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The state of the technology market is challenging both in Finland and Europe. The recession 

and continued war in Europe have affected to the global and domestic purchasing behaviour 

of businesses causing volatility and uncertainty in the technology sector. With rising interest 

rates, businesses are investing and acquiring new technologies more carefully, increasing the 

importance of value generation and competitiveness in business.  

However, even in a challenging market, businesses are dependent on staying competitive. 

Competitiveness stems from internal and external capabilities, making it important to 

recognize and develop processes and offering to match the changing market demand. This 

thesis addresses the aforementioned factors by using a holistic strategy approach and applies 

it to the context of web analytics of case company X. 

The research indicates that a holistic approach can be a useful tool when assessing the value 

generation of web analytics service. The results indicate that by using an iterative strategy 

model, case company X can increase its value generation by addressing already existing 

competencies and by leveraging new strategies for offering and sales development. By 

leveraging these findings, the case company can keep up with the competition and generate 

value even in a difficult market environment. This includes factors such as cross-

collaborative initiatives, offering development, bidding process development, and further 

servitization of web analytics. 
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Teknologiamarkkinoiden tilanne on haastava sekä Suomessa että Euroopassa. Taantuma ja 

jatkuva sota Euroopassa ovat vaikuttaneet yritysten ostokäyttäytymiseen globaalisti sekä 

suomessa, aiheuttaen epävakautta ja epävarmuutta teknologiasektorilla. Korkotasojen 

noustessa, yritykset investoivat ja hankkivat uutta teknologiaa entistä varovaisemmin, mikä 

lisää arvontuotannon ja kilpailukyvyn merkitystä liiketoiminnassa. 

Haastavillakin markkinoilla yritykset ovat kuitenkin riippuvaisia kilpailukyvyn 

säilyttämisestä. Kilpailukyky perustuu sisäisiin ja ulkoisiin valmiuksiin, minkä vuoksi on 

tärkeää tunnistaa ja kehittää prosesseja sekä tarjontaa vastaamaan markkinoiden muuttuvaa 

kysyntää. Tässä opinnäytetyössä käsitellään edellä mainittuja tekijöitä hyödyntämällä 

holistista strategiamallia ja sovelletaan sitä yritys X:n verkkoanalytiikkapalveluihin 

tapaustutkimuksena. 

Tutkimus osoittaa, että holistinen lähestymistapa voi olla tehokas keino arvonluontiprosessin 

määrittelyssä. Tulokset osoittavat, että käyttämällä iteratiivista strategiamallia, yritys X voi 

lisätä arvontuotantoa kehittämällä jo olemassa olevia kompetensseja ja hyödyntämällä uusia 

strategioita tarjonnan ja myynnin kehittämisessä. Näitä tuloksia hyödyntämällä case-yritys 

voi pysyä kilpailussa mukana ja tuottaa arvoa myös haastavassa markkinaympäristössä. 

Tähän sisältyvät muun muassa yhteistyöhön tähtäävät toimenpiteet, tarjooman ja 

myyntiprosessin kehittäminen sekä verkkoanalytiikan pidemmälle viety palvelullistaminen.  
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1  Introduction 

The premise of this study is to evaluate distinct factors contributing to successful offering 

development, value-proposal, and sales of web analytics. This study explores the 

competitiveness of web analytics and factors influencing sales and operational efficiency, in 

the context of a holistic strategy approach. The purpose of this study is to form a theoretical 

background of key concepts in internal value generation and the current market, as well as a 

strategy blueprint for the development of web analytics offering and processes.  

The first chapter of this thesis serves as an introductory part of the research, forming a 

background and context for the study. The chapter presents the scope and focus of the study 

as well as the methodologies, key concepts, questions, framework, and overall research 

structure. As the research is done in a case format, it also introduces the case company to the 

reader and underlines the main characteristics of what the research is aiming to achieve and 

what are the defining market characteristics behind the research. 

As a strategy-oriented case study, the thesis utilizes a combination of expert interviews 

combined with a theoretical approach to the topics. This is done to generate operative and 

strategic ideas for the development of web analytics competitiveness and value chain. The 

holistic approach is also considered in the literature review, with a combination of academic 

research, business journals, and news articles. 

The first chapter of this thesis introduces the main concepts of the study: background, case 

company, methodologies, preliminary limitations, research questions, and the general 

structure of research. The second chapter focuses on delivering a theoretical point-of-view 

to the study, including market attributes, value-generation methods, and centric concepts for 

competitiveness in the technology market. This is followed by empiric research, which 

includes an analysis and breakdown of interviews with case company participants. Lastly, 

the study concludes with a presentation of findings and forms answers to the research 

questions. The final chapter also includes a formation of value capabilities for web analytics 

strategy formation and presents suggestions for future research opportunities. 
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1.1  Research Background 

This chapter introduces the starting point and premise of the study: what and why the topics 

are relevant and what are the factors influencing the need for the research. The background 

is split between three perspectives: a market analysis, introduction to web analytics, and an 

introduction to the potential use cases of analytics services. One of the key drivers behind 

this study was the challenging market atmosphere that affects the technology market in 

Finland. The challenges are not only visible in the web analytics market, but also in the 

general economy and technology sales across industries. These factors are assessed in the 

following introduction as well as in the theoretical and empiric parts of the research. 

1.1.1  Market Overview 

Both in Europe and in Finland, the economy has turned into recession and rising prices and 

interest rates are affecting the overall purchasing power of both consumers and businesses. 

The years after the COVID-19 pandemic have been challenging, both for the global economy 

and for economic growth in Finland. The growth of gross domestic product (GDP) has 

slowed significantly, purchasing power has declined and overall cost levels have risen across 

the European Union (European Commission, 2023). The Ministry of Finance and the 

European Union estimate GDP growth in 2024 to be around 0.6-0.7%, up from -0.4% today, 

but also foresee moderate to slow growth in the coming years (Ministry of Finance, 2023; 

European Commission, 2024). 

From a geopolitical perspective, the current volatility of European technology markets is a 

factor that companies need to include in their sales and business development strategies. 

Since the beginning of the Russian attack on Ukraine in 2022, the global securities and credit 

markets have faced significant volatility, causing interest rates to increase on a global level 

(European Securities and Markets Authority, 2022). Increased interest rates affect funding 

opportunities and cause companies to invest more carefully, requiring better understanding 

of the customers and their challenges to maintain an active sales pipeline. 
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In a global context, technology market is highly saturated and consists of nine key segments 

that lead the market in terms of generated revenue: communication services, information 

technology (IT) services, software, public cloud, data centers, consumer internet of things 

(IoT), cybersecurity, smart finance, and robotics. Out of these segments, communication 

services, IT services and software take more than half of the total generated revenue globally 

(Statista, 2024).  

However, even with the current global market instabilities, technology segments are growing 

in market size and revenue. For example, marketing technology (Martech) has grown 

approximately 32% between 2022 and 2023 in terms of spending, which includes analytics 

and related martech solutions (Statista, 2024). In contrast, the share of storage across on-

premises and cloud has steadily gained popularity across markets and cloud-based storage 

and computing solutions have surpassed traditional on-premises solutions. According to a 

report on the state of hybrid cloud storage in 2023, the majority of UK and US-based firms 

have already integrated into cloud-based architecture and only 43% on average are still using 

on-premises solutions (Statista, 2023).  

Similar trends are observable in the European markets, as the European Commission has 

estimated that by 2030, over 80% of data is going to be processed through a device or 

platform utilizing cloud computing and 75% of businesses are using cloud computing in at 

least some of their business activities. Cloud computing, among other digital policies, has a 

centric role in European digital strategy due to its security, sustainability, and better servicing 

of customers (European Commission, 2023). 

1.1.2  Introduction to Web Analytics 

From a terminology standpoint, web analytics is a process that involves collection, 

processing, and analysis of web traffic data, to optimize web platforms and understand the 

users (Waisberg & Kaushik, 2009, 1-3). While the term can be used to refer to the broader 

context, most often it is used to describe a set of tools used to measure websites, digital 

services, or web-based applications. 

Web analytics and related web service tools are little-researched topics in academics and 

outside of the digital marketing spectrum. Even though the first iterations of web analytics 
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date back to the early days of the internet in the 1990s, the technologies have evolved rapidly 

during the last 20 years and are finally reaching a level of maturity that the technologies can 

be considered as fully iterated product concepts (Kyne 2024). Web and app analytics have 

become important not only for marketing, but digital services, and they serve an important 

function of providing cross-departmental metrics of performance, reach, and web service 

utilization. The growing role of digital marketing is also increasing the use of web analytics, 

as companies need more ways to improve their return on investment (ROI) and measure 

effective marketing strategies (Saura et al. 2017, 1-2). 

