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ABSTRACT 

  Purpose – This paper explores how technology solution providers can improve their value 

proposition by understanding the challenges of their clients, themselves and their joint 

perspective regarding upgrading services and products they supply. This bridges the gap 

regarding value proposition development for Technology Solution providers and their 

customers.   

  Method – The method used was a quality case study that used a thematic approach. A total 

of thirteen interviews from three different organisations were conducted, including investigative 

and semi-structured interviews. The interviewed participants consisted of managers, coders, IT-

experts, COO and sales. 

  Findings – The results of this case study concluded in a framework that consisted of three 

sections of challenges, including the technology solution provider, their customers and joint 

challenges. A total of thirteen challenges were identified. Furthermore, six strategies to mitigate 

this challenge were identified, and together they crafted three themes: Team synergy and 

alignment, Learning and capability building, and Agility and continuous improvement. All 

strategy has actions derived from codes coming from the strategy themes. These actions should 

be used to eliminate or mitigate the challenges associated with them.  

  Theoretical and practical contributions – Expands the literature by contributing a more in-

depth insight of how technology solution provider and their customers can work more efficiently 

together. This is seen through the lens of the provider, customers, and their joint perspective. 

The study's practical contribution consists of a framework usable for managers, the framework 

consists of Challenges, Strategies, and actions.  

  Keywords – Technology solution provider, TSP, Solution provider, Manufacturing, 

Efficiency  
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1 INTRODUCTION 

  Technology is a constant reminder of change, change that moves the world forward at a 

velocity that continues to astonish individuals and companies alike. In this fast-moving world, 

companies must stay updated with the newest technology to avoid falling behind their peers. 

This new technology includes upgrading existing products and services (Emory University et 

al., 2013; Xu et al., 2018). Additionally, companies need to develop internal knowledge on how 

to utilise these technologies effectively. Increasing the in-house expertise capabilities to handle 

the evolving environment can be one way to solve the problem, however, this is time-

consuming and can be a challenge to acquire these skills externally (Rahnama et al., 2022). One 

type of B2B company that addresses this problem is technology solution providers (from now 

on called TSPs). TSPs aim to capture value for their customers through tailored technology 

solutions that improve their overall efficiency and quality. According to Benitez et al. (2022), 

TSPs increase the capability of their customers by allowing a broader range of integrations. 

Additionally, collaboration also facilitates knowledge transfer, allowing companies to benefit 

from the expertise of these providers. Rahnama et al. (2021) shows that TSPs reduce the overall 

costs for their customers. This is achieved by improving the efficiency in B2B through system 

integration. Furthermore, TSP roles include additional services such as maintenance, 

consultancy, and operations. Rahnama et al. (2022) also, emphasise that TSPs contributed to 

sustainable solutions through digitalisation. Davies et al. (2007) conclude that the demand for 

TSP is high since customers are using more advanced technologies from a broad range of 

external suppliers.  

  Studies from the manufacturing industry show that TSPs play a pivotal role in making 

factories more productive and more sustainable. TSPs help companies utilise technologies such 

as Internet of Things (IoT) and platforms to enhance flexibility and efficiency in their operation 

(Rahnama, 2023). One study showed how automation technology solution providers (ATSPs) 

specialise in upgrading existing equipment with unique competencies that suit the company. 

ATSPs supply customised modular products that integrate with various equipment, such as 

machines and tools connected to the cloud. This helps the manufacturer to stay updated with 

regulations, production requirements, maintain resilience, and reduce the cost associated with 

new investments (Johansen & Rönnbäck, 2021). Additionally, TSPs help the manufacturer 

implement advanced technologies, such as digital twins and virtual reality products for 

production planning, which improves decision-making and reduces downtime. By adopting 

these technologies, TSPs help manufacturing companies achieve a higher level of production 
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and sustainability. This enables companies to remain competitive in the ever-changing 

environment of Industry 4.0. (Rahnama et al., 2022; Xu et al., 2018). Xu et al. (2018) note that 

many production companies still struggle with integrating industry 4.0, the latest paradigm shift 

in the production industry. Industry 4.0 enables physical machines to communicate virtually, 

such as a robot picking up an item from a conveyor belt and using a camera to identify potential 

defects. If the item is damaged, it is discarded. Lastly, the author mentions that the new industry 

brings a higher complexity.   

  Despite the growing importance of TSPs in driving innovation and digital transformation 

across industries, there is limited academic research on the specific challenges faced in crafting 

efficient value propositions. Existing literature Rahnama (2023) shows that companies are 

struggling to manage large-scale projects, development and automated production systems on 

their own. Furthermore, the author sees the solution in collaboration with business partners and   

clients to mitigate the long-term challenges of adapting, implementing and operating digital 

technologies. Lastly, the author confirms that TSPs create enormous value by supplying with 

critical competencies but emphasises that future research is needed to increase the awareness of 

risk and advantages in collaboration with tailor-made solutions for TSPs. Johansen & Rönnbäck 

(2021) have similar findings, noting that companies struggle with the integration phase and how 

it can be managed. The authors recommend that future research should explore how TSPs and 

their clients can work together to increase the long-term competitiveness of the companies.  

  To stay competitive, companies need a good Value proposition (VP). VP is offering a 

service or a product that exchanges value for the customers. VP is inherently two-way; excluding 

either side equates to excluding sales. Services or products alone do not add any value unless 

they fill the need of the customers, hence, this perspective changes the strength of the VP 

depending on the customers’ needs (Ballantyne & Varey, 2006). Results from Ulaga & Eggert 

(2006) study shows that the main supplier earns 73.3% of the volume, while the second supplier 

captures 19.5 %. Furthermore, the primary supplier gains extra protection due to closer 

collaboration with their customers. Lastly, the research shows that the TSPs’ VP needs to have 

a clear differentiation from their customer, additionally, the vendor selection criteria vary 

significantly. To maximise value, Töytäri & Rajala (2015) conclude that aligning the perceived 

value gained and actual value gained from the VP between the TSP and the customer increases 

the likelihood of fair compensation. The research shows that effective communication of what 

value is created enhances the customer's perceived value in B2B exchanges. According to 

Anderson et al. (2006), managers often fall into the trap of listing all the benefits of their product 



3 

 

or service when crafting a VP. Furthermore, a more successful VP focuses on understanding not 

only the offering but the customer’s needs, which, although resource-intensive, leads to a more 

competitive offering. The Authors continue that, despite the customer-centric view, many 

suppliers still lack the customer perspective. An example of understanding the customer comes 

from Töytäri & Rajala, (2015), where one of their case companies identified 47 improvements 

but chose to focus on the top three in their VP. In their research, Frow & Payne (2011) 

emphasise the importance of adopting the lens of a customer’s perspective and suggest that 

organisations will benefit from this approach. They advocate for future VPs to include not only 

the customer’s perspective but also joint value creation to satisfy all stakeholders. Nenonen & 

Storbacka (2010) Agree with Frow & Payne (2011) and add that modifying the VP to align with 

both internal and external needs improves overall joint value creation. Furthermore, the study 

shows that this can be achieved by adjusting the firm’s own VP or revising the customer, 

supplier, and partner portfolios. Lastly, the study suggests that the VP can be used as a strategic 

resource, more precisely, unlocking the firm's capabilities, particularly during strategic shifts. 

Huikkola & Kohtamäki (2017) agree and emphasize that companies must leverage their supply 

chain to address capability gaps, including TSPs' services and products. Jaakkola and Hakanen 

(2013) explain that joint value creation occurs at the relationship level through interaction 

between the customers and suppliers. Furthermore, the authors expand this relationship to the 

network level, involving a broader ecosystem of customers and suppliers. To extract value from 

these levels, the authors note that joint value creation involves value processes within each level. 

   Recent studies by Johansen and Rönnbäck (2021) highlight the benefits of integrating 

TSPs, such as enhanced efficiency, flexibility, and sustainability, but lack guidance on strategic 

approaches for managers to create efficient VPs for upgraded services. Huikkola & Kohtamäki 

(2017) see strategic benefit in future research to address what capabilities TSPs need to keep 

their customer in a state of the art. Jaakkola & Hakanen (2013) acknowledge the importance of 

joint value creation, but their primary focus is on the value created separately by each party, 

rather than their joint value. The authors suggest further research in this area. To address this 

gap, I argue that it is important to adopt three perspectives TSP, customer, and joint and 

investigate the key challenges faced by TSPs. To this end, I address the following research 

questions: 
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Research Question 

RQ1: What are the challenges faced by technology solution providers when creating value 

propositions for upgraded services? 

RQ2: What actions, through strategies can be taken to meet RQ1? 

 

  

  This paper is structured as follows: Section 2 discusses key concepts from the literature. Section 

3 outlines the methodology, including data collection and interview design. Section 4 presents 

the findings, which are discussed in Section 5, along with conclusions drawn from the results. 
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2 LITERATURE REVIEW 

 

The following chapter provides a theoretical background to develop an in-depth 

understanding of four key sections: Value Proposition (VP), Technology Solutions, and the 

perspectives of TSPs, customers, and their joint value creation. These sections collectively form 

the foundation for addressing the research questions. Figure 1 illustrates the structure of this 

chapter. 

 

 

 

 

 

 

 

 

 

2.1 Value proposition   

A strong understanding of customers' needs, both articulated and latent, is essential for crafting 

a compelling value proposition. This includes addressing both the functional benefits and the 

economic value that customers seek. Christensen et al. (2016)  introduce the “Jobs to be done” 

framework, which emphasises the importance of understanding customers and their hidden 

needs to differentiate offerings in competitive markets. Furthermore, the author explains the 

ability to identify what customers are struggling with is highly important for companies to leave 

luck out of the equation, stating, “Without that lens, you’re doomed to hit-or-miss innovation” 

(p. 17). The value proposition plays a vital role in business strategy, Kaplan and Norton (2001) 

argue that the value proposition is the essence of strategy. For TSPs it’s important to align their 

own offering with current or potential customers, this can be done by improving the capabilities 

and technologies in the areas identified as critical. Some of these areas include integrating 

Figure 1 Literature section overview  
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advanced solutions such as data visualisation, communication tools, and automation to add value 

for their customers. This is supported by Barile et al. (2020) with the addition that there needs 

to be a technology acceptance during the integration of a product or service.  

