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Understanding how companies create, communicate, and deliver value to customers is 
essential for differentiation in today's competitive business markets. As product features and 
pricing become less significant as differentiators in many industries, suppliers are 
increasingly looking for ways to stand out based on the value they deliver to customers. 
However, quantifying perceived customer value remains a challenge, even for the customers 
themselves. This study aims to clarify customers' ability to assess their perceived value of 
IT investments. With this insight, the commissioning company can gain a better 
understanding of its customers' situations and improve communication about the value of its 
offerings. 

The study was conducted through a literature review and a qualitative research method, 
including ten interviews between the commissioning company and five customer 
companies. The interview framework was designed based on a literature review. The 
business sector of industrial manufacturing companies was selected due to the sufficient 
number of relevant customer companies.  

The study found that customers often face significant challenges related to their decision-
making processes and the measurement of long-term value. Many lack a structured 
approach to decision-making, which increases the risk of decisions being swayed by 
personal preferences or incomplete information. While some companies do have a 
structured process in place, they often struggle with the discipline required for the effective 
execution of that process. Additionally, the study highlights that many customer companies 
do not measure value sufficiently. This shortcoming can result in poorly informed 
strategies that fail to address crucial areas for growth and improvement.  
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Ymmärrys siitä, kuinka yritykset luovat, viestivät ja tuottavat arvoa asiakkaille, on oleellinen 
osa erottautumista nykypäivän kilpailluilla yritysmarkkinoilla. Tuotteiden ominaisuuksien 
ja hinnoittelun merkityksen vähentyessä monilla toimialoilla myyjät etsivät yhä enemmän 
tapoja erottuakseen joukosta asiakkaille. Asiakasarvon kvantifiointi on kuitenkin edelleen 
haaste, jopa asiakkaille itselleen. Tämän tutkimuksen tavoitteena on selvittää asiakkaiden 
kykyä arvioida IT-investointien tuottamaa arvoa. Tämän tiedon avulla toimeksiantajayritys 
voi ymmärtää paremmin asiakkaidensa tilanteita ja tehostaa tuotteidensa luoman arvon 
kommunikointia. 

Tutkimus tehtiin kirjallisuuskatsauksen ja kvalitatiivisen tutkimusmenetelmän avulla 
sisältäen kymmenen haastattelua toimeksiantajayrityksen ja viiden asiakasyrityksen välillä. 
Haastattelukehys laadittiin kirjallisuuskatsauksen perusteella. Konepajateollisuusyritysten 
toimiala valittiin, koska sieltä löytyi riittävä asiakasyrityksiä. 

Tutkimuksessa huomattiin, että asiakkaat kohtaavat usein merkittäviä haasteita, jotka 
liittyvät heidän päätöksentekoprosesseihinsa ja pitkän aikavälin arvon mittaamiseen. 
Monilta puuttuu jäsennelty lähestymistapa päätöksentekoon, mikä lisää riskiä, että päätöksiä 
tehdään henkilökohtaisten mieltymysten tai puutteellisen tiedon pohjalta. Vaikka joillakin 
yrityksillä onkin käytössä jäsennelty prosessi, ne kamppailevat usein prosessin tehokkaan 
toteuttamisen kanssa. Lisäksi tutkimus korostaa, että monet asiakasyritykset eivät mittaa 
arvoa riittävästi. Tämä voi johtaa puutteelliseen tiedon pohjalta tehtyihin strategioihin, jotka 
eivät huomioi keskeisiä kasvun ja kehittymisen alueita.  
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1  Introduction 

In today's intensely competitive business-to-business markets, creating and selling customer 

value is becoming increasingly prevalent as a strategy for businesses to set themselves apart. 

As traditional differentiation methods like product features or competitive pricing lose 

effectiveness, understanding specific customer needs and values is key. By refining their 

offerings based on this understanding, companies can increase the perceived value to their 

customers. This shift towards creating and selling customer value is becoming a pivotal way 

for businesses to enhance their competitiveness. (Menon et al. 2005) 

The shift towards value-based selling is accelerated by the change in the corporate landscape, 

with numerous corporate clients seeking to streamline their operations by consolidating their 

supply sources and implementing preferred supplier programs. This landscape presents a 

dilemma for suppliers: either secure a key supplier status or accept a backup supplier role 

(Ulaga & Eggert, 2006). The emerging dominant strategy for suppliers is recognizing and 

delivering what their business customers value most. By understanding their business 

customer's needs and adjusting their offerings accordingly, suppliers can effectively become 

a preferred choice among their customers. (Anderson & Narus J. 1998)  

To gain market share and new customers, companies need to be able to deliver superior value 

to their customers and communicate it effectively. Because quantifying the perceived value, 

especially when the benefits are intangible, can be challenging and often problematic, 

companies can gain a significant competitive edge by demonstrating their value in concrete 

monetary terms to their customers. Rather than relying solely on generic marketing pitches. 

(Anderson J.C & Narus J. 1998) 

Measuring the customer’s perceived value is essential for maintaining and enhancing the 

customer relationship. When a supplier realizes what customers value most and strives to 

deliver it consistently, customers are more likely to be satisfied with their experience and 

renew their contracts. Understanding this perspective allows businesses to align their 

offerings with customer expectations, creating higher customer satisfaction and retention. 

(Ulaga & Chacours, 2001) 
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This thesis is commissioned by a company that sells software in the B2B market and is going 

through a transition when changing its business model to selling SaaS (software as a service). 

Due to this change, there has been a lack of resources to examine the company's customer's 

situation regarding value measuring. The thesis focuses on Finnish industrial manufacturing 

companies and their maturity in assessing the perceived value of IT investments. The study 

will explore how the commissioning company views the challenges its customers encounter 

when measuring the value of IT investments, as well as the actual difficulties faced by the 

customers themselves. The aim is to determine the extent of correlation between the 

perspectives of both parties regarding value measurement, ultimately leading to a better 

understanding of the customers' situations. 

1.1  Research questions and limitations 

The research problem for this thesis is to enhance the understanding of the maturity level in 

assessing the perceived value of IT investments within Finnish industrial manufacturing 

companies. The problem is divided into three different research questions: 

1. What is the definition of value, and how can it be created, measured, and destroyed? 

2. How does the commissioning company view its customer's value-measuring 

situation? 

3. How do the customers measure the value of IT investments, and what are their 

challenges? 

The first research question examines the concept of value by conducting a literature review 

that defines what value is, explores how it can be defined, and identifies methods for 

measuring it. This question also investigates the actions and inactions that can lead to the 

destruction of value. The second research question focuses on how the commissioning 

company perceives its customers' experiences in measuring the value of IT investments. This 

will be assessed through an interview with the company's Customer Value Advisor (CVA). 

The third research question seeks to understand how customers perceive and measure the 

value of IT investments. This will be explored through interviews with nine employees from 

five different Finnish industrial manufacturing companies. 
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This thesis will focus exclusively on Finnish companies operating in the industrial 

manufacturing sector. However, the findings can motivate the expansion of the study to other 

business sectors. Also, the framework created in this study can be applied in the future to 

assess the maturity level of measuring the value of IT investments in other business sectors. 

1.2  Structure of the Thesis 

The thesis was conducted as a qualitative study that combined a theoretical foundation with 

empirical research methods. Given the background and objectives of the study, the 

commissioning company already had a dedicated employee responsible for selling value to 

customers but lacked sufficient resources to assess customers' maturity levels and identify 

the challenges they were facing. The selected research methods effectively supported the 

mapping of the company's value-selling goals. The empirical research phase utilized various 

tools derived from the theoretical foundation. 

The study was carried out in three phases, which included researching information from 

literature material, interviewing stakeholders, and comparing the results. The first phase was 

information gathering about the concept of customer value, its definition, and how it can be 

created, sold, and perceived. It also explored the ways in which customer-perceived value 

can be destroyed.  

The second phase was the actual empirical part, where the research interview of the 

commissioning company's CVA and customers took place. The purpose of the CVA 

interview was to gain an understanding of how the commissioning company views its 

customers' situation and challenges. Based on the answers to this interview, the questions 

for the next phase were developed. After building the question framework that utilized the 

literature on customer value and the view of the CVA, it was time to interview the customer 

companies.  

In the third phase, the results from the empirical research interviews conducted with the 

customer companies were analyzed and compared to the goals of the commissioning 

company. By reviewing the findings from the empirical research alongside the existing 

literature, conclusions about the effectiveness of value delivery were drawn. These insights 

will help the commissioning company better understand its customers' situations and 
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challenges, allowing them to enhance their communication and deliver greater customer 

value. In the long term, the framework can also be applied to identify customer challenges 

in other business sectors. 

The study is organized into five chapters, each corresponding to three essential phases. The 

first chapter outlines the background and objectives of the study, explaining the reasons for 

commissioning the thesis and the motives behind it. The second chapter reviews existing 

literature on customer value, focusing on how customers perceive it and the ways in which 

it can be created, destroyed, measured, and sold. The third chapter details the research 

methods used for the empirical portion of the study and describes the study itself. It also 

explains how data collection will be conducted through interviews. The fourth chapter 

presents the key findings from the interviews, including insights from the commissioning 

company and from customers during the second phase of interviews. The fifth and final 

chapter summarizes the study's conclusions and offers suggestions for future research. 

 

Figure 1. The structure of the thesis. 
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2  Customer perceived value 

The following chapter offers a thorough overview of the concept of customer value and its 

assessment in academic literature. It explores the definitions and interpretations of customer 

value, a highly researched area throughout the years. Defining customer value is challenging 

due to its highly subjective nature, making it difficult to establish a common understanding. 

Nonetheless, measuring and managing the potential creation of customer value in all 

organizational activities is crucial (Buys & Lomerson, 2004). With the evolving digital 

business landscape, new ways of creating customer value have emerged, emphasizing the 

changing interaction between customers and suppliers. (Eggert & Ulaga, 2002) 

Customer satisfaction is crucial for business success, fostering loyalty, retention, and 

attracting new customers. However, customer satisfaction and customer value are distinct 

concepts. While customer satisfaction is easily measurable and linked to post-purchase 

evaluation, customer value perception can be created before purchasing. It is essential for 

companies to track suitable measures and understand that higher customer satisfaction does 

not always lead to higher sales. Ultimately, if products or services provide customers with 

sufficient value, they are more likely to be satisfied. (Sweeney & Soutar, 2001) 

2.1  Customer Satisfaction 

The concept of perceived value has been extensively discussed in professional literature, and 

it is frequently associated with delivering value, leading to confusion about customer 

satisfaction, which is perceived as fulfilling customers' needs. It is crucial to understand that 

these two concepts are separate. Perceived value can arise at various stages of the purchasing 

process, including before the actual purchase, while satisfaction is typically regarded as an 

assessment that occurs after the purchase and use of a product or service (Woodruff, 1997). 

