers to 

the interview questions. They were grouped according to the area discussed in the literature section. Not 

all codes were used for the analysis as the codes that had more repetition or were more relevant to the 

contexts discussed in the introduction and aim sections, were selected.  

According to the Innovator’s Dilemma by Christensen [9], established actors can be expected to fail 
to implement disruptive technologies. Arguably, the assets that are involved in technological 

development can be considered to be disruptive for the traditional engineering professional role. Thus, 

there is the risk that our interviews underestimate the scope over time of a beginning system shift. 

However, Christensen deals with the ability of established companies to act on insights. This paper 

addresses the insights per se. Our work is not dedicated to change management. 

4.  Results & Analysis   

4.1.  Standardization and digitalization   
When it comes to standardization, the meanings articulated by the respondents differentiate. In some 

cases, it means standards for carrying out projects, in other cases technical matters that are repeated 

during different projects. Generated data from previous projects are perceived as resources for 

standardization. The results show that each project is seen as unique, but many parts of a project will be 
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repeated in coming projects, it is however not possible to repeat exact designs. Offering standardized 

solutions to customers should be taken into consideration. Respondent 6 emphasizes that companies are 

not as standardized as they think. 

Based on the results, digitalization related to both products and processes, as a continuous 

development process, supports decision-makers and make the consequences of their decisions more 

predictable, and simplifies their ordinary work where they can focus on more significant issues. 

Digitalization is believed not to follow the economies of scale logic, which affect the revenue stream, 

and has its own ecosystem which can lead to a substantial change in the way companies do business. By 

applying disruptive digital technologies like machine learning, production process time of one hundred 

products might not be longer than for one product. Digitalization, in terms of digital twins, is an 

opportunity for survival, but the construction industry is lagging behind other industries. For instance, 

working with big data and data mining in the construction industry is not as common as in other 

industries like the IT industry. Based on our interpretation, digitalization and automation are used 

interchangeably, the same applies for automation and optimization. Routine work can be automated in 

terms of, for example, parameterized solutions. Automation is important for all the respondent’s 

companies but justifying investment in automation is in general seen as an issue. Measuring the impact 

of automation on the overall process, like the exact automation effect on the project cost, is an issue that 

affects revenue stream in the long run. Some respondents believe that disruptive technologies like design 

automation will affect the skills required of employees, roles, customer expectations, and the 

universities, but even if a large part of the project is automated, the engineering decision will still remain 

significant. Disruptive technologies like automation based on artificial intelligence (AI), machine 

learning (ML) and other techniques are believed to enable the creation of future value-added services. 

New actors that are more active in using this kind of technology need another type of business and 

cooperation.  

4.2.  Value, service, and customers 

Some industries like the automotive industry changed their revenue streams by focusing on value-added 

services such as after-sales services. One respondent explained it as a barrier that construction industry 

people compare the value chains of the automotive industry and the construction industry instead of 

seeing the opportunities and handling the risks in the construction value chain.  

Two factors that can affect the project outcome are the expertise of the company and the services 

that the customer wants to buy since there is a risk of not surviving without new services that provide 

customer value. When it comes to providing new services, the respondents pointed to organizational 

issues such as having a special organizational unit for innovation and application of disruptive 

technologies. Cooperation with new industry actors is also seen important for providing new services 

but it is a challenge to arrange. Respondents' companies have their own platform, context, organizational 

setting, and processes, to apply current and disruptive technologies to, to provide values to both internal 

and external customers. A consulting firm believes creative employees, customers, and new actors are 

possible sources for new services. New disruptive services can seem unacceptable to established service 

providers, but customers choose what value is acceptable, Tesla is one example from the automotive 

industry. Another way to offer new services is to use previous projects in combination with customers' 

requirements in a completely new way.  

Respondents cited automation as a trend in addition to purchasing services from others. By 

outsourcing or developing services that are provided by use of automation, they might not need the 

number of employees they currently have. The risks of purchasing services from cloud software 

developers need to be addressed, because software developers will be able to use a large amount of data, 

which could be used to provide new services directly to the consultancy firms’ end customers.  