A big driver behind the growth of web and data analytics is the increased need for effective 

ways of measuring a company's digital abilities and processes (Statista, 2021). The 

transformation to data-driven leadership models and increased digital competence has 

increased the usage of analytics applications, and as of 2023, most international companies 

have harnessed the benefits of data analytics, at least partially (Schmidt et al. 2023, 297-

326). According to a data culture survey, 83% of data and analytics professionals consider 

data as an asset and 74% agree at some level that data knowledge is a key to the successful 

implementation of data analytics. (Bange & Grosser, 2022, 4). The same trend can also be 

seen in the utilization of cloud technologies, as it is becoming more common for companies 

to fully integrate into the cloud as opposed to traditional, on-premises solutions. The 

transition from on-premises to cloud allows for better cost-efficiency, increases cross-

departmental collaboration, and offers flexibility over data ownership and management 

(Müller et al. 2015, 852-853; Hazdun, 2023). 

The profound issue in traditional marketing has been a lack of actionable metrics that can 

help operative stakeholders and decision-makers steer and measure the effectiveness of 

marketing operations (Gaskill & Winzar, 2013). With the trend of digitalization and 

continuous growth and popularization of new media, these challenges have become more 

apparent and require increasing technical expertise to effectively collect and measure data. 

With multi-channel marketing, data attribution, and complex campaign strategies, firms are 

becoming dependent on metrics that can be utilized in operative and strategic contexts.  

Hoffmann et al. recognize four ways that recent technologies impact modern marketing: 

novel approaches to consumer and firm interactions, data, and analytics implementations, 

martech innovations, and strategic frameworks (Hoffman et al., 2022, 1-4). This is one of 
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the key issues behind the fast growth of web analytics and more importantly, the backbone 

of the need that we have for functional and accurate digital analytics. With the recent 

technological developments, web analytics has become more accessible and is accessible to 

almost any organization that is operating in the digital environment. For marketing 

departments, web analytics offers concrete and actionable metrics that help to steer 

conversion optimization, content strategies, and campaigns. For web services, analytics can 

offer insights on how to develop the service from a technical perspective, utilizing user 

experience (UX) analysis and technical performance metrics. 

The fast growth of web analytics is a result of technological developments, especially in 

cloud-based storage and computing. When the internet was still in its infancy, everything 

worked on an on-premises basis, which meant that all content on the web was hosted on 

physical servers that were maintained, namely, on-premises. The transition from on-

premises to cloud-based SaaS models offers companies more flexibility and cost-efficiency, 

in terms of operating costs and resourcing (Bommadevara et al., 2018). This has accelerated 

the development of cloud-based solutions and enabled the development of modern web 

analytics solutions.  

Cloud-based infrastructure enables many novel applications for web analytics data, such as 

server-side tracking, data warehousing, complex data analysis, and merging and 

manipulating data from multiple various sources (Google Cloud, 2024). Some of the most 

popular cloud computing platforms include Amazon Web Services, Microsoft Azure, and 

Google Cloud Platform (Richter, 2024). Without the cloud and the benefits of centralized 

data administration, the utilization of web analytics data would be highly limited and possess 

technical limitations considering use cases. 

It would also be impossible to talk about the development of web analytics without 

mentioning Google, which created the foundation for modern web analytics as we know it 

today. Google was one of the first companies to create a product that is mature enough to 

serve companies with complex web architecture while remaining simple enough for smaller 

companies to implement independently. After Google’s initiative in 2005, other companies 

entered the web analytics market, with products such as Matomo, Piwik Pro, and Adobe 

Analytics entering the market. 
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1.1.3  Technical Use-Cases 

While there are variations and different solutions of web analytics in the market, most web 

analytics tools utilize a JavaScript tracking script that is placed on a page and collects 

information about the user. The collected information can vary, but most often contains 

metrics such as page views, time-based parameters, user interactions, and device 

information. In most cases, the tracking setup can be fully customized by utilizing JavaScript 

objects, such as dataLayer, and additional scripts and parameters that are implemented either 

directly to the website or sent from the analytics interface or a tag management 

platform. Many third-party applications can also be integrated through tag management 

suites, enhancing the use cases and applications of web analytics. Users can also benefit from 

‘cookieless’ analytics solutions, utilizing server-side tracking and the added functionality of 

cloud integrations. 

Web analytics can include behavioural and user experience insights, which are traditionally 

measured through technical methods such as conversion paths, element statistics, heatmaps, 

and user recordings. These functionalities can be found integrated with web analytics 

solutions or measured separately using dedicated platforms such as Hotjar or Microsoft 

Clarity. It is also possible to visualize web analytics and related data, either directly in the 

web analytics platform or by utilizing a third-party data visualization platform. Examples of 

such software are Microsoft Power BI, Looker Studio, and Tableau.  

Another factor that is closely related to web analytics implementations is the General Data 

Protection Protocol (GDPR), which has had a significant impact on the legal aspects of web 

analytics and user data collection (European Commission, 2024). GDPR regulates the way 

companies and organizations can collect and utilize user data, and the most visible aspect of 

this is consent banners, which are mandated by law in the EU area. Behind the banner is a 

consent management system (CMP), which controls what data web analytics can retrieve 

and store by requiring the user’s consent before any third-party scripts can be run. If the user 

chooses a third-party solution, a CMP platform is usually configured and installed as a part 

of the web analytics implementation process, which includes tools for analysis of consent 

statistics and cookie usage. 



   

 

15 

1.2  Case Company 

This research is commissioned for a Finnish technology company X. The company 

specializes in software development and technology consulting and has a long history 

working with public and private clients in various industries covering Finland, Nordics, and 

Europe. Case company X’s business is split into distinct business units, each with its own 

specialization and offering. While each segment operates with high-autonomy, 

collaboration, people-centricity and cross-unit projects have been key to establishing a 

strong standing in the technology market. 

Although the case study primarily focuses on the development of web analytics strategy and 

competitiveness, the purpose is to provide insights to all levels of the organization, in the 

form of value generation: from sales management to operational and day-to day business. 

Research on competitive advantage stems from the foundations and operational efficiency 

of the organization, thus, being more beneficial to target all components of the company 

value chain. 

The preliminary analysis for the research was done in collaboration with experts from the 

case company X’s web analytics team as well as key people from business and sales 

development. The research was conducted as a continuous study, with the analysis and focus 

of the study being refined as the work and objectives became clearer. This ensured that the 

focus and results of the study were in line with the evolving needs and expectations of the 

case company. 

1.3  Research Methodology 

The aim of this research is to form a comprehensive and holistic analysis of what determines 

competitiveness from a value generation and offering development perspective. The study 

evaluates strategic development initiatives, offering development concepts, and value 

creation processes to form actionable steps for strategy and offering development. 

The case of the research focuses on a specialized field of technology, web analytics, which 

is an umbrella term for technology solutions that are used to measure web traffic through 

technical and user interaction-based parameters (Farney & McHale, 3-4). Web analytics is a 
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relatively under-researched technology segment, and this study aims to highlight the most 

common challenges and solutions for developing effective sales and productization 

processes throughout the company value chain. More importantly, this thesis aims to 

understand the current challenges of web analytics sales and offer a holistic way of 

improving the competitiveness and value generation of case company X web analytics. 

To achieve the goals, the research utilizes a combination of two research methods: semi-

structured interviews with company sales and business experts as well as forming a 

theoretical review of topical academic and business publications. The qualitative format of 

the research allows for more interpersonal analysis and reflection of expert opinions and 

answers to the ‘why’ and ‘how’ aspects of the perceived challenges. 

1.3.1  Literature Review 

A literature review is a research methodology that studies academic literature and journals 

to form a better understanding of the practices, findings, and opinions on the reviewed topics. 

Literature reviews are typically a systematic process, where a set amount of text is analysed, 

with the interest of finding a common ground or gaps in research (Efron & Ravid, 2018, 2-

14).  

As with most research methodologies, a literature review can be done in many forms and 

methods. Reviews can be done using a more systematic approach such as a meta-analysis or 

take a broader approach with narrative review or scoping review. As with all research 

methodologies, each type of literature review has its pros and cons, depending on the context 

and scope of research (Grant & Booth, 2009, 91-108). In standalone literature reviews, a 

more systematic and analytical approach can be a better fit, but as a part of mixed research, 

other options can and should be, considered as well. It all depends on the context and goals 

of the research. 