This implies that perceptions of value can be formed without actually buying or using the 

product, whereas satisfaction depends on the experience of using the product or service. 

Furthermore, satisfaction is often viewed as a one-dimensional concept, assumed to span 

from unfavorable to favorable, while value is regarded as a multidimensional construct. 

(Parasuraman, 1997) 
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Research on customer satisfaction is predominantly guided by the disconfirmation paradigm 

(Parasuraman et al., 1988). This paradigm suggests that a customer's satisfaction is 

influenced by comparing perceived performance with one or more standards, such as 

expectations. Satisfaction is experienced when the product's performance meets expectations 

(confirming). Furthermore, exceeding expectations results in high satisfaction (positively 

disconfirming), while falling short of expectations leads to dissatisfaction (negatively 

disconfirming). 

Despite scholars' widespread acceptance of the disconfirmation paradigm, the exact 

definition of satisfaction remains uncertain. Satisfaction results from a cognitive process that 

compares perceived performance with specific standards while representing an emotional 

state. Consequently, some satisfaction scales measure the cognitive aspect, while others 

address the emotional nature. The focus of a satisfaction scale on either the cognitive or the 

emotional dimension is likely to influence both the factors that impact satisfaction and the 

resulting outcomes. In the SaaS business model (Software as a Service), customer 

satisfaction can be defined as a purchaser's satisfaction with a supplier as an emotional state 

resulting from assessing all relevant aspects of the business relationship (Geyskens et al., 

1999, p). 

2.2  The Concept of Customer Value 

The concept of customer value has been extensively discussed in academic literature, and 

different authors have made various attempts to define it due to its complexity. Ulaga (2003) 

underscores the essential role of value in marketing activities, stating that the exchange of 

value occurs because all parties involved expect to derive value. Companies strive to gain a 

competitive advantage by providing customer value, believing that high levels of customer 

value and satisfaction are linked to sales, brand loyalty, market share, and profitability 

(Woodruff et al., 1993). It is important to emphasize that value is not inherent in the product 

or service itself; rather, it arises from what customers gain from their use, as highlighted by 

Vandermerwe (1996). 
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In the modern B2B context, customer value is often seen as a trade-off between what the 

customer gains and gives up using or acquiring a product or service. The benefits and costs 

encompass a wide range of factors, including both monetary and non-monetary aspects 

(Biggemann & Buttle, 2012). Monetary benefits include increased revenue and decreased 

costs, while non-monetary benefits include enhanced trust, reputation, user-friendliness, and 

reduced time, effort, and energy expended during transactions. Additionally, Anderson & 

Narus (1998) subdivide benefits into technical, economic, service, and social benefits, while 

costs encompass a broad spectrum of elements, such as purchasing, acquisition, learning, 

maintenance, obsolescence, and conversion. These costs may arise before, during, and after 

the purchase, usage, and evaluation stages. 

Keränen (2014) summarized previous academic literature on customer value, identifying two 

main focus areas. The first area emphasizes the value of offerings, highlighting tangible 

aspects such as products and service's functionality and practical utility. The second area 

centers on the value of buyer-seller relationships and highlights more intangible elements 

such as reputation, skills, and knowledge. Keränen (2014) also identified a growing trend 

towards a more holistic perspective on relationship value, which considers both tangible and 

intangible value customers realize.  

The value of offerings suggests that customer value is established and provided by 

incorporating various features, such as support services, financing, or flexible delivery, into 

the core product offering. These elements are grouped into five levels: core, expected, 

augmented, potential, and final product features, and can be applied to offerings that 

encompass a combination of products and services. The augmented product concept 

emphasizes categorizing the inherent value in a product or service offering into core and 

additional benefits. (Keränen, 2014) 

The value of buyer-seller relationships suggests that enduring, relationship-based 

transactions hold greater value than one-time dealings. The interaction between suppliers 

and customers benefits not only the involved parties but also other partners and stakeholders 

in the network. Research in this domain primarily explores the intangible aspects of customer 

value in buyer-seller relationships, often denoted as relationship quality. (Keränen, 2014) 
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Greater relationship quality is associated with reduced risk and uncertainty, as well as 

increased customer confidence, trust, and satisfaction. Beyond the core product or service, 

customers perceive value in long-term relationships because exchanges between the supplier 

and buyer become more predictable and reassuring as both parties understand each other's 

business operations. This line of research has broadened the focus of value research from 

individual transaction processes to the ongoing interactions between a firm and its customers 

over time. (Payne & Holt, 2001) 

The relationship value encompasses tangible and intangible elements from economic, social, 

and strategic benefits. Previous literature has made significant strides in comprehending 

relationship value and exploring the fundamental drivers and dimensions that facilitate value 

creation in business relationships. Scholars have proposed various dimensions for the 

construct of relationship value, encompassing economic, strategic, and behavioral 

dimensions, and have identified benefits and costs incurred in such relationships. (Baxter & 

Matear, 2004)  

Additionally, empirical studies have taken diverse perspectives in examining potential 

dimensions and drivers of relationship value. Relationship value fundamentally comprises 

benefits and costs from the core offering and interactions in the relationship, realized before, 

during, and after the actual exchange. These benefits and costs can be both tangible and 

monetary, as well as intangible and non-monetary, and may differ among actors in the same 

relationships. (Biggemann & Buttle, 2012) 

Moreover, the value experienced in business relationships is subject to influence from 

internal and external factors and may fluctuate over time (Haas et al., 2012). Customer's 

perceptions of the value they experience are shaped by their cognitive schemes and past 

experiences. Besides, the focus on relationship value permeates other areas of marketing 

research, including service marketing, sales research, customer value proposition, solutions 

marketing, and pricing research, highlighting the emphasis on value co-creation in customer-

supplier interactions (Payne & Frow, 2014). The transition from product offerings to 

integrated solutions, aimed at realizing value for the customer, underscores the increasing 

importance of relationship value in business markets.  



11 
 

To better portray customer value in business-to-business contexts, it can be visualized using 

the framework seen in Figure 2 that was proposed by Menon et al. (2005). In this framework, 

customer value has been divided into benefits and sacrifices, as is often done in other 

academic literature. Benefits can be categorized into core benefits and add-on benefits. Core 

benefits encompass the essential features a service provider offers that are vital for an 

organizational buyer. These features, such as specific product quality and pre- or post-sales 

service, are indispensable for establishing a buyer-supplier relationship. Fulfilling these core 

requirements is a prerequisite for a supplier to be considered by the customer.  

 

Figure 2. The framework of customer value in business-to-business contexts. (Menon et al., 2005) 

On the other hand, add-on benefits are not obligatory, but they aid customers in selecting a 

supplier from a qualified pool of potential suppliers. These benefits extend beyond the basic 

offering and generate additional value, distinguishing suppliers from one another. Menon et 

al. (2005) proposed that the greater the perceived core and add-on benefits, the greater the 

perceived customer value. 

  



12 
 

In the existing marketing literature, many discussions have focused solely on the purchase 

price as the primary sacrifice customers consider when evaluating value (Ulaga & Chacour, 

2001). In contrast, Menon et al. (2005) take a more comprehensive approach, considering 

sacrifices not only as the purchase price but also as additional costs related to the entire 

buyer-seller relationship. This approach aligns with the increasing managerial concern about 

total costs in a relationship and the growing interest among scholars in examining the life 

cycle cost or "costs of running the system". (Ravald & Grönroos, 1996) 

The literature on cost management in marketing provides a broader perspective on the types 

of costs to be considered when evaluating a business relationship. One such breakdown 

outlines three types of costs associated with a buyer-seller relationship: direct purchase price, 

acquisition costs, and operations costs. The purchase price is the buyer's monetary sacrifice 

when purchasing the product. (Cannon & Homburg, 2001) 

Acquisition costs include costs related to acquiring and storing the products involved in the 

transaction and efforts related to ordering, delivering, and storing products (Cannon & 

Homburg, 2001). It is important to note that the supplier's marketing and operating policies 

can significantly impact the customer's acquisition costs. Operational expenses include costs 

associated with research and development, manufacturing, internal coordination, and 

downtime-related costs. Menon et al. (2005) proposed that the greater the purchasing price, 

acquisition, and operations costs, the lower the perceived customer value. 

Menon et al. (2005) recognized that customers' perceptions of the benefits and sacrifices are 

influenced by a range of characteristics that indirectly define their value. The product 

attributes received by the customer play a pivotal role in shaping their perception of its value. 

Quality dimensions such as design, uniqueness, packaging, product quality, and service 

quality are all fundamental factors that contribute to customer value. Product quality is 

defined as the extent to which a delivered product fulfills the customer's requirements. It has 

been suggested that product quality is paramount in delivering customer value. (Fornell et 

al., 1996) 
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In business-to-business relationships, the quality of the supplier's product significantly 

influences the customer's product output and the success of the customer's business. When 

it comes to product quality, organizations are generally uncompromising and consider it a 

pivotal criterion for evaluating potential suppliers. Suppliers must demonstrate their ability 

to deliver the requisite level of product quality to even be considered by a purchasing firm. 

(Fornell et al., 1996) 

Manufacturing high-quality products necessitates systems and processes to ensure the 

desired level of quality, which contributes to the supplier's overall operating costs. Menon 

et al. (2005) proposed that the greater the quality of the supplier’s product, the greater the 

perceived core benefits and the greater the purchase price. Consequently, the greater the 

quality of the supplier’s product, the lower the acquisition costs and the lower the operations 

costs. 

The quality of service encompasses the knowledge and competence of the supplier's service 

staff and their ability to address issues related to the purchased product promptly. Industrial 

services include pre-purchase services such as engineering, services provided in conjunction 

with the purchase such as training for the operations staff, and after-sales services like 

technical maintenance (Homburg & Garbe, 1999). The service capabilities of a supplier are 

a more explicit consideration in purchase decisions than in consumer markets. Delivering 

superior service requires significant investment in people, processes, and systems. The 

training and retention of high-quality service personnel are particularly cost-intensive. 

