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Thesis examines how a B2B professional service firm can improve service 

commercialization and sales enablement by using the client’s project life cycle as a 

structuring framework. The study focuses on three connected questions. First, how client 

needs are identified and communicated across project phases. Secondly, how services can 

be designed and communicated in a value-based way across the client’s project life cycle. 

Lastly, how the life cycle thinking can support cross selling and internal collaboration (sales 

enablement) between different business units within the company. The research was 

conducted as a qualitative single-case study. Primary data consists of twelve semi-structured 

interviews (seven group and five one-to-one interviews). All interviewees were employees 

of the commissioning company. The analysis applied the Gioia methodology to build themes 

and aggregate dimensions.  

The findings indicate that need identification is often strongly influenced by tenders and 

procurement processes are reference driven, while still early project phases often require co-

defining and education of the client about their possible needs. Companywide materials to 

support customer interaction and sales are often felt too generic. More specialized materials 

at the same time are person depended on and fragmented across the organization. Internally 

the service offering and capabilities are commonly structured by organisational units rather 

than based on client segments or phase specific needs. This makes cross-selling dependent 

on informal networks. The thesis proposes a lifecycle-based structuring framework that 

combines customer segment specific life cycle mapping, service packaging, phase specific 

value propositions and capabilities and practical sales enablement mechanisms (shared 

content, routines and clear ownerships) to support more consistent commercialization and 

collaboration.   
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Tämä päättötyö tutkii miten B2B konsultointipalveluita tarjoavat yritykset voivat parantaa 

palveluidensa kaupallistamista, ja tehostaa myyntiään hyödyntämällä loppuasiakkaidensa 

projektien elinkaarta yhdentävänä raamina. Tutkielma rakentuu kolmen toisiinsa 

sidonnaisen kysymyksen varaan. Ensimmäisenä kysymyksenä, että miten asiakastarpeita 

tunnistetaan ja kommunikoidaan projektien eri vaiheissa. Toisena kysymyksenä, että miten 

palveluita voidaan suunnitella ja kommunikoida arvopohjaisesti projektin eri 

elinkaarivaiheissa. Viimeisenä kysymyksenä, että miten projektien elinkaarta pystytään 

hyödyntämään myynnin tehostamisessa ja sisäisessä kommunikaatiossa. Ensisijainen 

aineisto koostui kahdestatoista puolistrukturoidusta haastattelusta. Kaikki haastateltavat 

olivat yrityksen työntekijöitä, jolle toimeksianto on tehty. Analyysi sovelsi Gioia-

menetelmää. 

Tulokset osoittavat, että tarpeiden tunnistamiseen vaikuttivat usein vahvasti 

tarjouspyynnöt, ja hankintaprosessit usein nojautuvat vahvasti referensseihin, ja niiden 

todentamiseen. Kuitenkin useissa tapauksissa yrityksen pitää yhdessä asiakkaiden kanssa 

määritellä tarpeet, ja jopa opastaa asiakkaalle osa tarpeista. Yrityksen myyntiä tukevat 

materiaalit koettiin usein liian geneerisiksi, ja samanaikaisesti tarkemmat 

asiakassegmenttikohtaiset esitykset olivat henkilösidonnaisia, eivätkä yleisessä jaossa. 

Yrityksen kyvykkyydet ja palvelutarjonta on suurimmaksi osaksi jaoteltu 

organisaatiokaavion mukaisesti, eikä niinkään loppuasiakassegmenttien tai projektien 

elinkaarien mukaan. Tämän takia ristiin myynti usein riippui yksittäisistä verkostoista 

ihmisten välillä. Päättötyössä esitetään elinkaaripohjainen jäsentämisviitekehys, joka 

yhdistää yrityksen palvelutarjonnan, kyvykkyydet, myyntimateriaalit sekä roolit ja 

omistajuuden asiakassegmenttikohtaisiin projektin elinkaariin.  
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1  Introduction 

When knowledge-intensive B2B professional services are offered in the context of complex 

client project, where value is co-created with customer, value tends to change between 

different project phases and can be actualized long after the delivery. (Purmonen, Jaakkola 

& Terho 2023, pp. 74-75) On top of that these services usually demand expertise from 

multiple experts who can be divided into different units within the provider company. 

(Commissioning Company 2025) These providers must often sell expertise and outcomes 

that cannot be fully defined or measured at the point of purchase. (Pemer & Skjolsvik 2019, 

p. 354) 

Despite strong expertise and intellectual capital, many professional service firms struggle to 

make their value communication and even service offering consistent across different end-

customer project phases. (Harkonen, Tolonen & Haapasalo 2017, pp. 948-953) One of the 

main challenges for the commissioning company is that relevant knowledge is distributed 

across multiple units, departments and individuals, which makes it difficult to coordinate all 

capabilities and recognize which services are most relevant to specific customer segment 

and project phase. (Commissioning Company 2025) This is a typical characteristic for 

professional service firm (Criscuolo, Salter & Sheehan 2007, pp. 1603-1605) At the same 

time, procurement practices shape how demand emerges. In some customer segments, such 

as public municipalities, demand and need recognizing are driven by tenders (request for 

proposals), which limits also the need for proactive need recognizing and commercialization 

of services. (Uyarra et al. 2014. p 631) In other segments, demand is more relationship driven 

and proactive, creating companies’ opportunity to create competitive advantage for themself 

through well-structured service commercialization and clear value propositions. (Pemer & 

Skjolsvik 2019, p. 362) This thesis focuses on these kinds of customer segments, that the 

commissioning company (2025) often describes as industrial private companies.  

This thesis examines how the end-customers project life cycle can be used as a structuring 

framework to improve client need identification and communication, value-based service 

design and commercialization, and finally internal collaboration and cross selling with sales 

enablement. The thesis conducts a qualitative single-case study using interviews and 
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confidential secondary data that covers commissioning companies’ sales presentations and 

other internal material that are linkable to sales. A project-lifecycle-based structuring 

framework for commercialization of services and sales enablement will be formalized. The 

key overall output is that lifecycle-based structuring is promising framework, but only when 

it is applied customer segment specific and complemented with practical sales enablement 

processes. This way companies can reduce person dependencies in sales and be more 

consistent with value propositions and service offerings.   

1.1  Background and Motivation 

Industrial investments and developments projects are becoming increasingly more complex, 

and they often involve multiple stakeholders, regulatory requirements and strict objectives 

considering time, money, safety and sustainability (Lafhaj et al. 2024). In this context, where 

professional service firms are offering their services to companies who are developing these 

industrial projects, they are expected not only to provide services, but also to clarify what 

problems needs to be solved from behalf of the customer and demonstrate credible value 

under uncertainty. (Plewa, Sweeney & Michayluk 2015, pp. 585-587) For professional 

service firms this creates reality, where success and competitive advantage rely on 

recognizing needs early, communicating value clearly across different project phases and 

combining internal expertise into well commercialized service offering that makes sense 

from the client’s perspective. (Harkonen, Tolonen & Haapasalo 2017, pp. 948-953) 

The commissioning company behind this thesis, which will be kept confidential. This 

company represents a typical large professional service company with a broad range of 

expertise, multiple business areas (units, sectors, etc.) and several customer segments, with 

different needs and expectations. Commission company offers services widely to different 

customer segments and segments specifically to different phases of end customers project 

life cycle. Good example would be a data centre project where this commissioning company 

offers services for the whole life cycle right from the site selection all the way to 

commissioning or even de-commissioning. (Commissioning Company 2026) This setting is 

interesting because of the widens of different services and expertise creates opportunities for 

cross selling, but at the same time it increases the complexity of coordination (van der Borgh, 

Nijssen & Schepers 2023, pp. 128-130). Within the commissioning company it is difficult 
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to understand across all people who are involved in customer interphase, that what services 

and expertise the company has to offer, and this is not consistent between people working in 

different business areas. (Commissioning Company 2025) 

To keep the terminology consistent throughout the whole thesis, a few following key 

concepts are used with the following meaning explained:  

• Project life cycle refers to overall sequences of stages that client’s projects have. 

From early recognition and feasibility towards design, construction, commissioning 

and operations.  (El-Reedy 2011; Merrow 2024) 

• Value refers to the customer’s perceived benefits and outcomes that are delivered by 

the provider company offering professional services. (Purmonen, Jaakkola & Terho 

2023, pp. 74-75; Plewa, Sweeney & Michayluk 2015, pp. 585-587) 

• Sales enablement refers to the content, tools, processes, and roles that support 

selling and make sales work more consistent and scalable across individuals and 

units. (Peterson, Malshe, Friend & Dover 2020, pp. 542-545; Lauzi et al. 2023, pp. 

47-50) 

• Cross selling and Internal collaboration refer to coordination of different units and 

experts to identify and deliver complementary services to the same client. Usually, 

these cases demand knowledge what other units can offer in terms of services and 

expertise to certain customer segment. (van der Borgh, Nijssen & Schepers 2023, pp. 

128-130; Criscuolo, Salter & Sheehan 2007, pp. 1603-1605) 

• Service commercialization refers to turning dispersed expertise into repeatable, 

communicable service offerings that can be understood and sold consistently. 

(Harkonen, Tolonen & Haapasalo 2017, pp. 948-953) 

Theoretical background of the study builds on three central ideas from prior research. First, 

value in professional services is typically co-created with customers, and customers 

priorities tend to change across different phases of a project (Purmonen, Jaakkola & Terho 

2023, pp. 74-75). Second, professional service firms often face commercialization 

challenges when it comes to service offerings (Harkonen, Tolonen & Haapasalo 2017, pp. 

948-953). Third, according to sales enablement literature coordinated content, tools, routines 

and roles can improve consistency and reduce individual dependences, but also that expert 
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organizations often struggle to implement these consistently across the whole organization 

(Peterson & Dover 2020, pp. 155-156). Together, these backgrounds suggest that lifecycle 

thinking in commercialization and sales enablement, has lot of potential, but they also 

highlight typical implementation challenges that are especially relevant to large companies 

that offer professional services. While these prior research’s offers useful insights on value 

creation, professional service commercialization and sales enablement, there is a lack of how 

project lifecycle can be utilized in these contexts as a structuring framework. 

1.2  Research Problem and Objectives 

The background motivation of this thesis is the observation that the literature often addresses 

lifecycle thinking, value in B2B and professional services and sales enablement as partly 

separate topics, for example prior literature has examined how needs differ during the project 

life cycle (e.g. El-Reedy 2011; Merrow 2024), value in B2B business and professional 

services (e.g. Purmonen et al. 2023; Plewa et al. 2015) and sales enablement (e.g. Peterson 

et al. 2020; Lauzi et al. 2023). These streams where presented in previous literature only 

partly connected. This creates a cap for large professional service firms that are needing an 

integrated approach. This approach links the customer’s phase-specific needs to service 

commercialization and value propositions, and further on sales enablement that offers phase 

specific consistent tools and processes. 

The research problem of the thesis can be stated as follows, although the firm has deep 

expertise and broad capabilities, it is difficult to translate this dispersed knowledge into 

phase-specific value proposition and service narratives, and to coordinate cross selling and 

collaboration across business units in a systematic way. In practise, this appears as 

fragmented and person depended on sales materials that follow more the organizational 

structure rather than end customers evolving needs across different project phases. 

The objective of this thesis is to develop on understanding of how lifecycle-based structuring 

could improve both customer-facing and internal alignment. More specifically, this thesis 

aims to understand, how client needs are understood across different phases and 

communicated. Identify how services can be commercialized in more value-based way that 

aligns with project phase specific wanted value outcomes. Also, examine how the clients 

project life cycle can serve as a structuring framework that supports cross selling and internal 
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collaboration. Based on these objectives, the thesis proposes a life cycle-based structuring 

framework and a sales enablement model that operationalize the framework in practice. 

The research questions are created based on these problems and objectives, as the research 

questions should be clearly determined (Homburg, Klarmann & Vomberg 2022, p. 7). They 

move from understanding the client-side needs and value across the project life cycle 

towards commercialization of services and finally sales enablement. The three research 

questions are following ones: 

• RQ1: How can client needs in B2B professional services be effectively identified 

and communicated across different stages of the client’s project life cycle? 

• RQ2: How can B2B professional services be designed and communicated in a value-

based way to support commercialization across the client’s project life cycle? 

• RQ3: How can the client’s project life cycle serve as a structuring framework to 

enhance cross-selling and internal collaboration between different business units in 

a B2B professional service firm? 

RQ1 clarifies how needs and value dynamics vary across project phases. RQ2 links all these 

insights to service commercialization and value proposition development. RQ3 focuses on 

the operationalization side, providing knowledge how internal alignment and sales 

enablement must be done to achieve life cycle-based framework that works also in 

operations. 

Methodologically the study is conducted as a qualitative single-case study using semi-

structured interviews and confidential secondary data. Study follows abductive research 

logic where empirical observations and theory concepts are linked in an ongoing back-and-

forth approach. (Homburg, Klarmann & Vomberg 2022, pp. 8-13). In brief, the findings 

indicated that need recognizing is largely reactive and tender drive in some customer 

segments. Also, that value communication is often quite generic due to fragmented and 

person dependent materials and need understanding. One key finding is that lifecycle-based 

structuring becomes useful only when it is tailored to segment-specifically, considering 

segment specific decision gates and requirements, and further on complemented by sales 

enablement process. (Commissioning Company 2025) 
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1.3  Scope and Limitations 

This thesis is a qualitative single-case study focusing on lifecycle-based structuring of 

service commercialization and sales enablement in a B2B professional services. The purpose 

is to study and understand the theories and how these topics are covered in the 

commissioning company currently and then propose a practically applicable framework, 

rather than to produce statistically generalisable results. The study utilizes as primary data 

group interviews, and as supporting secondary data confidential company materials that are 

utilized in customer interactions. (Homburg, Klarmann & Vomberg 2022, pp. 8-18 & 94) 

The scope of the study is delimited in two main ways. First, the empirical focus is restricted 

to certain industry and more specifically to certain types of customers. Industry is determined 

based on the commissioning company, which offers services to customers who are designing 

and developing new industrial facilities like power plants or factories as an example. 

(Commissioning Company 2026) The focus is on private customers, because commissioning 

company has growth targets within the private sector. Secondly, the thesis focuses on the 

client need identification and value communication across the life cycle, as well in internal 

sales enablement mechanisms that supports cross selling and collaboration between units. 

The thesis does not aim to conduct a quantitative performance assessment of commercial 

outcomes like win-rate analysis. After understanding how commercialization and sales 

enablement are currently done in the commissioning company, the thesis proposes a 

framework for lifecycle-based structuring, but it does not include a full-scale organizational 

implementation programme. 

There is also limitation that should be considered when discovering the findings. Because 

the research is based on a single case (commissioning company), the results are most directly 

applicable to the commissioning company (Homburg, Klarmann & Vomberg 2022, p. 8).  