2.2 Technology solutions  

Technology solutions play a pivotal role in helping companies adapt to competitive 

environments by enabling the application, integration, and customization of new technologies 

to increase efficiency in a constantly evolving and innovative landscape (Xu et al., 2018). This 

is especially true in the context of Industry 4.0, where technological innovation is essential for 

survival. According to  Alkhazaleh et al. (2022), the transition to Industry 4.0 is a complex and 

multidisciplinary process requiring vast knowledge of transforming. The authors emphasise that 

creating a collaborative environment is critical to enhancing transition outcomes. Furthermore, 

collaboration must be quick and effective across departments and groups, supported by a clear 

and easily understandable strategy.    

Digital transformation is a key strategic goal for almost every organisation aiming to remain 

competitive. In the service industry, the focus is on creating new or additional value by 

leveraging advanced digital technologies in operational processes and developing dynamic 

capabilities (Fitzgerald et al. 2013). Firms that adapt their products, legal and economic policies, 

and labor market practices contribute positively to digital transformation. The service industry’s 

diversity highlights the importance of sustained innovation for maintaining customer satisfaction 

and enhancing experiences (Chin et al., 2023). Additionally, Rahnama (2023) emphasises that 

it is vital for Technology Solution Providers (TSPs) to develop joint strategies with suppliers, 

customers, and partners. This collaborative approach enhances production solution 

development, increases capabilities, and improves the management of challenges. 

2.3 Customer perspective 

Customer perspectives on upgrading their services are divided. On one side, some customers 

adopt a winner-takes-all perspective, waiting for a single platform to address their needs. 

Conversely, customers lack the necessary expertise and seek specific solutions to their problems. 

This is where IT companies, such as TSPs, deliver the most value (Chasin et al., 2020; Töytäri 

& Rajala, 2015). Furthermore, TSPs provide customers with solutions that enhance their 

capabilities and flexibility, increasing the dependency on the partnership between the TSP and 

the customer. To further complicate matters, customers often engage multiple TSPs to optimise 
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their results. To reduce dependency, customers can purchase off-the-shelf solutions from TSPs, 

starting with one product and gradually adding others to create a modular solution. This 

approach increases flexibility, allowing customers to remove, upgrade, or add products while 

reducing reliance on a single provider (Chasin et al., 2020). To succeed in the transformation 

voyage, the CEO of the company needs to put this on her agenda item. McKinsey & Company 

(2024) outline six criteria for a successful transformation:  (1) clear strategy focused on business 

value, (2) a strong talent bench of in-house engineers, (3) an operating model that can scale, (4) 

Distribution technologies that allow teams to innovate independently, (5) Access to data for all 

teams, (6) Strong adoption and change management (Sebastian et al., 2020).  

McKinsey & Company (2024) emphasises a need for clear focus (1) on high-value targets 

such as customer journeys, processes, or functions. This is supported by Khanna et al. (2020) 

who note that digital transformation goals are often articulated at such a high level that they are 

difficult to translate into clear, actionable objectives, leading to confusion among teams. The 

authors continue, that each team should be measured against goals with measurable value.  

Digital transformation cannot be achieved solely by TSPs; it requires in-house (2) engineers 

to drive the company’s transition. Companies must offer an attractive employee value 

proposition to retain talent and foster development. According to Ziden & Joo (2020), 

employees dissatisfied with job training and career development are more likely to leave. The 

study also highlights the importance of allocating resources for onboarding new staff, as effective 

onboarding increases motivation, job satisfaction, and commitment to the organisation (Cappelli 

& Keller, 2014).  

(3) scaling, organisations that have begun their digital transformation journey usually have 

cross-functional teams working to supply different parts of the organisation with information, 

activities or people to add value to the transformation. To scale up from having a few teams to 

hundreds or thousands requires new operating models (McKinsey & Company 2024).  

To increase technology adoption, teams need the flexibility to innovate independently (4). 

This is done when the organisation fosters a distributed environment where all teams can easily 

find the data, applications, and software tools that are needed. Continuing on the data track, 

access to data (5) that is reliable and up-to-date is critical to success with a digital transition. 

Strong governance is essential to ensure this capability(Tallon & Pinsonneault, 2011). 

The last step (6) involves strong adoption and change management, which is an iterative 

process of designing, prototyping, collecting feedback, and improving solutions to capture 
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maximum value. Organisations should allocate at least equal resources to implementing process 

changes, user training, and change-management initiatives. Adoption and scaling should be 

considered from the outset to ensure the necessary resources are available to deliver the 

transformation (Kotter, J. P. 2012)  

2.4 Technology solution provider perspective  

To provide the right solutions for the customer, there is a need to give the TSPs a solid 

understanding of the problem that the customers want to solve. Close collaboration with 

customers is critical to supply the TSPs with the right information. The working method should 

be agile and preferably with a scrum method. While collaboration is essential, it is not without 

challenges. Data must be shared with TSPs, which poses risks for customers. To build trust, strict 

data privacy laws can be implemented to help TSPs handle confidential data. Additionally, TSPs 

must develop soft skills, such as a customer-centric approach (Schymanietz et al., 2022).  

According to Sanders (2016), standardisation on open platforms increases the speed of 

information flow for TSPs which in return enhances the efficiency and lowers the lead time.  

Rahnama et al. (2022) Argue that there are challenges in collaboration between companies and 

that there is a need to collaborate between TSPs and small and medium enterprises (SMEs), 

which need support to adopt new digital technologies (Nenonen & Storbacka, 2010).  

Furthermore, finding the right expertise, training and developing staff is challenging for 

companies that do not have IT as their core competence. This creates opportunities for TSPs to 

position themselves as strategic partners for their customers (Davenport & Ronanki, 2018; Kane 

et al., 2017). Collaboration between TSPs can also provide competitive advantages, enabling 

them to create stronger offerings for end customers. Rahnama (2023) supports this, emphasising 

the need for collaboration among TSPs to enhance their ability to deliver tailor-made 

technology solutions that address customer challenges, particularly in manufacturing. One 

challenge highlighted is that highly customised products can hinder TSPs from achieving 

profitability (Töytäri & Rajala, 2015). Hence, this will increase the value added to the customer.  

In the landscape of more complex solutions, another challenge lies in the knowledge inside 

TSPs, where naturally there is more novice staff than experts. This lack of expertise can be 

addressed through collaboration (Gnyawali & Park, 2011; Huikkola & Kohtamäki, 2017), 

enabling TSPs to pool resources and solve customer challenges effectively. Finally, Barile et al. 

(2020) and Rahnama et al. (2022) highlight that TSPs can add significant value by upgrading 



9 

 

existing solutions to meet customer needs. When combined with strategic partnerships, this 

approach creates value through synergies, shared knowledge, and shared resources. 

 

2.5 Joint value creation 

Chen et al. (2022) have shown that TSPs are becoming increasingly important as strategic 

partnerships, especially in the construction sector, due to the need for modernisation through 

the adoption of new technologies (Kobarg et al., 2019). Furthermore, TSPs offer expertise in 

automation, data acquisition, and communication technologies, helping construction firms 

optimise efficiency, safety, and quality in their projects. For example, the adoption of 

technologies such as RFID, GPS, and GIS have been used to track materials and equipment, 

helping firms streamline information flow in their supply chain systems. This action increased 

the effectiveness and convenience usage of materials management systems, resulting in lowering 

lead time, operational errors and cost (Chen et al., 2022). By leveraging the knowledge and 

solutions offered by TSPs, firms can focus on their core competencies while improving their 

technological capabilities. Lastly, Chen et al. (2022) highlight 5 important technologies: (1) data 

acquisition, (2) analytics, (3) visualisation, (4) communication and (5) design and automation.  

(1) Data acquisition, data can be gathered in various ways with technologies as mentioned 

above, with RFID, GPS and GIS. Additionally, McHugh et al. (2021) have seen an increased 

use of 3d scanning lasers, UAVs (more commonly known as drones), and photogrammetry (a 

method of converting 2D images into 3D models using software). These technologies support 

cost monitoring, planning, and real-time project management. Studies also show that reality 

capture (RC) technologies enhance accurate measurement and improve project outcomes (Hu 

et al., 2015; Nguyen et al., 2020).  

(2) Analytics, Fobiri et al. (2024) highlight that advanced analytics is pivotal for leveraging 

collected data in decision-making. Their study shows that big data and machine learning models 

in construction can predict risks, improve resource allocation, and optimise project schedules. 

Integrating big data and machine learning has further enhanced project outcomes.  

(3) Visualisation, one tool for improving visualisation is Building Information Modelling 

(BIM), which creates 3D environments using photogrammetry (converting 2D images into 3D 

models). These technologies enable management teams to make better decisions through 

enhanced visualisation (McHugh et al., 2021; Sacks et al., 2010).  
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(4) Communication, in McHugh et al. (2021) found that combining reality capture RC with 

lean construction significantly improved team communication, enhanced the digital 

environment, and advanced visualisation capabilities.  

(5) Design and automation, according to Fobiri et al. (2024), automation technologies, 

including drones and automated workflows, are critical for minimising manual labour and 

streamlining repetitive tasks. The authors note that integrating RC with these technologies is 

key to advancing lean construction practices and improving resource efficiency. To summarise 

the literature review chapter, the challenges and strategies related to service upgrades, value 

proposition, and joint value creation have been collected from the academic literature. They are 

presented in Table 1 below. The table consists of challenges and strategies from 3 perspectives: 

the customer, TSP and their joint perspective. 