Menon et al. (2005) proposed that the greater the quality of the supplier's service, the greater 

the perceived core benefits and the greater the purchase price. Consequently, the greater the 

quality of the supplier's service, the lower the operations costs. 

Understanding the relational attributes to enhance relationship value is one key factor for 

creating customer value. Trust is a vital component in business relationships, as it encourages 

open communication, minimizes conflict, and boosts satisfaction. It enables the parties 

involved to concentrate on long-term gains, leading to improved problem-solving and a more 

open flow of information and ideas. In a business-to-business context, establishing trust-

based relationships with suppliers is crucial for a firm's competitive success, as it reduces 

acquisition costs and mitigates risks associated with opportunistic behavior. (Ganesan, 1994) 
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Moreover, collaborative working arrangements have gained increasing significance in 

aligning the goals of buyer and seller organizations. Menon et al. (2005) proposed that the 

greater the trust in the supplier, the greater the perceived core benefits. Consequently, the 

greater the quality of the supplier's service, the lower the acquisition costs. Joint working, 

also known as collaborative decision-making and problem-solving, occurs when parties 

collaborate to make decisions and address issues. In the context of business-to-business 

relationships, joint working arrangements can cover various areas such as product design, 

value analysis, quality control, and logistics. (Anderson & Narus, 1990)  

Suppliers open to collaborative work with their customers are more likely to be selected as 

preferred suppliers. Additionally, joint working decreases supplier monitoring expenses and 

helps deter opportunistic behavior, consequently cutting transaction costs. Joint working 

enables the supplier to anticipate the customer's needs and provide products more effectively, 

thereby reducing the customer's inventory and delivery-related expenses. Menon et al. 

(2005) proposed that the greater the trust in the supplier, the greater the perceived add-on 

benefits. Consequently, the greater the quality of the supplier, the lower the acquisition and 

operations costs. 

When evaluating supplier characteristics, prioritizing flexibility and commitment as crucial 

factors is a common practice. Supplier flexibility refers to the supplier's willingness and 

ability to make adaptations to meet the customer's changing needs (Cannon & Homburg, 

2001). This often involves promptly responding to unforeseen customer needs and 

accommodating specific customer requests. Flexibility is seen as a key factor in successful 

relationship management. Flexible suppliers provide conveniences that make it easier for 

customers to do business with them and help differentiate them from other supplies offering 

similar products or services. Menon et al. (2005) proposed that the greater the flexibility of 

the supplier, the greater the perceived add-on benefits. Consequently, the greater the 

flexibility of the supplier, the lower the acquisition and operations costs. 
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Supplier commitment refers to the enduring dedication of a supplier to maintain a valuable 

relationship with the customer. It involves making credible commitments to enhance 

significance and symmetry, establishing social norms, and strengthening connections over 

time through increased investment intentions. Supplier commitment entails being willing to 

make short-term sacrifices, investing in the relationship, and being tolerant of the buyer's 

mistakes. It encompasses transaction-specific behavior and social traits such as patience and 

a willingness to support the customer, making it a desirable attribute in a supplier. While 

supplier commitment can be a crucial selection criterion that sets a supplier apart, it may not 

be sufficient without other qualifying attributes, such as product quality. Menon et al. (2005) 

proposed that the greater the supplier's commitment, the greater the perceived add-on 

benefits. Consequently, the greater the supplier's commitment, the lower the operations 

costs. 

Overall, in the digital service business, customer value holds great significance. 

Consequently, a company's competitive advantage lies in the value it provides to its 

customers (Butz & Goodstein, 1996). As companies are experiencing intense competition, 

they need to be aware of the value customers place on their offerings. However, this 

knowledge about present customer values may not be applicable in the future, particularly 

in digital business environments, where technology is rapidly advancing. As a result, to 

establish and sustain a competitive advantage, companies must foresee what customers will 

value in the future. (Blocker & Flint, 2007) 

2.3  Creating Customer Value 

The concept of value creation involves a collaborative process between the service provider 

and the customer, as Grönroos & Voima (2013) suggested. Both parties are viewed as co-

creators of value, blurring the traditional distinctions between their roles. While early 

perspectives focused on value delivery associated with products, modern research highlights 

the concept of value-in-use. The customer's actions during usage and the service provider's 

activities contribute to the overall process of value creation. 
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Value creation unfolds through three distinct spheres, seen in Figure 3: the provider sphere, 

the joint sphere (the exchange process), and the customer sphere. Resources, processes, and 

practices are employed in the provider process to manage business operations and 

relationships with customers and other stakeholders. The activities conducted by the 

provider in this sphere result in outputs that customers can utilize in their value-creation 

process. In the customer sphere, customers independently generate value, showcasing their 

active role in the process. They may also collaborate in value creation with actors in their 

ecosystem. When customers create value on their own, it's called independent value creation, 

and it's a crucial part of the overall value-creation process. (Payne et al., 2008) 

 

Figure 3. Value creation spheres. (Grönroos & Voima, 2013) 

In the joint sphere (or the exchange process), the provider and the customer interact, 

participating in value co-creation (Payne et al., 2008). Value co-creation represents a process 

of integrating resources between the provider and the customer. In B2B relationships, value 

co-creation entails interaction between the providing and purchasing firms. This kind of 

relationship involves closeness, trust, transparency, and rapport (Jaakkola & Hakanen, 

2013). In B2B markets, the emphasis is on co-creating solutions to address customer 

problems, which is closely connected to value co-creation. In B2B markets, firms generally 

face larger and more complex problems, necessitating active customer involvement in the 

problem-solving process than in the B2C market. (Vafeas et al., 2016) 
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By combining these value-creation spheres with Value-in-Exchange and Value-in-Use 

concepts, we can gain a more holistic view of the value creation through the product's whole 

lifecycle. Value-in-exchange refers to the utility and value embedded in a resource, which 

can be traded for other utilities (Grönroos, 2008). On the other hand, value-in-use is based 

on the customer's experiences and emotions during the consumption of a product or service. 

It increases over time as a customer interacts with a product or service and depends on the 

customer's experiences. This process is non-linear, challenging the traditional linear models, 

and does not necessarily follow the supplier's activities (Heinonen et al., 2010; Helkkula et 

al., 2012). Even though it may appear linear in Figure 4 for simplicity, the supplier and 

customer activities can occur in any order or sequence. 

 

Figure 4. Framework of Value-in-Exchange and Value-in-Use concepts. (Grönroos & Voima, 2013) 

Furthermore, the concept of value-in-exchange is not bound by a specific moment in time 

and can manifest as multiple individual entities. Understanding that value creation occurs in 

diverse spatial and temporal settings is crucial, making it a complex process (Heinonen et 

al., 2010). This complexity of value creation raises issues, as there is no singular definition 

of the basis of value creation, and it can be perceived differently by various actors, such as 

providers and customers. These conflicting perspectives make defining the nature of value a 

challenging task. 

When companies and customers collaborate as partners in value creation, it can be difficult 

to fully comprehend each party's significance and role in the process. However, it's important 

to realize that value creation is not solely the company's responsibility, as traditionally 

suggested in management literature; it also involves significant input from the customer. 

(Vargo & Lusch, 2004) 

  



18 
 

The value-in-use concept underscores that the customer generates value during product 

utilization through socially constructed experiences. Some scholars argue that value is 

context-dependent and influenced by social environments. The collective experiences of 

users with resources, processes, and contexts contribute to the creation of value-in-use and 

potentially influence future experiences, empowering the customer in the value-creation 

process. (Edvardsson et al., 2011) 

Co-creation of value is only possible when two or more parties mutually influence each 

other, a concept known as interaction in service marketing. This concept is fundamental in 

industrial contexts, branding research, information processing research, firm performance 

research, and consumer culture theory. Interactions also play a crucial role in service 

marketing, including buyer-seller interactions, interactive marketing, and interaction quality. 

They enable the provider to engage with customers' experiences and practices, thereby 

influencing their outcomes. These interactions are not limited to service encounters but can 

also be found in goods marketing contexts, such as order taking, logistics, problem 

diagnosing, and call centers. In direct interactions, the processes are simultaneous and 

intertwined, enabling both parties to influence the process actively. If the provider fulfills 

the customer's request, the outcome may result in a positive value accumulation, whereas a 

negative response might lead to a negative outcome. (Grönroos & voima, 2013) 

2.4  Destroying Customer Value 

Value destruction in the service industry occurs when the service does not meet customer 

expectations. The destruction can happen if the customer identifies flaws in the core service 

or if employees provide poor treatment. These service failures can lead to customer 

dissatisfaction, defection, and increased costs. Conversely, "value co-destruction" 

emphasizes the partnership between parties, as opposed to the one-way delivery of products 

from the provider to the customer. It entails interaction between the company and the 

customer (Prior & Marcos-Cuevas, 2016). If a customer encounters a service failure, value 

destruction is evident. However, value co-destruction is considered present if the customer 

responds to this failure, such as complaints through channels that can ultimately affect the 

company's brand image. (Plé & Cáceres, 2010) 
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Value co-destruction occurs when collaborating parties are unable to combine resources, 

resulting in an unsuccessful effective interaction. This unsuccessful resource integration is 

linked to value co-creation, which involves successfully merging resources between the 

provider and the customer. Unsuccessful resource integration can manifest in various ways, 

leading to misalignment or mismanagement of resources, whether deliberate or 

unintentional. When the parties involved suffer a loss of resources that negatively impacts 

their well-being, it indicates value co-destruction stemming from the unsuccessful 

interaction between the customer and the firm. This negative impact underscores the urgency 

and significance of addressing value co-destruction. (Plé & Cáceres, 2010) 

Similar to value co-creation, value co-destruction is also influenced by the nature of the 

relationship, as the resource integration process always takes place within a specific 

relationship type (Makkonen & Olkkonen, 2017). Therefore, value co-destruction denotes a 

failed interaction process leading to a decrease in well-being for at least one party and occurs 

within a specific type of relationship. This concept encompasses both the process and the 

outcome. In B2B relationships, value co-destruction occurs when parties face issues such as 

lack of trust, ineffective communication, insufficient coordination, inadequate human 

capital, and power or dependence imbalances. (Vafeas et al., 2016) 