Some respondents think that what is to be offered is clear, especially when the customer is in the 

public sector, because they have their own rules and standards. The contractor company believes that 

their contribution during the construction design process will minimize resource consumption. They 

want to have a role in the value co-creation process from the early design stages. On the other hand, 
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some respondents, directly or indirectly, mentioned co-creation as a part of a platform or solely. This 

contribution can be from customers or other actors.  

The majority of respondents mentioned that customers do not know what they need, or if they have 

a general idea, there are difficulties with design, implementation, or other details. For this reason, it is 

more convenient for the customer if they can choose between a number of options. These options could 

be packaged services or products that need to be well-defined in detail so that the customer understands 

everything about them. These types of choices are common in the automotive industry, which over time 

have made their brands include specific customer expectations that set them apart from other 

competitors. The respondent from the mining industry mentioned that you get dependent of a service 

providing company when working with their specific technology and services which makes it harder to 

choose other service providing companies in the next project, especially if it is a continuation project. 

Customers buy distinct parts of projects from different companies, which is a barrier to presenting 

projects as a package. For packaging a product, it is necessary to have available competence and 

resources in different areas. It can be challenging for small companies to gather all resources at the same 

time, but the international and established companies have access to large resources because of their 

size, global network, and expertise, that is what some respondents say. 

4.3.  Business related issues 
The fact that different companies have their own platform to offer new services will probably lead to 

the conclusion that in the long term, each of them will offer different services to the customers. This 

diversity aids customers to choose from a wider range of services, changes the market, creates possible 

new value chains, and enables companies to differentiate (branding). Having a particular organizational 

unit for innovation and disruptive technologies is a step toward achieving the goals of digital 

transformation. This organizational unit seems to be more structured and developed in consulting 

companies than in the contracting and mining companies. One consult firm respondent mentioned that 

a new business model and different revenue stream is needed. The current revenue stream should change 

to be suitable for offering new services to increase profitability, especially when it comes to using 

disruptive technologies. Automation might decrease the profitability of the time-based consulting 

companies, but it is not the case for mining firms since their products have a fixed price. 

Based on some respondents, new actors in the construction industry can be start-ups (which work 

with AI, ML, big data, etc.), software developers, some firms with completely different skills such as 

Google, actors that have access to the same but cheaper resources, some contractors that have access to 

clients and will buy needed services from other active actors in the value chain, or a combination. 

Established companies are good for improvements and effectiveness but not suitable for working with 

disruptive technologies. One possible role of established companies in dealing with disruptive 

technologies can be the possibility of connecting customers to new actors by creating a new ecosystem. 

Many current jobs will be automated but there are some new roles, such as change manager, data 

specialist etc.  

Having at least some employees with a holistic perspective is a principal issue besides specialization 

in the respondents' point of view. One of the respondents from one of the consulting companies pointed 
out that the lifespan of large companies is shortened due to disruptive innovations, and they are slow to 

change and there is a risk of bankruptcy. Another consulting firm mentioned if they do not change their 

business model, they will end up like Kodak, who did not invest in the development of digital cameras. 

A respondent from the contractor firm pointed out that we need to see when we end up on a plateau what 

the next step in our innovation curve is for us to live another 125 years. These issues indicate the 

importance of a new type of business model for respondents. Data-based business models were 

mentioned, directly or indirectly, by two consultancy firms 

A respondent from a consulting firm mentioned gig economy, ecosystems, new actors with disruptive 

business models, and the exponential business models of new actors. These factors indicate that there is 

an upcoming transformation, with the necessity for an appropriate business model. As an example, the 

same respondent mentioned the possibility of offering new data-based services that are needed to sell to 
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clients in a completely different way. Two consult firms agreed that even a possible new business model 

with sustainability focus will have a short lifetime due to rapid changes in the market and related 

technologies. One consultant company said, everyone accepts the necessity of change, but it is not 

obvious to what.  

5.  Discussion   

Based on [3] things that will change the way of working and even the whole industry, are emerging 

disruptions and changing market characteristics. Digitalization of products and processes besides 

industrialization are significant emerging disruptions [3] that can be described by the Vial model [4] for 

digital transformation. Some respondents mentioned using a new ecosystem, automation, applying 

disruptive technologies, data mining, and so on, which shows expectation of moving towards asset-
dominant logic which can affect the competitive landscape of the companies. 

