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Complex services are now commonplace

• From buying groceries and road tax to supporting equipment on the 
battlefield, customers are demanding complex, integrated services 
unimaginable only fifteen years ago. 

• Maintaining a competitive advantage requires new research and learning 
from across industries.



Service business model innovation

John Deere iGuide system

Uses GPS technology to 
automatically shift the steering 
pattern of the tractor to 
compensate for implement drift

Customers design and 
complete market research

Exploiting the internet to 
enable crowd sourcing



Service business model innovation

Vestas wind optimisation

Invest bank of wind maps to
Advice and deliver unique 
solutions

GE data solutions in the 
future - Google

Exploiting the big data 



Urmetzer, Neely, Martinez (2016); “Engineering Services: Unpacking 
value exchange” Whitepaper from the Cambridge Service Alliance



…service 
providers have 
to understand 
the underlying 
customer need 
and provide a 
solution

Theodore Levitt 

Customers don’t even want ¼ inch holes…



The Cambridge Service Alliance

The Cambridge Service Alliance is a unique global partnership between
businesses and universities. It brings together the world’s leading firms
and academics all of whom are devoted to delivering today the tools,
education and insights needed for Complex Service Solutions tomorrow.
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Introduction 
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CSA Research Focus
Collaboration with research partners in following areas

Ecosystems value mapping and analysis

How the service ecosystems will best enable firms 
to create and capture value through services?

Performance information and analytics

How will innovation in performance information 
and analytics enable service business models?

Making and sustaining the shift to services

How organizations make a successful transition to 
services and what is the service strategy model?



Why to shift to services?



Why shift to services?

Rationale for 
services

Maintain a leadership position, 
broaden relationship cust. + growth

Support of main products and 
increase revenues

Decrease of demand of the core 
business (Printed books)

Meaning of 
services

Services will contribute to the total 
value proposition, but not major 
revenue generator for the Co.

Means to an end Services as future main revenue 
generator

Types of services 1)  Marketing services     
2)  Customers business optimization   
3)  Wellness plans

1) Spare parts & repairs
2) Condition monitoring
3)  Other services vary by segment

1) Product
2) Product + Services
3) Services

Business unit Standing alone services Dependent on business segment Standing alone services

Center of gravity Marketing‐based services Spare parts, repairs & maintenance 1)Benchmarking & screening [P]     
2)Curriculum [P+S]

Service maturity 5 yr. ≅ 6 yr. ≅ as a  y  Segment Incrementally moving overtime

Approach to 
service change

Opportunistic.
Revolutionary type of services. 
Incremental steps of change to 
support  the total value proposition

Evolutionary type of services. 
Incremental steady steps of change 
to support the total value 
proposition

Revolutionary type of services. 
Radical leaps of change to build 
new standing alone service 
propositions

Core competency Animal health pharmaceuticals [P] Processes technology [P] Assessment and certification [P]

© Veronica Martinez, Cambridge Service Alliance, 2014



The logic for shifting to service

Add more value to 
customers

Experiment new growth

Competitive advantage

Broaden relationship with customers 

Create dependency

Support main products

Improve Business Sustainability

Increase capacity 
utilization

Maintain leadership

Turnover stabilization

Increase loyalty

Diffusion of innovations

Corporate brand

Increase	new	sources	of	revenue	generation

Increase   capital employee
De-risk competitive position

© Veronica Martinez, Cambridge Service Alliance, 2014



Manage the shift to services – Strategy Model 



The service strategy model
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OPTIMIZE & COMMUNICATE  BEST PRACTICES

ASSESS MARKET/INTERNAL 
READINESS

DESIGN SERVICE 
VISION

DEFINE CUSTOMER MINDSET & 
ENGAGE PARTNERS

DEVELOP SERVICE 
CULTURE

Creating the strategic and cultural context

DEFINE LEADERSHIP

STRUCTURES & 
GOVERNANCE

SET ORG STRUCTURE

DEFINE COMPANY 
RESOURCES

RESOURCES

DEFINE INDIVIDUAL 
RESOURCES

‐ SCALING‐ COMMERCIAL 
EXECUTION

‐ DESIGN & PLAN 
SERVICE MODEL

SERVICE PROCESSES

ENGAGE CUSTOMER
MINDSET

ENGAGE PARTNERS

ENGAGEMENT & TRUST

ENABLE CHANGE

Internal working‐ PORTFOLIO MGMT
‐ PILOT/ MODEL

© Veronica Martinez, Cambridge Service Alliance, 2014



Manage the shift to services 
– Considering your ecosystem



Thoughts on Ecosystems

Why Ecosystems?
• Modern service delivery us often intertwined with other companies. Often 

these connections are not only supplier relationships. 