The research also indicates that customers may experience value co-destruction due to goal 

prevention or a net deficit. Goal prevention occurs when parties feel unable to meet their 

expectations, needs, or goals in a collaborative effort. For instance, if a customer's 

expectations are unrealistic based on prior interactions with the firm or other companies, it 

can strain the collaboration. Likewise, unclear communication of expectations by a customer 

makes it challenging for the firm to meet undisclosed expectations (Ojasalo, 2001). When 

actors perceive that they are losing more than they are gaining in collaboration, they 

experience a net deficit. Thus, combined with goal prevention, can lead to value co-

destruction. (Prior & Marcos-Cuevas, 2016) 
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Conflicting goals among involved parties can hinder the achievement of objectives, 

potentially leading to the coexistence of value co-creation and co-destruction, where one 

party succeeds while the other does not. Consequently, co-creation and co-destruction can 

coexist simultaneously. However, value co-creation is more likely if the goals are similar or 

diverse. (Prior & Marcos-Cuevas, 2016) 

Destruction of customer value can also be viewed through the concept of Lean. It is an 

organizational methodology that centers around implementing organizational changes using 

methods that prioritize cost reduction. Lean is based on the belief that by reducing expenses, 

organizations can optimize their operations (Achanga et al., 2006). It aims to enhance 

efficiency by eliminating process inefficiencies and cutting cycle time with incremental 

improvements and waste minimization. The concept of Lean defines waste as processes that 

do not add value. (Iswanto, 2021) 

Therefore, by eliminating waste, the optimization of resource usage increases customer 

value. For instance, reducing lead time results in the elimination of waste in the form of 

excessive time. Furthermore, creating value streams entails eliminating all forms of waste, 

including time, to achieve a consistent schedule. Narasimhan et al. (2006) stress the 

importance of recognizing different types of waste reduction, distinguishing between 

obvious wastes, such as unnecessary processes, and "less obvious" wastes associated with 

variability. It is important to acknowledge that some processes can be deemed as necessary 

for operation while still being non-value-adding. (Naylor et al., 1999) 

2.5  Measuring Customer Value 

To understand customer value and how well an organization can create it, it needs to 

understand how customers perceive value from its products and services. Hence, the 

organization needs to be able to measure the value. Since value is subjective, and different 

customer and market segments prioritize different qualities, organizations should consider 

the perspectives of various customer groups (Ulaga & Chacour, 2001). Measuring customer 

value is crucial to determining whether the supplier delivers customer value and to what 

degree. Understanding customers' perception of value is considered a significant competitive 

advantage. (Ulaga & Eggert, 2006) 
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The assessment of customer value involves quantifying the benefits and costs that customers 

experience from the supplier's point of view. According to Hinterhuber & Todd (2017), value 

can be measured and expressed as the monetary worth of both quantitative and qualitative 

benefits provided to the customer. Grönroos & Ravald (2011) also supports this by stating 

that a company's financial performance results from its ability to create customer value, 

implying that customer value can indeed be quantified. 

2.5.1  Value Assessment Process 

In their study, Keränen & Jalkala (2013) recognized five main processes of assessing 

customer value: identifying value potential, baseline assessment, performance evaluation, 

long-term value realization, and systematic data management. These processes have been 

illustrated in Figure 5. It is essential to view customer value assessment as a continuous 

process rather than a singular evaluation at the delivery time, encompassing the pre- and 

post-delivery phases (Payne & Holt, 2001). Keränen & Jalkala (2013) discovered that these 

processes do not constantly occur in a linear sequence; overlap and iteration may occur. It is 

important to note that these activities are particularly relevant for evaluating complex and 

service-intensive offerings. Some of the activities may be left out for more straightforward 

product offerings. 

 

Figure 5. The framework of customer value assessment process. (Keränen & Jalkala, 2013) 
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The first step in evaluating customer value is identifying value potential by understanding 

how a supplier can benefit its business. Traditionally, customer value assessment begins by 

identifying the customer's explicit needs, which serves as a starting point for understanding 

how the supplier can add value to the customer's business. Suppliers often possess greater 

expertise in specific processes than the customers themselves, and by leveraging their 

experience, they can identify opportunities for more efficient resource deployment (Bonney 

& Williams, 2009).  

The ultimate goal of adding value to customers' businesses is to reduce customer costs or 

increase revenues, emphasizing the necessity of understanding the financial impact of a 

customer's business. It is essential to comprehend the monetary implications of making 

technical changes to customer processes or selecting different solution options, such as how 

increased expenses in certain areas can, over time, decrease the customer's total costs. 

(Keränen & Jalkala, 2013) 

The second crucial step in evaluating customer value is the baseline assessment. This entails 

comprehending the customer's current status before introducing the supplier's offering. This 

evaluation is a reference point for comparing the customer's situation post-implementation 

in subsequent performance reviews and long-term value validation processes. Understanding 

the customer's current performance is imperative, as it forms a basis for gauging the impact 

of specific performance enhancements. Moreover, establishing a mutually agreed starting 

point ensures a shared comprehension of the present circumstances, reducing the likelihood 

of future disagreements regarding improved performance. (Keränen & Jalkala, 2013) 

However, if the supplier's compensation is linked to the customer's performance, the 

customer may deliberately understate its current performance levels. Following the 

assessment of the customer's current performance, the subsequent step typically involves 

defining mutual outcomes, encompassing technical results like improving efficiency or 

productivity and financial results such as achieving cost savings or profitability. (Lindberg 

& Nordin, 2008) 
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The stipulated outcomes illustrate the anticipated advantages of the supplier's offering and 

outline the potential value the customer can expect to gain. While time constraints or intense 

competition may cause supplies to overlook outcome specifications, they generally dedicate 

substantial effort to defining mutual outcomes. (Keränen & Jalkala, 2013) 

The third crucial step in evaluating customer value involves performance evaluation, which 

includes appraising the actual impact on a customer's business. The challenge for suppliers 

is predicting the exact impact of their offerings on a customer's business upfront due to 

variations in customer processes. Trial runs before implementation can help suppliers better 

understand how their offerings would improve customer processes on a small scale. The trial 

runs can vary from supplier-led laboratory tests and pilot plants to on-off tests and beta 

devices operated by the customer. They are particularly valuable in specifying the impact on 

a customer's performance. (Anderson et al., 2006) 

Furthermore, trial runs are valuable in identifying indirect benefits for customers' processes 

that are difficult to anticipate, such as reduced energy consumption, optimized resource 

usage, or improved working conditions. Depending on the size and significance of the 

offering, the performance evaluation process could be carried out before the actual delivery 

as a "pilot project" or after delivery over a specific evaluation period. (Keränen & Jalkala, 

2013) 

The fourth essential step in assessing customer value is long-term value realization. Here, 

suppliers play a crucial role in ensuring that customers have received the promised value. 

They must actively verify the actual value delivered by their offerings, as the accrued value 

is often realized over time. This verification is particularly important as the value can 

potentially increase as customers, often with the supplier's assistance, become more adept at 

utilizing the offerings. (Keränen & Jalkala, 2013) 
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The necessity of regularly validating realized value-in-use advocates for the continuous 

nature of customer value assessment between a supplier and its customer rather than the 

assessment made only at the point of sale (Tuli et al., 2007). It is also essential to document 

realized customer value through case studies, success stories, and joint articles. These 

documents often express the delivered customer benefits in monetary terms, providing 

tangible evidence of the value delivered and reinforcing the value of the product or service. 

(Keränen & Jalkala, 2013) 

The fifth essential phase in assessing customer value is systematic data management, as it 

underpins the various processes involved. While obtaining relevant customer data from 

different touchpoints such as meetings, negotiations, trial runs, and production diaries is 

essential, accessing this data can be quite challenging and often hinges on the willingness of 

customers to share information. Moreover, relevant information can be spread across 

different units within a supplier's organization, each with its data collection protocols. 

Sharing this customer data across functions is often made more difficult due to the 

complexity of existing Customer Relationship Management (CRM) systems and unclear 

data collection responsibilities between units. Effective data management is critical for 

evaluating customer value, as it requires the systematic collection and coordination of a 

significant amount of information to provide a comprehensive customer analysis. (Keränen 

& Jalkala, 2013) 

2.5.2  Value Assessment Strategy 

Assessing customer value presents a considerable challenge because a supplier's production 

activities solely establish potential value from the customer's standpoint. The realization of 

actual customer value occurs during the usage process, and it is determinable objectively in 

certain circumstances while being subjectively perceived by others. In their study, Karänen 

& Jalkala (2014) identified three key strategies for managing and overseeing organizational 

units that assess customer value at various process stages: the emergent value sales strategy, 

the life-cycle value management strategy, and the dedicated value specialist strategy. These 

strategies are portrayed in the following Figure 6. 
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Figure 6. Three strategies for customer value assessment. (Keränen & Jalkala, 2014) 

The emergent value sales strategy underscores the significance of the various stages 

involved in the customer value assessment process. It emphasizes a supplier's capability to 

allocate limited resources to essential phases. Typically orchestrated by the sales unit, this 

strategy aims to produce documented value calculations and success stories for sales and 

marketing purposes. It is characterized by an absence of a pre-defined plan for conducting 

customer value assessment. Instead, it materializes on an ad hoc basis, often triggered by 

significant deals, performance guarantees, or opportunities to leverage deliveries in 

marketing. (Keränen & Jalkala, 2014) 

Companies adopting the emergent value sales strategy predominantly concentrate on 

quantifying the benefits customers derive from specific offerings, encompassing enhanced 

productivity, increased efficiency, and immediate cost savings. They frequently substantiate 

the realized value potential by presenting quantitative estimations of improved performance 

and cost savings, validating customers' investments in the offering, and furnishing tangible 

evidence of its value to potential buyers. (Keränen & Jalkala, 2014) 

  



26 
 

In this value assessment strategy, identification of value potential typically occurs as part of 

the sales process, in conjunction with defining the offering that best aligns with customers' 

needs. However, after closing a deal, the sales unit rarely could conduct a baseline 

assessment or follow up on whether the customer actually realized value from the offering 

over time, as their focus shifted to potential future customers. Additionally, baseline 

assessment and long-term value realization necessitate input and customer data from 

activities beyond the scope of sales, such as installation and operation. (Keränen & Jalkala, 

2014) 

The life-cycle value management strategy is centered on the comprehensive oversight of all 

phases of the customer value assessment process. It underscores a supplier's capacity to 

orchestrate the diverse organizational units accountable for these phases, encompassing 

sales, service, and R&D. Within this framework, the service unit assumes responsibility for 

monitoring the benefits realized by customers, providing continuous input to R&D for the 

development of offerings that optimize customer value. The primary objective is to conduct 

customer value assessments to enhance the development of products and services. (Keränen 