 

Table 1  Challenges and Strategies from a customer, TSP and joint view, because of the literature review 

 

  

 Challenges Strategies  

Customer perspective •SMEs lack the financial capacity 

to develop their platform 

(Chasin et al., 2020) 

•Lacking in-house IT expertise 

(Töytäri & Rajala, 2015) 

•Adapting products, legal and 

economic policies, and a 

progressive labour market (Chin 

et al., 2023) 

•Using the scale of B2B2C will 

lower the price for SME 
(Chasin et al., 2020) 

Technology solution 
provider perspective 

•Data- access, usage and aligning 

this to the organisation’s overall 

strategy (Schymanietz et al., 
2022) 

•Demand for highly skilled IT 

staff (Khanna et al., 2020) 

•Provide employees with a clear 

strategy for a data-driven 

solution (Schymanietz et al., 
2022) 

•Standardise data platform to 

increase the data flow to TSPs 

(Schymanietz et al., 2022) 

Joint value creation •Complex and multidisciplinary 

process (Alkhazaleh et al., 2022) 

•Create a collaborative 

environment (Alkhazaleh et al., 

2022; Schymanietz et al., 2022) 
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3 METHOD 

The following chapter shows how the study was created and what the process looked like. 

The chapter includes headings: Methodology, Data collection, Data analysis and Quality 

Improvement. 

3.1 Methodology 

This study used an investigative qualitative research design to find the challenges faced by 

Technology solution providers (TSPs) when creating value propositions for upgraded services. 

A qualitative approach was chosen due to its ability to capture the complex, context-specific 

perspectives of stakeholders involved in the TSP landscape. The method was inspired by Dierckx 

De Casterlé et al. (2012) who emphasises a deeper understanding of the interviewer by opening 

to a more open and reflective conversation by encouraging the person to go deeper into subjects.  

The interviews are the primary data source; therefore, it was important to create a space that 

allowed the participants to articulate their stories fully. Additionally, they had been given space 

to explain their realities freely, to allow them to elaborate further and express more insight into 

each topic. More specifically, they were given room to express themselves by booking more 

time than expected to finish the interview. Furthermore, the participants were given the option 

to be anonymous. 

Figure 2 below shows the process of the method, an investigative interview (phase 1) was 

held to get a good foundation of the case study, followed by an initial research question. The 

next step was gathering knowledge from secondary data, and at the same time starting the 

development of the literature background. The next step was preparing for (phase 2) by 

developing the interview protocol, during this phase, adjustments were made to the interview 

protocol after every interview (if necessary). The protocol can be seen under Appendix. The 

next step in the process was processing data and thematic analysis, during this phase, there was 

a continued review of the literature section and the research question to make sure that there 

was still an alignment. The design result was inspired by Berg and Svensson (2023) together 

with their working process, which was further developed. The final stage was the results, 

together with a discussion and conclusion section, followed up by an external quality check of 

the thesis. 
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3.1.1  Case study method 

The case study was conducted at an IT company in northern Sweden. The focal company 

has more than 40 employees and mainly sells its IT solutions and consultant hours, with annual 

revenues exceeding 50 million SEK. Their solutions are represented in both Sweden and 

Investigative 
interview (phase 1) 

 

Secondary data 
collection  

(e.g. documents 
and news articles) 

Adjust protocol 

 

interview 
protocol 

Semi-structured 
interview  
(Phase 2) 

External Quality 
check of thesis  

 

Initial research 
question 

Development 
of theoretical 
background 

Processing 
data +thematical 

analys 

Result 

 

Discussion + 
conclusion 

 

Continued review of e.g. theoretical background and research question 

  Figure 2 intuitive flow chart of the method approach 
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Europe. Their innovative solutions and international presence were considered well-suited to 

identify new ways to develop their business. As a result, the focal company is well-positioned 

to align closely with its customers by crafting effective value propositions. 

3.1.2 Delimitation  

This case study was solely done on firms in the northern part of Sweden, however, the 

customers that were interviewed had a worldwide presence. Furthermore, the study examined 

companies within the mining, steel production and IT sectors, excluding sectors like healthcare. 

The reason behind this selection was due to the interview accessibility and the identified need 

for improvement within those sectors. The study explores the perspectives of TSPs, customers, 

and their joint perspective, excluding external stakeholders such as the government. This 

approach was taken to maintain a strong focus on the relationship between TSPs and their 

clients. 

3.2 Data collection  

Data were collected through semi-structured interviews, a method selected for flexibility in 

allowing participants to express their thoughts freely while maintaining a consistent line of 

inquiry. 13 interviews were conducted, including early-stage interviews with stakeholders to 

understand the general perspective of TSPs, in-depth interviews with TSP representatives, and 

two interviews with production companies (Steel and mining) to provide a customer 

perspective. The interviews were mainly conducted in person, with one interview held online 

via Microsoft Teams and another conducted over the phone. Each interview lasted between 20-

75 minutes, and the interviews were conducted in both Swedish and English, with the majority 

being in Swedish. All interviews, except two, were recorded with the participants’ consent and 

subsequently transcribed to facilitate analysis. The interviews without records were not 

transcribed, however, these interviews were instead used to investigate if any new insights 

occurred, which was not the case.  

The data collection went through two stages, first, investigative interviews and semi-

structured interviews as seen in Table 2 below. The ID is used in the result section where the 

customer (C) and TSPs (T) will be used for the analysis. The interviewer's position is also 

displayed in the table together with the length of the interview, word count and date. The idea 

behind giving out the position of each interviewer is to give a deeper dimension for the reader 

to understand where the quotes in the results section are coming from. After the interviews 



14 

 

were done, they were transcribed using Microsoft Word transcription, enabling recorded files 

to be transcribed into text. To ensure accuracy, the transcribed text was reviewed alongside the 

audio recordings, and errors were corrected during this process.  

 

Table 2 Showing the Investigative (I) interviews and the semi-structured interview TSP employee (T) 
Customer (C) 

  

ID Position 

Length 

(min) Wordcount Date 

Investigative interview 

I1 COO 73 - 2023.03.01 

I2 Head of sale 55 - 2023.03.22 

I3 Team manager 43 - 2023.03.25 

Semi-structured interviews 

T1 Core IT 32 4900 2023.03.30 

C1 E-commerce manager 22 2500 2023.04.05 

C2 Developer product 47 8700 2023.04.05 

T2 Head of application 64 10000 2023.04.06 

T3 Sale 57 8800 2023.04.10 

T4 System developer 47 6100 2023.04.12 

T5 

Scrum master 

developer team 44 7100 2023.04.14 

T6 Application developer 56 8200 2023.04.16 

T7 Head of delivery  45 - 2023.04.20 

T8 Chief of Core IT 66 - 2023.04.20 
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3.2.1 Interview Phase 1 

In the first phase, the focus was to get a broad perspective of the case company, its current 

offerings, organisational structure, culture, customer base, and future vision.  The interviews 

were conducted with the COO, Head of sales and team manager. This sample was chosen to 

capture a wide range of perspectives due to the diversity of their roles, enabling a broad picture. 

More specifically, the team manager worked closely with the organisation’s consultants and their 

customers, allocating resources to their demands. The COO worked one step up in the 

organisation, ensuring strategic decisions such as determining the company’s industry direction 

were effectively implemented and the benefits of those choices. Lastly, the Head of Sales 

provided insights into the current market landscape, their thoughts on the international market 

opportunities and how to access those through scaling. Together, this gave valuable insight from 

the three different perspectives in the organisation, giving a good foundation for the questions 

in the next phase. The structure for the first investigative and semi-structured interviews can be 

seen in Appendix section.  

3.2.2 Interview Phase 2 

In the second phase, a semi-structured interview approach was used to get in-depth 

discussions about technology solution providers and the challenges they face when creating value 

for their customers. This interview structure also allowed the discussions to evolve in the path 

the interviewer wanted to some extent, giving some valuable insight that would not have been 

accomplished otherwise. On the other hand, the freedom that was given to the participants 

came with the price of time spent, which limited the number of interviews. In addition to the 

data gathered from Phase 1, insights from the literature review were used to create the 

foundation of the interview protocol. There were two protocols used during this phase, one for 

the TSPs and one for the customers, which can be found in the Appendix. The questions used 

were open-ended to extract as much information as possible. After each interview, the questions 

were evaluated as new information was given and adjusted to the next interview to increase the 

quality of the questions and align them even more to the research. For the protocol directed to 

the customers, the questions evolved around how they use the TSPs and the largest challenges 

of using them, both protocols included a section on the future outlook. This section of questions 
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allowed them to freely explain how they would like to see the future and how they would work 

to get there. This allowed them to dream big and solve the path to that future. This interview 

phase consisted of 10 interviews in total. The interviewees T1–T8, as shown in the table above, 

were all from the focal company of this case study. The most frequently cited interviewee was 

T2 (Head of Application), referenced 22 times, followed by T4 (System Developer), cited 19 

times, and T3 (Sales), cited 17 times. The customers, C1 and C2, were each cited 19 times in 

this study.  

3.3 Data Analysis 

The following chapter describes how the data have been analysed. 

3.3.1 Thematic analysis 

Thematic analysis was deployed (Figure 3) to analyse the interview data. After each interview 

was conducted and recorded, the audio files were used to make a quick transcription using the 

Microsoft Word Dictate function, which helped to transform the speech into words. This 

function is not perfect, meaning that it sometimes translates the words incorrectly or uses 

duplicate words, however, the initial transcription provided a solid foundation for further 

refinement. After the first transcription by word function was done an additional transcription 

Result 
Structure

TSP 
Challenges

Customer 
Challenges

Strategies 
to 

Mitigate 
Challenges

Figure 3 Thematic analysis workflow 
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was done by reading through the transcription and changing errors. In the meantime, while 

checking for errors, the recorded interview was playing in the same phase as the text was read. 

This was done to enhance quality, more specifically ensuring the text was right. Parallel to this 

process, codes were extracted from the interview and inserted into an Excel table to prepare for 

the thematic analysis.  

The primary aim of the thesis was to investigate the key challenges and corresponding 

mitigation strategies. To achieve this, I coded the challenges reported by the respondents. 