Transferability to other organizations depends on similarity between the commissioning 

company and the company findings are tried to be utilized. The primary data relies on self-

reported experience, which may be affected by memory limitations and differences in how 

participants describe phenomena (Homburg, Klarmann & Vomberg 2022, p. 949). The 

selection of interview participants focuses on managerial and director positions, and there is 

a lack of same lower lever positions that still contributes to thesis topics within the 

commissioning company. Finally, the use of confidential secondary data supports 
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triangulation, but it limits transparency and replication compared to studies relying solely on 

publicly available information. (Homburg, Klarmann & Vomberg 2022, p. 96) 

1.4  Structure of the Thesis 

The thesis is structures as follows: Chapter two Literature Review reviews the relevant 

literature on professional B2B services, value, service commercialization, sales enablement 

and cross selling and project lifecycle, when it comes to industrial projects. Chapter three 

Theoretical Framework presents framework based on literature that will be further 

developed with empirical data. Chapter four Methodology presents the research 

methodology and design.  Chapter five Findings reviews the interviews and secondary data 

and explains what the main findings are. In chapter six Discussions the thesis presents the 

proposed framework that combines learnings from theory and empirical study. Finally, 

chapter seven Conclusions concludes the thesis and provides suggestions for future 

research, and for the next steps that commissioning company could take.    
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2  Literature Review 

This literature review formalizes the theoretical basis for this thesis. The review is focusing 

on B2B professional services and their commercialization challenges, sales enablement and 

cross-selling and the project life cycle of industrial investments as the context where end 

customer value is created and evaluated. Together these theories provide foundation for the 

theoretical framework that will be presented in chapter 3.  

2.1  Professional Services in B2B 

Service business is one of the most rapidly growing areas of business in the world economy. 

Services have become an important growth factor for firms operating in the B2B field. 

Contrary to general assumptions, the greatest growth in service business has occurred in the 

B2B sector. (Kowalkowski & Wirtz 2023, p. 272) Particularly consulting firms offering 

professional services have had substantial growth in recent decades globally. (Hunt & 

Madhavaram 2017, p. 38) 

Services can complement traditional, product-centric offerings through servitization 

strategies. With a well-designed servitization strategy, firms can leverage organizational 

know-how and capabilities to create profitable growth. (Kowalkowski & Wirtz 2023, pp. 

272-273) Growth can be generated by complementing existing product solutions with 

services or by building entirely new businesses that utilize firm-specific expertise to generate 

professional service offerings. In professional services, providers sell specialized knowledge 

and problem-solving capabilities to business clients across industries. The specialization is 

usually industry-specific, and industry-specific knowledge and expertise can only be 

acquired through extensive experience and multiple industry-specific deliveries. (Chih, 

Restubog & Zwikael, 2019, pp. 564-575) 

Professional services are characterized by high knowledge intensity and deep expertise on 

the provider’s side. Often the client company lacks this expertise which it then acquires from 

the provider. The intangible nature of professional services makes it difficult to assess 

quality and results in advance. Therefore, the provider must be able to illustrate 

knowledgeable and trustworthy image of itself before delivering the services. The final value 
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produced by the offered services cannot be precisely defined or promised in the beginning. 

For professional services, it is characteristic that value is co-created by the provider and the 

customer during the project. (Chih, Restubog & Zwikael, 2019, pp. 564-575) This 

interactional nature of value generation aligns with broader B2B service logic, where 

outcomes and targeted goals are determined jointly between customer and provider 

presented by Kowalkowski & Wirtz (2023, p. 276). 

Because value in professional services is co-created and often tailored to a single customer, 

customers tend to make acquisition decisions based on expected value generation and its 

alignment with desired business outcomes. (Lassila, Heikka & Nätti, 2021, p. 64) This makes 

commercialization of professional services challenging. Business outcomes can be difficult 

to quantify at the point of sales. In some cases, the business outcomes can become 

measurable even long after project completion. (Chih, Restubog & Zwikael, 2019, pp. 564-

575) To be effective in sales, providers must articulate credible value propositions under 

uncertainty and guide client’s decision making towards a valuation where realized outcomes 

exceed the cost of services. (Hunt & Madhavaram 2017, p. 38) 

Delivering professional services requires organizational capabilities to mobilize and 

integrate the expertise of individuals. Professional knowledge in B2B context is distributed 

across different individuals. Such distributed expertise demands organizational capabilities 

to break down knowledge silos within the organization enabling seamless knowledge 

exchange. Organizations also need to foster effective collaboration (Hunt & Madhavaram, 

2017, p. 38). From servitization perspective, these organizational challenges are key issues 

to tackle within a servitization strategy. Organizations need to recognize their resources and 

capabilities, so they can formalize a structured and repeatable end-customer delivery 

process, where value co-creation is built (Kowalkowski & Wirtz 2023, p. 276).  

B2B professional services are knowledge intensive with expertise asymmetries between 

provider and customer. (Chih, Restubog & Zwikael, 2019, pp. 564-575) Value and delivery 

are co-created with customers, so the value and delivered outcomes may emerge during or 

even after the delivery. (Lassila, Heikka & Nätti, 2021, p. 64) The value created can have a 

massive effect on end-customers’ business and can be relatively large compared to invested 

effort. (Hunt & Madhavaram, 2017, p. 38) Nevertheless, this characteristic makes 

commercialization of professional services difficult, because value and delivered outcomes 
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cannot be defined quantitatively before purchase decision.  (Kowalkowski & Wirtz 2023, p. 

276) 

2.1.1  Commercialization of Professional Service   

Some organizations struggle to develop and innovate services due the lack of resources, 

knowledge and capabilities. Such organizations often remain conservative in their service 

portfolios, relying on standardised or add-on services and focusing on core offerings. The 

knowledge cap and the inability to reorganize internal resources to support service 

innovation can be mitigated due noticing service-development opportunities and re-

organizing resources and capabilities to support service development. It is essential that 

organization understands its service development capabilities. Successful service roll-out 

requires the skills and capacity to scale and diffuse the service offering effectively. 

(Chowdhury, Balaraman, Liu, Sirkeci & Wilson, 2025, p. 130) 

Hunt & Madhavaram (2017, p. 38) also emphasis organisational requirements for the 

commercialization of services. They note that service customisation is a highly expertise-

intensive process. Utilizing this expertise requires collaboration among experts. In addition 

to collaboration, service customisation requires aligning the various service components, 

which in professional services can be viewed as distinct areas of expertise. Specialist 

knowledge what is distributed across experts must be integrated as a service package, 

delivered as a project together with customers team.  

Even for companies whose primary offering consist of professional services, such as 

consulting companies, service commercialization is a demanding process starting from 

innovation and development. The process is particularly challenging when advanced, value-

based services are offered, where added value and desired outcomes are not quantitively 

measurable and often becomes evident only after the delivery. These services also frequently 

require customer-specific customisation during implementation stage. These factors 

complicate commercialization because communicating the added values and concrete 

delivery steps during sales process is more difficult. This increases uncertainty in the 

customers investment decision. (Kowalkowski & Wirtz, 2023, p. 278) 
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To address the above challenges in service commercialization, Kowalkowski and Wirtz 

(2023, p. 279) propose three defining features of well commercialized service offering that 

are illustrate in Figure 1. First, a clear value proposition must be defined and certain level of 

standardisation of designed scope. These matters improve communication to end customers 

and make the offering easier to understand. Secondly the service should have a recognizable 

name or symbol that immediately signals its context and purpose. In other words, service 

must be branded and understandable. Thirdly the pricing should be straightforward for 

customers to understand. Customers must be able to evaluate the whole price clearly, and 

without providers help.  

 

Figure 1. Three defining features of well commercialized service (Kowalkowski & Wirtz, 2023, p. 279) 

Blazevic and Lievens (2021) investigated the role of service design in B2B contexts and, 

showed how robust service design methods help to frame complex end customer problems 

and identify solutions. Delivering end customer value is central to service business, as also 

noted by Kowalkoski and Wirtz (2023, p. 276). Service design as a theory well suits to 

service development because it co-creates problem framings and solutions with clients, 

leading to customer centric offering, where added value is clear to end customers. (Blazevic 

& Lievens 2021, p. 135) 

In B2B context, service design can be structured into four main phases, that are discovery, 

ideation, experimentation and launch. Discovery identifies the core problem that must be 

addressed. In ideation a concept is developed to address the problem identified in discovery 

phase. Experimentation phase tests the proposed solution in practise. For services, this often 

involves a pilot project. In launch, the service is commercialised based on the insight from 

the earlier phases. (Blazevic & Lievens 2021, p. 135) 
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Stakeholder engagement is especially important in these phases. Service businesses also 

naturally involve close customer collaboration, enabling continuous dialogue along the 

project execution. Maintaining this kind of continuous interaction with the end customer 

across the entire service design process is essential to ensure that the promised end customer 

value is realised. Ongoing collaboration enables better adaption of services to end customer 

needs and strengthens commercialization, where generating a clear value proposition is vital 

yet more challenging compared to more traditional offerings. A concrete tool for identifying 

the right stakeholder for the stakeholder engagement during service design is stakeholder 

mapping which pinpoint key individuals related to the service and links their specific 

problems to be resolved. (Blazevic & Lievens 2021, pp. 136-137)  

Hunt & Madhavaram (2017, pp. 39-46) further investigated why some B2B consulting firms 

commercialise professional services more effectively than other consulting firms. Their 

study proposes a model of competitive capability to commercialise services based on social 

capital theory. In this model internal social capital like employee’s internal trust, 

commitment and shared values act as an enabler to be able to utilise intellectual capital, 

which underlines the firm’s capacity to deliver customised services. Intellectual capital 

foundation lies in three elements. First is employee’s knowledge of customers. Second is 

employee’s technical knowledge and abilities. And third one is organisational creativity. In 

their study one of the key findings was that intellectual capital directly enhances 

customisation capability, but organisational creativity alone is insufficient unless connected 

to customer understanding and technical expertise. Based on their findings Hunt & 

Madhavaram (2017, pp. 39-46) offered three practical recommendations:  

1. Focus on developing intellectual capital, particularly customer understanding and 

technical competences 

2. Audit and develop intellectual capital continuously 

3. Strengthening internal social capital by building structures and culture that foster 

employee trust, commitment and communication 

Lassila, Heikka and Nätti (2021, pp. 67-69) examine the effect of value co-creation on the 

purchase-decision phase when selling professional services in B2B context. The study 

showed that value co-creation in B2B professional services is built strongly on interaction, 

like mentioned by Blazevic & Lievens (2021) about stakeholder engagement. In the 
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awareness, needs recognition and search stages, the focus is on information sharing and 

marketing content that helps customers recognize needs and compare alternatives. In the 

consideration and purchase stages, personal relationships, communication quality, 

references and the providers reputation are key factors. Throughout these stages, the provider 

must identify the customer’s value-creation processes and align the service to support the 

business objectives set by the end customer. 

2.1.2  Service-Dominant Logic & Value Co-Creation  

Previous sections showed that professional services are knowledge intensive, and value is 

uncertain and hard to measure during sales process. At the same time, firms are trying to 

develop services to turn organizational knowledge into growth, which requires clear value 

promises and strong capabilities to deliver services with customers involvement into the 

process. These matters point out directly to service-dominant logic (SDL) and value co-

creation. SDL determines that value is co-created with the customer, and value is realized in 

use rather than during the acquisition. (Vargo & Lusch 2008, pp. 1-4) Understanding how 

value co-creation shapes customers purchase decisions is therefore critical for 

commercialisation in professional services. (Lassila, Heikka & Nätti 2021, p. 64) This 

subsection defines SDL and value co-creation more precisely. 

SDL defines business interactions to be exchange of knowledge and skills, that can be 

defined as operant resources. Knowledge and skills are offered for another’s benefit. Value 

is always co-created with the customers and realised as value-in-use in a specific content. 

Customers also actively integrate their own resources with providers during the project 

deliveries. The value created for the customer stems from operant resources. (Vargo & Lusch 

2008, 6-7) In knowledge-intensive and customized services, value materialises within the 

client’s process. This can be changes that has been made based on support provider has 

delivered or operations that has been created with provider’s help. (Chih, Restubog & 

Zwikael 2019, pp. 564-575). SDL frames delivery as an ongoing, two-way relationship 

rather than one time transaction. From transactional delivery there are benefits for both 

parties. Throughout gains of reputation and references, learnings and new collaboration 

opportunities providers benefits beyond transactions, that can be utilised as a leverage for 

winning future projects. (Chih, Restubog & Zwikael 2019, pp. 564-575). 
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Value co-creation commonly follows three linked phases that can be seen from Figure 2. 

From value proposition through starting the delivery, customer and provider starts to create 

and define value by integrating their resources. This is called value actualization. After the 

delivery starts value determination, where the delivered value is realised. (Chowdhury, 

Balaraman, Liu, Sirkeci & Wilson 2025, 182-183). These steps where determined in multiple 

literature sources. Vargo & Lusch (2008, pp. 1-4) highlighted that value can only be 

promised in the beginning. The challenge is how concrete and calculatable promise the 

provider can make.  

 

Figure 2. Three stages of value co-creation (Chowdhury, Balaraman, Liu, Sirkeci & Wilson, 2025, p. 183) 

On the other hand, high specialisation can create expertise gaps between provider and 

customer, risking value determination on customer side. (Chih, Restubog & Zwikael 2019, 

pp. 564-575) Providers should support clients with dialogue, co-design, training, onboarding 

and continuous interaction to ensure value determination is perceived from customers point 

of view. (Bonamigo, Frech & Lopes 2021, pp.  1451-1452) 

The needed collaboration and integration of resources is not always easy. Long-term 

relationships are an enabler to achieve mutual understanding, joint problem solving and fully 

integrated teams during deliveries. (Chowdhury et al. 2025, pp. 93-94).  Lassila, Heikka & 

Nätti (2021, p. 64) also stated that client participations depend on motivation, perceived 

value, knowledge, trust and relationship quality. Understanding client goals across the 

customer journey improves interaction quality and relationship. (Chowdhury et al. 2025, 

117) Collaboration between two business partners can also create risk like intellectual capital 

lose. During intensive collaboration firms must take control of safeguards such as access 

control, role-based permission to systems and audit trails. (Bonamigo, Frech & Lopes 2021, 

pp.  1451-1452) 

Adopting SDL and value co-creation means shifting from transaction centric delivery to a 

culture and operating model build on relationships that promotes joint problem solving and 

integration of teams. Providers who can implement these into strategy and operations are 

better positioned to form long term partnership and deliver value that is relevant and 

recognized to the customer. (Chowdhury et al. 2025, pp. 98-99). The outcome of successful 

deliveries where these matters are implemented have monetary and non-monetary value for 
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the provider. Especially the non-monetary values are the ones that will help provider to win 

future projects. (Chowdhury et al. 2025, pp. 98-99). By utilizing references and learning 

provider has better tools to ensure successful commercialization of professional services. In 

figure 3., Chih, Restubog & Zwikael (2019, p. 563) summarized the value co-creation 

process that aligns well with SDL characteristic described in this section. The figure well 

defines these matters in chronological order from needed input all the way to outcomes.  

 

Figure 3. Value Co-Creation process in professional service projects (Chih, Restubog & Zwikael, 2019, p. 563) 

2.2  Sales Enablement & Cross-selling 

In B2B business selling complexity has increased over the recent years. Firms in B2B are 

phasing longer sales cycles, more no decision -outcomes, empowered and more aware 

buyers, rapid technology change and heterogeneous needs. These conditions require deeper 

customer understanding and clear communication of value (Peterson & Dover, 2020, pp. 