& Jalkala, 2014) 

Organizations that have implemented this strategy have taken proactive measures to identify 

the key phases involved in customer value assessment throughout the life cycles of their 

offerings and have discerned the essential resources required at each phase. They have 

acknowledged the necessity of input and customer data from multiple units, which has led 

to limiting responsibilities and roles for each unit involved in the process. (Keränen & 

Jalkala, 2014) 

The dedicated value specialist strategy strongly emphasizes every aspect of the customer 

value assessment process, highlighting a supplier's ability to designate specialized value 

specialists responsible for each process phase. These value specialists form a cross-

functional unit within the organization. They are involved in every stage of the delivery 

process, from identifying the value potential to measuring the baseline and documenting the 

realized value (Keränen & Jalkala, 2014). The primary objective of this strategy is to 

integrate customer value management into the firm's business model and enable value-based 

pricing. (Liozu & Hinterhuber, 2012) 
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Organizations implementing the dedicated value specialist strategy have established specific 

units and roles to support sales and streamline the customer value assessment process. These 

units and roles varied from value engineering units and specialized task forces to value 

specialists, value champions, and value architects. Skilled professionals were considered the 

most critical resource for customer value assessment. In these firms, responsibility, skills, 

and knowledge in customer value assessment were consolidated in sales support, creating a 

formal function or center of excellence that assisted the entire organization. (Keränen & 

Jalkala, 2014) 

In larger firms, these units and roles required full-time commitment, whereas smaller firms 

often handled them as part-time tasks due to limited resources. Firms that adopted the 

dedicated value specialist strategy utilized various analytical tools and methods for 

measuring potential and realized customer value. They leveraged their deep industry 

expertise and extensive knowledge of the benefits and costs incurred by other customers in 

similar and other industries, quantifying the long-term financial impacts on a customer's top 

and bottom lines, often in the form of customer return on investment (ROI) or increased 

overall profitability. (Keränen & Jalkala, 2014) 

2.6  Selling Customer Value 

In today's highly competitive markets, many industrial firms prioritize customer-value-

driven sales management to enhance their customers' perceived value (Töytäri & Rajala, 

2015). Due to many corporate clients streamlining their supply chains and implementing 

preferred supplier programs, suppliers are faced with the decision of either obtaining a key 

supplier status with their clients or being relegated to a secondary supplier role. With product 

and price becoming less significant as distinguishing factors, suppliers of routinely 

purchased items are exploring new methods to differentiate themselves in a buyer-seller 

relationship. (Ulaga & Eggert, 2006) 
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According to Terho et al. (2012), value-based selling is distinguished by its unique approach, 

setting it apart from other sales strategies. This method shifts the focus from merely 

addressing customer needs and ensuring satisfaction to evaluating the impact of the offering 

on the customer's business. Value-based selling encompasses a broader scope than 

emphasizing customer benefits or product features, as it highlights the potential value-in-use 

of the offering for the customer's business and financial gains. Furthermore, a key 

responsibility of value-based sales is proficiently communicating the quantified value 

potential to the customer. (Töytäri et al., 2011) 

According to Töytäri et al. (2011), employing a value-based sales (VBS) approach 

necessitates a proactive endeavor to influence customers' perceptions of value when selling 

complex products. Ulaga and Eggert (2006) emphasize service support and personal 

interaction as key distinguishing factors, followed by a supplier's expertise and ability to 

improve a customer's time to market. Product quality and delivery performance, as well as 

procurement costs and operational expenses, show a moderate potential to assist a company 

in attaining and maintaining its key supplier status. Ultimately, price demonstrates the lowest 

potential for differentiation.  

2.6.1  Value Selling Process 

While it is widely accepted that creating exceptional customer value is essential for a 

company's long-term success, there is limited understanding of how to implement a value-

centered approach at the sales force level effectively. Terho et al. (2012) identified three key 

dimensions of value-based selling: gaining insight into the customer's business model, 

constructing the value proposition, and communicating customer value. These approaches 

involve a shared focus on the potential value of the offering for the customer's business 

profits. The research suggests that value-based selling is distinct from established selling 

methodologies and proposes a conceptual model linking value-based selling to performance 

outcomes. (Anderson et al., 2007) 
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Comprehending the customer's business model is essential for adopting a proactive sales 

approach tailored to creating value for the customer's business (Terho et al., 2012). Given 

that customers often struggle to express their genuine business needs, sales transactions 

frequently remain bound by predetermined requirements, lacking insight into the 

fundamental drivers that significantly impact the customer's business. Tuli et al. (2007) have 

identified similar challenges in formulating solutions, asserting that defining solution 

requirements is challenging due to customers' limited awareness of their business needs, 

which differ from mere functional specifications, and the variable nature of current and 

future needs. 

From a co-creation standpoint, this proactive orientation reflects the salesperson's role as a 

value facilitator, requiring customer engagement and willingness to procure "a service" 

rather than pre-defined "resources" (Grönroos, 2008, p. 305). Understanding the customer's 

business model allows the salesperson to identify the most impactful value drivers, thereby 

adding substantial value to the customer's business. A profound understanding of the 

customer's business enables salespeople to concentrate on issues that significantly impact 

the customer and facilitate differentiation of their company from competitors. The 

understanding also assists in forming the foundation for crafting compelling value 

propositions and effectively communicating them. (Anderson, 2006) 

The second crucial element of value-based selling involves the development of the value 

proposition (Terho et al., 2012). In value-based selling, the focus lies in actively identifying 

customer challenges and creating mutually beneficial solutions for both parties. As such, 

salespeople dedicated to delivering value strive to proactively recognize and develop 

offerings that have the potential to impact customer profitability significantly. Sales 

professionals can anchor their quantification efforts using various methods, including 

customer-specific value calculations, value studies, simulations, return-on-investment 

analyses, lifecycle calculations, and insights into the value created for reference customers. 

These quantification efforts aim to provide evidence regarding the monetary implications of 

the offering within the customer's context for value-in-use. (Grönroos & Helle, 2010) 
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An effective value proposition cannot be formulated solely by the seller but necessitates 

input and participation from the customer based on dialogue, customer-specific data, and 

other customer inputs. This underscores a service-oriented approach, whereby the crafting 

of value propositions is rooted in the concept of "co-creation" of value rather than the 

predesigned "delivery" of value (Ballantyne et al., 2011, p. 203). Additionally, accumulated 

knowledge is crucial as it facilitates the transfer of value-in-use data from one customer to 

another. Terho et al. (2012) identified that even when salespeople are unable to quantify the 

value of their offerings precisely, it is crucial to make the size of the value opportunity visible 

to the customer. This aspect may even be more critical than attempting to provide the most 

precise numbers. 

Similar ideas have been presented in broader business marketing literature, stressing that for 

optimal results, only the most significant aspects of customer value, or the "resonating 

focus," should be emphasized (Anderson et al., 2006, p. 94). This approach aligns with the 

notion that the offering's value-in-use is realized through the customer's consumption, laying 

the groundwork for a reciprocal promise of value ultimately determined by the customer. 

The third component of value-based selling entails effectively communicating the value 

proposition to the customer. According to Terho et al. (2012), the crucial aspect of sales 

communication is demonstrating how the offering contributes to the customer's business 

profitability in a credible manner. While any salesperson can make claims about saving 

money or increasing customer revenues, value-based sellers provide persuasive evidence to 

support their claims. Clearly, providing evidence of value serves as a potent mechanism to 

alleviate uncertainty regarding the superior value for the customer. Open dialogue, 

transparency, and trust are essential elements for demonstrating a long-term focus on sales 

and the credibility of the arguments presented. (Anderson & Wynstra, 2010) 

Credible communication in value-based selling should actively aim to reduce the customer's 

perceived risk. Terho et al. (2012) identified two widely used strategies in value 

communication to reduce risk. First, customer references could be used to showcase a track 

record of past successes and evidence of the supplier's capability and willingness to deliver 

superior value. Second, companies focusing on value-based selling could implement 

guarantees to signal their credible commitment to delivering superior value. 
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2.6.1  Value Selling Strategy 

Many suppliers encounter significant challenges when trying to implement value-based 

selling in practice. The challenges are primarily due to the prevailing one-size-fits-all 

approach, which assumes value-based selling functions uniformly in all situations. Keränen 

et al. (2021) suggested that successful suppliers adopt a more nuanced approach, choosing a 

strategy that centers on the product, customer process, or performance. Conversely, 

suppliers who struggle to implement value-based selling often default to a price-focused 

approach, emphasizing competitive prices and product features rather than highlighting the 

value to the customer's business. (Keränen et al., 2021) 

The product-centric approach represents a straightforward and commonly adopted strategy 

for businesses transitioning to value-based selling. This approach leverages the primary asset 

of most manufacturers, the product, and shifts the sales pitch from product features to 

customer benefits (Terho et al., 2017). In a product-centric strategy, the core idea is that, 

through a deep understanding of the customer and product expertise, suppliers can develop 

superior offerings that unlock significant and measurable opportunities for cost reduction or 

revenue generation. Suppliers can justify premium pricing by demonstrating how the 

projected business impacts will outweigh the higher purchasing price compared to 

competing alternatives. (Keränen et al., 2021) 

In this approach, the supplier provides optimized resources for the customer's value-creation 

processes while the customer remains responsible for actual value creation. Customers need 

to make only limited adjustments related to product usage rather than more disruptive 

process changes or potentially ceding some operational control to the supplier. However, the 

success of this approach hinges on the customer's ability to evaluate offerings based on their 

total cost of ownership (TCO) to the entire organization rather than solely focusing on the 

immediate price and short-term cost savings within the purchasing function. (Keränen et al., 

2021) 
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Companies proficient in product-centric strategy utilize profound customer insights to 

innovate offerings that increase customer revenues or reduce operations costs. While this 

approach represents a less drastic departure from traditional price-centric product selling and 

is relatively simple to implement within the supplier's sales force, it remains susceptible to 

product imitation. Therefore, suppliers must continually invest in research and development 

and customer insights to enhance the potential value of their offerings and fend off 

competitors. (Keränen et al., 2021) 

The customer process-centric strategy focuses on going beyond just selling valuable 

products. It guides customers in improving their business processes and achieving 

measurable financial benefits. In this approach, the supplier's responsibility is to educate 

customers on how to utilize specific resources more effectively in their own value-creation 

processes (Anderson et al., 2006). Similarly to the product-centric strategy, suppliers can 

command premium prices for their time and resources as long as they demonstrate how their 

expertise leads to quantifiable cost savings or productivity gains. (Keränen et al., 2021) 

In the customer process-centric strategy, value is co-created by the seller and the customer, 

with the seller playing an active role in facilitating value creation through consultative work. 