Additionally, I inquired about their perspectives on potential solutions and coded the strategies 

they proposed. Following the methodology outlined by Gioia et al. (2013), these codes were 

organized into sub-themes and subsequently consolidated into broader themes. Figure 3 above 

displays the workflow for the thematic analysis process. Continuing after the interviews were 

done and the initial codes had been added to the Excel table, the codes were analysed to identify 

common sub-themes (13 challenges and 10 strategies). The sub-themes were then connected to 

suitable themes (3 Challenges and 5 strategies).  

To assist with the organisation in Excel, tables and pivot tables were used, and codes were 

colour-coded to easily identify essential codes. On the right side of Figure 3 is the structure of 

the report, consisting of challenges from the view of the customer, TSPs and their joint 

perspective together with the strategy mitigation. The challenges were identified by using the 

data withdrawn from the Excel sheet.  

In the result section, codes together with the interviewer were used to pinpoint the most 

valuable takeaways. To increase the perspective from different angles, the results show quotes 

from mixed interviews, to mitigate the risk of one interviewer being quoted too many times. 

Similarly, the results were presented in the section for strategies. 

3.4 Quality improvement  

Lincoln and Guba (1985) propose four criteria to establish trustworthiness in qualitative 

research: Credibility, Transferability, Dependability and Confirmability.  

The first criterion, Credibility, is activities that have been made to improve the credibility, 

were giving the interviewed people enough time to not stress the answers. Furthermore, the 

author has suggested a triangular method, which is described by (Moon, 2019) that uses multiple 

data sources, theories and research methods. In this study a theory triangulation was used in the 

theory section by using theories from Chen et al. (2022) and  Mckinsey & Company (2024) 
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who propose five- and six-step methods, respectively. Further credibility was ensured by using 

multiple data sources, including secondary data from the literature and primary data from 

interviews. The primary data were strengthened by including participants from various 

organisational levels, genders, and ethnicities, aligning with Moon (2019) recommendations.  

The second criterion, Transferability, is the ability to apply this research to other, but similar 

environments, to increase the chances of this, the thesis has gone through reviews by five other 

students and a supervisor at four seminars (Lincoln &  Guba, 1985). 

The third criterion, Dependability, is described by Anney (2014) p278 “the stability of 

findings over time” and can be translated to the ability to repeat this research. This study has 

increased the dependability by being as transparent as possible, for example, explaining how the 

process was done in text and figures. 

The last criterion, Confirmability, refers to conclusions that are based on data and not 

influenced by the researcher’s biases or those of other stakeholders. Lincoln and Guba (1985) 

suggest that the data should be recorded, which has been adopted by this paper. One thing that 

must be noted is that most interviews were in Swedish, but the code in the thematic analysis 

was translated into English. 

3.4.1 Justification of Methods 

The use of semi-structured interviews was justified by the need to gain an in-depth 

understanding of the current views of TSP representatives regarding the opportunities and 

challenges associated with upgrade services. This format allowed for focused discussions on 

predetermined topics while providing the flexibility to explore new insights as they arose. To 

ensure interviewees felt comfortable sharing their honest perspectives, all responses were 

anonymised. Anonymity was critical in encouraging openness, particularly given the 

competitive nature of the industry. 

3.4.2 Ethical Considerations 

Informed consent was obtained from all participants before each interview. Participants were 

fully informed about the purpose of the study, the nature of their participation, and their rights, 

including the right to withdraw at any time. All data was anonymise to protect the 

confidentiality of participants, and interviews were recorded only with consent. One participant 

declined to record, and notes were taken instead. 
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4 RESULTS 

The following chapter will present the key findings from the thematic analysis, which consists 

of 4 stages: (1) Challenges from a customer perspective, (2) Challenges from a TSP view, (3) 

Challenges from a joint view and lastly (4) Strategies to mitigate the challenges. Each stage is 

divided into sub-themes that will explain the four stages further. The challenges are separated 

into 3 points of view: one from the customer, one from the TSP and one from a joint view. 

These challenges are then discussed further from a strategic perspective, and how to solve or 

mitigate the challenges. 

4.1 Challenges from a customer view  

Four challenges were identified by customers when upgrading their services: (1) Complex 

digital environment, (2) Communication, (3) Goal alignment and (4) Lock-in effect. These 

challenges can be seen in Figure 4 below, which showcases the theme, Sub-theme and code as 

shown in  (C2) found the problem with control of the updates caused major problems for the 

team, which led to heavily increased resource allocation on testing. At start the customer 

discussed the challenges of (1) Complex digital environment which in broad context (C1) 

explained as “The customer wants a system that covers a large area to prevent users from jumping 

between systems”, the system more specifically had more specific problems such as connecting 

to the system, large amount of data that needed to be distributed and combined between system 

which lead to a misalignment between the systems. Additionally, there needs to be connecting 

platforms to ease the process of orders between companies. 

The next challenge identified, (2) communication, involves difficulties related to online 

meetings and the lack of physical interactions (C2) “Challenge in knowing different department 

challenges, they don’t sit in the fika room”. In this situation, (C2) who’s working for a big 

organisation is sitting more than 2 hours away from the different sites. This issue is supported 

by (T2), who highlighted a clear gap between what the end user needs and what the company 

purchases “The problems occur when customers want to buy new products but the one 

purchasing the new product has not been speaking with the employee who’s using the system, 

the economy department haven’t been speaking with the end user”. Other challenges described 

by (T2) and (C2) include high turnover in the customer team, this makes the development slow 
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down or even stop (C2) “Challenge in turnover inside the company, the improvement standing 

still at these departments”. 

The next challenge is (3) Goal alignment, where (C1) expressed concern over missing 

competition on the large platforms and that there is not enough investment toward competition 

on that market. The participant continues saying that there is a need for services to integrate: 

“Additional services for integrations is needed”. Understanding customer goals is a significant 

challenge for TSPs, making it difficult to align their products with those goals. This gap grows 

even bigger when the customer assumes something is obvious for the TSP (T5) “The biggest 

Figure 4 Challenges from a customer perspective 

Code Sub-theme Theme 

 

Complex digital  

environment 

 

Challenges 

from a           

customer  

perspective 

view 

• The customer wants a system that covers a  

large area to prevent users from jumping between 

systems 

 

Communication 

• Challenges in knowing different departments  

challenges, they don’t sit in the fika room 

• Problems occur when customers want to buy new 

products, but the one purchasing the new product has not 

spoken with the employee who’s using the system. The 

finance  department hasn’t been speaking with the end user 

 

• Additional services for integrations are 

 needed 

• The biggest problem in projects for developers in the focal 

company is understanding the customers' needs and what 

they are asking for 

• TSPs value for its customers are built over time and 

more specific knowledge of the products and services  

 

Goal alignment 

• TSPs’ value for their customers is built over time  

and comes from specific knowledge of the products  

and services  

• TSPs make themselves very hard to replace because of the 

high level of customisation 

 

 

Lock-in effect 
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problem in projects for developers in the focal company is understanding the customer need 

and what they are asking for”. One thing that the customer operational staff think is obvious is 

not obvious for the developing team.  

The last challenge (4) Lock-in effect was discussed by (C1, T4) mentioning that there is a 

lock-in effect directed towards the specific knowledge that’s required for the product and 

services. This knowledge is hard to replace and costly which can put the customer in a situation 

where they are dependent on other partners for their core business to function (T4) “TSPs value 

for its customers is build over time and more specific knowledge of the products and services 

…. TSPs make them self very hard to change out because of the high level of customization”.   

4.2 Challenge from a TSP view 

Six challenges were identified for TSPs in the development of the value proposition for 

upgraded services: (1) Old systems, (2) Vision gap, (3) Knowledge, (4) Innovation, (5) Rework, 

(6) Soft skills. The challenges are displayed below in Figure 5. 

Starting with challenge (1), Old systems. Working in old systems is not only costly for the 

TSPs it’s also frustrating for the developers to update multiple systems in parallel. There is a 

delicate balance for the customer and the TSPs when systems should be updated, where, on one 

hand, the TSPs want all their customers to stay on the latest update due to the convenience of 

updating just one system while the customer needs to consider the cost and other stakeholders 

before they can upgrade their systems. (T1) gives their view on the challenge “Customers feel 

like their old systems work as they should…Old systems can't apply new functions without 

reworking the functions…. It creates bad will for the supplier if their customers run old 

products.”.  

The next challenge is (2), Vision gap, (T2) describes their thought process like this: 

“Challenges arise when a customer changes platforms to a TSP, as they are used to it 

working in one way. They want the same system but more modern. What does 'modern' 

mean from the customer's perspective? Is it working online instead of installing the 

version on their computers? What is modern?”. 

The Vision gap refers to the perceived distance between what the customer wants and how 

the TSP interprets what the customer wants. This can be very challenging, especially in a digital 

environment where you cannot necessarily see how the other person is reacting to what’s being 
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said. (T4) confirms this gap by saying that they often don’t know how the product will be used 

“System developers at the TSP have trouble knowing how the end product will be used”. A 

Figure 5 Challenges from a customer view 

Code Sub-theme Theme 

Old systems 

 

Challenges 

 from a TSP 

view 

 

• Customers feel like their old systems work  

as they should…Old systems can't apply new 

functions without reworking the functions 

• Challenges when customers change platforms to 

TSP: They are used to it working in one way, and 

they want the same system but more modern. 

 

 

Vision gap 

• System developers at the TSP having trouble 

knowing how the end product will be used 

• Challenges when customer changing platform to TSP, 

they are used to it work in one way, they want the same 

system but more modern, what is modern in the lens of 

the customer? Is it to work online instead of installing the 

version on the computers? What is modern? 

 

• TSPs need people who can maintain and innovate 

product 

• There is a risk of losing knowledge if everything is 

done by an automated process; it makes people 

dumber and removes the need to know how it works 

manually. 

 

Knowledge 

• TSPs need people who can maintain and innovate 

their products  Innovation 

•  If they don't document, there is a high risk that the 

developer will need to put energy into a problem that 

they already solved months ago..... Our release notes 

are manual, and this makes it confusing for the 

customer because it's easy to miss letters and numbers 

in the release notes 

• A big problem is that system developers often work with 

incorrect data. 