A guide to literature reviews by Efron and Ravid names three major approaches to analysis 

methods: quantitative, qualitative, and mixed methods research. While there is no single 

definition of what review type is best for what type of research, there are differences and 

best-practice approaches that the journal highlights. On the far ends of the research spectrum, 

we have a strict, systematic approach while on the other end, we have a hermeneutic-
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phenomenological review, which is a conservative approach. Between these two is the 

traditional, narrative literature review, which is also the most common and establishes a 

‘middle ground’ between the two (Efron & Ravid, 2018, 15-37). As with all research 

methodologies, the literature review also has its limitations and factors that should be 

assessed in favour of credibility. Snyder (2019) identified 4 criteria that are essential for the 

assessment of a credible literature review: design, conduct, analysis, and writing the review 

(Snyder, 2019, 333-339). 

This thesis uses a semi-systematic narrative synthesis, which is a method that aims to form 

context around the researched topics through an informative and descriptive format. The 

broadness of the narrative format allows for a comprehensive review of the source material 

and enforces the holistic approach of the study altogether. As a semi-systematic review, the 

data and literature gathering are done according to themes and questions that have been 

recognized through interviews, strategy initiatives, and discussions with the case company 

employees. 

 

 

Figure 1. Literature Review Process 

 

As with most systemic studies, a literature review usually contains a structure or process that 

it follows. In this thesis, the literature review is conducted using a four-part process, which 

begins with the formulation of research questions and the determination of the overall goal 

of the research. The second phase consists of scoping the analysis: what literature and data 

sources are relevant and should be included in the review? This is followed by the review 

and synthesis of arguments, findings, and reflections on the included literature and the 

surrounding research framework. The literature review focuses on the two essential theories 
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that are considered in the framework of the research: competitiveness theory and a holistic 

approach to strategy and management. 

1.3.2  Interviews 

Interview, in all its forms, is considered one of the fundamental pillars of qualitative 

research. It is an important method in the collection and analysis of opinions, assumptions, 

and beliefs of individuals and provides information for analysis and answers to the research 

questions (Mann, 2016, 1-29). The popularity of interviews can be explained by the 

flexibility and interpersonal nature of the format: an interview can be prepared in a fully 

structured or open format, depending on the context and research approach (Mann, 2016, 

86-113).  

The primary research of this thesis utilizes a themed, semi-structured interview format, 

which allows for more freedom and flexibility in terms of conversation, in contrast to a 

structured interview (Jamshed, 2014, Pp. 87-88). A 20-part questionnaire was prepared to 

provide structure for conversations and consisted of four themes: interviewee background, 

sales strategy, customer relationship management, and web analytics. The themes compound 

from the framework of the research, which enforces the competitive and holistic attributes 

of sales and management strategy. As holistic research, the goal of the interviews was to 

gain insights about the internal processes, and attitudes and form a picture of the company 

strategy from the employee’s point of view. This said, even though the interview template 

was prepared beforehand, the goal was to hold natural conversations as opposed to a more 

restrictive format. 
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Table 1. Conducted Interviews 

 

As heuristic research, it was important to gather observations from a variety of employees 

in distinct roles. The interviewees were selected based on their role, experience, 

responsibilities, as well as their technical background considering the topic and themes of 

the thesis. Interviewees included directors, specialists, and organizational leads from 

different business units across the case company, providing a holistic view of the discussed 

themes and topics. The interview sample concluded with 8 interviews, with an average time 

spent on a single interview of 48 minutes. 

Artificial intelligence (AI) was also used in the interview process, to support the transcription 

and summarisation of the interviews. Microsoft Copilot was selected as the AI because of 

its Teams dictation integration and versatile features. To validate the AI's findings, a cross-

comparison approach was used in the process. The comparison was done between manual 

and AI summaries to estimate a level of correlation between the observation types. 

1.4  Research Structure and Framework 

As with any strategic initiative, recognition of resources, assets, and competencies is 

essential to successful strategy formation. A study by Andrews et al. (2009) describes two 

methods of organizational strategy planning: rational planning and logical incrementalism. 

Businesses that did not utilize either of these strategies were more likely to form inefficient 

processes and lack actionability. Logical incrementalism enforces the importance of holistic 

strategy planning as a method to avoid opposing interests or goals within the organization. 



   

 

20 

On the other hand, rational planning maintains the core concepts of analytical thinking and 

fundamental logical reasoning (Andrews et al., 2009, 1-22). 

This study synthetizes aspects from both pragmatic and theoretical perspectives, which is 

considered in the method of study as well as in the formation of theoretical background. As 

a general principle, the study follows the concepts of value creation and competitiveness 

theory, which both have been introduced by Michael Porter in his work on competitive 

strategy and value chain theory. The strategy formation as well as the managerial 

implications, follow a systematic, iterative approach. First, the study defines the starting 

point: what is the state of the technology market and how does the future look in terms of 

socioeconomic markers and trend indicators? This is followed by an analysis of how 

competitiveness is defined and formed in the technology sector. Lastly, the study reviews 

value generation processes, and offering development from the perspective of technology 

business. 

To develop an actionable model that the case company can implement, the strategic 

framework considers both theory and practice, which is also apparent in the methodology of 

the study. The theoretical background is supported with empiric research, which includes 

interviews with key employees of the case company. The strategy concludes with 

observations and general findings of the research, to form managerial implications for the 

development of case company X’s web analytics. 

1.4.1  Holistic Strategy Blueprint 

If we look at modern technology companies and how they are managed, interconnectivity 

and collaboration are among the first things that appear in research and company strategies. 

This is also the fundamental principle of holistic management strategy which considers a 

business as a single entity, where all individual units, teams, and employees are an integral 

part of the larger strategy formulation. The benefit of a holistic approach is to combat 

organizational siloing and enable benefits on all levels of the organization as opposed to a 

more targeted strategy formation.  

A good holistic strategy considers all possible factors, reducing the possibility of conflicting 

goals or poorly actionable targets. From a process-oriented perspective, this means 
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evaluating stakeholder actions all the way from inputs to outputs. The nature of the inputs 

and outputs can be either qualitative or quantitative but requires effective communication, 

transparency, and key performance metrics (Hansen, 2023). 

Besteiro (2022) paints four important attributes that should be considered when building a 

holistic strategy blueprint: purpose, diagnosis, core strategy, and coherent action. (Besteiro, 

2022, 31-46). The purpose of the blueprint is to visualize how the business intends to change 

or adapt its existing business model or models to achieve better competitiveness in an already 

established market space. The actions consist of short and long-term targets that cover 

strategic actions in terms of the core purposes of the company and help to define actions on 

product and customer levels. 

 

 

 

Figure 2. Holistic Strategy Process 

 

Based on the aforementioned factors, a holistic strategy process is formulated as visualized 

in Figure 3. The blueprint is based on an iterative development ideology and contains three 

key areas: inputs, actions, and outputs, each of which plays an important role in ensuring a 

proactive and continuous development process.  The holistic blueprint acts both, as a guiding 
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principle of this study as well as a basis for the implementation of findings at the case 

company.  

The development process is based on the principle of continuous improvement, which allows 

offering and services to evolve dynamically with demand. This ensures a balance between 

supply and demand, and a high quality of the services provided. Inputs are factors that we 

do actively – they are operative and functional characteristics that are commonly done in 

day-to-day business. They comprise the core company and service strategy and the purpose 

of the business in general. Based on the inputs, actions are formed through hypotheses, 

impressions, customer feedback, and expert knowledge. This involves setting concrete 

operational metrics such as Key Performance Indicators (KPI) and changes in internal and 

external service models. The third stage, outputs, is the final part of the process, where the 

actions and initiatives are either confirmed to service model strategy or offering 

development. Outputs are a diagnostic part of the process, which aims to either enforce or 

disqualify the actions that were made previously in the holistic development process. 

1.5  Research Questions 

A good research question provides context but also considers exploration and broadness in 

its formulation. Korstjens & Moser (2017) highlight the importance of flexibility in the 

formulation of qualitative research questions, whereas in quantitative research a more in-

depth format can be beneficial. In qualitative research, it is foundational that the questions 

are formulated in a way that embraces open-ended questions, such as ‘what’, ‘why’, and 

‘how’ (Korstjens & Moser, 2017, 274-279). Without well-thought questions, a study might 

be hard for readers to comprehend or lack focus and scope overall. As a general guideline 

for research question formation, Ratan et al. (2019) recognize five factors that contribute to 

the characteristics of a good research question: 
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• Adds details to problem statement. 

• Describes and refines the studied concepts and issues. 

• Clarifies the problem statement. 

• Leads data collection and analysis. 

• Provides context to the overall research. 

(Ratan et al., 2019, 15-20). 

 

The following research questions were formed in collaboration with company experts, 

consisting of the main research question as well as three supporting secondary questions. 

The main research question is formed to steer the overall study and aims to answer the key 

issues involving service and added-value sales: how we can increase the knowledge and 

applications of web analytics in a way that benefits the sales pipeline as well as the general 

company strategy and operations. 