Suppliers typically require customer input, such as access to business parameters, application 

details, or performance data, to make process adaptations identified by the supplier as ripe 

for improvement. (Keränen et al., 2021) 

For suppliers, a successful customer process-centric strategy requires accumulated process 

expertise and a consultative sales force with a deep understanding of the customer's business 

and usage processes. This approach relies on application expertise rather than product 

innovation and offers strong potential for sustained competitive advantage. A key challenge 

is identifying further opportunities for improvement once the customer has learned to run its 

processes more efficiently to ensure contract renewal. (Keränen et al., 2021) 
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The performance-centric strategy represents a significant shift in the selling approach, 

emphasizing performance outcomes and tangible realized value through usage instead of 

simply creating innovative offerings or delivering process improvements (Bertini & 

Koenigsberg, 2020). This approach is typically tied to specific results, such as increased 

productivity, efficiency, availability, and reduced TCO. It often involves complex gain-

sharing or pain-sharing arrangements, where predetermined incentives and penalties are 

applied based on supplier performance. Customers are attracted to this approach as it 

minimizes risk and aligns the goals of buyers and sellers by connecting payments to business 

outcomes. (Keränen et al., 2021) 

The successful implementation of the performance-centric strategy can potentially deliver 

significant value and higher margins. However, it is particularly challenging because 

suppliers must take full responsibility for value creation and bear associated risks. Suppliers 

must gain sufficient control for value realization by assuming responsibility for selected 

customer processes. In contrast, customers must be willing to collaborate in value creation 

by providing access to process information and agreeing on crucial responsibilities for value 

realization. As such, this approach is most suitable for customers willing to outsource non-

core business processes and engage in long-term partnerships while having the flexibility to 

adapt processes and governance mechanisms to shift some responsibilities to the supplier. 

(Keränen et al., 2021) 

For suppliers, a successful performance-centric strategy hinges on their ability to achieve 

targeted value outcomes and assess and mitigate potential risks. This involves developing 

and agreeing on relational governance models that define the roles and responsibilities of the 

seller and buyer for value creation and how realized opportunities and emerging risks are 

shared. A key challenge for suppliers is ensuring comprehension and control over the key 

variables that can impact value realization, as they bear unnecessary risks in guaranteeing 

outcomes they cannot control without this understanding. (Keränen et al., 2021) 
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3  Research design 

This chapter offers a detailed overview of the research design used in the study. It begins by 

outlining the chosen research method and the assumptions that underpin the study. This 

section explains the reasoning behind selecting this particular method and discusses how 

these assumptions influence the research process. Following this, the chapter explores the 

data collection procedures utilized in the study. It provides a description of the techniques 

and tools used to gather the necessary data, including any instruments or protocols 

implemented. 

The chapter concludes with an in-depth assessment of the overall quality of the research. 

This final section evaluates the study's reliability and validity, addresses potential biases and 

limitations, and describes the measures taken to mitigate them. It also considers ethical issues 

and the steps taken to ensure the integrity of the research. By presenting this comprehensive 

evaluation, the chapter highlights the robustness and credibility of the research design and 

its findings. 

3.1  Research Method 

The methodology utilized in this thesis is qualitative research, which is considered more 

appropriate for fulfilling the study's objectives than a quantitative approach. Qualitative 

research often produces comprehensive and in-depth data by establishing a close connection 

between the researcher and the subject of study. As Habib et al. (2014) noted, qualitative 

research enables the discovery of underlying themes, patterns of meanings, and experiences 

relevant to the research topic. It delves into individuals' experiences and strives to be 

descriptive and conclusive. Qualitative research is well-suited for uncovering reality-based 

insights by using open-ended questions to understand personal perspectives better. In 

contrast, a quantitative methodology would not be suitable due to the limited scope of the 

projects examined and the use of non-numeric data in the analysis. 
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The thesis relies on case-study methods, which draw on diverse sources of evidence and 

various data collection techniques such as interviews, surveys, and observations. The 

existing literature identifies three distinct types of case studies: explanatory, descriptive, and 

exploratory (Yin, 2009). The nature of this research is exploratory, and it seeks to 

comprehend how value is assessed and communicated by the case company. The process 

entails a comprehensive literature review to identify theoretical findings, which then form 

the basis for formulating the interview framework. The case and data collection are 

structured, and each case customer interview is independently analyzed before drawing 

conclusions and assessing the research implications. (Casell & Symon, 2004) 

3.2  Data Collection 

The empirical phase of this study entailed data collection through semi-structured 

interviews. In semi-structured interviews, all interviewees are asked the same set of 

questions and are given the freedom to respond informally in their own words (Bryman & 

Bell, 2011). This method provides the researcher with the flexibility to adjust the questions 

as needed while promoting open-ended responses, all within the framework of specific rules 

and procedures. This approach yields more systematic and comprehensive data compared to 

informal conversational interviews. Nevertheless, it is essential to recognize that interviews 

as a data collection method have limitations, including potential bias, poor recall, and 

challenges in articulating responses. (Creswell, 2013) 

The first step in the empirical phase of this thesis was to establish a framework for the semi-

structured interviews, which was developed based on the findings of the literature review. 

This framework serves as a roadmap for the interviewer and helps guide the conversation 

(Bryman & Bell, 2011). After creating interview questions for the initial internal interview 

with the commissioning companies CVA, the questions undergo review and analysis. Based 

on this analysis, a new set of questions is formulated for the subsequent interview round with 

the company's customers.  

  



36 
 

In this thesis, nine customer interviews were conducted with representatives from five 

multinational industrial manufacturing companies, each with an annual turnover of 

approximately one billion euros or more. The interviewees primarily included experienced 

IT professionals in upper management positions selected for their comprehensive oversight 

and strategic understanding of their companies' IT operations and priorities. Additionally, a 

few Enterprise Architects were included to provide a deeper, more technical perspective on 

the IT systems and overall IT landscape of their organizations, ensuring a well-rounded view 

of the topics discussed. Each interview was conducted in a virtual setting, allowing for 

flexible participation from the interviewees and lasting approximately 30 minutes. From 

these interviews, several key themes emerged, and these themes were identified and 

analyzed to gain insights into the IT strategies and challenges faced by these industrial 

manufacturing companies. 

3.3  Research Quality 

The quality of academic research can be assessed using various criteria, with reliability and 

validity being among the most widely recognized (Eriksson & Kovalainen, 2016). Reliability 

refers to the consistency and accuracy of the research findings. In qualitative studies, it is 

crucial to meticulously describe the research process, enabling other researchers to replicate 

the study and achieve similar conclusions. (Uusitalo, 1995) 

Validity, on the other hand, pertains to the accurate identification of appropriate operational 

measures for the concepts being examined. Although validity is often less emphasized in 

qualitative research, it remains relevant in ensuring the research's integrity. Validity is 

achieved when there is a strong connection between theoretical and empirical definitions. 

Both reliability and validity are essential to the overall quality and credibility of the research. 

(Uusitalo, 1995) 

To ensure reliability in this study, a structured interview framework was employed as a 

guideline throughout the interviews. Additionally, new themes identified during earlier 

interviews led to modifications in the questions for subsequent discussions. Certain 

questions were also removed if deemed irrelevant based on the stakeholders' roles. After 

each interview, key points were systematically analyzed to maintain consistency. 
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Given that this study relies on interview data, validity can be enhanced by selecting 

interviewees with substantial experience relevant to the topics discussed. It is also important 

to conduct the interviews in a manner that clearly communicates each question, ensuring the 

interviewees fully understand them. Validity was further considered in the planning of the 

questionnaire framework, which was developed based on a literature review. By carefully 

selecting experienced interviewees and framing clear, relevant questions, the study aims to 

maintain a high level of validity. 

4  Results 

The following chapter presents the main findings from the interviews conducted. First, the 

results of the interview with the commissioning company's Customer Value Advisor (CVA) 

will be reviewed. The themes that emerged from this interview helped to shape the structure 

for the subsequent interviews with customer companies. Next, the interviews conducted with 

these customer companies were analyzed, highlighting the key themes that arose from their 

responses. 

4.1  Commissioning Company Interview 

A couple of themes emerged during the interview with the commissioning company. These 

were the challenges that the company faced in its daily activities when communicating value 

to its customers. The first challenge focuses on the customer's notion of IT projects and their 

possible benefits. Although various software-based solutions and services nowadays create 

value for their users in various ways, customers are generally focused on cost savings. 

According to the interviewee, most IT projects still need to cost less or at least as much as 

the current system used by the customer. If no cost savings are possible, the new system 

must provide more value to its users for the same price as the old one. It is very rare for 

customers to pay more for the solution and, with that, gain greater value. 

“Customers want the new solution to cost less than the old one or at least the 
same amount while adding value in other ways, but the thought that the new 
solution would cost more than the old one is extremely rare. In my opinion, the 
new solution should help the customer to sell more and enable growth, and this 
could potentially justify the higher costs.” 
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The interviewee highlighted that most companies see the IT department and its projects as a 

pure expense rather than something that can create value by helping them sell more and 

enabling growth. However, the interviewee points out that there are companies that see the 

benefits, but the number of these companies is minimal. These companies see the value 

generated by the solutions and are willing to pay more than for the current solution.  

The second challenge focuses on the relationship with the customer and their openness to 

communicate about their situation. To be able to effectively communicate to customers how 

the solution being sold will produce value for them, the salesperson must be able to know 

how the customers themselves measure the realization of the value and which performance 

indicators (KPI) the customer uses. Because software-based solutions can be highly 

customized according to the company's needs and size, the price of the solutions is, therefore, 

also very different depending on the customer. As a result, the supplier should know, before 

giving an offer, what the customer is currently paying for their own system, what benefits 

the system has, what challenges it has, how it fits in with other systems, and what these 

previously mentioned performance metrics are. Without a comprehensive picture of the 

customer's situation, it is difficult for the supplier to create an offer in which the customer's 

perceived value is maximized.  