Rework 

• Bringing in project leaders to meetings who only 

attend occasionally can have a negative impact on 

the meetings because people are not willing to share 

how they feel if they have negative feelings. 

• Workers do a little bit of everything, which takes away 

focus from debugging, server handling, and development. 

 

Soft skills 
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significant amount of information needs to be shared during the development of a new product 

or service. To create the right value, the goal and vision are critical for the TSP in developing 

an effective value proposition for their customers.  

The next challenge is (3) Knowledge. TSPs face difficulties in multiple aspects. First, there 

needs to be a continuous knowledge development process to keep companies competitive. One 

leader’s concern is ensuring employees receive the right education that aligns with company 

goals while balancing individual employee development. (T2) states “Important to have the 

right competencies from the customers' side, lowering costs and creating a more efficient 

decision-making process”. One concern with knowledge is to keep it fresh and not outsource 

tasks that are crucial for the systems to work, this is the case of automation, there is a risk of 

obsolete the employee's knowledge. This is how (T5) describes the company's knowledge 

disruption: "There is a risk of knowledge loss if everything is made by automation process, it 

makes people dumber and don't need knowing how it works manually”. Challenge (4) 

Innovation, (T5) emphasised, the need for individuals within the company to maintain and 

innovate products to stay competitive and give the right value proposition. (T4) said this: “TSPs 

need people who can maintain and innovate the products”.  

  The next challenge is (5) Rework.  It consumes unnecessary resources, especially when you 

need to do the same task twice. It takes resources both in terms of money and soft attributes like 

motivation for the employees. When developing services like those for TSPs, it’s important to 

document functions and their purpose in the code. Otherwise, the original programmer may 

forget how it works, and other stakeholders may struggle to understand its intended function. 

This does not only create confusion when documented codes don’t hold a high standard, but 

it’s also important when communicating updates to the customer. Missing letters or numbers in 

an update can soak resources from both the TSPs and their customer, this is how (T5) describing 

the situations  

“If they don't document there is a high risk that the developer needs to put 

energy on a problem that they already solved months ago..... Our release notes are 

manual, and this makes it confusing for the customer because it's easy to miss letters 

and numbers with the release notes.”.  

One situation that makes it impossible for the TSPs to do a good job is when they are 

sitting with wrong data, (T4) explains his/her frustration like this “Big problem with the 

System developers sitting with wrong data “.  
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The next challenge is (6) Soft skills. This challenge focuses on providing employees 

with the right opportunities to succeed in their daily work environment. Creating a safe 

environment helps the employee express their thoughts with the team and become more 

willing to try new ideas without the risk of being humiliated. One participant explained 

their experience when project leaders are coming to meetings and how it affects the rest 

of the group (T5) “Taking in project leaders to the meeting who just come in once in a 

while can have a negative aspect on the meetings because people are not willing to share 

how they feel if they have negative feelings”. From the other perspective, the customers 

can see a diffusion of focus where the TSPs don’t put enough resources into debugging, 

server handling and development. There is a clash between some companies and their team 

composition regarding culture, work methods, and communication. This is how (C1) 

expressed his/her view “Workers do a little bit of everything, take away focus from 

debugging, server handling and development”. 

4.3 Challenges from a joint view 

Challenges that both the TSP and the customer have together are being brought up in a joint 

view during this section. There are 3 challenges Priorities, Data transparency, and Integration. 

Figure 6 below shows the Theme, Sub-theme and codes. 

First challenge Priorities (1), the customer wants systems that work seamlessly and with a fast 

integration phase. It’s also important to have a good UX design so it will be both appealing to 

work in and make the user use the product. Customers with large organisations see challenges 

from their IT department on how to prioritise their resources (C2) expressed him/herself like 

this “Challenge with time management, a team of 15 people needs to priority where to put their 

resources”. While (C1) who came from the procurement side of a larger organisation wanted 

these prioritise particular “Long integration time for new systems….Important to have a good 

looking and easy using UX (user experience) design to make the work more fun”. On the other 

spectrum, the TSP employees (T5) who are working close to the customers feel pressure from 

their own company to save resources on products that the developer and customer look upon 

as important functions for the customer “There is some tension between the developers' 

department and higher up, one function may be crucial for developers and customers, but 

higher-ups in the organisation are unwilling to allocate the necessary resources to develop it.”. 
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This creates significant disruptions between the companies and gives the feeling that lower down 

in the organisations from both sides are fighting against both sides higher up in the organisations. 

The next challenge is data transparency (2). Sharing data is a challenge due to its complexity. 

There are many factors to consider, such as cybersecurity, intellectual property, and whether the 

data should be freely accessible. This causes the production of new functions to be delayed due 

to the longer path of information, TSPs struggle to find the right data, while customers grapple 

with deciding what data should be shared.. It’s not always that the customer doesn’t want to 

share data. However, sharing the wrong data can not only increase the risk of wrong information 

being leaked but also increase the likelihood of TSPs having too much information, which will 

make it harder for them to develop new functions. The TSPs, for example, do not need data 

Figure 6 showing the Theme, sub-them and codes of the challenges from a joint view section 

Code Sub-theme Theme 

Priorities 

 

 

 

Challenges 

from a joint 

perspective 

 

 

• Challenge with time management: A team of  

15 people need to priority where to put their 

resources 

• There is some tension between the developers' 

department and higher-ups. One function can be seen 

as very important, but higher-ups in the organization 

don't want to put in the resources that are needed to 

make it 

• Long integration time for new systems…. It’s 

important to have a good-looking and easy-to-use 

UX (user experience) design to make the work 

 more fun 

Data transparency 

• There are still obstacles in sharing some information, 

having the same or similar test data, and the data that  

are being used in the production.... There is a fine line 

between how much data the customer are willing to 

share... The more data that are being shared, the easier 

and better the product will be 

• Customers using licences to gather data from their  

e-shop 

 
•  The customer sees a lack of help in the 

integration phase when implementing new 

systems 

• Integration between systems requires a lot of 

resources when building it up, both from customers 

(who might not know what they want or what’s 

possible) to the TSP who will figure this out and 

build the new integration 

• Integration for the customers can be costly both money 

wise and time wise 

• Plug and play with installation is a challenge when 

set the right price and price structure 

   Integration 
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from the finance department when developing a function for the supply chain.  (T4) expresses 

that in addition to this, the data need to be accurate and regularly updated:  

“There are still obstacles in sharing some information, having the same or 

similar test data and the data that are being used in the production.... There is 

a fine line between how much data the customer will share... The more data 

that is shared, the easier and better the product becomes.”.   

(T4) sees no issue with data sharing, while (C1) is concerned about how the TSPs might use 

their data if access is fully granted: “Customers using the licence to gather data from their e-

shop”.  

The next challenge is (3) Integration, when integrating newly upgraded services, the 

customer feels like they are being left behind without help from the TSPs, while the TSPs say 

that it requires a lot of effort from both sides to make it work. The integration cost is the biggest 

one when buying a product “off the shelf”, TSPs struggle to identify what the customer truly 

wants, while customers do not always understand what is possible for their company. 

Additionally, there is a lack of responsibility and accountability from both sides. (C1) describes 

their experience with integration challenges: “The customers see a lack of help in the integration 

phase when implementing new systems” while (T2) mention this “Integration between systems 

require a lot of resources when building it up, both from customers (who might not know what 

they want or what’s possible) to the TSP who will figure this out and build the new integration.” 

A similar statement is mentioned by another TSP who’s dealing with integrating customers 

(T3) “Integration for the customers can be costly, both financially and in terms of time.“.  

Taking a deeper look into this problem, the root cause might come from the buyer and seller 

price structure, this leaves no room for error and flexibility when customers are buying “of the 

shelf” products. One seller (T3) explained his/her concerns like this “Plug-and-play installation 

is a challenge because it’s difficult to set the right price and price structure.”. 
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4.4 Strategies to mitigate the challenges 

So far, the results have identified the root of the challenges. This section will elaborate on 

strategies to eliminate or mitigate these challenges. The strategies are: (1) Team Synergy and 

Alignment, (2) Learning and Capability Building, (3) Agility and Continuous Improvement, 

followed by the sub-theme, which is displayed in Figure 7 below.  

4.4.1 Strategies for Team synergy and alignment 

This chapter consists of two sub-themes: (1) Internal communication and collaboration, (2) 

Goal alignment. Figure 8 below shows code, sub-theme and theme for this section. 

  Figure 8 shows the themes, sub-themes and codes gathered from the thematic analysis 

Team synergy and 
alignment

Internal communication 
and collaboration

Goal alignment

Learning and Capability 
Building

Skill development and 
knowledge transfer

Mentorship and internal 
champions

Agility and continous 
improvement

Lean methodology and 
process iteration

Flexibility in products 
and services

Figure 7 Section layout for strategies to mitigate the identified challenges 

Code Sub-theme Theme 

Internal 

communication              

        and             

   collaboration 
Team 

synergy and 

alignment 

• Clear communication processes improve project  

success and team coordination 

• When onboarding a new customer, creating a joint vision 

early on helps prevent miscommunication 

• Increased engagement and collaboration across 

departments reduces redundancy 

• High customer engagement at the beginning of the 

process helps reduce inefficiency 

 

    Goal                 

     alignment 

• The goal alignment process involves constant  

customer feedback 

• Both internal teams and customers need to understand the 

overall goals to align properly 

• Teams adjust based on feedback loops to ensure goals 

remain aligned with changing customer needs 
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  Starting with (1) Internal communication and collaboration, both the TSPs and the 

customers have a joint view of the importance of communicating well together with tight 

collaboration. Both parties agreed that there are positive outcomes when teams have clear 

communication, joint vision, and some structure that allows them to communicate 

continuously. The ongoing communication mustn’t have large gaps, otherwise the team can 

lose engagement within the team. The challenges raised earlier, such as a lack of help in the 

integration process together with the time spent integrating new systems should be prioritized 

to be as efficient as possible. To help with this (T2, T3, C1) agreed that there is a need for close 

collaboration and one way to do that is through workshops, this is what (T2) said “Workshops 

and regular meetings help align all stakeholders” and one result of this is described by (T3) 