The first research question forms the overall goal for this thesis: find answers, context, and 

proposals for the value-generation process of web analytics: 

 

Q1: What factors contribute to the value creation of web analytics? 

 

The supporting questions have been formed in line with the main research question, with the 

goal of supporting the body of the research and finding answers to possible challenges 

surrounding the value generation and competitiveness aspects of web analytics. The first 

supporting question aims to provide answers to how well web analytics concepts are known 

inside the organization. With this question, we can establish a baseline for the knowledge 

and recognize gaps that could be filled with further knowledge sharing or other forms of 

internal process development. 

 

SQ1: Are the concepts of web analytics familiar inside the organization? 
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The second supporting question aims to evaluate the benefits of servitization in the context 

of web analytics value generation. Offering development has been recognized as a key-part 

of the value generation process in the preliminary discussions with the case company. 

 

SQ2:  Are there benefits to servitization of web analytics? 

 

The third question covers external factors of competitiveness and value generation and aims 

to provide background to the current and future issues of the technology market in Finland 

and Europe. 

 

SQ3: What are the current characteristics of the technology market? 

 

1.6  Research Limitations 

Research limitations are factors that can affect the output, generalizability, and application 

to different contexts (Ross & Bibler, 2019, 261-264). As with all research methodologies, 

case studies have their specific strengths and weaknesses that should be considered when 

evaluating different study methods to produce critical and credible research. A case study is 

considered a pragmatic format of research that allows for exploratory analysis of in-depth 

problems while maintaining a narrow scope. Case studies are hard to replicate outside of the 

researched topic, making it hard to apply in different contexts or broader analyses, but a 

good method to research specialized topics through practical and real-life settings (Zainal, 

2007, 1-4).  

The recognized principles apply to this study as the goal is to produce applicable and context-

dependent solutions for the case company. It is also important to note that since the study 

deals with sensitive information and strategic factors, certain measures have been taken to 

anonymize and limit publishable data. Certain limitations were also evident in the research 

materials, particularly in web analytics and up-to-date market information about the 
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technology market. These factors were compensated with a combination of academic 

research together with topical business publications, to provide managerial and pragmatic 

context around the theoretical topics, while keeping a topical approach to the discussed 

topics. 
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2  Theoretical Background 

This chapter focuses on the theoretical aspects of key concepts in value generation and 

competitiveness development. The topics covered in this section have been selected based 

on their relevance to identified research questions and through preliminary conversations 

with the case company’s key people. The purpose of this chapter is to draw an overview of 

factors that generate competitiveness and value in organizations by analysing external and 

internal factors of the value generation process. The themes and concepts of this chapter 

compound from the holistic strategy blueprint, presented in chapter 1.4.1. 

The first sub-chapter analyses the current economic state of the technology market, including 

key metrics of the competition and general market structure. The second sub-chapter reviews 

diverse ways how organizations can generate value internally by introducing key concepts 

and value-creation frameworks. Lastly, the chapter reviews different processes and offering 

development models, which could be utilized in the strategy development of case company 

X’s web analytics. 

2.1  Technology Market Analysis 

As introduced in the first chapter of this thesis, the current state of the economy and 

technology markets is challenging. While some industries are growing, signs of recession 

can be seen in global and domestic market indicators, affecting the purchasing power of both 

businesses and consumers alike. This chapter aims to evaluate the current socioeconomic 

state of technology and web analytics markets across Europe and in a global context. It 

includes key metrics and topical issues to the socioeconomic environment and forms analysis 

around current and forecasted industry trends.  

Competition in the IT service segment is defined by rapid advances in technology and new 

entrants entering the market with alternative business models. The operating model of 

leading companies tends to favour acquisitions of newcomers which can be seen in the 

statistics of leading software companies and their growth rate. However, analyses 

demonstrate that while some segments of the European software industry are dominated by 
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a few selected companies, the overall IT service segment is well-balanced in terms of 

competitive forces (Marketline, 2015, 11-13). 

 

 

Figure 3. Revenue by IT Service Segment in Europe 2021-2025 (Statista, 2024). 

 

It is estimated that IT services in Europe reach a revenue of 376.5 billion Euros during 2024 

and 400 billion by the end of 2025. Segment analyses estimate that while the most growth is 

going to be seen in IT outsourcing services, growth is going to be seen across all major IT 

segments, including IT consulting and implementations, business process outsourcing, and 

other IT services, such as system integrations and educational services. In terms of annual 

growth, IT consulting and implementations are seeing a growth of 5,45% during 2023-2024, 

with companies such as Accenture, Hitachi, and Hewlett Packard leading the market. Total 

revenue change across segments is estimated at 8.76% in 2024. In the global context of IT 

consulting and implementations, the leading companies are Accenture, IBM, and NTT Data 

(Statista, 2024). In the context of Finnish markets, technology industries are considered the 

most important export industries, constituting over 50% of all Finnish exports. This includes 

electronics, mechanical engineering, the metals industry, consulting services as well as 

information technology (Teknologiateollisuus, 2024). 
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Figure 4. Top Company Revenue Share Globally (Statista, 2024). 

 

Market trends indicate a strong shift towards advanced IT solutions, such as the adoption of 

artificial intelligence and machine learning implementations. With technologies and IT 

infrastructure becoming more complex, companies are increasing the utilization of 

outsourcing services, generating growth for IT companies and consultancies operating on an 

outsourcing basis (Statista, 2024). Chui et al. (2023) also propose that the trends of applied 

AI, next-generation software development, and cloud computing are also seen in technology 

recruitment, as these segments were identified as the largest based on the number of job 

postings based on a recruitment analysis between 2021 and 2022 (Chui et al., 2023, 6). 

Similar observations are made by Bhar (2022), who suggests that applied AI and machine 

learning (ML), data services (DaaS), machine learning solutions as well as augmented 

analytics as future trends in technology and data analytics (Bhar, 2022). 
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2.2  Value Generation 

This chapter focuses on different ways value can be identified and harnessed internally from 

a process perspective. The chapter introduces concepts and value-based frameworks that 

could be utilized in the strategy and offering development process of case company X web 

analytics. The value proposition is a company’s promise to its stakeholders and customers: 

it helps to identify internal capabilities in the form of value creation and provides a concrete 

promise to the customers of the company. Understanding the value generation process is 

essential for the formation of company strategy as it helps to identify what are the 

competitive capabilities and differentiative factors from market competition. 

2.2.1  Developing Competitive Advantage 

A recessive economy is an environment where development is necessary to keep 

competitive. Retaining competitive advantage in a turbulent market is challenging and 

requires investments to the whole value chain of product and offering development - 

especially in the consultancy field, where expertise, innovation and problem solving are key 

to staying competitive (Reider, 2014, 1-3; Sarvary, 1999, 95-106). One of the core concepts 

in holistic strategy is competitiveness and improving firms’ ability to generate value to 

stakeholders and its customers. Competitiveness is also one of the centric attributes of 

company strategy and is essential for an organization to stay profitable and to stand out from 

competition. 

Porter (1985) defines competitiveness as company’s ability to create value through effective 

utilization of internal resources, processes, and attributes. The concepts of competitiveness 

and five forces were introduced by Michael Porter in 1985 and has since become one of the 

most used strategic tools and frameworks in strategic development. The concept forms 

around an activity-based theory, where utilization and value generation are in centric roles 

in a firm's value chain (Porter, 1985, 36-59). Martin (2022) further defines that competitive 

advantage is created by leveraging attributes that define value proposition, which is the 

ultimate value the company offers to its customers and stakeholders (Martin, 2022).  
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According to Porter, competition stems from the competitive forces that shape an industry 

and are be defined by external or internal characteristics. In external market evaluation, a 

tool such as five forces model can be implemented to gain insights to the prevailing market 

environment through four market attributes: buyers, substitutes, suppliers, and threat of new 

entrants. The more competition an industry has, the more saturated, volatile, and price-

sensitive the market tends to be. Heightened competition can also lead to smaller profitability 

and limit overall industry growth. At the far ends of the competitiveness-spectrum, there is 

a hostile, highly competitive market that has a high-barrier of entry and buyers’ advantage 

in terms of switching costs. At the opposite end of the spectrum is a market where 

opportunities are plentiful and competition is limited, creating advantage and the benefit of 

being first for companies (Porter, 1985, 1-10). 

Value proposition and the ability to create value are centric concepts in competitiveness 

theory and in the generation of competitive advantage, as it defines the winning 

characteristics of a company (Payne et al., 2017, 467–489), for example, a low-cost airline’s 

value proposition could be a distinctive offering of direct routes to popular destinations that 

win the competition either by price, time spent traveling or a unique combination of both 

traits. According to Porter, industries are dynamic landscapes that are shaped by the 

surrounding forces and success is dependent on analysis and knowledge of the firm's value 

chain (Kolb, 2023). In other words, a competitive business must have unique and dynamic 

attributes that can be used to gain leverage against competitors. 