“The current situation is that the pitch is about external value drivers in sales, 
i.e., do this because others are doing it also. On the customer side, IT investments 
are usually made because they must be done rather than being forward-looking 
and opportunity-seeking, planning the changes in advance. Another common 
thing among customers is that the value angle is unjustified, especially in IT 
investments.” 

The supplier utilizes externally available data in creating offers incorporating competitor 

data, allowing for comparing the customer’s situation and forming a suitable proposal. 

However, relying solely on external data does not provide a complete and accurate picture; 

this information must be supplemented with insights from the customer. Not all customers 

are willing to share this information with the supplier, which may lead them to try to secure 

the best possible deal by withholding details. If the entire sales cycle begins in such a 

negotiation context, achieving optimal value creation becomes difficult, ultimately 

diminishing the value perceived by the customer.  
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According to the interviewee, building trust with customers is essential, and this is achieved 

through open dialogue. This conversation helps customers share more details about their 

situations. Part of this dialogue involves shifting the perception from the old operating model 

to the new service model, where business solutions are offered as a service rather than just 

selling software licenses. 

The interviewee also pointed out that it is important to understand the customer's decision-

making process and how structured it is. If the customer does not have a well-structured 

decision-making process, it can be difficult for them to decide on what to focus on. A telling 

feature about firms’ maturity is what kind of documents they have about their future 

expectations, i.e., roadmaps or business cases. Additionally, it can be hard for suppliers to 

know what factors to prioritize with customers who don’t have a clear decision-making 

process. 

“An interesting finding from these interviews would be to find out if the supplier 
could learn what factors change when purchasing a service instead of a license. 
Is the customer's decision-making going to be more comprehensive, and should 
the supplier adapt to that, or is the best tactic still going to be the price 
competition cost savings view?” 

Based on the background information and the interview with the commissioning company, 

several connections can be drawn to the existing literature. When analyzing the company's 

sales approach, it has many similarities with a process-centric strategy, which emphasizes 

the value delivered to customers. This is evident by the CVA's focus on process 

improvements and the adoption of a consultative stance toward addressing customers' 

challenges. In this model, value is co-created by both the supplier and the customer. A 

significant element of this strategy, highlighted during the interview, is the need for customer 

input, which includes access to business parameters, application details, and performance 

data. 

However, it must be noted that the utilized approach also has some features that resemble 

the performance-centric strategy in the literature. The transition to a SaaS business model 

inherently drives the company toward performance-centric methodologies, ensuring that it 

remains competitive and responsive to the evolving needs of its customers. 
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4.2  Customer Company Interviews 

Based on an interview conducted with the commissioning company, two main themes were 

highlighted. These themes were used to create the interview framework to measure the 

maturity of value assessment among customers. The first theme focuses on customer 

decision-making, specifically, the criteria customers use to make investment decisions in IT 

projects and the overall structure of their decision-making process. The second theme 

examines how value is measured: Do customers evaluate the value they receive, and if so, 

what metrics do they employ for this evaluation? If customers do not measure value, it is 

essential to understand what has led to this situation and what they think should change so 

that the value can be measured. 

4.2.1  Decision-Making  

In many companies, IT investments are primarily viewed as costs, a perspective that aligns 

closely with the responses from the commissioning company. This viewpoint is consistently 

reflected in various interviews, where IT investments are often described as expenses that 

should be minimized. Although the degree to which this perspective is held may vary among 

different customer companies, the main theme is evident: the potential for value creation 

through IT investments is not being sufficiently prioritized in decision-making processes. 

“In our company, IT investments are seen as a cost that should be minimized. 
However, in the future, with new and updated systems and their capabilities, 
this can change, but at the moment, investments are seen through what they 
cost and not what they can enable.” 

Many of the customer companies have historically viewed IT investments primarily as costs. 

As a result, IT departments often need to justify their investment proposals. This process 

frequently involves "selling" these investments to the decision-making groups responsible 

for approving budgets and allocating resources. IT leaders must create compelling business 

cases that clearly outline not only the financial investment required but also the potential 

benefits and strategic advantages these investments can offer. Fortunately, there is a positive 

shift towards viewing these investments as enablers of business functionality and growth. 

However, this transition requires ongoing efforts to demonstrate value, foster cross-

functional collaboration, and align IT initiatives with strategic business goals. 
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“I would say it is a challenge to us that IT investments are seen as mainly costs. 
Recently, the trend has been that costs are rising due to continuous innovations 
and new solutions in the market. We at IT really need to justify our investments 
and try to communicate that we exist because of the business. I also have to say 
that we are moving in the direction of IT being seen as the enabler." 

When examining the decision-making processes of the various companies in the study, it is 

clear that there is considerable variation in the structure of these processes. Additionally, the 

effectiveness of executing these processes also varied. Based on the insights gathered, the 

companies can be categorized into three distinct groups according to their level of structure 

and adherence to decision-making. 

The first group consists of companies that view their decision-making processes as highly 

structured and believe that these processes are consistently followed during implementation. 

They have well-defined steps and criteria for evaluating IT investments, which are applied 

consistently. This group emphasizes thorough planning, evaluation, and follow-up in their 

decision-making. Such an approach leads to more predictable outcomes, reduced risks, and 

a higher likelihood of realizing the anticipated benefits of IT investments. 

“We have determined governance for the decision-making process. We have 
different levels that determine which investments are decided at which level of 
the organization. We have a value stream governance group that oversees 
project preparations and measuring value realization in value stream steering 
groups.” 

The second group also has structured decision-making processes; however, they feel that 

these processes are not fully adhered to. They mentioned that certain steps are often 

bypassed, which leads to challenges later in the investment lifecycle. Although they have 

clear guidelines and criteria, there is a lack of discipline in executing these processes fully. 

Skipping steps can introduce risks and uncertainties, such as unexpected costs, project 

delays, or failure to achieve expected benefits. Companies in this group often face 

difficulties, particularly during the later phases of their investments. 
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“I would say that the decision-making process is quite good. Before the 
investment decision moves forward from IT, certain criteria, like the 
architecture, process, and cyber security impact analyses, need to be analyzed. 
Only after these criteria have been accepted can the decision be made by the 
investment council. One thing that we struggle with is the execution discipline. 
For example, we might have planned that someone would be in charge of the 
project and that the project would be completed in a certain way, but we don’t 
make sure that the person has time and capacity to take the project or that the 
person even signed on the project.” 

The third group included companies that recognize the poor state of their decision-making 

processes or acknowledge the need for significant improvements. These companies may lack 

clear guidelines, standardized criteria, or formal frameworks for making IT investment 

decisions. There tends to be a high degree of variability in how decisions are made, leading 

to inconsistent outcomes. The absence of a structured process often results in higher risks, 

inefficiencies, and missed opportunities. Consequently, IT investments may suffer from poor 

planning, insufficient justification, and inadequate follow-through, ultimately impacting the 

overall effectiveness and value derived from these investments. 

“The process is not structured enough, in my opinion. It is not so bad that the 
management would say, “Here it is ten million euros; go buy what you can get 
with it.” But our structure is definitely not the best. I think that we should have 
some kind of group that would include business, IT, legal, finance and 
procurement. Also, I think that the decision-making of IT investment should be 
unified and not made in silos like it is at the moment with the different 
platforms.” 

4.2.2  Value Measuring 

When interviewing customer companies about how they measure the perceived value of their 

IT investments after the implemented solution goes live, it became clear that most companies 

fall short in this area, particularly regarding long-term value assessment. Typically, 

companies focus their measurement efforts up to the go-live phase of an IT solution or for a 

short period immediately after. Common short-term metrics include project completion, 

initial performance benchmarks, user adoption rates, and immediate cost savings or 

efficiency gains. This short-term focus means that companies may not fully understand the 

ongoing impact or return on investment (ROI) of the IT solutions they have implemented. 

As a result, they might miss tracking long-term benefits such as improvements in business 

processes, sustained cost savings, enhanced customer experiences, or strategic advantages.  
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“In some ways, we look at the realization of the business case. It’s a challenging 
situation for us because our phases are that the project goes live and has hyper-
care, and then the project ends, but the project doesn’t follow up with the goals. 
We should have some kind of governance for continuous value realization 
metrics. The paybacks of software investments are usually not realized in the go-
live phase; they accumulate over time.” 

Continued evaluation requires dedicated resources, including personnel, time, and financial 

investment, which many companies may be unwilling or unable to commit.  Long-term value 

metrics can also be more challenging to define and quantify compared to short-term, project-

specific outcomes. Metrics such as improved agility, enhanced decision-making capabilities, 

or long-term customer satisfaction and loyalty are more abstract and require sophisticated 

tools and methodologies for accurate measurement. 

After the initial implementation phase, teams are often reallocated to new projects, leaving 

little time for ongoing assessment. In the post-implementation phase, organizational 

priorities may shift toward new initiatives or immediate operational challenges, sidelining 

the need for long-term evaluation of past projects. The focus tends to remain on meeting 

immediate business needs rather than reflecting on past investments. 

“Long-term measurement is a challenge because it is hard to find motivation for 
the value measurement when the money has already been received for the 
investment. I believe the long-term measurement should be somewhat tied to 
the initial investment requirements.” 

Without long-term tracking, companies may not fully realize the return on their IT 

investments, potentially underestimating their value. A lack of sustained metrics can lead to 

a misalignment between expected and actual benefits, which affects future decision-making 

and investment strategies. Continuous evaluation can uncover areas for improvement, 

helping organizations optimize their IT solutions over time. By not measuring long-term 

value, companies miss the opportunity to fine-tune their systems, address emerging issues, 

and maximize the benefits of their investments. Consistent measurement is essential for 

demonstrating and validating the success of IT investments to stakeholders. Insufficient 

long-term assessment can lead to skepticism among stakeholders about the effectiveness of 

IT projects, impacting future support and funding. 
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4.3  Emerging Themes 

The study has revealed several central themes, particularly highlighting shortcomings in the 

decision-making processes and value measurement practices among various customer 

companies. The analysis indicates that the current decision-making frameworks within some 

of these organizations lack a systematic approach. This unstructured method can lead to 

multiple issues, such as inconsistent outcomes, inefficiencies and delays, biased judgments, 

and difficulties in accountability. 