To use the full potential of disruptions like increased availability of data, having a platform that 
works in a new ecosystem is applicable. This platform is about technical issues like automation and the 

digitalization of tools and techniques besides standardization. As discussed above, supported by Jansson 

[8], platforms, as a construct builds on four assets (components, processes, knowledge, and networks). 

It is clear that the view of the respondents of what a platform is focuses mainly on technology, whereas 

Jansson ‘s view is more comprehensive. 

In foundational premise 6, FP6, Vargo and Lusch [6] emphasize "value is created by multiple actors, 

always including the beneficiary", which shows that the contribution of different actors to make a new 

ecosystem can be an appropriate approach. Applying disruptive technologies is much easier for new 

actors compared to established companies, so there is a necessity for a new ecosystem that enables 

established companies to apply recent technologies together with new actors, including the contribution 

of clients, and other actors. 

By market change, customers have new and different demands [3], [4], which cause changes in value 

propositions and value networks [4]. Ribeirinho et al. [3] point at product-based approaches as important 

and the interview results refer a lot to packaging of services. The respondents, on the other hand, 

emphasize that customers do not know exactly what they need, and they buy various parts within the 

project from different companies. Offering packaged services, based on requirements and market niche, 

that clients can choose between is an idea to overcome this obstacle. According to Vargo and Lusch [6], 

the package cannot be designed by one actor such as a consultant company because "actors cannot 

deliver value but can participate in the creation and offering of value proposition" FP7therefore the 

existence of an ecosystem for co-creation should be considered. Small and flexible companies that have 

the ability of working with disruptive technologies might not have the same access to (major) clients as 

established firms. On the other hand, there is a possibility of packaging different parts of projects by 

applying disruptive technologies and new actors such as start-ups. By considering the above issues, one 

possible role for established firms can be the packaging of the entire process in a flexible way 

The nature of offering value in the construction industry is project-based. Selecting a niche market 

or increasing the specialization as a way to handle the emerging disruptions [3] leads companies to move 

forward from a project-based approach to a product-based approach. To have the packaged value 
offering system, professional service offering companies need to be more industrialized by focusing on 

product-based approaches, which in this article is called productification and should be asset-dominant. 

The respondents did not explicitly mention industrialization as [3] mentioned but offering packaged 

services considering product-based approaches was a topic that the majority agreed on.  

Investment in recent technologies is future industry dynamics [3] and is possible for established 

companies that have access to resources to develop assets and thereby move toward being a company 

that is asset dominated. But the hourly payment system, as a source of investment, is an obstacle for 

established companies while small companies have more flexibility. Our interpretation is that by 

applying a product-based approach as so-called productification, in the new ecosystem, value co-

creation will be enabled. 
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      It was not easy for the respondents to decide whether they were offering services or products but 

according to [6] "all economies are service economies" FP5. Firms focus on their economy based on 

how they pay their employees. For this reason, an hourly payment system has been adopted that focuses 

on how much time they spend with employees on a project. The final product has a value that not always 

is measurable in the time spent on it. "Service is the fundamental basis of exchange" FP1 [6], and the 

final product or result of the project can be considered as a "distribution mechanism for service 

provision" FP3 [6]. Accordingly, the focus should be on value and offering services to the customers, 

not on an hourly payment system. Customer centricity and the relationship with customers were 

mentioned several times by the respondents in diverse ways. The hourly payment system is not aligned 

with customer benefits but "a service-centered view is inherently beneficiary oriented and relational" 

FP8 [6]. An hourly payment system, which is based on employees' time spent, is not suitable for asset-

dominant consulting companies. Arguably, for all practical purposes, in time, much of the routine design 

work of today will be free of charge. On the other hand, by applying automation and other disruptive 

technologies, there is a necessity to move toward asset-dominant logic. By applying asset-dominant 

logic and focusing on servicification, asset-dominant consulting firms can offer beneficiary value to 

customers.  

According to the Vial model [4], strategic responses are required by applying disruptions such as 

data availability. These types of disruptions can be caused by using digital technologies such as artificial 

intelligence or machine learning which means using assets instead of resources. Assets- dominant logic 

besides “operant resources are the fundamental sources of strategic benefit” FP4 [6]. 