“Teams are highly responsive to customer needs, adapting solutions quickly”. Furthermore (C1) 

emphasises the importance of being clear with communication, for example, in meetings and 

workshops as mentioned earlier. According to (C1) “Clear communication processes improve 

project success and team coordination”. This aligns with the perspectives of (T3) and (T4). As 

(T3) states“Clear prioritisation ensures that resources are allocated efficiently” and (T4) “Setting 

clear priorities helps align teams with the customer’s most pressing needs”. (T1) elaborates with 

their customer saying “A framework of how integration should work is critical for success.”, 

together with what (C1) says “Integration of external cloud platforms helps save resources and 

reduce infrastructure costs”, These insights demonstrate that leveraging TSP solutions can be 

highly valuable—provided the integration process runs smoothly when connecting new 

functions to existing platforms. In this way, customers can use their existing platforms and 

expand their functions in that platform to get a more customised experience, which will enhance 

the value of that platform.  Continuing (T4) says “Opened up their data, allowing subcontractors 

to gather the data they need without formal requests” meaning that if the customers are willing 

to open their data, they will not only help the TSPs improve the product but also help with the 

integration and at the same time do it at a more competitive price tag. To be able to make this 

happen the customer wants a more transparent price model (C1) “A transparent cost model 

simplifies integration decisions.”. One challenge that has been mentioned earlier is team 

redundancy and the challenges with onboarding new employees in that position. To mitigate 

this (C1) have experienced that increased engagement between departments has reduced the 

turnover of employees, this is what he/she said: “Increased engagement and collaboration across 

departments reduce redundancy”. The interviewer continues by saying that it’s extra important 

with high engagement in the beginning “High customer engagement at the beginning of the 

process helps reduce inefficiency”.   
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The next sub-theme is (2) Goal alignment. Both (C2, T5) emphasize the need for a joint 

view of where the team are headed and how their goals align. (T5) wants to see clear priorities 

for all parties while (C2) want the teams on the TSPs side and the customer side to understand 

the goals, this is to make sure that the tasks are being done in the right order. This is how (C2) 

communicated “Both internal teams and customers need to understand the overall goals to align 

properly”. To succeed with this a key factor is communication between the parties, (C1) “The 

goal alignment process involves constant customer feedback” and “Communicating the 

importance of consistent teams reduces project risks”. To further align the work towards a goal 

(T3) said “Visualising team roles helps members understand how their work aligns with overall 

project goals” giving the joint view a clearer perspective on each team member’s mission. There 

is a delicate challenge to allocate resources in what should be done in the short term and what 

should be done in the long term, this is how (C2) frame it “Balancing resources between 

immediate customer needs and long-term company goals”. From a TSP point of view, (T1) sets 

up their organisations to be swift. (T1) ensures their organization remains agile , explaining 

“Resource allocation decisions are continuously refined based on data insights”. Similarly to 

what (T2) says, “Resource allocation is driven by real-time data to optimize project output”. 

From the customer’s perspective (C2) want to see similar “Prioritising projects based on 

customer feedback and company goals”. Lastly, maintaining a consistent team throughout a 

project is crucial. (T2) reinforces this, stating: “Communicating the importance of consistent 

teams from both sides during a project reduces project risks”. 

4.4.2 Strategies for  Learning and Capability Building 

This strategy section consists of two sub-themes (1) Skill development and knowledge 

transfer, and (2) mentorship and internal champions. These sub-themes, together with the main 

theme of Learning and capability building, and selective codes from the interview, are presented 

in the Figure 9 below. Looking internally at companies and how they keep their 

competitiveness, one key resource is the staff, ensuring that the staff is up to date with the newest 

technology. 

This requires (1) Skill development and knowledge transfer, which is costly in terms of 

resources and planning. A strategy is needed to get the right skills in the right position. Sharing 
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these skills across functions not only facilitates knowledge transfer but also helps break down 

departmental silos, fostering a cross-functional collaborative environment. To set up a successful 

knowledge-soaking environment (T1, T2) pushes for consistency in educating to stay on top of 

new technologies (T1) “Regular training programs ensure staff are up to date with the latest 

technologies”, (T2) “Regular knowledge transfer sessions improve collaboration and reduce 

bottlenecks”. To enhance (T1) reasoning even further (T2, T3) see the benefit of a cross-

functional education set up to increase the capability of the team and flexibility which decreases 

the role dependency, this is what they say (T3) “Encouraging employees to work in multiple 

departments improves their overall capability”, (T2) “Cross-training employees builds flexibility 

and reduces role dependency.”. By enabling a shared training place for staff from different 

divisions a joint platform is suggested by (T4) “Knowledge-sharing platforms bridge gaps 

between departments”.  Additionally, having a shared platform is important with 

documentation, so the knowledge can easily be transferred (T5) “Documenting processes 

ensures that knowledge is easily transferred across teams”. (T5) further reflects on “Data 

transparency improves trust between customers and service providers”. (T1, T2, T3, T4) put 

their unique perspective on the benefits of customers sharing their data (T1) “Transparent data 

Figure 9: Code, Sub-theme and themes for the Learning and Capability section 
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is used to guide decision-making and prioritize tasks”, (T2) “Real-time data analysis helps teams 

make quick adjustments”, (T3) “Data-driven insights enable proactive problem-solving before 

issues arise” and (T4) “Transparent cost models and data-sharing frameworks improve decision-

making”. The customer emphasises that the data is important to stay on top of their strategies, 

(C2) “Customer data is continuously analysed to refine strategies and services”. 

The next Sub-theme is (2) Mentorship and internal champions, encouraging the staff by 

giving them mentors, this builds a foundation of future leaders within the company and will 

result in a company that makes it easier for managers to take the next step in their carer. If there 

is a high capability of leadership within the company, replacing leaders will be easier and will 

open for leaders to excel in their careers, within or outside the company. This is (T2) thought 

on the topic “Mentorship programs help employees grow their careers and contribute to 

leadership development”, while (T1) thinks that mentors are a valuable resource for junior staff 

“Mentors help junior team members learn from senior staff and develop critical skills”.  One 

way to foster champions is through mentoring, offering potential champions mentorship will 

help them handle situations that more senior people within the organization have encountered 

before, this is what (T4) thinks “Internal champions lead teams through the change management 

process”. Champions are people within the organization who can drive changes, these resources 

are important for implementing and running new products and services, this is how (T4) 

describes champions “Empowering key individuals to drive change through example sets the 

pace for cultural shifts”. Champions are not only important for change, but it’s also important 

for innovation and learning as well (T5) “Creating internal 'champions' within teams to 

encourage innovation and learning”, to excel in the work that champions do it’s important to 

show appreciation and this is what (T3) suggest “Celebrating small wins and recognise 

champions help to build momentum within the organisation”.    

4.4.3 Strategies for Agility and Continuous Improvement 

Next strategy Agility and continuous improvement consist of one set of sub-themes (1) Lean 

methodology and process iteration and (2) Flexibility in products and services. Figure 10 shows 

the theme, sub-theme (1,2) and the codes connected to them.  

Starting with the first sub-theme (1) lean methodology and process iteration, it’s clear from 

both the customer and the provider that there needs to be a high level of iteration between the 

two or more parties.  
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This capability and high product process velocity foster innovation, adjustability and a more 

feasible alignment with the customers. (T3, C2) mentioned the importance of iteration, the 

customer thinks that the iteration helps with the customer alignment, additionally, the TSP sees 

a reduction in resources (T3) “Iterative processes reduce waste and focus on value creation” 

(T2) “Continuous iteration on product features ensures alignment with customer needs”. The 

lean startup approach is one way to quickly get out new products (T2) “Lean startup approaches 

foster innovation and speed up processes”. This aligns with (T4) “Rapid prototyping helps teams 

innovate and adjust quickly”. (T5) is mentioning similar to (T2, T4) but with a different flavour 

“Small-scale pilot projects allow teams to experiment with new processes and scale them as 

needed”.  To handle the swift moves in evolving processes like these, (T1) suggests an agile 

approach increases the adaptability of changes “Adopting agile approaches enables quick 

adaptation to change”. Furthermore, upgrading infrastructure, ensuring data is accessible, and 

adopting cloud platforms to save costs and improve scalability are confirmed by both customers 

and TSPs, (C1, C2, T2, T3) see the benefits of the upgrades. To increase this (T5) reflect on 

the importance of data transparency “Data transparency improves trust between customers and 

service providers”. (T1, T2, T3, T4) put their unique perspective on the benefits of customers 

Figure 10 Code, sub-theme and them for the section Agility and continuous improvement 
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sharing their data (T1) “Transparent data is used to guide decision-making and prioritize tasks”, 

(T2) “Real-time data analysis helps teams make quick adjustments”, (T3) “Data-driven insights 

enable proactive problem-solving before issues arise” and (T4) “Transparent cost models and 

data-sharing frameworks improve decision-making”. The customer emphasises that the data is 

important to stay on top of their strategies, (C2) “Customer data is continuously analysed to 

refine strategies and services”.  

The next strategic sub-them is Flexibility in products and services (2), again, both the 

customer and the provider seem to be agreeable that high flexibility serves both parties well. 

There is a need for TSPs to build a modular system, which means breaking down products into 

smaller pieces, this increases the flexibility of the products and makes them easier to adjust for 

new customers and to solve errors that occur. This enables customers to connect to products 

more easily and shortens the implementation phase, which would be both the speed of 

implementation and the internal process. Building more general products and fitting the larger 

sum of customers enables more time spent on creating these products, this is what (T1) said: 

“Building general products with high capability, not tied to specific customers”.  (C1, T4, C2) 

emphasise the benefits of high flexibility such as lower development cost, faster decision making 

for customers and easier adoption (T4) “Product flexibility allows for easier customization 

without high development costs” (C2)” "Product flexibility ensures that future customer needs 

can be addressed without a full overhaul” and (C1) “Flexible products allow easier adaptation 

to changing customer needs”. From a TSP point of view, they acknowledge the problem and 

say that the strategy should include ensuring an easy system to update (T3) “Ensuring systems 

are flexible enough to adapt to new integrations and changes without extensive downtime”, 

while (C2) adds “Customers demand products that can be updated continuously without 

disruption”.To convince customers to change to a modern system, the customers need to be 

aware and informed about the risk of running old systems, this is what (C1) think “The customer 

needs an updated product because of security systems and time savings for the provider”. 