Different approaches to decision-making can result in inconsistent results. Without a 

structured process, decisions may rely heavily on the individuals making them rather than 

being based on a cohesive strategy. This variability can undermine the company's 

overarching strategic goals. Structured decision-making processes typically involve 

established protocols and clear hierarchies, which, if absent, may cause delays as each 

decision requires a tailored approach, making the process inefficient and time-consuming. 

An unstructured approach also increases the risk of bias, as decisions may be affected by 

personal preferences or incomplete information. This can lead to poor judgment and 

suboptimal decisions that do not align with the company's best interests. Furthermore, it is 

challenging to hold individuals accountable or evaluate the decision-making process when 

there is no standardized structure in place. This lack of transparency can hinder performance 

reviews and improvement initiatives. 

The study also points out that many customer companies do not adequately measure value, 

leading to several consequences. These include insufficient performance metrics, difficulties 

in demonstrating return on investment, struggles to align with customer needs, and hindered 

strategic planning. Without proper value measurement, it is difficult for companies to assess 

the performance of their products, services, or processes, which can provide informed 

decision-making and drive improvements. 
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Sufficient value measurement is essential for demonstrating the return on investment in 

projects and initiatives. Without this data, justifying expenditures or securing funding for 

future investments becomes challenging, leading to potential stagnation and missed 

opportunities. Companies that fail to measure value may struggle to understand and align 

with their customer's needs and expectations. This disconnect can result in lower customer 

satisfaction and loyalty, negatively affecting the company's market position and profitability. 

Effective strategic planning relies on robust data and value assessments; insufficient 

measurement capabilities can lead to poorly informed strategies that do not address key areas 

for growth and improvement. 
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5  Conclusion 

The purpose of this study was to enhance the understanding of the maturity level in assessing 

the perceived value of IT investments within Finnish industrial manufacturing companies. 

Although customer value and its assessment are increasingly studied in the previous 

literature, there haven’t been many studies that have researched customers' maturity levels 

in measuring the perceived value of IT investments. The research problem was divided into 

three different research questions: 

1. What is the definition of value, and how can it be created, measured, and destroyed? 

2. How does the commissioning company view its customer's value-measuring 

situation? 

3. How do the customers measure the value of IT investments, and what are their 

challenges? 

The research questions were examined utilizing qualitative research methods with five 

customer companies in the industrial manufacturing sector. A total of ten interviews were 

conducted, nine of them with employees across various roles within the customer 

organizations. The following sections will present the responses to the research questions, 

followed by recommendations for future research. 

5.1  Answering Research Questions 

1. What is the definition of value, and how can it be created, measured, and destroyed? 

Value is typically defined as the worth of a good or service, which is determined by its 

market price. This price is influenced by several factors, including supply and demand, 

utility, and scarcity. In this context, value is understood in relation to the benefits and costs 

associated with a product or service. It is often considered the difference between perceived 

benefits and perceived costs. This assessment is inherently subjective and varies depending 

on the context, reflecting the customer's evaluation of the benefits gained from a product or 

service compared to the costs. (Biggemann & Buttle, 2012).  
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The concept of value creation has evolved from a traditional, product-centric perspective to 

a modern, collaborative approach that recognizes both service providers and customers as 

co-creators of value. This shift emphasizes the importance of value-in-use, which defines 

value based on the customer's experience and the outcomes derived from using products and 

services. By encouraging active collaboration and engagement with customers, companies 

can improve customer experiences, drive continuous improvement, and achieve sustainable 

competitive advantages. (Grönroos & Voima, 2013)  

Value destruction typically occurs when services fail to meet customer expectations, either 

due to inherent flaws in the service itself or unsatisfactory employee behavior. Similar to the 

broader concept of value co-creation, value co-destruction highlights the interactive nature 

of value erosion, emphasizing that both suppliers and customers can contribute to negative 

outcomes through their interactions. (Prior & Marcos-Cuevas, 2016) 

Evaluating customer value involves assessing both the benefits and costs that customers 

experience from the supplier's perspective. By using a combination of quantitative and 

qualitative metrics, organizations can gain a comprehensive understanding of the value they 

deliver to customers. However, it is important to recognize that measuring value is inherently 

challenging due to its subjective nature. This subjectivity can arise from various factors, 

including individual customer needs, preferences, expectations, and past experiences. 

(Keränen & Jalkala, 2013) 

2. How does the commissioning company view its customer's value-measuring 

situation? 

The interview with the commissioning company highlighted several clear challenges it faces 

in communicating with its customers. The first challenge is the tendency for customers to 

prioritize price when making IT investment decisions. The second challenge revolves around 

the relationship with customers and their willingness to communicate openly about their 

situations. 
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When customers focus primarily on price rather than considering factors such as quality, 

innovation, or long-term benefits, it often results in a narrow perspective centered on 

immediate costs rather than the overall value of the IT investment. This can be especially 

problematic for IT solutions that may have a higher initial cost but offer greater long-term 

advantages. As a result, customers might choose cheaper alternatives that fail to fully meet 

their needs or expectations, leading to dissatisfaction and the perception that the company’s 

offerings are overpriced. 

Establishing and maintaining strong relationships with customers was found to be a 

challenge, but it is seen as essential for understanding their unique needs and delivering 

tailored solutions. If customers are not open to discussing their situations, it can impede the 

ability to provide the best solutions and reduce the overall perceived value of the service. 

Without open communication, it becomes difficult to identify the customer's specific pain 

points, objectives, and constraints, resulting in solutions that do not adequately address their 

needs. 

3. How do the customers measure the value of IT investments, and what are their 

challenges? 

The methods of value measurement in these companies varied. However, two key themes 

emerged from the interviews conducted with the companies. The first theme highlighted 

shortcomings in the decision-making processes, while the second focused on deficiencies in 

value measurement practices. 

Decision-making processes within companies significantly affect how value is perceived, 

created, and measured. When these processes lack clarity or contain inherent flaws, they can 

lead to inefficiencies, misaligned strategies, and an inability to maximize value. Without a 

formalized decision-making process, companies may adopt inconsistent approaches that do 

not systematically account for all relevant factors. Many of the companies interviewed 

reported deficiencies in their decision-making processes or in the execution of those 

processes. This reliance on incomplete or fragmented data prevents decision-makers from 

accessing comprehensive information, which is essential for making more informed choices. 

In the absence of clearly defined criteria for evaluating options, decisions may rely on 

subjective judgment or immediate pressures rather than on objective analysis and strategic 

alignment. 
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Accurately measuring value is crucial for evaluating the success of investments and 

initiatives. Insufficient value measurement practices can lead to misguided strategies and 

hinder the ability to fully capture and communicate value. Many of the companies 

interviewed noted that they do not effectively measure the perceived value of IT investments, 

especially not for an adequate duration after new solutions go live. Without proper value 

measurement, organizations may struggle to assess the performance of their products, 

services, or processes. Additionally, inconsistencies in value measurement across different 

projects, departments, or units can make it difficult to collect and compare results effectively. 

The study found significant gaps in decision-making processes and value measurement 

mechanisms within customer companies, some of which correlated with the commissioning 

company's assessment of the customer's situation. The study also found additional challenges 

that the customers were phasing, like the lack of execution discipline in the decision-making 

process and the lack of long-term value measuring Addressing these issues would likely 

involve implementing more structured decision-making frameworks and enhancing value 

measurement practices to ensure that companies can make more informed, consistent, and 

customer-aligned investment decisions. 

5.2  Suggestions for Future Research 

For future research, it would be beneficial to expand the study to include a wider range of 

business sectors, such as forestry, chemicals, energy, and retail. This broader focus would 

allow for a more comprehensive understanding of the issues at hand, as each sector operates 

under distinct regulatory frameworks, market dynamics, and organizational structures. Such 

differences could significantly influence research outcomes and provide valuable contrasts 

and comparisons. By examining diverse sectors, researchers can uncover sector-specific 

trends, challenges, and opportunities that might be overlooked in more narrowly focused 

studies. 

  



50 
 

While this initial study identified interviews as the most effective data collection method for 

providing rich qualitative insights through open-ended conversations, future research could 

also incorporate questionnaires. Utilizing questionnaires would enable data collection from 

a larger and more varied sample size, offering a wider perspective and enhancing the 

generalizability of the findings. Additionally, this method would improve time and cost 

efficiency, allowing for the exploration of multiple business sectors simultaneously without 

the logistical challenges of conducting numerous in-depth interviews. 

It is important to note, that while questionnaires can extend reach and efficiency, they may 

also restrict the depth of information collected. Structured questions may not capture the 

nuanced insights that often arise during open-ended interviews, where participants can 

elaborate on their experiences and viewpoints. Therefore, a mixed-methods approach that 

combines both interviews and questionnaires could also be considered. This strategy would 

leverage the strengths of both methodologies: obtaining a broad overview through 

quantitative data collection while also exploring specific areas of interest in greater depth 

with qualitative interview data. 

By adopting such a multifaceted research design, future studies could achieve a more holistic 

view of various business sectors and provide recommendations tailored to the unique 

contexts of each industry. This would enhance the practical applicability of the research 

findings and support the development of customized strategies for addressing sector-specific 

challenges and opportunities. 
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Appendix 1. Commissioning company interview framework 

 

1. What are the key components or aspects of value that you believe customers should 

perceive when using your company's ERP solution? 

2. In your role as a customer value advisor, what processes or strategies do you use to 

understand and assess the specific value drivers for different customers?  

3. When working with customers, what methodologies or tools do you employ to 

measure and quantify their perception of value from the solutions provided by your 

company?  

4. How does your company ensure that the value promised to customers during the sales 

process is effectively delivered throughout the customer's journey and usage of the 

products? 

5. What are the common challenges or obstacles you encounter when communicating 

and delivering value to customers, and how do you overcome them? 

6. How does your company continuously assess and adapt its value delivery approach 

based on feedback and evolving customer requirements? 

7. From your perspective, what role do customer feedback and insights play in shaping 

and refining your company's approach to delivering perceived value? 



2 
 

Appendix 2. Customer company interview framework 

 

1. How does your company view IT investments? 

2. What factors are you taking into consideration when making investment decisions 

on IT? 

3. Does your company have a clear decision-making process? How structured is it? 

4. How is purchasing service instead of a license experienced? Is the service model 

better or worse? Why? 

5. Are there set goals for the projects and the post-go-live phase? 

6. If yes | What are the goals based on (KPI)? How is the quality ensured? 

7. If no | Why not? What should change? 