154-155). At the same time, organisations report multiple different definitions and 

expectations for sales enablement across functions and organizational levels (Lauzi et al., 

2023, p. 53). 

Sales enablement is a coordinated, cross-functional system that aligns people, content, 

processes and technologies to support selling across stages of buyer’s journey and improve 

sales effectiveness across personnel who are in interaction with customer interface (Peterson 

& Dover, 2020, pp. 154-155). In practice, sales enablement combines multiple functions and 

organisational levels, and still stakeholders often hold different views about what it holds 

inside and how it should be measured. (Lauzi et al., 2023, pp. 47-58). It is not only training, 

sales content or simple sales-marketing alignment. Sales enablement must be anchored in 

strategy and involve all organizational levels like product and service development, 
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customer success and delivery operations to support sales and marketing (Kilian, Mirski & 

Lorenz, 2023, p. 30). 

In resource-based view, firms create advantage by developing and deploying rare and hard-

to-imitate capabilities at the customer interface. Sales enablement acts as a mechanism to 

build, maintain and grow these capabilities in personnel who are interacting with customer 

interface (Peterson & Dover, 2020, pp. 155-156). Complementing resource-based view, 

sales enablement can be viewed as a dynamic capability that re-organize resources 

(marketing, technology like CRM, operational resources, sales) to adapt in changing markets 

and buyer behaviour. Wanted outcome is to illustrate clearly providers capabilities and align 

them with customer or customer segment specific value outcomes. (Peterson et al. 2020, pp. 

544-545) 

Peterson et al. (2020) research identifies three pillars for sales enablement capabilities: 

1.  Insight Triangulation (combining journey insights, sales process diagnostics and 

internal support analysis) 

2. Enablement Infrastructure (a central, integrated platform for content, tools, and 

processes) 

3. Sales Support Envelopment (orchestrating inputs from marketing, training and 

operations while assessing their impact on selling)  

In professional services, these pillars translate into repeatable discovery frameworks, 

stakeholder mapping, mutual action plans and value narratives that help sellers guide multi-

stakeholder decisions (Kilian, Mirski & Lorenz, 2023, pp. 34-35). 

Sales enablement is not an easy system to implement. Peterson et al. (2020, p. 550) presented 

a five-stage process that supports systematic implementation of sales enablement: 

1. Sales support diagnostic - evaluation of current caps, where customer interfacing 

personnel are left out without support.  

2. Sales capital reconfiguration - reorganizing resources to support sales as one 

functional system 

3. Enablement infrastructure rollout - step-by-step implementation of new 

infrastructure (organization and tools) 



26 

 

4. Enablement performance evaluation - setting up key metrics for processes and 

commercial targets 

5. Enablement calibration - constant development based on metrics and feedback, to keep 

the new infrastructure align with evolving customer need and market 

 (Peterson et al. 2020, p. 550). 

Mentioned pillars and implementation stages are visualized in figure 4., where can also be 

seen the synergies between these pillars and stages. 

 

Figure 4. Sales enablement stages and main components (Peterson et al., 2020, p. 550) 

Alongside Peterson et al. (2020) presented stages and components Lauzi et al. (2023) 

presented the main themes across all those stages that are well aligning what is previously 

presented. These themes can be seen in Figure 5.  
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Figure 5. Key sales enablement themes across functions and levels. (Lauzi et al., 2023, p. 53) 

Sales enablement ensures buyer journey aligned content that personnels operating in 

customer interface can find and use at the right moment, mapped to the right customer 

segment (Kilian, Mirski & Lorenz, 2023, pp. 34-35). These contents can be stored digital 

tools like CRM. The content itself is everything that personnel interacting with certain 

customer or segment needs to know. This content can include market information, product 

and service descriptions, pricing, discovery and qualification questions for customer needs, 

value messaging tips, reference cases, proposal templates and negotiation notes. The 

important part is to have all content available when needed. (Kunkle, 2021, pp. 26-27) 

Sales enablement as a system act as the organisational bridge that coordinates marketing, 

sales, services and operations reducing caps of information and aligns responses to market 

changes (Peterson et al., 2020, pp. 542-543). Effective execution demands a clear owner or 

team whose responsibility is to synchronise these efforts with corporate strategy and to 

maintain shared priorities in sales across all organizational levels (Kilian, Mirski & Lorenz, 

2023, p. 30) 

This responsible person or team should have clear targets and measurement tools for process 

oversight. Performance management should combine input measures with outcome 

measures, so sales enablement system can be reviewed and developed to right direction 

(Peterson et al., 2020, p. 550). Because different functions differ in what they expect from 

sales enablement within organization, establishing shared targets and measurement tools is 

essential to demonstrate impact and sustain alignment. To foster and establish needed 

resources for the system, different organizational functions must have trust to the team that 

oversees the sales enablement infrastructure. (Lauzi et al., 2023, pp. 47-58) Alongside the 
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risk of loss of trust from different organizational functions, there are other common risks 

that can be recognized in sales enablement. Common risk is content sprawl, tool 

proliferation, treating sales enablement as a training only system and weak linking with 

strategic level. (Kilian, Mirski & Lorenz, 2023, p. 27)  

In professional services, sales enablement transforms organizations expertise into repeatable 

buyer relevant information and interactions that reduce uncertainty in customer interface, 

improve decision quality and support value communication before purchase (Peterson & 

Dover, 2020, pp. 154-155). By building capabilities and infrastructure, sales enablement 

helps firms adapt to complex and evolving buying environments while maintaining strategic 

direction and united sales focus across functions (Peterson et al., 2020, pp. 543-545).  Well 

organized materials and information that are available when needed through digital tools like 

CRM enables valuable interactions in customer interface. (Kunkle, 2021, pp. 26-27) Finally, 

shared definitions, targets and measures across all organisational levels enables needed trust 

and execution quality for the sales enablement that will generate business growth (Lauzi et 

al., 2023, pp. 57-58). 

2.3  Project Life Cycle of Industrial Investments  

The commissioning company offers services and operates with its clients on industrial 

projects. To situate the case context and the value created, it is necessary to outline, at a 

general level, what the main steps usually are in industrial projects. It is also important to 

understand whether there are differences between industries when it comes to project 

execution or investment decisions. This subsection summarises these topics at a general 

level. The commissioning company has extensive experience operating in industrial projects, 

so the purpose here is to provide background rather than a detailed description of every 

aspect when it comes to industrial projects.  

According to El-Reedy (2011, pp. 17-18) industrial project are inherently unique. Each one 

is unique due to different details in tasks, teams and expectations can also vary between 

owners. Nevertheless, there are similarities. Work is always driven by owner requirements 

and delivered through many linked activities that must be fit to together. Budget are limited, 

and there are always participants from multiple organizations. Because of the changing 
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nature of projects and small differences, projects always offer ongoing learning opportunities 

for the project team.  

Different tasks and steps can vary from one project to another, but the main stages are usually 

the same that every industrial project follows. Those stages are feasibility, detailed 

engineering, construction and commissioning. During the feasibility stage the owner 

evaluates whether the investment is profitable or not. (Merrow 2024, pp. 353-354) The 

feasibility study is relatively small in effort, but crucial for the owner. It amounts usually 5 

% of the whole project execution. Detailed engineering that follows feasibility is roughly 25 

% of total execution. Over half of the execution in time and money is spent during the 

construction phase. (El-Reedy 2011, pp. 18-20) 

Every stage is governed by different stage-gate decisions (decision gates or DG), which can 

be seen as standardized go, hold or end -decisions. Usually, these decision gates are industry 

specific. At each DG, relevant investigations are done within the scope that is relevant before 

moving forward. When the project advances the information and calculations become 

progressively more detailed and accurate. The reason is to avoid unnecessary investments 

before committing to subsequent studies and investments. (Merrow 2024, pp. 440-441) 

In literature, the feasibility stage has several names like front-end planning (FEP), pre-

project planning, feasibility analysis, conceptual planning or front-end loading (FEL). 

Feasibility is a staged process where there are usually several decision gates. (El Asmar and 

Gibson, 2018, pp. 1-2) With decisions gates, feasibility study checks whether a proposed 

project is practical and likely to succeed. It compares benefits with costs, resources, risks 

and technology formalizing return on investment estimates, market studies and risk 

assessments. If done correctly, feasibility studies help leaders avoid high-risk ventures, 

provide an operating model for the project and offers credible justifications for the owner to 

negotiate with investors. (El Asmar and Gibson, 2018, pp. 1-2) Usually, the feasibility stage 

is divided into three main stage-gates that are feasibility (FEL 1), concept (FEL 2) and 

detailed scope (FEL 3). After the FEL 3 stage-gate final investment decision is made, and 

the feasibility stage ends. (El Asmar and Gibson, 2018, pp. 1-2) 

After the final investment decision, detailed engineering finalises all drawings and 

specifications across all disciplines. The stage requires substantial engineering hours and 

other resources like the owner’s time for different review processes. It is important that the 
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whole process is managed correctly, and cross-disciplines are coordinated. Detailed 

engineering ends when everything is ready for construction. Usually there are industry and 

country specific regulations that must be fulfilled to get approved for construction status. 

(El-Reedy 2011, p. 27) To be successful in the engineering phase, alongside good 

management it is important that design is implemented in a construction-driven way, and 

studies and designs contributed during the feasibility stage are leveraged as inputs to 

engineering work. (Merrow, 2024, pp. 380-381) 

In the construction phase the designs are turned into built facilities under strict quality 

assurance and control. Several new parties like contractors, designers and consultants are 

involved, and some parties join for the first time during the project life cycle. All risk 

assessments and plans made in previous stages must now be implemented with a growing 

team, including new parties. Strong supervision systems, documentation guidelines and 

safety guidelines must be implemented. Responsibility should be in the owner’s hands, or in 

some cases the owner can assign the responsibility to a consultant. (El-Reedy, 2011, pp. 30-

31). Merrow (2024, pp. 373-375) points out that hands-on owner team is one of the key 

enablers for successful project execution. Regardless of the contract form the owner must be 

aware of what is happening in the project and validate the reasons behind big decisions. In 

some cases when responsibility has been assigned to a consultant, certain contract details 

can lead to problems. Merrow (2024, pp. 373-375) notes that aggressive schedule bonuses 

have been associated quality problems in some projects. 

After construction commissioning confirms that the built asset operates safely and as 

planned before handover to operations. Depending on what kind of industry the project 

concerns, different tests, verifications and performance runs are implemented by a dedicated 

and experienced team. The team usually includes project and operational personnel. Usually, 

the whole commissioning process is tightly scheduled and planned. Some industries have 

strict verification procedures that might take months or even years. (El-Reedy 2011, p. 31) 

Outcomes at this stage largely reflect the quality of preceding stages. After successful 

commissioning, the built facility can move on to operations, where return on investment 

realisation begins for the owner. (Merrow 2024, pp. 399-401) 

As already literature has highlighted, across industries there are differences in the project 

life cycle. Still, the backbone formed by these four mentioned stages (feasibility, 

engineering, construction and commissioning) is similar. Stage related differences come 
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from business needs of owners or regulations. In data centres early go or no-go choices 

usually depend on power grid capacity, network connectivity, and zoning. (Avisen Legal 

2025) In wind power, the feasibility stage is shaped by municipal planning, environmental 

impact assessment, wind measurements and grid agreements. (Suomen Uusiutuvat ry, 2025) 

In mining, permits, land access and safety management are strong guiding factors in the 

feasibility stage. (Tukes, 2025) The stages are broadly the same, but the evidence required 

at each stage-gate differ by regulations and expected return on investment and technology.  
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3  Theoretical Framework 

This chapter summarizes the literature reviewed in Chapter 2 into a theoretical framework 

for addressing the thesis’s three research questions. The framework is built on the themes of 

B2B professional services and sales enablement. In professional services value is 

knowledge-intensive and often difficult to evaluate before delivery, and value is co-created 

with the client during delivery (Chih, Restubog & Zwikael, 2019, pp. 564-575). Due this, 

two important theories are also service-dominant logic and value co-creation which clarifies 

how value is proposed, actualized and determined in use. Because commissioning company 

is focused on industrial projects, this is also implemented as one of key theories.  

Section 3.1 develops a conceptual model that combines the client’s project life cycle in 

industrial investments with the commercialization and value logic of professional services. 

Section 3.2 positions sales enablement as the organizational system that aligns people, 

content, processes, and technologies to support commercialization and cross-selling across 

business areas. 

3.1  Conceptual Model Combining Project Life Cycle and Commercialization of 

Service Offering 

Professional services in B2B context are knowledge intensive and heavily intangible, which 

makes it difficult for customers to evaluate quality and outcomes before delivery starts 

(Chih, Restubog & Zwikael, 2019, pp. 564-575). Often the customer lacks the specialized 

expertise that the provider brings into the project, and the final value created by the service 

cannot be precisely promised at the beginning (Chih Restubog & Zwikael, 2019, pp. 564-

575). Instead, value typically emerges through interaction during the project, as the provider 

and customer integrate their resources and jointly define goals and outcomes (Lassila, 

Heikka & Nätti, 2021, p. 64). Commercialization in professional services is challenging. 

Providers must articulate credible value propositions under uncertainty and guide the 

customer toward a valuation where expected outcomes exceed the cost of services (Hunt & 

Madhavaram, 2017, p. 38). 
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In this thesis, commercialization of a professional service offering refers to the process 

through which a service concept is shaped into a market-facing offering that can be 

communicated, sold and scaled. It includes defining what the service is, what value it creates 

and how the customer can understand the scope and evaluate the investment. Prior literature 

highlights that advanced, value-based services are particularly demanding to commercialize, 

because added value and desired outcomes are often difficult to measure during the sales 

process and may become evident only after delivery. In addition, professional services 

frequently require customer-specific customization during implementation, which increases 

uncertainty in the customer’s investment decision, and increases providers workload during 

sales process. (Kowalkowski & Wirtz, 2023, p. 278) To reduce customers uncertainty, 

Kowalkowski and Wirtz (2023, p. 279) propose three defining features of a well-

commercialized service offering:  

1. Clear value proposition and a certain level of scope standardization 

2. Recognizable name or symbol that signals the purpose of the service 

3. Straightforward pricing that enables the customer to evaluate the whole price clearly. 

Commercialization creates internal requirements for professional service firms, because 

service customization is a highly expertise-intensive activity and specialist knowledge is 

typically distributed across individuals and expert areas. Commercializing a service package 

therefore depends on the firm’s ability to mobilize and share expertise across experts, and to 

align service components into a delivery that works together with the customer’s team. (Hunt 

& Madhavaram, 2017, p. 38)  

From a service development perspective, some organizations remain conservative in their 

service portfolios due to lack of resources, knowledge and capabilities, and therefore 

struggle to scale and diffuse new services (Chowdhury, Balaraman, Liu, Sirkeci & Wilson, 

2025, p. 130). A structured service development approach can support commercialization by 

clarifying customer problems, co-creating solutions and strengthening customer-centric 

value propositions. In B2B contexts, service design can be described through discovery, 

ideation, experimentation, and launch, where stakeholder engagement and continuous 

dialogue help ensure that the promised customer value is realized. (Blazevic & Lievens, 

2021, pp. 135-137) This aligns with findings that value co-creation in professional services 

is strongly built on collaboration.  Early decision stages emphasize information sharing and 
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content that supports need recognition, whereas later stages are more dependent on 

relationships, communication quality, references and provider reputation. (Lassila, Heikka 

& Nätti, 2021, pp. 66-98) 

To clarify what value and value-based mean in commercialization, this thesis adopts service-

dominant logic and value co-creation as a baseline. Service-dominant logic frames business 

interactions as exchange of knowledge and skills (operant resources) offered for another’s 

benefit, where value is co-created with customers and realized as value-in-use in a specific 

context (Vargo & Lusch, 2008, pp. 1-7). In knowledge-intensive and customized services, 

value materializes within the client’s process rather than being fully embedded in the 

provider’s offering (Chih, Restubog & Zwikael, 2019, pp. 564-575). Chowdhury et al. (2025, 

pp. 182-183) structure value co-creation into three linked phases, that are value proposition, 

value actualization and value determination. Value proposition represents the initial promise. 