Creating an organisation that is flexible enough for the customer to be willing to keep updating 

is key to satisfying both the customer and the TSP. If customers think that the solution is too 

costly, there is an on-premise solution, moving over from a server in-house to a cloud-based 

solution to reduce the cost, which is confirmed by (T2) “Transitioning to cloud platforms 

improves security and scalability.”.  (C1) continues to want TSPs to take it one step further by 

including flexible payments “Flexible payment models provide customers with multiple ways to 

engage with products and services”. Offering diverse payment options can help their users feel 
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comfortable using the products which will result in a higher usage of the products, this will be 

a win from both ends. 

4.5 Value proposition  

Data have been gathered from the literature section and are displayed in Figure 11. This data, 

together with the data gathered from the thematic analyses, has developed a framework shown 

in Figure 11.  

The framework focuses on Team synergies and alignment, learning and capability building, 

agility and continuous improvement. The literature shows that the joint view of the challenges 

is complex and often consists of a multidisciplinary process. To control this environment, 

collaboration is vital (Alkhazaleh et al., 2022; Schymanietz et al., 2022). One strategy to address 

this problem is through agility and continuous improvement, as shown in Figure 11. The 

framework suggests implementing lean methodology, focusing on value added activities to 

address problems like inefficiency. This allows the cross-functional teams to work seamlessly 

together (McHugh et al., 2021). Additionally, the thematic analysis shows that soft skills are 

critical to creating this environment. This includes having champions with the right attitude, 

experience and drive to enable this change to happen. Furthermore, it’s important to cross-train 

organisations to build flexibility within the workforce and reduce the reliance on specific 

individuals.  

The literature also supports this (Khanna et al., 2020). Figure 11 shows  the importance of 

TSP IT knowledge, and that the customer needs adequate IT knowledge. These challenges are 

then discussed further from a strategic perspective, and how to solve or mitigate the challenges. 

The framework starts with visualising findings and is built up from 3 sections, Challenges, 

Strategy and Action. The first section challenge comes from the results section (4.1-4.4), 

consisting of 13 challenges faced by TSPs, customer and their joint challenges (4.1-4.3). These 

challenges are then connected to the section Strategy, which is picked from the result section 

Strategies to mitigate the challengesin a multiple setup, meaning the challenge can or should be 

solved with multiple strategies. For example, Goal alignment is connected to “Team synergy 

and alignment”  and “Learning and capability building”, hence that specific challenges should 

look into those strategies. The last section, action, is associated with the strategies; these actions 

are set up to give hands-on tools to successfully deploy the strategy related to the action. 

Furthermore, these tools are picked from codes that belong to the strategy. There are colour 

codes in each section to visualise the connections.  
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On top of Figure 11 the colour code of each box indicates if the challenge drives from a 

customer (blue), TSP (gray) or a joint perspective (orange). The arrows from the challenges are 

then connected to the strategies in different colours ( blue, gray and yellow ). The framework 

answers the research questions “RQ1: What are the challenges faced by technology solution 

providers when creating value propositions for upgraded services?... “and “RQ2 What action 

can be taken to mitigate RQ1” by addressing all the identified challenges from a customer, TSP 

and joint view. The action steps are addressing RQ2. 
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Figure 11 shows the framework for value creation 

Lean methodology and process iteration 

• Implement lean methodologies that emphasize reducing waste, focusing on 
value, and continuously improving processes 

• Use iterative processes such as Agile or Scrum to make continuous 
improvements in products and services 

 
Flexibility in products and services 

• Develop products and services that can be easily adapted to meet different 
customer needs without extensive customization 

• Build products using modular components that can be reused and customized 
across different projects and customers 

 
 
 
 

 
 
 
 
 
 

 
 
 
 
 

 

Skill development and knowledge transfer 

• Encourage cross-training across departments to build flexibility 
within the workforce and reduce reliance on specific individuals 

• Introduce a centralised platform where employees can document 
processes, share knowledge, and collaborate 

 
Mentorship and internal champions 

• Select experienced employees to act as internal champions for 
projects and initiatives, helping to drive change and innovation 

• Regularly acknowledge and celebrate the contributions of 
internal champions to motivate and inspire others 

 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

Internal communication and collaboration 

• Define clear communication channels and protocols, ensuring that 
information flows smoothly across teams 

• Set up weekly cross-functional meetings to keep teams aligned and 
update everyone on project progress 
 
Goal alignment 

• Develop clear, measurable goals for each project and ensure they are 
communicated to all relevant teams 

• Use team visualisation tools to ensure that each team member 
understands their specific role in meeting the project’s goals 
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5 DISCUSSION AND CONCLUSION 

This study helps customers and technology solution providers understand the joint challenges 

and the challenges from each side when creating a value proposition for upgraded technology 

services. Furthermore, there is a gap in the literature regarding upgraded services for TSPs in the 

energy, mining and steel sectors. Thus, this study contributes to understanding how challenges 

during the installation of new services and products can be managed by giving a framework with 

strategies and actions. The challenges had 3 themes, “Challenges from a customer view” consist 

of the following challenges. (1) Complex digital environment, (2) Communication, (3) Goal 

alignment, and (4) Lock-in effect. The next theme was “Challenges from a TSP view” including 

(5) Old system, (6) Vision gap, (7) Knowledge, (8) Innovation, (9) Rework. and (10) Soft skills. 

The last theme was “Challenges from a joint view” and these challenges were (11) Priorities, 

(12) Data transparency and (13) integration.  

I also uncovered several strategies that can be used to address these challenges. Since one 

strategy can tackle multiple challenges, they have not been classified into customer, TSP and 

joint themes. and since Furthermore, the strategies identified are: (1) internal communication 

and collaboration system, (2) goal alignment, (3) skill development and knowledge transfer, (4) 

Mentorship and internal champions, (5) Lean methodology and process iteration, and lastly (6) 

Flexibility in products and services. Hence, this study is specifically looking at the perspective of 

TSPs who want to develop their value proposition for upgraded services, and larger companies 

with their in-house IT department are also encouraged to take part in this study's insights. 

5.1 Theoretical contributions 

Existing literature has focused on technological challenges; however, in addition to this, I 

have concentrated on non-technological and social challenges. This study provides a unique 

perspective by examining challenges from the viewpoints of customers, TSPs, and their shared 

perspectives.  

Firstly, I respond to the call from Rahnama et al. (2022), who highlight the need for 

collaboration for companies without the capability to upgrade their existing production systems. 

This study gives a unique view by looking at challenges from the customer, TSPs and their joint 

view. Previous studies have been looking at challenges from each side separately, while this study 

takes a more holistic approach by including both sides and their joint view (Alkhazaleh et al., 

2022; Chasin et al., 2020; Chen et al., 2022; Schymanietz et al., 2022). This contribution creates 
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a space where the TSPs and the customers understand each other on a new level. My research 

confirms the findings of Rahnama (2023),  Rahnama et al. (2022), Alkhazaleh et al. (2022) and 

Schymanietz et al. (2022), highlighting the need for strong collaboration between TSPs and 

customers. This becomes even more complex as communication can expand to TSPs 

collaborating with other TSPs (Gnyawali & Park, 2011; Huikkola & Kohtamäki, 2017). 

Furthermore, my research expands the view of TSPs and customer communication by 

identifying the challenges hindering them from effectively communicating. One key finding is 

the misalignment between TSP developers and customers' end users, where the developer does 

not know how the products will be used. My research addresses this challenge and other 

challenges with strategies such as internal “internal communication and collaboration” and “skill 

development and knowledge transfer”. 

Secondly, my research contributes beyond giving valuable insight from three different 

perspectives regarding their challenges, additionally, it provides guidelines derived from 

empirical context. Prior literature is narrow and does not give a representative picture from 

different lenses, hence, it misses the opportunity to identify valuable information that can be 

used in companies' value proposition (Barile et al., 2020; Christensen et al., 2016; Kaplan & 

Norton, 2001).  More specifically, rather than focusing on the customer's best only, a more 

realistic approach has been taken by combining the capabilities of TSPs and what the customers 

need. This allowed the research to give guidelines on how to solve common challenges that 

occurred from the different lenses.   

Third and lastly, Huikkola & Kohtamäki (2017) suggested that future research should explore 

the capabilities TSPs need to maintain their customers' technological edge. TSP customers 

compete in highly competitive markets. To stay updated with new technologies and services, 

TSPs are playing a pivotal role in enabling these capabilities for their customers, who do not 

have the competence in-house (Alkhazaleh et al., 2022; Xu et al., 2018). This study confirms 

the complexity of this landscape and contributes to the literature by emphasising the need for 

TSPs' customers to adapt to new technology. This adaptability benefits customers by reducing 

costs and enabling TSPs to drive innovation by allocating more resources to in-house product 

development rather than customer support. 

5.2 Practical contribution 

This paper provides practical contributions for all stakeholders involved in technology 

implementation, helping them better understand their organisation and uncover potential 
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challenges, both known and unknown. It helps visualise the broader role of TSPs, including 

their implementation and integration within organisations. Furthermore, and more importantly, 

how they should be integrated. To increase the TSPs VP, which is the bloodstream of strategy,  

a  good understanding of the customer is essential to differentiate from the competitors and is 

exactly what this paper provides (Christensen et al., 2016.; Kaplan & Norton, 2001).  The 

insights provided can, therefore, be used by TSPs to develop their value proposition further; 

more specifically, they can use the insights from the results to understand their customer needs 

better. 