2.2.2  Value Chain Development 

Value chain is a process-based concept, which considers firms’ value generation as a holistic 

process, where all functions, either primary or supporting, have a purpose in delivering value 

to customers and stakeholders (Rainbird & Walters, 2004, 207). The concept of value chain 

was introduced among Porter’s (1985) theory on competitive advantage, as a centric concept 

for recognition, analysis, and development of firm’s internal processes to generate 

competitive advantage. The system is split between primary and supporting activities, both 

of which have their distinct purpose in the value generation process. Primary activities 

consist of the core-functions that are necessary for the delivery of goods and services whilst 
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supporting activities are factors that can increase the effectiveness and delivery of primary 

activities (Porter, 1985, 36-39). 

 

Primary activities 

• Inbound and outbound logistics 

• Operations 

• Sales and marketing 

• Service(s) 

 

Supporting activities 

• Infrastructure 

• Technology 

• Human resources 

• Purchasing and procurement 

(Porter, 1985, 36-39) 

 

Since the introduction of the original concept, variations and alternative approaches have 

been made. One especially important alteration is the concept of virtual value chain, which 

considers information and data as contributing factors in the value generation process. 

Fundamentally, the concept of virtual value chain does not change the ideology of the 

original model and amends it to better fit into the context of firms operating in the digital 

environments and considers information as a way of delivering value. In the virtual value 

chain model, information technology is in a centric role, rather than traditional business 

processes (Rayport & Sviokla, 1995).  

Weiber & Kollmann (1998) describe virtual value chain from a process perspective, where 

virtual value chain is integrated to existing value processes such as the physical value chain 

and value matrix as visualized in figure 5. The model incorporates interrelations, inputs, and 

outputs between the different value segments, where virtual value chain is in a centric role 

in the overall value generation process (Weiber & Kollmann, 1998, 606-607) 
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Figure 5. Path from physical to virtual value chain (Weiber & Kollmann, 1998) 

 

2.2.3  Hierarchical View to Value Generation 

Competitiveness is one of the fundamental traits and basis of any consulting firm. The very 

nature of consulting relies on staying competitive - at all levels of the organization. To 

understand what the building blocks of competitive advantage are, we need to look at the 

value chain and activities of a successful consulting firm. One way to approach this problem 

is through a process-based model, a hierarchy of purposes, where the individual efforts of 

consultants are placed on a pyramid-shaped model that draws a picture about the firm’s value 

generation. Even though hierarchical approach to value generation is not a novel concept, 
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the adaptation to consulting was first introduced by Arthur Turner, a university professor in 

1982 who adjusted the surrounding thematises to fit into the context of modern consulting 

and its core-purposes. The hierarchy is built on eight levels of functions, starting from grass-

roots purposes to strategic goals for customer relationships and long-term commitments. The 

value of a specific purpose is arranged hierarchically, from 1, the most essential, to 8, long-

term value creation. In addition to the step-based hierarchy, the recognized attributes are 

split between two purpose-oriented themes, which are traditional or essential purposes and 

solutions that provide added value or function as additional goals in projects. 

 

Essential purposes 

1. Knowledge and information sharing 

2. Problem-solving 

3. Diagnosis or redefinition of a problem 

4. Recommendations and actionable insights 

 

Additional goals 

5. Assistance or implementation 

6. Building consensus and commitment 

7. Enforcing client learning 

8. Better organizational effectiveness 

(Turner, 1982) 

2.2.4  Purpose-Based Value Generation 

Purpose based value generation is a business and leadership model that forms around the 

core purposes a business operates. The goal of purpose-based value generation is to create 

strategies that serve customers and stakeholders by utilizing the core competencies of the 

company and generate profits through innovation, contribution, and social responsibilities. 

Cucino et al. (2023) recognizes purpose-driven organizations are more likely to form a 

deeper understanding of the fundamental issues of society and the stakeholders of the 

company (Cucino et al. 2023). Research also shows a link between performance and 
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purpose. Cardona & Rey (2022) states that evidence is pointing strongly towards a better 

performance through purpose-based strategy and that companies are shown to boost their 

performance up to 240% by utilizing engagement activities and purpose-based leadership 

models. Additionally, by forming unity among employees and stakeholders, company 

enforces employee engagement and can benefit in long-term profit generation. (Cardona & 

Rey, 2022, 1-10).  

 

 

Figure 6. Integrated Model of Purpose-Based Organization (Cardona & Rey, 2022, 31) 

 

Cardona & Rey forms the concept of purpose-based value generation through three 

managerial perspectives: mechanical, organic, and cultural, where each has unique attributes 

to the value-generation process. Mechanical perspective is a vision, where company is seen 

as a machine that should be managed trough rationalism, planning, and control. Organic 

perspective sees the company as a living and developing organism that is formed through 

the talent and performance of its employees. Lastly, a cultural approach takes a societal focus 

on strategy and forms dependencies to management’s commitments to unity and 

collaboration. According to the research, a company must successfully utilize each of the 

three perspectives to develop an integrated organizational model that enforces competitive 

advantage and purpose-based operating model (Cardona & Rey, 2022. 21-31). 
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2.3  Process and Offering Development 

This chapter focuses on key concepts of offering development and aims to introduce 

activities and service models that are recognized as important in terms of value creation. 

Offering development is essential from a competitiveness perspective, as it is essential to 

identify market gaps and match the demand of current and future market conditions. 

2.3.1  Servitization and SaaS Models 

Feng et al. (2020) describes servitization as a phenomenon that evolved through two specific 

factors: holistic development of manufacturing industries and as a strategic initiative to 

answer to the increasing competition (Feng et al., 2020, 1909-1928). While this paper 

considers servitization through the perspective of manufacturing industries, the same 

concept is a foundation for many modern technology and software companies we know 

today. The concept of servitization refers to the shift from product-centric to service-centric 

business models, which aim to offer a broader range of services, and more comprehensive 

expertise compared to product-centric business models. 

As a business model, software as service (SaaS) solutions are growing strongly. Globally, it 

is estimated that SaaS-based business models will generate more than 282 billion USD in 

revenue by the end of 2024. In Europe, the growth has been slowed down by the Russia-

Ukraine war but is still showing signs of growth with revenue closing to 70 billion USD in 

2024 (Statista, 2024; Statista, 2024).  

An ideal situation is where both the seller and the buyer benefit from the outputs of 

servitization. In such a situation, the customer purchases all the services needed to use and 

maintain the product from a single supplier, centralizing the work to be done and potentially 

obtaining a single-supplier solution. The vendor, on the other hand, benefits from this from 

a profit and workload perspective, which contrasts to traditional software delivery models. 
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In software and technology sales, a SaaS is often defined as a cloud-based software solution 

where the vendor is responsible for the overall deployment and maintenance of the service. 

In practical terms, this means that the supplier provides a suitable a platform where to store, 

integrate, and serve data to applicable external vendors or hardware solutions. A traditional 

example of a SaaS-service is a cloud-based software solution where the vendor provides not 

only the software but also the server, databases, security, user management and other 

maintenance tasks involved with cloud upkeep (Cloudflare, 2024). Commonly known 

examples of SaaS solutions include Microsoft's 365 software or the Netflix subscription 

service, which both offer a package of products and services for a fixed monthly fee. 

2.3.2  Value-Added Service Concept 

Value-added services are functionalities or attributes that aim to increase the value of sold 

services by enhancing or extending the offering to a customer (Garber, 2007, 119-120). The 

term ‘value-added service’ originates from the telecommunications industry, where it is used 

to describe services that serve as an extension of a firm's core offering, with the intention of 

providing additional value through supplementary services. Since the adoption of the term, 

the concept of value-added has extended to other industries and functions, most often 

encountered in sales and product or service concept development.  

Value-added sales can be performed by further utilization of the already existing products 

and services or by selling additional goods that aim to enhance the overall sales case. In 

technology sales, an example of value-added sales could be selling supporting services, such 

as maintenance and hosting, to a client that has already acquired website development 

services from a company. Value-added sales can be performed through two distinctive 

methods: consultative sales (insight selling) or solution-sales. While both approaches are 

viable, it mostly depends on the context and the persona of the salesperson, which method 

to use. Of course, the needs of the customer need to be considered as a part of the sales 

process. The success of value-added sales is highly dependent on the expertise and delivery 

of the person responsible, which comes from trust, expertise, and long-term client 

commitments. 
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Value-added sales are also one of the most challenging aspects of sales. Garber (2007) 

describes value-added sales as a performance-oriented sales strategy, where the success of 

the model requires balancing between relationship building and value generation (Garber, 

2007. 119). Similar notes are made by Neeb (2023) who describes value-added sales as a 

strategy that considers value generation purely from a customer’s perspective (Neeb, 2023, 

129). It requires a deep understanding of customers, their needs, and the surrounding market 

environment. In a dynamic environment such as technology consulting, the difficulty of sales 

is highlighted as the market is prone to volatility due to high expenses, lengthy project 

timelines and rapidly evolving technology. These factors are further polarized by 

macroeconomic elements and legislation, which can ‘make or break’ any sales case in the 

pipeline.  