Value actualization occurs through resource integration during delivery. Value 

determination reflects how value is ultimately recognized and realized. (Chowdhury et al., 

2025, pp. 182-183) In this thesis, value communication refers to how the provider translates 

expected value into client-relevant language and evidence during the sales process (value 

proposition), while acknowledging that the full value may only be realized in use. (Lassila, 

Heikka & Nätti, 2021, pp. 66-68). Because value determination may be difficult for 

customers, providers should support customer through delivery with co-design, training, 

onboarding and continuous interaction to ensure that value is recognized from the customer’s 

point of view (Bonamigo, Frech & Lopes, 2021, pp.  1451-1452). Long-term relationships 

further enable mutual understanding and joint problem solving, supporting deeper 

integration of teams and improved value realization (Chowdhury et al., 2025, pp. 93-94). 

This should guide professional service companies to involve their key accounts as partners 

for service commercialization.  

The above commercialization and value logic is combined with the client project life cycle 

of industrial investments, which is used as the structuring model. Industrial projects are 

unique due to differences in tasks, teams and owner expectations, but they still follow similar 

structure (El-Reedy, 2011, pp. 17-20). Common stages include feasibility, detailed 

engineering, construction and commissioning (Merrow, 2024, pp. 353-354). Projects have 

stage-gate decisions, where investigations are carried out to certain level of details before 

committing to following investments. The nature of these projects is that information 
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becomes progressively more accurate as the project advances (Merrow, 2024, pp. 440-441). 

Feasibility is often referred to as front-end planning/loading (FEP/FEL) and may include 

several stage-gates, after which the final investment decision is typically made (El Asmar & 

Gibson, 2018, pp. 1-2). While industry details and terminology may differ, this staged 

structure creates a consistent decision frame where needs and owners (project developer) 

requirements evolve as the project moves forward (Merrow, 2024, pp. 440-441). 

Project life cycle perspective presents that client needs, municipality demands, decision 

criteria and relevant value drivers vary across phases. Early phases are characterized by 

uncertainty and problem framing. Later phases can be characterized by implementation 

realities, such as schedules, safety requirements and operational readiness (El-Reedy, 2011, 

pp. 30-31). Therefore, commercialization of professional services should not be treated as a 

single event, but as a phase-aware process where service packaging and value 

communication are aligned with the customer’s evolving decision context. This suggests that 

value propositions should be tailored to phase-specific objectives and uncertainties and the 

offering should support the next stage-gate decision by reducing perceived investment risk. 

Based on previous chapters, the conceptual model proposed in this thesis positions the client 

project life cycle as the structure for packaging services and combines it with 

commercialization of professional services and value co-creation logic. The model is built 

on to five assumptions based on literature: 

1. The client’s project phases determine needs, stakeholder concerns and decision 

criteria. These phase-specific conditions influence what kind of service concept is 

relevant and how it should be packaged and communicated. 

2. There are differences between project phase determinations and terminology, 

especially between different industries.  

3. Value propositions are promises under uncertainty and must be supported by 

customer resource integration, collaboration and value determination during delivery 

to achieve wanted level of value communication during sales process.  

4. Well commercialized service offerings rely on clear value propositions, 

recognizable structuring and understandable pricing. 
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5. Commercialization depends on integrating distributed expertise into 

understandable service packages and maintaining collaboration that supports 

customization, development and delivery. 

In Figure 5. this conceptual model is presented. In this visualized model different phases of 

service commercialization and value co-creation are presented in a timeline, where certain 

events and process are split based on their belonging to end-customer or to a company that 

is offering professional services. This visualization summarises the five main assumptions 

that were created based on theory. From the figure it can be clearly seen how value co-

creation phases linkable and central part of commercialization phases are. As an example, 

value determination and value actualization are phases where needed non-monetary value is 

created for the service provider company. This non-monetary value is the needed initial data 

for experimentation phase of service commercialization.  

 

Figure 5. Conceptual model combining project life cycle and commercialization of service offering 

3.2  Sales Enablement in professional services 

In this thesis, sales enablement is understood as a coordinated, cross-functional system that 

aligns people, content, processes and technologies to support selling across stages of the 

buyer’s journey and to improve sales effectiveness in the customer interface (Peterson & 

Dover, 2020, pp. 154-155). Literature highlighted that organisations often have multiple 

definitions and expectations for sales enablement (Lauzi et al., 2023, pp. 47-58). Sales 
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enablement cannot be treated as a single initiative such as training or a content library. It 

must be anchored in strategy and connected to functions such as service development and 

delivery operations to support value-based selling and commercialization (Kilian, Mirski & 

Lorenz, 2023, p. 30).  

In relation to thesis research question 3., cross-selling refers to identifying and offering 

complementary services from other business areas to the same client, so that the provider 

can support a broader set of client needs across project phases. To do so, customer phasing 

personnel must have understood of company’s capabilities to offer services and understand 

how those services align with end-customers project phase specific and evolving needs.  

Sales enablement supports the development and deployment of customer-interface 

capabilities, which aligns with a resource-based view of competitive advantage (Peterson & 

Dover, 2020, pp. 155-156). Sales enablement can be viewed as a dynamic capability that 

reorganizes internal resources (marketing, technology such as CRM, operational resources, 

and sales) to adapt to changing customer need and decision criteria (Peterson et al., 2020, 

pp. 544-545). In professional services this is relevant because commercialization depends 

on translating distributed expertise into buyer-relevant value propositions, references and 

consistent customer facing practices that reduce uncertainty before purchase (Peterson & 

Dover, 2020, pp. 154-155). Sales enablement is therefore positioned in this thesis as the 

internal organisational layer that supports consistent execution of the conceptual model 

combining project life cycle and commercialization of service offering. This is presented 

below the line that demonstrates how processes are distributed between provider and end-

customer in Figure 5. 

Prior research identifies several core components that form the capability basis of sales 

enablement. Peterson et al. (2020) describe three pillars:  

1. Insight triangulation combines customer journey insights, sales process diagnostics 

and internal support analysis to clarify what support is needed 

2. Enablement infrastructure refers to a central, integrated platform for content, tools, 

and processes, which improves findability and consistency in customer-facing work 

3. Sales support envelopment emphasizes orchestrating inputs from functions such as 

marketing, training, and operations while assessing their impact on selling outcomes 
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A key element across sales enablement is buyer-journey aligned content that customer-

facing personnel can find and use at the right moment and for the right customer segment 

(Kilian, Mirski & Lorenz, 2023, pp. 34-35). In practice, enablement content includes market 

information, service descriptions, pricing logic, discovery and qualification questions, 

reference cases, proposal templates and negotiation support materials (Kunkle, 2021, pp. 26-

27). Digital tools such as CRM can support this by making content accessible and reusable 

across teams and customer situations, which improves consistency and efficiency in the 

customer interface (Kunkle, 2021, pp. 26-27). However, infrastructure alone is insufficient 

if sales enablement is not integrated with processes that ensure common ways of working 

and sustained adoption (Peterson et al., 2020, pp. 542-543). 

Implementing sales enablement as a functional system typically requires step-by-step 

approach. Peterson et al., (2020, p. 550) describe a five-stage process consisting of sales 

support diagnostics, sales capital reconfiguration, enablement infrastructure rollout, 

enablement performance evaluation and enablement calibration. Diagnostics clarify current 

gaps where customer-interface personnel lack support, while capital reconfiguration 

reorganizes resources so that sales support operates as one coordinated system rather than 

fragmented initiatives (Peterson et al., 2020, p.550). Performance evaluation establishes 

metrics for both process oversight and commercial outcomes, and calibration emphasizes 

continuous development based on metrics and feedback because buyer behaviour and 

customer needs evolve over time (Peterson et al., 2020, p. 550). Alongside this 

implementation logic, the literature highlights that execution requires clear ownership. 

Responsible person or team is needed to synchronize cross-functional efforts with strategy 

and maintain shared priorities (Peterson et al., 2020, pp. 542-543).  

In relation to this thesis, sales enablement is relevant because it connects internal alignment 

to the customer interface. Professional services require integrating expertise into service 

packages and commercialization effectiveness depends also on the organisation’s capability 

integrate expertise across experts. Sales enablement provides a practical system for this 

integration by increasing visibility of capabilities, standardizing reusable assets (reference 

cases and value narratives) and supporting collaboration routines. Sales enablement is 

visualized in Figure 6., where main stages to implement sales enablement is presented 

together with key building blocks.  
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Figure 6. Sales Enablement 

When combined with the project life cycle logic introduced in Section 3.1, sales enablement 

can also be used to structure content and practices by client segment and project phases, so 

that customer-facing personnel have phase-relevant value communication tools and 

guidance available when needed. This is presented in Figure 7. 

 

Figure 7. Conceptual model combining project life cycle, commercialization of service offering and sales enablement in 
professional services 

Like the Figure 7. concludes, this thesis positions the client’s project life cycle as a 

structuring backbone for understanding how client needs, stakeholder priorities and value 
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drivers evolve over time within one customer segment, and it combines this with 

professional service commercialization and value co-creation logic. Sales enablement is 

introduced as the organisational system that supports project lifecycle-based 

commercialization in practice by aligning people, content, processes and technologies across 

business areas.  
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4  Methodology 

In this chapter it is explained how the empirical part of the thesis was designed and 

conducted. It describes the commissioning company and the context, the overall research 

design and the background of decisions to utilise different tools, methods and who to 

involve. Then the chapter outlines how the data were collected and analysed. Finally, it 

discusses the ethical considerations and trustworthiness of the study. 

Decisions on methodology follow from the thesis three research questions, which focus on 

how client needs are identified and communicated across the project life cycle, how value-

based professional services are designed and commercialized, and how the client’s project 

life cycle can be used as a structuring framework for sales enablement. The target is not to 

test existing framework or model, but to build an empirically grounded and practically useful 

framework for structuring service alignment and value communication in B2B professional 

services, when offered to industrial clients. 

4.1  Description of the Commissioning Company 

The commissioning company, that will be anonymous, is a large Nordic based engineering, 

design and consulting company that operates globally in the B2B professional service 

market. Globally the company employees almost 20 000 experts and provides 

multidisciplinary services across buildings, infrastructure, energy, environment, 

management consulting and architecture. The company has strong foundation in the Nordic 

countries as one of the market leaders, but they also offer services and have offices in other 

countries and continents.  

The focus in this thesis and empirical study is on the commissioning company’s Finnish 

organization and market. In Finland, the company has a long history and strong market 

position in the public sector. Typically, public customers include cities, regional authorities, 

government agencies and publicly owned organizations. Over the years the commissioning 

company has become one of the leading providers of planning, design and consulting 

services for public sector in Finland. During the recent years public funding in Finland is 

under pressure, and many public organizations face decreases of budgets. (Kuntaliitto, 2025) 
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This, together with the company’s own growth ambitions, has increased the strategic 

importance of industrial and commercial customers. Industrial investments, energy 

transition projects and data- and infrastructure related developments are seen as key areas, 

where the commissioning company wants to gain growth within private sector.  

For this thesis all commissioning companies’ business areas that are operating in Finland are 

included part of the empirical study. These includes sectors and units focusing on energy-, 

infrastructure-, construction management-, buildings-, water-, environmental- and 

management consulting services. In industrial projects, these business areas often work 

together offering multidisciplinary services and project executions, where several units and 

different experts contribute to the same client project at different stages of the project life 

cycle. Typical roles range from early-stage feasibility and concept studies to permitting, 

detailed engineering, construction support and advisory services related to sustainability, 

digital solutions or operations. (Commissioning Company 2026)  

Commercially commissioning company sells its professional services through a mix of 

mechanisms. On the public sector, a large share of work comes through framework 

agreements and formal tendering procedures. In the private sector work is acquired more 

through key account relationships, frame agreements, direct negotiations and project-based 

selling, where commissioning company is already somehow involved in the project. In both 

sectors the ability to present and mobilise expertise from several business areas and to cross-

sell services is important, especially when serving large industrial client that invest 

repeatedly and expect long-term partners rather than one-off suppliers. (Commissioning 

Company 2026) 

In recent years the company has recognized that, compared to public-sector customers that 

mainly select partners through formal tenders, industrial and commercial customers place 

stronger value on proactive sales work, value-based communication and structured sales 

process where supplier can informally advise the customer what they need and when. At the 

same time commissioning company has a wide service portfolio that is highly knowledge 

intensive, where also the knowledge is distributed across different business areas and 

geographical locations. Commercial responsibilities in the commissioning company are 

spread between business areas. This creates a challenge for commercial work. There is a 

significant potential for cross-selling and service alignment, but it is not always clear who 
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should present which services and in what point when considering the end-customers project 

life cycle. (Commissioning Company 2026) 

These characteristics make the commissioning company a relevant and demanding enough 

case for this thesis. This context provides a rich setting for examining sales enablement in 

B2B professional services and for developing a framework that can support the 

commissioning company. 

4.2  Research Design 

Thesis follows a qualitative research approach and is designed as a single-case study of the 

commissioning companies’ organisations operating in Finland. Qualitative research is 

picked here because the goal is to understand how people inside the organisations different 

business areas perceive client needs, value and sales enablement, rather than testing 

predefined hypothesis with statistics. (Eriksson & Kovalainen, 2008, p. 3). The target is to 

build clear picture of how these topics are handled and talked about in everyday work. Case 

study design is suitable, because the phenomenon is closely tied to its organisational context 

and structure, and it is not possible to determine clear-cut (Eriksson & Kovalainen, 2008, p. 

3).  

The empirical research can be described as an exploratory case study of large global 

engineering and consulting company operating in the Finnis market. The case study 

approach allows the thesis to combine several perspectives from different organisational 

business areas from commissioning company. (Farquhar, 2012, p. 5) Still the study can treat 

them as part of one case. Also, cross-selling between business areas is one key element for 

the thesis, and therefore it is important to evaluate what differences there might be between 

business areas. The purpose is not to generalize one framework to all firms in the industry, 

but to generate a contextually grounded understanding of how sales enablement and service 

alignment work in this commissioning company, and what kinds of tensions and 

opportunities can be found. Nevertheless, the framework might be utilized with other similar 

companies as well, but this will be analysed further on in conclusions.  