The customer of TSP can use this paper to strengthen their position and adaptability to 

increase the value for their end users and cut costs. Hence, by understanding the challenges and 

deal with them accordingly. This study guides TSP customers by giving a framework with hands-

on insight on mitigating or deleting challenges when using TSP.  

Additionally, the study helps both the customer and suppliers understand their joint value 

creation, which will enhance both sides and enable them to accelerate their joint and separate 

growth. The results showed that integration can be costly and consume a lot of resources (C1, 

T2, T3), which shows how important a well-executed integration is. 

Three things that I would like to highlight with the framework. Firstly, set clear goals both 

external and internal, to be sure alignment is happening. This requires clear cross 

communication, standardization and visualisation tools (T1, T2, T3). Second, develop cross-

training activities and allow mentors to take a big part in the development of the change 

champions who drive the changes. To keep up the motivation, it is of paramount importance 

to celebrate their effort. Third, and lastly, help develop a culture of change by implementing 

lean methodology, such as an agile working environment, together with continuous 

improvement. Furthermore, I recommend using easily adaptable products and services to 

enhance the usage of the product, both through the lens of the customers and TSPs. Customers 

are open to more end users, and TSPs are open to more markets. It is of my own strong belief 

that these steps will create more trust within and across organisations. 

5.3 Limitations and future research 

Every research comes with limitations, the present research has limitations that should be 

noted. Since the research is qualitative, the study cannot be generalised to the population of TSP 

(Huikkola & Kohtamäki, 2017). Hence, future research could consist of generalisable 
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quantitative studies looking into more sectors. Furthermore, a surprising result of the interviews 

was that the focus of the respondents was external, missing out completely on the internal 

improvement first.  

For example, TSP did not mention the challenges of using already existing functions and how 

they were presented to their clients, which indicates a lack of internal knowledge and inventory 

management. There seemed to be a gap between the capabilities in terms of products and how 

they can package their offerings to their client. This gap leads to value creation being lost in the 

organisation from both sides, where the TSP might work on something they already have and 

for the customers who might not afford or priorities building a new function. To confirm these 

results, future studies would be appropriate with TSP to execute this properly, interview 

questions can be more internally focused.  

Lastly, this study looked at challenges from three different viewpoints. Future studies can 

expand this area to include collaboration between TSPs to increase capability for the end 

customer. 

5.4 Conclusion 

To conclude, this study can be used by organisations currently using or wanting to use TSP 

in the future. This study identifies challenges when including TSPs in the value chain; this can 

be leveraged by both the TSPs and the customer. Furthermore, TSP can use this study to increase 

its competitiveness.  A framework from the section Value proposition can be used to strategically 

guide organisations throughout the implementation or everyday use of the TSP services or 

products. Furthermore, the framework can be used by TSP or its customers to enhance their 

own and the joint results by mitigating or eliminating the challenges that they face. Additionally, 

the framework can be used on a strategic level, to compare their customers’ and TSP capabilities, 

addressing where future resources should be allocated.  

Scoping out and putting myself in the backseat of this study, I have some reflections on where 

I see TSPs and how they provide value in the future. There is a clear need for TSPs, but still 

resistance for companies to utilise TPSs full potential. Companies don’t want to be locked in 

and give too much of their data away, it’s almost like it’s harmful, like the dark side of a spell 

book. In my view, the positive side outnumbers the negative side; most companies want to 

deliver a good product to their customer, and more importantly, companies consist of people 

who want to do a good job. By excluding data that, for the most part, does not harm (and even 
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if it could, it’s not necessary that it would be used against that company), it blocks out 

opportunities that would have allowed providers to give a better product or service. To me, this 

not only risks the competitiveness of the companies, it threatens society to fall behind. 

Further reflections, it’s surprising to me how disruptive communication can be, even though 

there is extensive literature about it and everyone working with some sort of human interaction 

is affected by it, yet companies fail with communication. I believe that communication is a fresh 

resource, and to function in a professional setup, it needs to be a cornerstone for the company; 

one of their values needs to be incorporated with communication. Doing the right thing from 

the start and skipping the reworking stage not only saves money and time but also saves mental 

energy for the employees.  
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7 APPENDIX 

7.1  First interview questions: 

 

 

Initial questions. 1.0 

What customers have the focal company today in their region? 

How attractive are your products today? 

Why have sale dropped during covid? 

How does the company capture value, Upfront, Subscription or others?  

 

Added questions. 1.1  

Should the solution be inhouse or cloud based for the customers?  

 

Added companies to interview list. 

Round one suggestion: 

Luleå energi  

Skellefteå kraft 

Piteå energi 

Installation firms towards the energy sector (subcontractors) 

 

First investigative interview with the European sale manager. Initially did not try to sell to 

smaller customers because of to high price for smaller customers to carry. A new payment model 

is being discovered to better suit smaller companies. A pay per user approach. Some pains that 

the company see is that some customers does not have any data to measure, this makes it harder 
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to see if the focal companies’ products actually help. There is a lack of baseline to benchmark 

against. For some customers this baseline needs to be established to see the effect of the focal 

companies’ products and services.  

 

The focal company sees strong benefits when the dialog with customers is long, they see 

increased interest and sales when their customers understand their products better.  

Some positive pros that the focal company posses.    

+ 

  

Modular product, the customer can pick what they need and add on services in a later stage if 

necessary. 

Smaller focal company with good dialog across the whole company, easier to work agile.  

Standardised models, if a new customer approach a plug and play can easily be integrated. 

Customers get a partner that listen, give suggestions and solutions. 

Long relationships 

+ 

The value the focal company gives is lowering the time spent for back office, increasing the 

quality. 

Integration of “superuser” which is customers who is becoming experts in the new system. 

These experts mainly take the questions about the system and have a closer relationship with the 

focal company.   

The focal company is currently looking at a new business model and would like to get some 

input about new ones.  

Quality interviews 

The reason for doing these interviews is to get at broad scope of where the focal company is 

today and what their goal is for the future. To see if they already see any challenges ahead in 

becoming a dominant digital platform provider and how they can mitigate these challenges. To 
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get a broad perspective these initial interviews will be to different departments in the focal 

company including sales, management, core IT, expert services.  

 

7.2 Interview guide for TSP  

Introduction questions:  

What department are you working in?  

What is your current role in the company? 

What are your responsibilities? 

 

Platform Business model: 

How does your company make money? 

What value does your company add to their customer?  

What are the largest costs implementing a platform?  

Who invest in the platform?  

 

Platform Ecosystem: 

Does your platform include any APIs (application programming interfaces)? 

What are the different roles of the actors within the ecosystem?  

How do you choose what actors that should be included and excluded in the platform? 

Can you describe with your own words, what is the characteristics of a dominant platform 

provider?  

 

Future outlook: 
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What type of platform does your company want to supply or act on in the future? (Open 

access / Ecosystem orchestrator) 

If you would guess, what will be your industry standard in the future?  

What platform are you providing/acting on today?  

How does your services look in the future?  

Challenges: 

Which challenges are the most critical to successfully becoming a dominant platform 

provider?  

 How do you overcome these challenges? 

What is the biggest concern in changing platform?  

 How do you work to mitigate these concerns?  

 

 

Ending questions: 

Is there anyone you recommend me contact outside/inside of the company to interview 

regarding digital platforms? 

Do you have any contacts to that might be interested in an interview?  

Are you okay if I contact you for questions in the future?  

7.3 Interview guide for TSP (Technology solution provider) V2 

Introduction questions:  

What department are you working in? 

What is your current role in the company? 

What are your responsibilities? 
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Platform Business model: 

How does your company make money? 

What value does your company add to their customer?  

What are the largest costs implementing a platform? 

Who invest in the platform?  

What are your customer’s biggest pain?  

How do you address them?  

Does your platform include any APIs (application programming interfaces )? 

What are the biggest challenges with APIs?  

How do you mitigate these challenges? 

What are the biggest challenges with a modular system? (similar to the question above) 

How do you mitigate these challenges? 

Any concrete examples of previous works? 

Future outlook: 

If you would guess, what will be your industry standard in the future?  

How do you get there?  

What are the biggest risks involved?  

What platform are you providing/acting on today?  

How does your services look in the future?  
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Challenges: 

What are the biggest concern in changing platform?  

How do you work to mitigate these concerns?  

Ending questions: 

Is there anyone you recommend me contact outside/inside of the company to interview 

regarding digital platforms? 

Do you have any contacts to that might be interested in an interview?  

Are you okay if I contact you for questions in the future?  

Interview guide for TSP customer  

Introduction questions:  

What department are you working in? 

What is your current role in the company? 

What are your responsibilities? 

 

Platform Business model: 

 

Value proposition 

  

To what extent are you using digital platforms?    

What value does digital platforms give you?  

How do you work to increase the value?  

Why are you using external platforms?  

What are the biggest concerns using a new digital platform? 
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What do you do about these concerns?  

How do you work to mitigate these concerns? 

When looking at investing in a new digital platform, what are the factors you consider?  

 

 

Cost 

 

What are the largest cost using digital platforms?  

How do you lower these costs?  

Is there a better or other ways to lower the cost? 

How do you work today to make this happen?  

 

Future outlook 

If you would guess, what will be your industry standard be in the future?  

How do you get there?  

What are the biggest risks involved?  

What platform are you providing/acting on today?  

How does your services look in the future?  

Challenges: 

What challenges are there in implementing a new platform? 

What do you do to mitigate these risks?  

What challenges are there in maintaining a platform? 

How do you handle these risks? Any examples, good and bad?  
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What are the biggest concerns in changing platform?  

How do you work to mitigate these concerns?  

7.4 Ending questions: 

Is there anyone you recommend me contact outside/inside of the company to interview 

regarding digital platforms? 

Do you have any contacts to that might be interested in an interview? 

Are you okay if I contact you for questions in the future? 

“Något som skulle vara extra intressant att höra är dina tankar kring delningen utav data och 

hur plattformar ska tänka i sin uppbyggnad kring detta. “ 