Another challenge for value-added sales is the complexity of customer relationships: the 

needs and sales processes of private and public organizations are very different and require 

different approaches and expertise. Competition and differentiation are also key issues, as 

the technology market is saturated with different sized competitors, fighting over the same 

clients and contracts. 

Other factors that are often overlooked in sales are individualism and product expertise. 

Having a deep understanding of the customers’ needs is only the first step of warming up a 

lead, as closing and convincing a client requires understanding of technologies, and more 

often, having the capabilities of explaining and reasoning why a certain product is fit to 

customers’ needs. Every case is different, thus, requiring a different approach and level of 

interpersonal capabilities. By having the ability of transforming a complex idea into an easy-

to-digest solution can convince even the most difficult client. 

Software and technology are volatile industries in terms of value-added sales. The segment 

is prone to fast shifts in customer purchasing behaviour due to direct and indirect drivers of 

demand, such as macroeconomic factors, regulative policies, and technological advances. 

Macroeconomic phenomena, such as market recession, can lead to more conservative 

purchasing behaviour of company buyers. This means that non-critical elements are more 

susceptible to being excluded from new projects and require more effort from the person 

responsible for the sales opportunity. 
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Examples of such elements include implementations and tasks that are aimed to create added 

value for the buyer and are not necessary for the web service or business to operate. 

Examples of non-critical elements are implementations and tasks that are aimed to change 

or improve an already existing process or service and create value through transformation or 

added functionality. On the other hand, critical tasks usually include ‘must-have’ elements 

such as hosting services, administration, and general tech-stack support. 

2.3.3  Process-Oriented Offering Development 

Schaarschmidt et al. (2022) recognizes that companies are increasingly extending their 

offering with integrated services to generate higher profits and to build brand equity 

(Schaarschmidt et al. 2022, 1560-1283). While the paper focuses on product-centric 

companies, the same trend is apparent also in the software and technology industries, where 

companies are driving sales efforts to offer complete solutions as opposed to product-scoped 

sales strategies. Kilian et al. (2023) enforces this hypothesis by addressing motivational 

factors, such as advanced digitalization, behavioural changes, and data-centric leadership 

models as defining factors for the increase scale of offering (Kilian et al., 2023, 1-24). 

While offering development processes share similarities across industries and companies, 

process stages and operative approaches varies. Service and industry-oriented companies 

often utilize a more streamlined development process, such as a 4-stage approach which 

aims for a faster development cycle and idea-to-market timeline than longer offering 

development variants. On the other hand, product-centric companies tend to have longer 

development cycle, with numerous stages of ideation, iteration, development, prototyping 

and testing. The operational implementation of process development cycle depends on the 

size of the company, resources, budget, and the industry the company operates in. In the 

service industry, offering development is often shorter and uses an iterative approach (Santos 

& Spring, 2013, 800-827).  

Kindström & Kowalkowski (2009) also reinforce the theory of servitization in offering 

development and builds a framework based on the recognized stages in industrial offering 

development process (Kindström & Kowalkowski, 2009. 156-172). 
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 The process contains four stages to offering development process: market sensing, 

development, delivery, and sales. The process, which is also known a New Product 

Development (NPD) or New Service Development (NSP), aims to visualize the offering 

development cycle that is typically found in product and service development. 

 

 
 

Figure 7. NPD/NSD Development Process (Kilian et al. 2023, 156-159) 

2.3.4  Internationalization of Offering 

Internationalization is a concept of targeting new markets, input sources and value chain 

efficiencies. Maitland & Sammartino (2015) describe the first step of internationalization as 

a ‘sensemaking task’ where seven knowledge domains are assessed to form a picture about 

dependencies, competences, and a holistic internationalization framework. The study 

recognizes knowledge domains as interdependencies, which are determinant on whether the 

firm can create new value through internationalization activities (Maitland & Sammartino, 

2015, Pp. 734-738).  
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These dependencies and firm-specific traits are assessed through a Venn-diagram, which 

visualizes overlaps and relationships that the internationalization activities possess, as 

demonstrated in figure 8. 

 

Figure 8. Internationalization knowledge domains (Maitland & Sammartino, 2015) 

 

Internationalization can also be considered from a process perspective, where a company 

aims to extend their offering or operations outside of the domestic markets (Ryzhenko, 

2020). As economies globalize, globalization strategies have become extensively critical to 

keep up with the increasing competition, cost efficiency, and to increase market share 

(Hermansdottir, 2008, 2-3). Successful internationalization is often dependent on an 

internationalization process or strategy, which guides the firm’s actions and commitments 

to extend its operations. Andersen finds that international activities are dependent on the 

knowledge of markets, and the success if often dependent on experiences that are gained 

through internationalization efforts and previous operations in international markets. 

(Andersen, 1992, 209-212). 
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Figure 9. Internationalization Process of the Firm (Andersen, 1992) 

 

In figure 9, internationalization strategy is visualized as a two-way process, where 

knowledge, activities, and commitments drive the process forward and each of the two 

segments share dependencies on actionability. In company’s decision making, firm needs 

enough knowledge to form commitments and on the other hand, market commitments are 

dependent on the current actions. Anderson states, that market commitments should be made 

in small-enough increments, with resources and company size as defining factors (Andersen, 

1992, 211-212). 
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3  Empirical Analysis 

This chapter focuses on the analysis of the empirical part of the research. As a qualitative 

study, the analysis covers the main discoveries and observations that were recognized 

throughout the interviews. The results of the interviews are analysed according to the themes 

presented in the interview template: interviewee's background and experience, value 

generation and competitiveness, and knowledge of web analytics in general. Some parts of 

the answers have been redacted and/or modified to retain the anonymity of the participants. 

3.1  Interviewee Backgrounds 

Interviewee 1 is a director with long experience at the company in various design roles. 

Before case company X, interviewee one worked in different sales and marketing roles, 

although recognized that sales, sales development, and people-centricity have always been 

fundamental factors during their whole career. They have a higher education degree from a 

university. 

Interviewee 2 has worked for several years as an analytics consultant at case company X. 

Previously, they worked in different in-house analytics and marketing roles, including e-

commerce, digital marketing, B2B sales, and key account management. They have a higher 

education degree from a university. Interviewee two recognizes that marketing and sales 

have always been in a centric role throughout their career. 

Interviewee 3 works as a consultant and team lead. Before the current role, they have worked 

in various IT companies and marketing agencies with responsibilities ranging from 

consulting work to team leadership and web service development. They are also experienced 

in sales, with experience in account management, sales development, and new sales 

generation. Interviewee 3 recognizes that their responsibilities in sales have shifted from 

direct sales to a more supportive role, helping to build bids and supporting the overall sales 

process. Interviewee 3 has a bachelor’s degree in business administration. 
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Interviewee 4 is a service lead and is responsible for service-level sales. Their background 

is in IT services and consulting, with a total experience being over 10 years in different 

consulting, development, and managerial roles. Before the current role, interviewee 4 

worked on web projects with a focus on eCommerce and web service renewals. Currently, 

their work consists of sales development and leading a service-level function to better serve 

new and existing customers. Interviewee four has a bachelor’s degree in business. 

Interviewee 5 is a business lead and is responsible for sales and offering development as well 

as customer strategy. Before the current role, they worked as a team lead and a specialist in 

different digital projects, covering private and public sectors. They also have experience in 

web development and web service analytics. Interviewee five has a master’s degree in social 

sciences. 

Interviewee 6 has a long history in managerial and leadership roles in both, IT, and business. 

Currently, they are working as a business lead. Before case company X, they worked in 

different consulting firms and as a consultant in the private sector. Their current 

responsibilities concern sales development, contract negotiation, and customer relationship 

management. Interviewee Six has a master’s degree in business administration. 

Interviewee 7 is responsible for strategy, leadership, and design at case company X. They 

have a long tenure in different design-oriented roles, including service and web design 

responsibilities as well as user experience development. Currently, their focus is to support 

service design projects and lead the strategic vision of new design work. Interviewee seven 

has a bachelor’s degree in arts. 

Interviewee 8 is a team leader with experience in team leadership in the technology industry. 