Abductive research approach will be used. In this reasoning approach the research moves 

back and forth between empirical observations and existing theoretical ideas trying to find 
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the most realistic explanations for patterns. (Mantere & Ketokivi, 2013) In this thesis the 

starting point was to formalize theoretical framework based on existing literature on sales 

enablement, project life cycle and value co-creation and B2B professional services. The 

empirical work and analysis will further on provide insights that will be utilized to refine the 

initial ideas in theoretical framework. The Gioia methodology will be used in the analysis, 

which will support this abductive concept building logic.  

In this thesis the focus is on how people within the commissioning company understand and 

talk about client needs, value and sales enablement. Instead of assuming that there is on fixed 

definition for these concepts, they will be treated as things that can be business area or team 

specific. Different business areas can therefore have slightly different views on what value 

or sales enablement for example means. These different views can influence how services 

are planned, sold and delivered. With this reasoning, qualitative interviews are a suitable 

method. Qualitative approach allows interviewed persons to describe their experiences in 

their own words. (Eriksson & Kovalainen, 2008, p. 3) Group interviews are particularly 

useful, since they show how people agree, disagree and refine ideas together as the 

discussion progresses.  

4.3  Participant Selection 

Participant selection focuses on employees in Finland who work with industrial or other 

commercial clients and who are involved in sales enablement, business development or 

management related to these things. Participants were selected using purposeful sampling. 

The idea of purposeful sampling is to select information rich cases that can provide best 

explanations on the phenomenon’s investigated. In practise, this meant identifying people 

who:  

• Work directly with industrial clients 

• Have commercial or client facing responsibilities within business area 

• Leads business area or sector within business area 

(Suri, 2011)  
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Access to suitable participants was supported by researcher’s insider position in the 

commissioning company. Based on the research questions and the needs described in the 

research plan the overall target for the interviews was first discussed with the Finnish 

leadership team (Business area directors) of the commissioning company. Together with 

these directors’ suitable persons were named per business area. This way it was ensured that 

all relevant sectors and units under each business area were involved in terms of sales 

enablement within industrial and commercial client segment.  

All business areas in Finland were included in the sampling, because they are contributing 

to industrial clients to some extent. Business areas also frequently work together in multi-

disciplinary projects, which makes them all central for investigating cross-selling and for 

thinking about the client’s project life cycle as a shared framework. Main roles picked were 

sector directors (one level below business area directors), business manager responsible for 

sales enablement and commercial practises within one business area and some business area 

directors were also interviewed on top of sector directors. Business managers provided 

insights into how sales enablement and value communication are implemented in customer 

interface. Sector directors and other line managers provided in addition strategic priorities, 

portfolio structure and views how cross-selling and collaboration works nowadays in 

commercial work. Business area directors add a more long-term and global perspective, as 

well as extensive personal experience and history within the commissioning company. 

Together these roles provide multi-level and cross-functional view on the same phenomena. 

Data were collected through semi-structured group interviews, with participants grouped by 

business area. Person from different business areas where not mixed. This was done to avoid 

overly polite or cautious discussion when discussing about cross-selling or collaboration 

between business areas. Within each group, participants shared a common context in 

interview structure, but they brought slightly different roles and experience into the 

discussion.  

This participants selection supports the three research questions of the thesis. For the first 

research question on how client needs are identified and communicated across the project 

life cycle participants were chosen from different sectors and units that regularly interact 

with clients in different project phases, and so that all the phases are covered. For the second 

research question on value-based service design and commercialisation, including business 

managers and roles that oversee commercial development provided insights into how 
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services are designed, commercialised and communicated in practise. This was also 

supported with secondary data (commissioning companies’ internal materials on services). 

For the third research question on using the client’s project life cycle as a structuring 

framework for sales enablement, involving all business areas was crucial and necessary, to 

understand where perspective on project life cycle and cross-selling align and where they 

differ.  

There are also some limitations related to participant selection. In few cases planned 

participants could not join in the group interviews. Some interviews were therefore 

conducted as one-to-one discussions. Overall, the coverage remained good, and many high-

level directors took part, which represents a significant investment from the commissioning 

company. Another limitation is that all participants were relatively high-level employees. 

They usually carry the main commercial responsibilities for large industrial clients. Still, it 

is recognized within the company that some lower-level roles, such as project managers, also 

play an active part in sales and cross-selling. These roles were not included in this study to 

keep the sample focused, which means that some operational perspectives on sales 

enablement remain outside the scope of the interviews.  

4.4  Data Collection and Analysis 

In this section is explained how the empirical data were collected and analysed. The primary 

data consist of semi-structured interviews, mainly in group format, and the secondary data 

consist of commercial and sales materials within commissioning company. Especially 

materials that interviewees referred during the interviews. All secondary data are 

confidential for the commissioning company, and the researcher had access to these 

materials due his role within the commissioning company.  

Most of the interviews we kept as group interviews, but in some cases one-to-one interviews, 

when it was not possible to gather group at the same time due schedule difficulties or short-

term notice on sickness or similar reason. In total, twelve interviews were conducted. Seven 

interviews were group format and five one-to-one. Interviews were held either online with 

Microsoft Teams, live meeting or hybrid, depending on availability of interviewed. The 

target duration was under 60 minutes per interview. In practise the interviews lasted from 37 

minutes up to 1 hour and 6 minutes. All sessions were transcribed by utilizing Teams with 
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prior consent from participants. During the interviews the researcher also took short notes 

on emerging first-order concepts, and these notes were updated and refined when reading 

the transcript after each session. 

All interviews were conducted in Finnish. Teams’ automatic transcription was utilized, and 

those transcriptions were not modified. When interview quotations are presented in this 

thesis, they have been translated into English by the researcher. Researcher has aimed to 

keep the original meaning and tone as accurately as possible, when making translations.  

The interviews followed a semi-structured interview guide that was linked to the three 

research questions. The interview structure and questions are presented in Appendix 1. 

Interview Structure, that was presented and shared from screen during the interviews. The 

interview guide was structure to three themes invented based on research questions, and 

these themes were supported with guiding questions:  

1. Identifying and communicating client needs 

a. How do you typically become aware of client needs during projects or outside 

of a project? 

b. How do you communicate your services to clients, and how do clients usually 

respond?  

c. How do you share or communicate services from other Business Areas to 

your clients? 

2. Value-based service design and commercialisation 

a. How do you usually present or commercialize your services to clients? 

b. When developing new services, what kind of process or approach do you use? 

c. How do you explain the value or outcomes of your services when making 

presentation or offers? 

d. Does the way value is communicated change depending on the service or 

project stage? 

3. Project life cycle as a structuring tool 
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a. How do you see your clients project life cycle? Do you think different BAs 

view these stages in the same way or is there a difference between customer 

segments? 

b. How is your service portfolio currently structured when presented to clients? 

c. How do you share your BA’s services with other Business Areas? 

d. Do you feel other Business Areas can present your services clearly to clients? 

Each interview followed the same structure. At the beginning the researcher introduced 

himself, explained the purpose of the thesis and reminded participants about voluntary 

participation and confidentiality. After these phases transcription was started with the 

consent from participants. Then short introduction was given about key concepts utilizing 

the Interview Structure (Appendix 1.). Reason was to achieve mutual understanding about 

meanings on sales enablement, professional services, service design and the client’s project 

life cycle.  

The interviews focused on the three themes and guiding questions. The interviewed were 

able to follow the themes and the guiding questions from shared screen. Quiding questions 

were utilized to steer the conversation. Questions were open-ended and the order was 

flexible, so that the discussion could follow natural progress of conversation. Follow-up 

questions were utilised to clarify points and to ask concrete examples. At the end of each 

theme and in the end of interview participants where asked if there was anything to add, that 

they felt would be important for the themes covered. This way interviewed had final change 

to add ideas or comments.  

In addition to the interviews, commercial- and sales materials from commissioning company 

were utilized as secondary data. These materials included company wide sales presentations, 

business area or sector specific sales decks and descriptions of services. These materials 

were collected from company’s SharePoint. All these documents are confidential, and the 

researcher had access to them through his role within the commissioning company. The main 

purpose of using secondary data was to see how company formally presents its services and 

value to clients. Secondary data were used to compare interview data with official materials, 

as a form of data source triangulation.  
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Table 1. presents all the interview with data how those interviews were executed in practises. 

The table lists for each interview the business area, number of participants, roles that those 

participants had, data gathering method, interview date and duration.  

Table 1. Information on conducted interviews. 

Interview 

number 
Business Area Participants Roles Data gathering method 

Interview date and 

length 

1 Energy 2 Division Managers 

Teams call & live, 

Transcription with Teams 

12.09.2025, 38 

minutes 

2 Water 2 

Business manager, 

Division manager 

Teams call, Transcription 

with Teams 

15.09.2025, 52 

minutes 

3 Infrastructure 4 

Sector Director, 

Business Manager 

Teams call, Transcription 

with Teams 

17.09.2025, 55 

minutes 

4 Environment 2 Business manager 

Teams call, Transcription 

with Teams 

18.09.2025, 45 

minutes 

5 

Construction 

Management 4 

Sector Director, 

Business Manager 

Teams call & live, 

Transcription with Teams 

19.09.2025, 49 

minutes 

6 Infrastructure 1 Business Area Director 

Live, Transcription with 

Teams 

22.09.2025, 55 

minutes 

7 Infrastructure 1 Sector Director 

Teams call, Transcription 

with Teams 

22.09.2025, 37 

minutes 

8 Infrastructure 1 Sector Director 

Teams call, Transcription with 

Teams 

23.09.2025, 42 

minutes 

9 Buildings 3 Sector Director 

Teams call & live, 

Transcription with Teams 

24.09.2025, 50 

minutes 

10 

Management 

Consulting 1 Business Manager 

Live, Transcription with 

Teams 

2.10.2025, 1 hour 6 

minutes 

11 Energy 1 Business Area Director 

Live, Transcription with 

Teams 

9.10.2025, 42 

minutes 

12 Infrastructure 4 Division Managers 

Teams call & live, 

Transcription with Teams 

21.10.2025, 47 

minutes 

 



50 

 

The primary and secondary data were analysed using the Gioia methodology and followed 

the abductive logic described in section 4.2. The aim was to move step by step from detailed 

interview material towards more abstract themes and aggregate dimensions that answer the 

research questions.  

For the analysis, the data were collected during the interviews using Excel. After each 

interview first-order concepts were updated and refined based on the transcription. After 

each interview new first-order concepts were kept and duplicates were deleted. During the 

proccess researcher started to formailize second-order concepts, by grouping similar first-

order concepts together. At this stage, the theoretical framework from chapter 3 started to 

play a stronger role. The researcher considered how the emerging themes were connected to 

ideas from the literature and to research questions.  

After the all 12 interviews data in Excel (first-order concepts and second-order conssepts) 

where visualized using Microsoft PowerPoint. In PowerPoint aggreegate dimensions were 

created, and through this, the main storyline of the data was captured. The final structure 

shows visually how first-order concepts feed into second-order concepts and how these 

themes form the four aggregate dimennsions. This data structure is presented later in the 

findings chapter.  

4.5  Ethics and Trustworthiness 

The study follows LUT’s ethical guidelines for students and general principles of good 

scientific practices. These practices include voluntary participation, informed consent, 

careful handling of data and confidentiality. All interviewees were employees of 

commissioning company acting in professional roles, and questions focused on their work 

and experiences.  

Participation in the interviews was voluntary. Each participant could decide whether to join 

or not, and they could decline or withdraw at any time without any consequences. At the 

beginning of each interview, the researcher went through the purpose of the thesis and 

clarified that participation was voluntary. It was emphasised that the interviews were 

conducted for academic purposes and not for performance evaluation.  Data handling was 

also explained to participants. Participants were aware that interviews were transcribed, but 
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that the final work will only utilize Gioia structure and illustrative quotes, that the researcher 

translate with the focus to keep the original meanings. Participants had opportunity to delete 

quotes from transcriptions after the interviews. Oral consent was requested from all 

participants before launching the transcription. The interview slide deck (Appendix 1.) 

shown for all participants highlighted these matters and ensured that researcher was able to 

be consistent on these matters during all 12 interviews.  

To protect the commissioning company and the interviewees, anonymity and confidentiality 

were taken seriously throughout the whole research process. The real name of the company 

is not used in this thesis, as well as any other confidential information like customer or 

project names. Interviewees are not named, and only their roles and business areas are 

mentioned when needed. Individual persons cannot be directly identified by an external 

reader. Inside the company complete anonymity cannot be guaranteed, because some 

business areas are smaller than others, and roles appealing in interviews are not that 

common. 

All secondary data are confidential materials for the commissioning company. These 

documents are not reproduced in this thesis, and no confidential details are presented like 

pricing, client names or internal strategy slides. Instead, these materials were used as a 

background material, and the thesis refers to them only at a general level, explaining how 

the materials were in line with primary data from interviews or widely explaining how those 

materials are structured and how they link to the research themes.  

The researcher is employed by the commissioning company. This insider position brings 

both advantages and disadvantages. In advantage side, it made it easier to identify relevant 

participants and understand the organisational context as well as terminology used in the 

industry. In the disadvantage side, there is a bias risk, for example a tendency to see the 

company in a positive light or a situation where colleagues might answer in a way they 

believe that interviewer is expecting them to answer. To reduce these risks, it was stressed 

in the invitation and at the beginning of the interviews that the thesis is an independent 

academic work and not an internal audit. The researcher constantly encourages interviewees 

to have honest and critical views and explained that challenges and gaps that the company 

might have would be valuable findings for the academic work, and through this also valuable 

finding for the commissioning company.  
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Overall, the study follows basic ethical principles of voluntary participation, informed 

consent, confidentiality and careful handling of confidential company data. Trustworthiness 

is supported by purposeful sampling, transparent description of methods, systematic use of 

the Gioia methodology and triangulation with secondary data. At the same time, the single-

case nature of the study, the focus on higher-level roles and the reliance on self-reported 

views are openly presented as limitations that will be revisited in the discussion and 

conclusion chapters.  
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5  Findings 

This chapter presents empirical findings that were gathered and analysed as described in the 

previous methodology chapter. The findings are organized utilizing aggregate themes 

developed during interviews and when analysing the transcriptions. Every aggregate theme 

is divided to 2nd order concepts, that formalizes the subsections.   

5.1  Client needs identification and value understanding across the project life 

cycle 

This first subsection presents findings that are mainly related to the first research question 

on how client needs are identified and communicated across the project life cycle, and partly 

to the second research question on value understanding. This analysis is based on the 

aggregate dimension A “Client Need Identification and Value Understanding Across the 

Project Life Cycle” (Figure 8). The interviews showed that client needs are heard mainly 

through inbound channels. Often client needs are co-defined and commissioning company 

is educating the client about their needs during the sales process. The priorities related to 

value can shift between project phases. (Interviews 2, 4, 5, 6, 8, 11 & 12, 2025). The 

following themes describe how interviewees see client needs and value along project life 

cycle and how this affects their everyday work with industrial and public clients.  