Why Value from Ecosystems?
• The delivery of value from an ecosystem should go beyond the capability of the counted 

single entity in the ecosystem

Capability expectation for participant?
• There has to be a conversation about collaboration, capability and trust within the 

partners
• The participants have to be able to take Risk within the ecosystem as well as participate 

in creating trust and exchange of information. 

Definition of Maturity & Timeline?
• To have a discussion on Ecosystems a group of people needs to first define the maturity 

/ timeline of the discussion (New Ecosystem vs Enhance / Current, one year, five year 
planning horizon)

Which stakeholders do you include, which to exclude?
• Stakeholders to include are available for exchange of value (not just supply)
• Stakeholders to exclude are those who supply to the partners
• “Leaches” need to be identified and potentially excluded

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings



Map your Ecosystem
1. Define the end customer
2. Define all participants

• End Customer
• Your Company
• Focal Company
• Supplier
• Partner
• Competitor
• Influencer

Your Company

Partner

Partner

End Customer

Influencer
Influencer

Competitor

Supplier

Suppliers’ supplierInfluencer

Mapping your ecosystem
Considering all important participants

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings



Map your Ecosystem
1. Define the end customer
2. Define all participants

• End Customer
• Your Company
• Focal Company
• Supplier
• Partner
• Competitor
• Influencer

Your Company

Partner

Partner

End Customer

Influencer
Influencer

Competitor

Supplier

Suppliers’ supplierInfluencer

Mapping your ecosystem
Focus on value exchanged between partners

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings



Direct Value Creation and Capture
Considering the ecosystem partners
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Urmetzer, Neely, Martinez (2016); “Engineering Services: Unpacking 
value exchange” Whitepaper from the Cambridge Service Alliance



Using the Value Canvas

After using the framework in a workshop:
“If we had known then what we know now, we would have made our value offer not to the 
start of the production chain (vets and farmers) but to the  completely other end of the chain 
(retailers)“ Director Operations, of a multinational Pharmaceutical company

“we would not have had the impact in discussions after using the model”

“using the model has given us an advantage in being a collaborator as we were aware of the 
complete value exchange”

“before using the model we have been going around in circles on value”

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings



Describe the indirect value exchanged

2a. Company
(e.g. Financial or other capability, Proximity, Trust)
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2b. Managers
(e.g. Coordination Experience, Technological Knowledge, 
KPIs)
2c. Strategically
(e.g. strategic intent of the organisation or other 
stakeholders)

2d. Risk
(e.g. aversion of market and other risks)

2. What is the indirect value for:

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings

1. What is the direct value for:



Decision making for partnering

Capture
Create Capture

Create

Capture
Create

6a Decision making on partnering based on 
Direct Value

6b Decision making on partnering based on 
Indirect Value

6c. Final decision making on partnering based 
on Total Value 

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings



Outcome of the workshop

• Full ecosystem map, including influencers of the ecosystem

• Definition of a end‐customer value (or multiple)

• Deeper understanding of the complexity of the ecosystems 
and its different value flows 

• Short term value proposition for the ecosystem

• Short term and Long‐term value creation and capture 
between two focus parties

Urmetzer, Martinez, Neely (2016); “The Ecosystem Value Framework: Supporting Managers to Understand Value Exchange between 
Core Businesses in Service Ecosystems”; Production and Operations Management Society Conference 2016, in proceedings



Summary

• Companies making the shift to services

• Service Alliance and how we work

• Service strategy model

• Value and Ecosystems
• How to map an ecosystem
• Value transfer between partners in an ecosystem

• Summary



CSA communication
Stay in touch with us

www.cambridgeservicealliance.org (public)
(including white papers, podcasts and executive briefings)

Monthly Newsletter (public)

Annual Report  (public)

Service Week 2016: (Public) 
Public Industry day: 
11 October 2016

Community of Interest

Monthly Webinars 

Making the shift to services
Two‐day executive workshop
(Public)



Dr. Florian Urmetzer
Senior Research Associate | Cambridge Service Alliance | Institute for Manufacturing |
Department of Engineering | 17 Charles Babbage Road | Cambridge | CB3 0FS | UK |

www.cambridgeservicealliance.org

ftu20@cam.ac.uk

Service Week 2016: Industry Day Conference
Growing Your Service Business in an Age of Digital Disruption
11th Oct. 2016
cambridgeservicealliance.eng.cam.ac.uk/ServiceWeek/ServiceWeek2016/serviceweek2016Industry

Making the shift to services
Two‐day executive workshop; 23 ‐ 24 November 2016

http://www.ifm.eng.cam.ac.uk/events/shift‐to‐servicesnov16/