Their experience includes managerial roles in both private business as well as IT consulting 

in various recruitment and development-focused roles. Currently, their focus is leading a 

team of software developers as well as consultants. Interviewee eight has a BBA degree in 

social sciences. 
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3.2  Discussions 

This chapter focuses on the key themes of the empiric research, including sales development, 

value generation, as well as future web analytics opportunities. Interview observations are 

broken down based on the themes presented in the included interview template, which is 

included in the appendices section of this thesis. 

To enhance the process of dictating and summarizing interview findings, AI was used in 

conjunction with a manual approach to analysis. The AI in question was Microsoft Copilot, 

which was used through the separate web interface to generate summarizations as well as 

the integrated dictation helper in Microsoft Teams to provide the preliminary interview 

dictations. To validate the results of AI summarizations, a cross-checking approach was 

taken, where manual observations were compared to the results generated by AI to enforce 

validity. These analyses resulted in a prominent level of correlation, indicating credibility in 

the findings and summarizations of the Copilot AI. 

3.2.1  Value Generation and Competitiveness 

The second theme of the interviews formed the main body of interviews and focused on 

value generation and competitiveness. The purpose was to discuss sales, offering, and value 

creation factors from a holistic perspective and gather different opinions on how we are 

currently operating and whether there are any prevailing challenges we should address 

considering current processes. To contrast the value and competitiveness aspects, market 

characteristics and future trend indicators were also discussed during this part of the 

interview. 

As introduced in the theoretical review, the current market situation is challenging for 

technology and web analytics in general. The findings of the interviews supported these 

results and concluded that customers' buying behaviour has changed because of the market 

situation. Purchases are made with greater care and caution than in the past. However, the 

interviews showed that although the market is challenging, demand for web analytics 

solutions exists: 
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Interviewee 2: 

“I would like to say that even if the general perspective of market is challenging, there are 

indications that highlight a growing need for analytics solutions. Projects are still active 

and new ones are appearing especially in the public sector”. 

 

Interviewee 3: 

“Even though the general market atmosphere is challenging, the demand for web analytics 

has not diminished over the last months. Quite the contrary, feels that customers are more 

interested and willing to acquire more comprehensive service solutions”. 

 

When discussed about the potential shortcomings and important aspects of bidding process, 

interviewees mentioned the importance of references and value-added sales: 

 

Interviewee 1: 

“Convincing the customer is one of the most important aspects of successful bidding. This is 

why references are so important and often the reason a bid is either lost or won”.  

 

Interviewee 4: 

“Value-added sales are an important part of any sales case. Even if the big picture considers 

a website or concept renewal, it is equally important to map other aspects that can generate 

value for customer. This includes web analytics and other support services”. 

 

Interviewee 5: 

“Successful sales require teamwork. The same principle applies in the bidding process, as 

the best offers are built with consultants and as a team effort. With this we can ensure the 

best possible value for customer”. 
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When asked about differences between public and private bids and possibilities of value-

added sales, interviewees recognized opportunities in both segments and highlighted the 

importance of communication and collaboration in the offering process:  

 

Interviewee 1: 

“It is true that private sector sales are more flexible compared to public sector bids. 

However, even on the public-side, the framework agreements often have some headroom for 

added-value sales. This is what requires expertise from the people involved in the bidding 

process and identifying the factors that generate most value for the customer and what can 

and should be included in the preliminary offer.” 

  

Interviewee 4: 

“Private sector sales are often easier than public sector sales. The requirements and budgets 

are often tighter than private sector equivalents and require more work to build in general. 

However, even if the pricing can be tight, public bids can be valuable in terms of strategic 

partnerships and in the long-term roadmap of customer strategy”. 

 

Interviewees also noted the importance of including substance experts in the bidding process 

as a crucial factor for value generation: 

 

Interviewee 1: 

“As a technology company we are often solving technical problems for customers, requiring 

knowledge and expertise of the underlying technologies and factors related to the offer. Idea-

sales is only one part of the sales process and especially in larger bids it is important to 

include substance experts and consultants in the bidding process to generate value for the 

customer”. 
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Interviewee 3: 

“In every large organization, there is always a certain level of siloing happening. This 

should be actively prevented as a lack of communication can affect the success of sales 

processes. Having regular meetings with salespeople and people responsible of sales from 

other functions could be beneficial. Trainings, info-sessions, and regular meetups are a good 

thing”. 

 

Interviewee 4: 

“Networking is important, no matter if its internal or external. Knowing the right people 

who to consult during sales process is extremely important”. 

 

When discussed about future development opportunities, factors such as cross-unit 

collaboration, offering development, and internationalization were mentioned: 

 

Interviewee 1: 

“When working on a bid, it is important to consider the big picture. We want to offer our 

customers a comprehensive service and thereby create value by considering all aspects. This 

requires cross-collaboration and involving people with different expertise areas”.  

 

Interviewee 3: 

“Further internationalization could be very beneficial for web analytics. The company has 

operations outside of Finland and Nordics and it could be interesting to see if we can find 

synergies with our subsidiaries and European partners.” 
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Interviewee 6: 

“We need to continue in the work of defining our core offering and the possibilities around 

it. Communications are also important, and we need to keep on our toes on changes what 

are happening in the market and what our customers want”. 

 

Interviewee 7: 

“Incorporating in-depth web analytics more regularly with design would be a good thing. 

Data analysis would benefit design work as well as generate valuable insights to customer. 

Testing and validating hypotheses and observations is already a part of the design process, 

web analytics would be a great addition to that.” 

 

Pricing and servitization were also a factor that was discussed during the interviews. 

Questions about servitization and SaaS opportunities were generally considered positive and 

were seen flexible if done the right way: 

 

Interviewee 2: 

“I would like to point out the importance of continuous work in our field of business. If we 

just sell ready-packaged services, it can be hard to generate work outside of the preliminary 

agreement. The potential for continuum should be evaluated in such service models. Some 

of our competitors like to operate based on fixed-service models, but those can be risky in 

terms of long-term profitability of operations.” 
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Interviewee 4: 

“Some services might need servitization to become profitable. Traditional hourly-based 

billable work works in some instances, but not all. SaaS models can be successful, especially 

in cases where hourly-based models are not suitable. Also, service-packages can be very 

useful in instances where the customer values fixed costs and predictability over other 

factors”. 

 

When asked about the competitive strengths of the company, the answers were quite 

unanimous. Interviewees considered that the company’s consultants are very competent and 

that they can offer a very wide range of different services in software development, data, and 

analytics: 

 

Interviewee 2: 

“Customers appreciate the expertise we have. We have a wide range of experts and 

consultants from different fields and can provide holistic service across different web service 

and software development projects. This is also visible in our work in web analytics, as we 

can usually answer even the most technical questions, considering there is always a right 

person to consult from”. 

 

Interviewee 6: 

“Company’s success is best measured in customer satisfaction. We have very satisfied 

customers and long-lasting relationships that we have worked hard to build over the years.” 
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3.2.2  Web Analytics 

The future potential of web analytics and its related technologies were also an important 

aspect throughout the interviews. Interviewees pointed out factors, such as increasing 

importance of user privacy, benefits of server-side tracking, utilization of AI, and further 

incorporation of design work in offering development: 

 

Interviewee 1: 

“It would be interesting to learn more about the possibilities of combining web analytics 

with other topical issues such as AI and big data. These are big factors in the future of 

technology and incorporating these with analytics would be a big plus from an offering 

perspective”. 

 

Interviewee 2: 

“Collaboration with design has always been very successful and I feel that incorporating 

data regularly in design-led projects could be good in terms of internal collaboration as well 

as value for the customer.” 

 

Interviewee 3: 

“User privacy is one of the most discussed aspects of analytics of this day. The recent 

development of user privacy legislation as well as the transition to first-party cookies shows 

extremely promising in terms of server-side analytics implementations”. 

 

Interviewee 7: 

“I would like to see a more comprehensive approach in future projects considering design 

and web analytics. This is a topic for future development discussions.” 
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4  Conclusion and Discussion 

This chapter concludes the research and forms suggestions for the case company to act on. 

The chapter includes main research findings, answers to research questions, and forms 

suggestions for future research. The conclusion highlights the main observations throughout 

the empiric and theoretical research forming plausible outcomes and hypotheses for value 

generation and competitiveness development.  

4.1  Findings and Answers to Research Questions 

During the interviews, four major themes were recognized as opportunities for 

competitiveness and future value generation of web analytics: bidding process development, 

knowledge sharing, offering development, and future web analytics technologies. 

Additionally, a centric theme was recognized to value and competitiveness generation: 

collaboration. This was a factor that all interviewees considered one of the most important 

aspects of value generation inside the organization. An equally important factor was cross-

organizational knowledge, which could lead to better operational efficiency, considering 

offering, sales, and general service development.  