 

Figure 8, Aggregate dimension A "Client Need Identification and Value Understanding Across the Project Life Cycle” 
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5.1.1  Segment-specific, mainly inbound need channels 

Across the interviews, client needs were described as coming into the organisation through 

relatively well-known channels, but in a way that is mostly inbound and reactive rather than 

proactively created. For public-sector customers, interviewees emphasised that work is 

heavily driven by formal tenders and public procurement portals. Many noted that “we 

mostly react when a request for proposal arrives” and that “in public projects, we live by 

tenders”, meaning that the concrete need becomes visible only when a tender is published 

and specifications are already quite detailed (Interviews 2, 3, 5 & 12. 2025). One interviewee 

described this as follows: “In practise, you often wait for the request for proposal, and then 

you respond” (Interview 2, 2025).   

For industrial and other commercial clients, the picture is different. Needs often become 

visible through frame agreements, key account discussions and long-term relationships. 

Interviewees explained that industrial needs come via frame agreements and account 

discussions, and that existing clients frequently raise new issues in recurring meetings or 

during ongoing projects. In addition, some work originates from inside the organisation 

when another business area asks for support in a proposal or project: “often another business 

area calls us when they need our technical capabilities”. (Interviews 2, 3, 6, 8 & 12. 2025) 

Although these channels are familiar, some interviewees felt that they sometimes hear about 

new needs quite late in the process, especially when the starting point is a formal tender. In 

industrial projects, understanding all aspects of the need may also require multidisciplinary 

insight, for example knowledge of municipal requirements, financing expectations or what 

information the client needs for a final investment decision. Others pointed out that some 

industrial accounts do share early investment ideas, which gives more room to shape the 

scope, but this is not yet systematic across all relationships. Overall, the pattern remains 

mainly inbound. The company responds to needs as they are expressed by clients or tenders, 

and proactive identification of future needs still depends a lot on individual key account 

managers and experts. (Interviews 6, 7, 9, 10, 11 & 12. 2025) 
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5.1.2  Co-defining and educating client needs 

The interviews also highlighted that client needs are not always clearly defined when they 

have first contact with the client. This is particularly visible with smaller industrial clients 

or with clients facing a new type of project or new regulation. Several interviewees noted 

that clients do not always know what they really need, and that in these cases they expect 

guidance from an experienced consultant. Interviewees therefore see their role partly as co-

defining and educating the client. The need for guidance usually varies between industries. 

Interviewed gave examples that in some industries it is common that the project owner does 

not have lot of experience developing projects in Finland. (Interviews 2, 4, 5 & 12. 2025) 

One interviewee stated this: “The client organization may not even fully know what they 

need, and our role comes significant”. (Interview 4. 2025) 

This co-definition work is especially prominent in early project stages (feasibility, concepts 

and pre-engineering) and in contexts such as the energy transition or tightening 

environmental requirements, where both the client and the consultant are still learning what 

is possible and what is required. Several participants also linked this guiding role directly to 

how the client evaluates the company’s competence. They felt that clients often have similar 

discussions with competitors, and that trust is created when the consultant can make sense 

of the situation in understandable language. One interviewee commented that “our role is to 

guide and lead them, otherwise nothing happens”, emphasising that passively taking orders 

is not enough in complex industrial projects. In this way, clarifying needs is already part of 

value co-creation, because by defining the needs consultant already helps the client to define 

best steps to achieve the wanted outcome and value. (Interviews 1, 4, 10, 11 &12. 2025). An 

example of this educating role was described by participant in Interview 4 (2025): “In sales 

meeting we notice missing information or an authority requirement that client was not aware 

of”.  

5.1.3  Shifting value priorities along the project life cycle 

Interviewees also described how clients’ value priorities change as projects move through 

different stages. In the early phases, value is seen as more uncertain. At this stage, clients 

are still exploring options and need high-level direction rather than detailed deliverables. 
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Decision support, feasibility of alternatives and visibility of key risks were emphasised as 

important value contributions. Closer to implementation, value priorities become more 

concrete. Many interviewees said that money and schedule start to dominate as projects 

move towards construction and commissioning, and that across all phases time, cost, quality 

and safety are always present as core value dimensions (Interviews 5, 6, 10, 11 & 12. 2025). 

One interviewee in interview 5 (2025) described this as follows: “In every project it comes 

down to time, money, quality and safety”.  

At the same time, external factors such as municipalities and financiers influence perceived 

value by setting requirements, like permits or expectations related to return of investments. 

Several interviewees mentioned that, together with the value the client wants, there are needs 

created by municipalities or later project phases that clients are uncertain about, which again 

leads them to ask for guidance. Interviewees tended to describe the client value from the 

perspective of their own business area, for example permitting, infrastructure design or 

construction management. This means that the understanding of value is often strongest in 

the phases where each business area is most involved, while other phases remain more 

distant, and that the whole understanding is scattered across business areas. (Interviews 2, 4, 

6, 10, 11 & 12. 2025). 

5.1.4  Relationship-based expansion across phases 

Interviewees emphasised that client needs and value understanding are shaped over time 

through relationships. When the first project goes well, it often opens the door to additional 

phases and new assignments for the same client. Several people commented that if the first 

project goes well, it easily leads to very different follow-up assignments and that some 

industrial clients look for a continuous partner rather than separate suppliers for each project. 

Clients appreciate partners who already know their sites, systems and ways of working. 

(Interviews 2, 7 & 9. 2025). This logic was explained by interviewed in interview 7 (2025) 

as follows: “They ask for a small piece first, and if do not mess up, trust grows and you can 

sell the next phase”.  

For the company, these long-term relationships are important both for cross-selling between 

business areas and for seeing the client’s project life cycle as an ongoing journey rather than 

a series of isolated jobs. At the same time, interviewees were aware that this expansion is 
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not automatic. It depends on trust, perceived performance and personal relationships, and 

trust can be quickly lost if just one project is not delivered with quality expected from client 

side. Also, interviewed emphasised that often cross-selling and achieving continuous 

movement from phase that phase is difficult, because of lack of knowledge about next phase 

and company’s certain departments capabilities handling that phase. (Interviews 3, 6, 9, 11 

& 12. 2025) 

5.2  Service commercialization and value communication in professional services 

This subsection presents findings related mainly to the second research question on how 

value-based professional services are designed, commercialised and communicated in the 

commissioning company. The analysis is based on the aggregate theme B “Service 

Commercialization and Value Communication in Professional Services” (Figure 9).  

 

Figure 9. Aggregate dimensions B "Service Commercialisation and Value Communication in Professional Services" 

5.2.1  Reactive, tender- and reference-driven selling 

Across business areas, interviewees described sales as being triggered mostly by external 

requests rather than by systematically proactive initiatives. Especially in public-sector work, 

people emphasised that “we mostly react when a request for proposal arrives” and that “in 

public projects, we live by tenders”, meaning that sales starts when a formal request appears 

in a portal and the scope is already defined by the client (Interviews 2, 3, 5 & 12. 2025). In 

this context, the room for influencing the content of the assignment or the choice of delivery 
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model is limited, and success depends largely on how well the company can respond to 

predefined criteria. 

In industrial business, the picture is somewhat broader but still strongly reactive. Work is 

frequently won by demonstrating experience from similar projects. Several interviewees said 

that “we sell by showing similar projects we have done”, and reference cases were seen as 

the main tool for convincing clients of competence and credibility (Interviews 7, 9 & 12. 

2025). This could be also seen from secondary data. All proposals and most of the 

presentation checked included and highlighted reference cases. Some interviewees also 

highlighted that there are situations where they try to approach clients before any formal 

request for proposal. One person noted that “creating our offering without formal request of 

proposal is often more difficult but gives us better opportunities to win with quality”, 

pointing out that early engagement can lead to better alignment between client needs and the 

company’s strengths. Similar point of views could be noticed from other interviewed as well. 

However, such proactive approaches were described as occasional rather than systematic, 

and much of the sales activity still follows request of proposals, frame agreement call-offs 

and other direct client requests. (Interviews 6, 7, 10 & 12. 2025) This was illustrated in 

interview 7 (2025) as follows: “It’s better to be on their skin earlier, so they can tell you 

about their needs before the formal request comes”.  

5.2.2  Fragmented, personal sales materials and narratives 

When discussing sales materials, interviewees repeatedly described a situation where each 

person or team largely builds and maintains their own tools. Many said that “I mainly use 

my own PowerPoints and reference slides” and that “if I need a good deck, I just call 

someone who might have one”, which illustrates how materials are often created and shared 

informally inside networks rather than through a common system. There is some corporate-

level material, such as a generic company presentation, but it was commonly seen as too 

general for industrial clients and not sufficient for more specialised discussions: “there is a 

generic company presentation, but it’s not enough for industrial clients”. (Interviews 3 & 8. 

2025). Related issue was summarised: “From the shared systems you mainly find the generic 

corporate presentation, nothing else is easy to locate” (Interview 3. 2025) 
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This fragmentation has several consequences. Narratives about services and value vary 

between individuals and business areas, depending on what each person chooses to 

emphasise and what examples or slides they happen to have. And people are only able 

emphasises services and examples they are aware of. Time is often spent searching for 

existing slides, asking colleagues or rebuilding similar material instead of using a shared, 

up-to-date toolkit. Review of internal sales presentations and decks (secondary data) 

supported this picture. Materials differ in format, level of detail and focus, and are typically 

built by one unit or sector to present its own services, rather than as part of a coordinated, 

cross-business portfolio. Some interviewees saw the freedom to tailor presentations as a 

positive feature, because it allows them to adapt to different clients and situations, but at the 

same time they acknowledged that it makes coherent value communication across the 

company more difficult. (Interviews 1, 3, 8, 10 & 12. 2025) 

5.2.3  Ad hoc service concepting with few systematic, co-created concepts 

The way services themselves are defined and developed also reflects a relatively ad hoc 

pattern. Many interviewees said that “most services have evolved project by project, not as 

designed concepts” and that “we rarely think through the concept before we start selling” 

(Interviews 2, 3, 5 & 12. 2025). At the same time, interviewees mentioned some positive 

exceptions where a more deliberate concept development process was used. In one case, a 

new service concept was developed by first interviewing clients about what value they 

expected and what kind of support they needed before launching the concept more widely. 

This example shows that more systematic and client-informed concepting is possible and 

can be applied when there are enough focus and resources (Interview 1. 2025). However, 

such cases were described as isolated. The dominant pattern remains that services grow out 

of individual projects and are refined incrementally, rather than being intentionally designed, 

packaged and named as part of a broader service portfolio. (Interviews 2, 3, 5 & 12. 2025) 

Also, many interviewed highlighted that some industries have very standardised way of 

developing projects. And these project models include standard service packages what are 

asked from consultant like the commissioning company. So, in a way industries also 

commercialize service packages for the commissioning company.  (Interviews 2 & 5. 2025) 
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5.2.4  Generic value messages and weak life-cycle-specific value propositions 

When asked how they talk about value to clients, many interviewees used relatively general 

formulations. A common way to summarise the message was that “we usually talk about 

saving time and money and improving quality”, sometimes complemented with references 

to risk reduction or smoother project execution. Several interviewees also pointed out that 

“safety and sustainability are becoming more important value drivers”, reflecting both 

regulatory developments and client expectations, especially in industrial and infrastructure 

projects. (Interviews 5, 6, 10 & 12. 2025) 

At the same time, people openly recognised that “we don’t really have clear value 

propositions for each project phase”. The same broad themes as time, cost, quality, safety 

and sustainability tend to appear in many contexts, but they are not systematically tailored 

to different stages of the project life cycle or to different stakeholders on the client side. 

There are also exceptions. Many interviewed highlighted that, if their department is 

specialized to certain project phase, then the value proposition could be more attached. Still, 

the interviewed did not show in these cases signs that the value would be tailored to certain 

stakeholder from customer side. Review of internal sales materials (secondary data) 

supported this. (Interviews 4, 5, 6, 10 & 12. 2025) One interviewee described the value 

challenge as: “They asked directly: That you are selling hours. What value do we get for 

those hours)” (Interview 4. 2025) 

5.3  Internal service alignment and sales enablement across business areas 

This section focuses on how internal service alignment and sales enablement work across 

the commissioning company’s business areas. It relates especially to the third research 

question on the client project life cycle as a potential structuring framework for Sales 

enablement and deepens the understanding of how client needs and value are handled in 

practice across organisational boundaries. The analysis is based on the aggregate theme C 

“Internal Service Alignment and Sales  nablement Across Business Areas” (Figure 10). 
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Figure 10. Aggregate dimension C "Internal Service Alignment and Sales Enablement Across Business Areas" 

5.3.1  Offering structured by internal organisation, not by client or life cycle 

Interviewees consistently described the service portfolio as mirroring the internal structure 

of the company. Services are usually grouped and presented by discipline, sector or unit, not 

by client segment or by project life cycle phase. Several participants noted that “our portfolio 

pretty much follows our organisation chart” and that “services are grouped by discipline or 

unit, not by customer type”, which means that each business area tends to present its own 

slice of the overall offering. (Interviews 2, 4, 5 & 12. 2025) One interviewee stated the 

customer relevance to this issue as follows: “Our organization structure has no meaning to 

the customer” (Interview 12. 2025).  

Some interviewees mentioned that for a few large global customer segments there are more 

comprehensive presentations or service portfolios in English. However, these global decks 

were seen as only partly applicable in Finland. These global decks sometimes promise 

capabilities or resourcing levels that are not fully available locally. At the same time, there 

is no unified, Finland-level portfolio for industrial clients or for the project life cycle. As a 

result, it is difficult to present a coherent cross-business-area offering to an industrial client 

whose projects run through several phases. (Interviews 4, 5 & 12. 2025) 
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5.3.2  Low internal visibility of capabilities and knowledge gaps 

Many interviewees openly stated that they do not know all that the company can offer. They 

felt confident about their own sector’s services but had only a partial or outdated view of 

what other business areas can deliver. One participant summarised this by saying that “if we 

don’t know what capabilities we have in-house, we can’t present them to customers”, and 

another commented that “other business areas often don’t know that we can do this” 

(Interviews 1, 2, 4, 6, 8 & 12. 2025).  A broader version of this topic was issued in interview 

9 (2025) as follows: “ ven the company itself doesn’t really know what it owns in terms of 

capabilities”.  

Interviewees expressed a need for simple, concrete examples from other sectors and units 

that would help them remember what to suggest to their own clients. They would like to be 

able to say, for instance, that for a similar client “we delivered this kind of project that could 

be executed again for similar customers”. Without such examples, people are cautious about 

promising anything on behalf of other units and may stick to selling only their own services. 

These knowledge gaps become particularly visible in large, complex industrial projects, 

where several disciplines could potentially contribute. In those situations, part of the 

company’s capability set may remain invisible simply because the individuals involved in 

the opportunity are not fully aware of what others can offer. (Interviews 5, 6, 8, 11 & 12. 