     As mentioned, some respondents’ firms have an organizational section that focuses on innovative 

technology and processes which are different from ordinary research and development departments. 

Vial [4]mentioned that using digital technologies causes organizational changes and subsequently, 

changes in the value creation path including value proposition and value network. Asset-dominant logic 

such as using design automation tools do not follow the economy of scale, that can affect the value 

creation path, and the company’s business as usual. On the other hand, professional service companies 

need new roles and skills like data-scientists. The positive impact of the digital transformation process 

can be operational efficiency, organizational performance, and industry and society improvements [4]. 

   As discussed in the analysis section, having an appropriate ecosystem for value co-creation is a 

significant issue. Vial [4] mentioned that an ecosystem enables changes in the value creation path that 

causes organizational changes. On the other hand, respondents agreed with the necessity of having a 

special organization for innovation, applying disruptive technologies, or making assets. According to 

FP11 [6], "value cocreation is coordinated through actor-generated institutions and institutional 

arrangements". The ecosystem can consist of start-ups, expertise, freelancers, or software providers. 

Consulting companies have the possibility to connect customers to new actors by applying the 

ecosystem. But the shape of the ecosystem and the relationship between that organization and ecosystem 

should be investigated. 

    It is accepted by some respondents that there is a necessity for another type of business model which 

is suitable for the coming disruptive technologies by considering asset-dominant logic and competing 

or collaborating with new and other actors. At the same time there are several possible investment 

scenarios, but it is hard to choose the right technology. Also, one of the respondents mentioned that new 

business models cannot be used for an extended period of time because of the rapid market change and 

coming disruptive technologies, which further adds to the complexity. 

As it is mentioned, packaging of the entire process by contribution of different actors by using 

platforms, organizational changes for innovation, besides creating a new ecosystem, will change the 

value creation path including value proposition [4] then a new structure of the value chain, or business 

model is needed which includes required assets. As an example, from the interviews, construction 

companies which have an asset-dominant approach need fewer traditional employees. By considering 

that, customers should have the same transformation process that asset-dominant companies have, they 

would need fewer employees too. Thus, the indications are that asset-dominant services packaging 

would also be suitable for future customers' business models. An appropriate business model [7] for 
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consultancy companies, necessarily should be fitted to other actors in the value chain network, including 

customers. Such a business model could also include co-creation as a way to create customer value [6].  

6.  Conclusion   

The aim of this paper is to pave the way for establishing new frameworks for market development 

mechanisms for professional services in construction in Sweden. We conclude that there are strong 

indications that both our hypotheses are correct: 

Hypothesis 1: The current market for professional services in construction depends heavily on the 

number of employees, personal initiatives, and preferences and on hourly reimbursements fit for a 

generic market. Increasing complexity and new requirements from clients, exacerbated by the fast-paced 

IT development, are making this approach moot in many project settings. The two methods being 
developed are based on a manufacturing industry logic (productification) beside the service-dominant 

logic where professional service companies actively search for client values to create, which is the basis 
for servicification.  

Hypothesis 2: Supporting resources by a number of (often IT-related) assets for routine work is 

beginning to take hold. Signs are that working according to servicification and productification have so 

much in common that they deserve a common classification, which we tentatively call asset-dominant 

logic. 

 It is likely that this logic breaks the dominating, stable business model logic that resourced used can 

be linearly linked to value created. Resources are a stable value, generically useful, while assets typically 

have a more limited scope and need to be developed continuously. This points to operational platforms 

– and possibly business models – for asset-dominant logic needing to be agile. 

Vial [4]digital transformation process model shows that disruptive technologies by changing the 

market nature will cause new customer demands. Asset-dominant professional services companies can 

create new ecosystems together with contributions of new actors to the industry, other active actors in 

the value chain, besides customers. With all the above changes there is the need to apply new business 

models that can handle all these changes. These business models will likely be diverse and transient, 

traits which today are highly unusual requirements on business models for professional services in 

construction. In order to understand contemporary business development for professional services, it is 

clear that asset-dominant logic as a concept needs to be developed and described. 
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