When discussing collaboration and cross-service development, interviewees brought out the 

factor of incorporating web analytics regularly in the service offerings of other units, which 

could lead to better utilization of resources and generate value in projects as well as in 

internal operations. Interviewees also mentioned the importance of cross-organizational 

knowledge, which on the other hand could be beneficial in terms of sales value generation. 

All interviewees agreed that the level of knowledge regarding web analytics has limitations 

outside of the web analytics unit. Opportunities for knowledge sharing and technical 

applications should be explored more internally. Interviewees mentioned a practical example 

of hosting technical sales training to key people in sales and customer relationship 

management to increase the knowledge of web analytics and improve sales opportunities 

cross-organizationally. 
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All interviewees agreed that the current state of the technology market in Finland is 

challenging. This was a factor that was recognized already in the preliminary theoretical 

research and further supported by the observations during interviews. A common ground 

among the interviewees was that sales and closing deals require extra work from the people 

involved in the offering process. It is also apparent, that customers in both sectors, public 

and private, are more cautious and careful when assessing technology project needs. 

Offering development was one of the centric themes of the empiric research, with key issues 

such as internationalization, pricing, and servitization discussed in-depth. As the theoretical 

analysis outlined, internationalization possesses opportunities in both, competence and 

offering development. In discussions about future market opportunities, interviewees agreed 

that internationalization and international projects would be beneficial in terms of generating 

a competitive advantage. In terms of internationalization, participants mutually agreed that 

internationalization opportunities should be explored further with current partners and 

subsidiaries across Europe.  

However, it is important to note that customer demand for modern and technically functional 

web analytics solutions has not diminished. Interviewees highlighted the importance of 

privacy-oriented web analytics implementations, mentioning factors such as GDPR and user 

privacy as important factors in new sales generation among current and new customers. 

Additionally, interviewees underlined the importance of incorporating web analytics with 

design and concept renewal projects, which could potentially lead to better data utilization 

in future projects. 

Opportunities for servitization and SaaS models were also discussed with the interview 

participants. As established in the theoretical research, SaaS is an offering model that has 

become increasingly common across technology services and is proven to be a great 

alternative to traditional service models. SaaS has been recognized to hold many benefits 

over other service models, such as flexibility and scalability. Interviewees also mentioned 

that a more defined web analytics service offering could be beneficial in the long-term 

strategy and operative sales work.  

Interviewees shared the idea of a more defined web analytics SaaS offering, which would be 

easier to sell and offer in ad-hoc sales cases. Pricing was also a factor that the interviewees 
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considered a developable aspect and ideated that the price should be considered in the future 

development of web analytics SaaS solutions. 

Automation was also considered as a factor for offering development, with mutual interest 

among participants to better utilize internal software for the use of web analytics sales cases. 

Further integrations with internal sales processes and software could be beneficial in terms 

of sales automation and cross-organizational bids, increasing the value generation of both 

offering and information sharing. Better utilization of sales software could also improve 

communication between sales, account representatives, and the core web analytics team. 

 

Q1: What factors contribute to the value generation of web analytics? 

As the study suggests, generating value in an organization requires a holistic approach to 

business strategy, considering all inputs and capabilities that are available in the 

organization. Competitive advantage is crucial for business growth, especially in the current 

challenging market situation. Factors that generate value should not only be considered on 

the team or unit level, but assessed in a holistic manner, incorporating all relevant resources 

that are accessible in the value-generation process.  

Web analytics competitiveness consists of several distinct factors, including 

internationalization opportunities, pricing, offering development, service models as well as 

knowledge sharing. The recognized traits are well founded in the holistic strategy model and 

further developing the found factors could increase the competitive advantage of web 

analytics. 

  

SQ1: Are there benefits to the servitization of web analytics? 

SaaS is an offering model that has become increasingly common across technology services 

and as mentioned in the preliminary and empiric research, is proven to be a great alternative 

to traditional service models. Servitization and SaaS offer several advantages over product-

centric offering models, such as flexibility, predictability, and often better customer 

experience in contrast to traditional sales models.  
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SaaS also offers advantages from a technical perspective: when service support and 

maintenance are provided by a single business, scaling and changes in service are quicker 

and more flexible over distributed service models. This also decreases the time needed for 

general administrative work, as there are fewer parties involved in the development process. 

  

SQ2: Are the concepts of web analytics familiar inside the organization? 

Empiric research showcased that there is a basic level of knowledge in terms of web analytics 

across the organization. In terms of value creation and future development initiatives, 

training and knowledge-sharing sessions could be beneficial in terms of enabling a better 

understanding of the technologies and sales automation pipeline. A better understanding of 

potential use cases of analytics technologies could also be beneficial in offering development 

and enabling better utilization of cross-organizational projects in the future. 

  

SQ3: What are the current characteristics of the technology market? 

The current state of the web analytics market is challenging. Customers are more careful and 

price-sensitive than in previous years, making it more difficult to land and close new deals. 

The challenges are not apparent only in the web analytics market but also in the overall 

technology and software development markets. It has been recognized that both, private as 

well as public organizations operate more carefully compared to previous years and 

customers are more careful and price-sensitive than before.  

However, even with a challenging market premise, customers are using more complex 

analytics and cloud architecture than ever before. With the EU’s privacy-oriented legislation 

and customers’ increasing utilization of cloud-based technologies, the opportunities for web 

analytics use cases are growing. Technologies such as server-side tracking and cloud-based 

data warehousing enable novel applications for web analytics, indicating growth in terms of 

use cases and potential for more complex analytics architecture implementations. 
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4.2  Strategy Formation 

The research shows that a holistic perspective can be a very effective tool for strategy 

formulation. However, it is important to note that this is only the first step towards the 

formation of a refinable strategy. The phenomena presented in the study, such as SaaS, 

servitization, and value creation models, are valuable concepts for designing the future 

strategy of case company X but do not provide direct answers on how to operate in a specific 

context. The formation of actionable steps requires further work both by the management of 

the case company and by the web analytics team. 

To generate a competitive value creation process, we can utilize the recognized principles of 

the value creation processes presented in the theoretical study. With these principles and the 

recognized value-creation capabilities that are visualized in figure 10, we can learn and 

generate effective strategy for the web analytics of case company X. 

 

 

 

Figure 10. Web Analytics Value Capabilities 
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4.3  Suggestions for Future Research 

Several factors were identified as potential targets for further research. Most prominently, 

web analytics is a technology segment that is underrepresented in academics and would 

benefit from further research. As measurement technologies have evolved, the potential for 

business applications has also grown. With cloud technologies popularizing across 

industries, the use cases of web analytics within a firm’s data architecture are almost 

limitless. The holistic nature of the research highlighted many potential factors for future 

analysis, in terms of value generation in technology companies. This includes factors such 

as servitization and value-added sales in technology. 
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Appendix 1: Interview Template 

General Questions 

 

1. What is your role and responsibilities? 

2. How long have you been in your current role? 

3. What have you done before your tenure at case company X? 

4. What is your educational background? 

5. Are you experienced in sales or sales development? 

 

Value Generation and Competitive Advantage 

 

6. What do you consider to be competitive advantages in the current technology 

market? Do you recognize any specific weaknesses or strengths that should be noted? 

7. What is the current sales process at case company X? How do you perceive the 

current standing, and do you think there is room for improvement? 

8. Considering the current market, how much do you think pricing affects sales and 

closure rate of deals? How can these factors be better considered when planning and 

working on new offers? 

9. Do you know the concepts of insight or solution sales? Which one do you prefer and 

why or do you think both have their specific strengths and weaknesses? 

10. What do you think is the best way to do value-added sales to current or new 

customers? Are there differences between the public and private sector? 

11. What are the biggest differences in sales between the private and public sector? 
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12. Do you think that a technical expert is valuable in the process of general or added-

value sales? When and how should a specialist or consultant be taken in the sales 

process? 

13. Do you think we have unharnessed opportunities in international partnerships 

considering web analytics or sales development? What opportunities do you see in 

further internationalisation activities? 

14. Considering sales in general, do you have any specific sales or customer projects that 

you would like to point out? Unique or otherwise memorable that are an example of 

a successful or lost sales case? 

 

Web Analytics 

 

15. Do you know what web analytics is? How would you define it? 

16. Have you worked on projects that have had web analytics included? Have you 

noticed any specific strengths, weaknesses, or unharnessed potential? 

17. From an offering perspective, web analytics can be considered as a value-added 

service. Do you think this is the way-to-go or should it be treated as core-offering? 

18. Do you think web analytics and its offering is given the attention it deserves at 

organisational level? 

19. Do you think our current web analytics offering reflects the market and demand of 

our customers? 

20. In price-sensitive offers, how do you see the inclusion of web analytics services? 

How can we adjust prices to be more attractive from a customer perspective? 