2025) 

5.3.3  Person-dependent cross-selling and informal routing of opportunities 

Because internal visibility is limited, cross-selling and routing of opportunities between 

business areas rely heavily on personal relationships. Interviewees described how potential 

opportunities are often passed on informally based on who happens to hear about them and 

who they know. Typical comments included that “if someone hears ‘energy’, they send the 

ball to our team” and that “cross-selling works where you personally know who to call”. 

(Interviews 1, 2, 4, 6, 8 & 12. 2025) One interviewee described the experience gap as: “The 

guys who have been here 20 years find the right address much faster than those who have 

been here two years” Interview 8. 2025) 
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When individuals have strong internal networks and long experience, cross-selling can work 

quite well, and a few “connector” people often play a central role in linking different units 

into the same client projects. At the same time, several interviewees pointed out that “a lot 

depends on a few active people who connect others”. If those individuals are busy, on leave 

or move to other roles, opportunities may not reach the right experts, response times can 

become too slow, and the quality of final offers may suffer. In competitive tender situations, 

these factors directly affect the chances of winning the project. (Interviews 3, 6, 7 & 8. 2025) 

5.3.4  Local enabling practices but no shared sales enablement model 

Despite these challenges, the interviews also revealed several local practices that help 

internal alignment and sales enablement in certain parts of the organisation. Examples 

include internal “fairs” where teams present what they do to colleagues, agreed rules that 

certain service types always go through a specific expert group, and shared lists of key 

services inside one business area. Interviewees described these as useful ways to increase 

visibility and clarify responsibilities. One person noted that “internal fairs where we present 

what we do have been helpful”, and another mentioned that “we have agreed that certain 

services always go through a specific team”. (Interviews 2 & 6. 2025) 

However, these practices are local and based on individuals rather than part of a company-

wide model. Different business areas have developed their own habits and tools, depending 

on local needs and management interest. As one interviewee put it, “these practices are local 

and based on individuals, not a common model”. There is no sales enablement framework 

that would structure the whole portfolio, define roles and responsibilities and support 

consistent cross-business collaboration around industrial clients and their project life cycles. 

(Interviews 3, 6, 8 & 12. 2025) 

5.4  Client project life cycle as a structuring framework 

This section focuses on the third research question on how the client’s project life cycle 

could be used as a structuring framework for sales enablement and internal alignment. The 

analysis is based on the aggregate theme D “Client Project Life Cycle as a Potential 

Alignment and Communication Framework” (Figure 11). 
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Figure 11. Aggregate dimension D, Client project life cycle as a potential alignment and communication framework 

5.4.1  Lifecycle thinking present in pockets, often as roadmaps 

Several interviewees described concrete examples where life-cycle thinking is already 

applied in everyday work. A typical case comes from permitting, where teams “draw a 

roadmap of what must be done in which order” for a given project. These roadmaps can start 

from early studies and lead all the way to key permits before construction, and they help 

clients understand the sequence, dependencies and timing of different steps. According to 

interviewees, “clients like seeing the whole path from idea to operation”, because it reduces 

uncertainty and makes it easier to plan resources and decisions. (Interviews 4 & 12. 2025) 

One interviewee described this as follows: “A timeline works well to show what’s needed 

in each phase and how long authority processing takes.” (Interview 4). 

Ideally, these roadmaps would sit directly on top of the client’s own project life cycle, so 

that permitting steps, studies and decisions are clearly connected to project gates and 

investment milestones. Some interviewees explicitly said that “ideally that roadmap would 

sit on top of the client’s project life cycle” and saw this kind of combined view as a powerful 

way to both educate clients about their needs and show how the company’s experience from 

similar projects can help them navigate the process. (Interviews 4 & 12. 2025) 

At the same time, these practices are business area specific rather than companywide. They 

are particularly visible in environmental and permitting-related services, and in some project 

management roles, but there is no shared, standard companywide view of the client project 

life cycle per customer segment. Still, there is the internal project model the company uses 
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to describe how it delivers projects across all business areas, which is more clearly defined 

and followed. In other words, life-cycle-based communication already exists and is 

appreciated by clients, but it has not yet been generalised across services and business areas 

per customer segment. (Interviews 10, 11 & 12. 2025) 

5.4.2  Segment-dependent involvement across the life cycle 

The interviews also show that the company’s involvement across the client project life cycle 

varies significantly between segments. In public and municipal projects, interviewees 

described relatively long and continuous involvement. One participant commented that 

“with municipalities we might be there from pre-study to decommissioning”, reflecting the 

company’s strong role as a long-term planning and engineering partner for public 

infrastructure. Interviewed also highlighted that in these municipality projects they also have 

experience and clear understanding of needed scope, what makes easier to collaborate with 

other departments, and formalize multidiscipline offering. (Interviews 2, 3 & 6. 2025) 

In many industrial investments, the pattern is different. Several interviewees described 

industrial projects as “more like surgical strikes in specific phases”, where the company is 

brought in for studies, permit processes or design packages rather than for the whole life 

cycle. In some cases, “we only see the design part”, even though there would be capabilities 

to support feasibility, permitting or implementation as well. Some interviewees linked this 

to the company’s own limitations in cross-selling and presenting a broader offering to 

industrial clients, not only to client preferences. (Interviews 6, 8, 11 & 12. 2025) This means 

that even if the company has services for all phases, the actual touchpoints with the client 

can be phase specific in certain customer segments. It is harder to use a full lifecycle framing 

when the company is only visible in a few phases, and when the teams that would have 

something to offer in other phases are not involved in the customer interaction, and the ones 

who are, do not know who they should involve. Several interviewees also noted that the 

company has different reputations in different industries, and that project models, 

procurement practices and the willingness and ability to present other business areas 

capabilities all influence how broadly the company is involved across the life cycle. 

(Interviews 2, 6 & 12. 2025) 
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5.4.3  Each business area focuses on its favourite phases 

Different business areas naturally are focused on different parts of the client project life 

cycle. Interviewees observed that “early phases interest planning and environmental people 

more. Later phases interest buildings and construction people”, reflecting both expertise and 

commercial targets. People were also quite aware that if everyone in the company drew the 

client project life cycle, the pictures might not fully match. One person said that “if everyone 

drew the client life cycle, I’m not sure we would get the same picture”, because business 

areas, sectors and units “often focus on certain project phases and needs based on their 

offering and targets (revenue and profitability)”. (Interviews 10, 11 & 12. 2025) One 

describing and related observation was that: “Different business areas start the lifecycle 

where their own services begin” (Interview 12. 2025). 

The consequence is that there is no fully shared, company-wide view of the client’s project 

life cycle. This makes it difficult to align services and sales messages across business areas 

and creates a risk that some phases or handovers are effectively “no one’s responsibility” 

from a commercial and sales enablement perspective. It also might be that the company is 

not able to formalize the right service package, because lack of certain disciplinary that is 

offered from department, that the department that is interacting with customer doesn’t realise 

to involve.  (Interviews 6, 8, 11 & 12. 2025) 

5.4.4  Life cycle recognised as promising shared framework but not yet 

systematically used 

Despite the differences described previously in subsections, interviewees widely saw the 

client project life cycle as a promising common framework for structuring both external 

communication and internal collaboration. Several people stated that “the project life cycle 

could be good frame for talking about our services”, because it is a language that many 

clients already use and that naturally links to investment decisions and project gates. 

(Interviews 4, 5, 7, 8 & 12. 2025) 
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At the same time, interviewees were clear that “we are not very far in building our 

communication around it”. People also mentioned potential internal benefits, such as “it 

could also help us plan handovers and cross-selling internally”, because a shared life-cycle 

view would make it easier to see who should be involved at which point and where cross-

selling opportunities are most natural. (Interviews 6, 7, 8, 11 & 12. 2025) Overall, the idea 

of a life-cycle-based framework is positively received and understood but remains largely 

unrealised in practice. 

5.5  Summary of key findings 

The empirical findings show that the commissioning company already has many strengths 

in how it works with clients, but that its sales enablement and value communication are still 

quite reactive and business area specific. Across business areas, client needs are mostly heard 

through inbound channels such as tenders, frame agreements and ongoing relationships. 

Needs are often clarified together with clients, especially in early phases and new regulatory 

contexts, and this guiding role can be an important decision criterion for the client, when 

choosing the partner. At the same time, understanding of client need tends to be phase-

specific and linked to each business area’s own involvement in the project life cycle lacking 

understanding of the whole need.  

Service commercialisation is still largely driven by external requests and references from 

previous projects. Many services have developed project by project rather than through 

defined concept development. Sales materials are heavily person-dependent, and value is 

often communicated in broad terms such as time, cost, quality, safety and sustainability, with 

relatively little systematic tailoring to different project phases or stakeholders. 

Internally, the offering is mostly structured along the organisation chart instead of client 

segments or project life cycles. Visibility of other business areas capabilities is limited, so 

cross-selling and sharing of opportunities rely on personal networks and a few key 

individuals. There are useful local practices, such as internal fairs and knowledge sharing 

groups, but no shared sales enablement model that would tie these together and ensure a 

coherent approach across business areas.  
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Finally, the client project life cycle is already present in some cases, for example in 

permitting roadmaps. Also, interviewees broadly see it as a promising shared language for 

both external communication and internal coordination. However, involvement across the 

life cycle remains uneven between business area. Each business area focuses on its own 

favourite phases, and there is no common, company-wide life-cycle view per customer 

segment or systematic mapping of services to phases. In that sense, the life cycle is 

recognised as a useful organising framework, but it is not use yet as a framework for sales 

enablement and service alignment. 

Together, these findings suggest that the company has strong client relationships, deep 

expertise and many elements of life cycle thinking in place, but lacks integrated concepts, 

shared value propositions and a common life-cycle-based structure for aligning services and 

sales enablement. The next chapter discusses how these empirical insights can be combined 

with theoretical framework and how they would help for developing a more systematic sales 

enablement approach in B2B professional services. 
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6  Discussion 

This chapter discusses and combines the empirical findings from previous chapter with the 

theoretical framework created within chapter 2 and 3. The purpose of this chapter is to 

understand service commercialization and sales enablement in knowledge-intensive B2B 

professional services, and to clarify how the client’s project life cycle can be used as a 

structuring framework. First it will be covered how empirical findings align reflect to prior 

research. After that managerial implications and proposed framework for service alignment 

and sales enablement will be presented.   

6.1  Reflection on Findings in Relation to Theory 

The thesis has drawn on literature about B2B professional services, value co-creation and 

value-in-use, project life cycle thinking in industrial investments and sales enablement. Here 

I connect these ideas to the four aggregate dimensions from the findings, and discuss where 

the results mainly confirm earlier work, where they add nuance and where they suggest that 

the theoretical framework needs to be refined. This reflection also prepares the ground for 

the managerial implications and the proposed service alignment and sales enablement 

framework in Sections 6.2 and 6.3. 

6.1.1  Client needs, value co-creation and project life cycle 

The first set of findings on client need identification and value understanding fits well with 

the notion of value co-creation in knowledge-intensive B2B services. In the literature, value 

is not seen as something that the supplier simply delivers, but as something that is shaped 

together with the client in use (Vargo & Lusch 2008, pp. 1-7; Chih, Restubog & Zwikael 

2019, pp. 564-575). The interviews show this quite clearly. Clients, especially in new types 

of industrial projects or under new regulation, often do not really know what they need 

(Interviews 1-12. 2025).  
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This needed co-defining and educating role in early phases is very much in line with the 

service-dominant logic view of value (Vargo & Lusch 2008, pp. 1-7). The consultant and 

the client jointly frame the problem, explore alternatives and assess feasibility before any 

detailed solution is chosen. In that sense, value co-creation is not only happening during 

implementation, but already when needs are interpreted and prioritised. The empirical 

material makes this concrete in areas such as permitting, feasibility and energy transition 

projects (Chih, Restubog & Zwikael 2019, pp. 564-575; El-Reedy 2011, pp. 17-20; 

Interviews 1-12. 2025). 

At the same time, the findings add nuance to typical discussions of value co-creation that 

focus mainly on the relationship between client and supplier. In many of the projects 

described by interviewees, municipalities, authorities and financiers also play a strong role 

in shaping needs and value. Permits, investment criteria, public opinion and regulatory 

expectations form an additional layer of needs that the client may not fully understand but 

still must meet. In practice, clients often expect the consultant to educate them also on these 

external requirements and to translate them into meaningful project choices. This multi-actor 

setting makes value co-creation more complex. (Blazevic & Lievens 2021, pp. 136-137; 

Merrow 2024, pp. 440-441; Interviews 1-12. 2025) 

The findings also support project life cycle literature that emphasises how value priorities 

shift across phases. In the early stages, value is relatively uncertain and revolves around 

clarity of options, technical and commercial feasibility and understanding of key risks. 

Closer to implementation, money, time, quality and safety become more concrete decision 

criteria (El-Reedy 2011, pp. 30-31; Merrow 2024, pp. 440-441). The interviews reflect this 

pattern, but they also show that understanding of value is fragmented inside the organisation. 

Each business area tends to see the phases where it is most involved, and value is rarely 

translated into explicit, phase-specific value propositions (Interviews 1-12. 2025). 

From the point of view of the theoretical framework, the results therefore confirm the 

importance of value co-creation and life cycle thinking but also show that they are only 

partly used as structured sales enablement tools. Early-phase guidance is a clear value 

mechanism in the case company, yet they rely heavily on individual experts and informal 

collaboration between departments (Lassila, Heikka & Nätti 2021, p. 64; Peterson & Dover 

2020, pp. 154-156; Interviews 1-12. 2025). In theory, these activities could form a more 

systematic front-end of sales enablement, where multidisciplinary expertise is mobilised 
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early around the client’s project life cycle (Peterson et al. 2020, pp. 542-545; Kilian, Mirski 

& Lorenz 2023, p. 30). In practice, this potential is not fully realised. (Interviews 1-12. 2025) 

6.1.2  Service commercialisation and sales enablement in professional services 

The second group of findings on service commercialisation and value communication 

confirms earlier observations about knowledge-intensive professional services. Prior 

research has noted that these firms often struggle with productization and rely on expert 

reputation, references and project histories rather than clearly defined service concepts 

(Harkonen, Tolonen & Haapasalo 2017, pp. 948-953; Kowalkowski & Wirtz 2023, p. 278-

279). The case company follows this pattern quite closely. Many services have grown out of 

projects over time, sales work is heavily driven by tenders and requests for proposals and 

sales materials are mainly personal PowerPoints and reference slides. (Interviews 1-12. 

2025) 

 

When compared with typical descriptions of sales enablement, a clear gap becomes visible. 

In the literature, sales enablement is usually defined as coordinated content, tools, processes 

and training that help people sell more effectively and consistently (Lauzi et al. 2023, pp. 

47-58; Kilian, Mirski & Lorenz 2023, p. 30). In the case company, content is fragmented, 

each person or team creates their own decks and reuse is limited. Value messages are generic 

and only loosely connected to project phases or stakeholder roles. Understanding of client 

needs that has been gained in one part of the organisation does not automatically travel to 

others, even when those others would be involved in the same client’s later phases (Kunkle 

2021, pp. 26-27; Kilian, Mirski & Lorenz 2023, pp. 34-35). But of course, there were some 

cases where sales enablement was implemented better. (Interviews 1-12. 2025) 

The findings also help to explain why this situation has emerged. Work is organised around 

disciplines and projects, and in some industries clients themselves codify standard service 

packages through their project models and procurement templates. In those settings, 

commercialisation tends to follow technical practice. The company sells what it is asked to 

deliver, in the form and packaging defined by the industry (El Asmar & Gibson 2018, pp. 1-

2; Interviews 1-12. 2025). It is therefore understandable that services evolve project by 
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project and are less often designed as proactive, cross-business-area concepts. At the same 

time, there are a few examples in the data where new concepts have been developed more 

systematically by interviewing clients about expected value before launch. These show that 

client-informed concept development is possible, but they remain exceptions rather than a 

general rule. (Interviews 1-12. 2025) Overall, the empirical results add a more detailed and 

structured view of what reactive, expert-driven sales enablement looks like in a large 

engineering consultancy.  

6.1.3  Internal alignment, cross-selling and organisational structure 

The third aggregate dimension on internal service alignment and sales enablement across 

business areas resonates with earlier work on multi-business and knowledge-intensive firms. 

Prior studies have pointed out that these organisations often struggle with cross-selling, 

shared portfolio visibility and coordination between units (Criscuolo, Salter & Sheehan 

2007, pp. 1603-1605; van der Borgh, Nijssen & Schepers 2023, pp. 128-130; Hunt & 

Madhavaram 2017, p. 38). The findings from the commissioning company fit this pattern. 

The service portfolio largely follows the organisation chart, internal visibility of other unit’s 

capabilities is limited, and cross-selling depends heavily on personal networks and a few 

connector people (Interviews 1-12. 2025). 

The data also show quite clearly how this internal misalignment limits the ability to apply 

project life cycle thinking and value-based selling in practice. Even if the company has 

services that could support clients in all phases, individual employees do not necessarily see 

the whole picture and therefore cannot offer it. When offers or presentations are built under 

time pressure, it is safer to focus on one’s own area than to promise contributions from other 

units whose capabilities are not fully known. (Interviews 1-12. 2025) From a theoretical 

angle, this illustrates how internal organisational boundaries can undermine the potential of 

broader concepts like life-cycle-based value propositions (van der Borgh, Nijssen & 

Schepers 2023, pp. 128-130; Peterson & Dover 2020, pp. 155-156). 

At the same time, the findings reveal several local attempts to create what could be called 

micro sales enablement systems. Internal fairs agreed routing rules for specific service types 

and shared lists of key services at business area level are all efforts to improve visibility and 

coordination (Interviews 1-12. 2025). Without a minimum level of internal visibility of 
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capabilities and basic mechanisms for routing opportunities, even a well-designed life-cycle 

framework will remain theoretical. It will exist on paper or in a presentation, but it will not 

automatically change what happens when a new request arrives or when a project moves 

from one phase to the next. 

6.1.4  Client project life cycle as potential alignment logic 

The fourth aggregate dimension on the client project life cycle as a potential alignment and 

communication framework speaks directly to the central idea of the thesis. The theoretical 

framework suggested that the client’s project life cycle could provide a shared spine for 

aligning services, value communication and sales enablement across business areas (El-

Reedy 2011, pp. 17-20; Merrow 2024, pp. 440-441; Peterson et al. 2020, pp. 542-545). The 

empirical results give both support and boundary conditions for this idea. 

On the positive side, life cycle thinking clearly resonates with both clients and employees. 

Examples such as permit roadmaps, where the whole path from to achieve needed permits, 

show that this kind of representation is already used and appreciated. Interviewees described 

the project life cycle as a promising “frame” for talking about services and planning 

handovers. This empirical support strengthens the argument that life-cycle-based framing 

can be a natural way to structure discussions with industrial clients. (El-Reedy 2011, pp. 17-

20; El Asmar & Gibson 2018, pp. 1-2; Interviews 1-12. 2025) 

However, the findings also point to several limitations when compared with more idealised 

models where the provider follows the client across the whole life cycle. In practice, 

involvement across the life cycle is strongly segment dependent. In municipal projects, the 

company may indeed be involved from pre-study to decommissioning. In many industrial 

investments the company is usually present only in specific phases, such as studies, 

permitting or design. Each business area then focuses on its own favourite phases, influenced 

by competencies and financial targets and there is no shared segment-specific view of the 

client life cycle or systematic mapping of services to phases. There were also exceptions 

with some industrial clients. Usually, with key clients the company have been able to achieve 

services across the whole life cycle also in industrial projects. (Interviews 1-12. 2025) 
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For the theoretical framework, this means that the project life cycle is a promising alignment 

logic, but it cannot be assumed to be a single, static model. It needs to be complemented by 

segment specific variants. For example, public versus industrial, and different types of 

industrial clients.  

6.2  Managerial Implications 

The findings show that client needs are often heard through inbound and reactive channels, 

yet the strongest value mechanisms appear in the early sales phases where needs are unclear 

and must be co-defined with the client (Vargo & Lusch 2008, pp. 1-7; Chih, Restubog & 

Zwikael 2019, pp. 564-575; Interviews 1-12. 2025). From a managerial perspective, early-

phase guidance should be treated as core value-creation and sales activity, not only as 

preparatory work before real projects. Concrete implication is to encourage more systematic 

early engagement with selected client segments. This could include recurring strategic 

discussions with key accounts, joint workshops and road mapping sessions where the path 

from idea to operation is made visible and where typical decision gates and external 

requirements are clarified together. In practice, this would also require support materials that 

help people guide the client consistently. For example, segment-specific life cycle and 

decision roadmap templates could include typical municipality and authority requirements 

and the information that is usually needed before key investment decisions (decision gates). 

This type of tool would not only help educate the client but also help internal teams align 

the offering across business areas into one coherent proposal and develop and commercialize 

services (Peterson et al. 2020, pp. 542-545; Kilian, Mirski & Lorenz 2023, pp. 34-35). 

The second implication area concerns service commercialisation. The findings suggest that 

many services have evolved project by project, sales materials are personal and value 

messages remain generic (Interviews 1-12. 2025). This is understandable in knowledge-

intensive consulting, but it creates unnecessary variation and makes it harder to communicate 

value consistently across project phases and client stakeholders (Harkonen, Tolonen & 

Haapasalo 2017, pp. 948-953). Management should therefore invest in a limited number of 

clearer service concepts attached to customer segment instead of maintaining many loosely 

defined services attached to internal department. The priority should be in project phases 
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where client uncertainty is high, and guidance clearly creates value. To commercialize 

services, it should be defined in simple terms: 

• What client problem is solved?  

• What decision gate or project phase it supports?  

• What the main value drivers are?  

• What typical deliverables and reference types belong to the concept?  

• What scope the company typically recommends based on experience? 

• What expertise must be combined from different departments? 

A practical step could be to launch 1-3 concept development projects anchored in one 

defined client segment, for example data centres, energy and mining. The output should not 

be only a service description, but a reusable package. Segment specific life cycle and 

decision roadmaps, discovery questions, value messages, example scopes, proposal building 

blocks and reference case framing. This would support consistent selling while still allowing 

tailoring. (Kowalkowski & Wirtz 2023, p. 279; Kilian, Mirski & Lorenz 2023, pp. 34-35) 

 In the company cross-selling is heavily person-dependent and that internal visibility of 

capabilities is limited (Interviews 1-12. 2025). This means opportunities are sometimes lost 

simply because people do not know what the company can offer, who to contact or how to 

package a multidisciplinary scope. The managerial implication is to reduce these internal 

information gaps in a practical way. The goal does not need to be a heavy IT programme, 

but rather a set of simple visibility tools and rules that are easy to use in real sales situations 

and virtual team. One practical solution is to create a lightweight internal service and 

examples overview for each priority industrial client segment aligning with defined project 

lifecycle mentioned before. This could be just a few pages that describe typical customer 

needs, core services across business areas, typical reference types and clear contact points 

from the organization. The key is that it helps employees quickly understand what else could 

be offered and who can support. (Kilian, Mirski & Lorenz 2023, p. 30; Kunkle 2021, pp. 26-

27) In addition, a few cross-selling mechanisms should be made more systematic. For 

example, the company could run regular cross business area client meetings for priority 

segments, agree simple routing rules for certain opportunity types and set up a virtual team 

that coordinates sales and service alignment around one segment. Internal fairs and 
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knowledge sharing sessions can also be continued, but they should be linked explicitly to 

client segments and project life cycle phases rather than being only unit-focused 

presentations. (Peterson et al. 2020, p. 550; Lauzi et al. 2023, pp. 47-58) 

Life cycle thinking already exists in pockets and is widely seen as a promising framework, 

but it is not used systematically (Interviews 1-12. 2025). A key implication is that 

management can use the client project life cycle as a shared map that links services, value 

propositions and internal responsibilities across business areas. This does not require 

changing the organisational structure. Instead, it means adding a shared lifecycle view on 

top of it as a kind of virtual organisation that supports coordination. To make this actionable, 

the company should agree on a simple, segment-specific project lifecycle model. 

Importantly, industrial is not one segment. Different industrial client types have different 

decision gates, external requirements and project phases (El Asmar & Gibson 2018, pp. 1-

2; Merrow 2024, pp. 440-441). After that, each business area’s key services can be mapped 

to the model, where services should be bundled across business areas as one package. This 

can then be used in sales decks, account planning, internal handover discussions and in 

building the service concepts. 

Overall, these implications are incremental steps that build on the company’s existing 

strengths that are strong expertise, wide reference base and strong client relationships. 

However, the findings indicate that improving sales enablement requires both better content 

(clearer concepts and value propositions) and better coordination (internal visibility, cross-

selling mechanisms and a shared life-cycle view). In the next section, these ideas are brought 

together into a more integrated proposal for a service alignment and sales enablement 

framework. 

6.3  Proposal for Service Alignment Framework and Sales Enablement 

The target is to provide a practical and structured way to think about how services can be 

aligned internally, how value can be communicated more clearly, and how the client project 

life cycle (including segment-specific decision gates and owner requirements) can act as a 

shared backbone between business areas when it comes to service commercialisation or 

cross-selling. It does not describe a detailed implementation plan, but it provides a coherent 

logic that can guide concrete development work. The framework is built on one central idea:  
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• The client project lifecycle forms the spine that structures both external 

communication and internal alignment, when it comes to sales enablement or service 

commercialization 

On top of that spine, the company maps services and capabilities based on customer needs, 

rather than listing services along the internal organisation chart. Finally, sales enablement 

elements (shared content, simple routines and clear roles and responsibilities, organised as a 

segment-specific virtual organisation) are used to make this structure usable in everyday 

sales and client work.  

The first component is a shared client project life cycle model. In this thesis, the life cycle is 

understood as an axis that describes the typical phases of industrial project. In the proposed 

framework it is used as a communication and alignment tool. For industrial clients, the life 

cycle must be defined in a segment specific way. Even if the overall logic remains similar, 

the decision gates and owner requirements vary notably between client segments, such as 

data centres, wind power, mining or process industry. This segment-specific life cycle view 

helps to clarify following matters:  

• Where client needs typically emerge? 

• Where value priorities shift from uncertainty to more concrete cost, schedule and 

risk concerns? 

• Where different business areas typically contribute or could contribute more if the 

offering is aligned? 

The second component is service and capability mapping on top of the life-cycle spine. 

Instead of listing a long set of micro-services, the framework proposes using service 

packages (capability groups) that are meaningful from the client perspective and are realistic 

to sell and deliver across business areas. The mapping should show where each service 

typically enters the client life cycle today and where there is potential to enter earlier, stay 

longer or combine services into a more coherent package. The purpose is to make the full 

capability set visible and usable.  

The third component is phase-specific value propositions. The findings show that value is 

often communicated using generic messages, even though interviewees clearly recognise 

that value priorities shift along the project life cycle (Interviews 1-12. 2025). The framework 
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therefore proposes that for each life-cycle phase, the company formulates simple value 

propositions that reflect the typical client uncertainties and decision points in that phase. 

These value propositions should connect:  

• Client priorities and outcomes 

• External drivers such as municipality requirements and investment decisions  

• The company’s combined expertise across business areas 

In Figure 12, all these three components are brought together to formalize a framework for 

service alignment and commercialization.  
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Figure 12. Framework to map, identify and align services. 

To support framework that creates a foundation for service alignment and 

commercialization, sales enablement is needed to make the life-cycle structure and 

capability mapping usable in practice. Based on the findings, a key issue is that sales 

enablement is currently person-dependent, decentralised and based on local initiatives 

(Interviews 1-12. 2025). The proposed framework therefore includes sales enablement 

elements in three layers:  
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a. This means shared and modular sales content that can be reused across business 

areas. Content is created based on life cycle view, including decision gates and owner 

requirements for specific segments. Content can be: one-pagers for services, phase-

specific value propositions, discovery and qualification questions, proposal building 

blocks and an internal reference and example library tagged by segment and project 

phase. Main thing is that these tools, should support the early co-defining of needs 

together with customer, what was recognized as key factor in the findings (Kilian, 

Mirski & Lorenz 2023, pp. 34-35; Kunkle 2021, pp. 26-27; Vargo & Lusch 2008, 

pp. 1-7).  

2. Process and routines 

a. This includes simple and practical rules. Here are some examples: if an opportunity 

touches a certain phase or requirement, which business areas or roles should be 

involved. It also includes regular cross-business meetings focused on specific client 

segments, and routines for developing tender materials, maintaining reference cases 

and keeping the life-cycle mapping and content up to date (Peterson et al. 2020, p. 

550; Lauzi et al. 2023, pp. 47-58). 

3. Roles and responsibilities 

a. The framework requires clear ownership even if no new department is created. 

Someone needs to own the life-cycle-based portfolio view for a segment, the shared 

sales enablement content and the coordination of cross-business opportunities. This 

can be organised as a segment-specific virtual organisation, where named 

coordinators or segment leads keep the framework alive, ensure that content remains 

relevant and make sure that cross-selling is not left only to informal networks 

(Peterson et al. 2020, pp. 542-543; Kilian, Mirski & Lorenz 2023, p. 30). 

Sales enablement as a process is described in Figure 13. The main thing is to create virtual 

team that combines needed expertise that enables the creation of above framework per 

customer segment. The virtual organization is in charge to create project life cycle described 

in Figure 13. and utilize it in service commercialization and in other sales enablement parts.  
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Figure 13. Proposed Sales Enablement process 

These two frameworks can be complimented with other parts from the original theoretical 

framework, as already said the framework is usable, but these proposed frames in this chapter 

developed clearer concrete direction for the commissioning company. The thesis offers good 

practices on value co-creation and how to commercialize professional services. Figure 14. 

summarizes these practises from original theoretical framework. (Vargo & Lusch 2008, pp. 

1-7; Blazevic & Lievens 2021, pp. 135-137; Kowalkowski & Wirtz 2023, p. 279) 

 

Figure 14. Value co-creation together with commercialization of professional services 

Also, in theoretical framework and in literature part there were concrete suggestions and 

learnings how to implement and valuate sales enablement as a process. These learning can 

be utilized when formalizing a step-by-step implementation plan. The key is to create a 

customer segment specific life cycle foundation that is presented in Figure 12. (Peterson et 

al. 2020, p. 550; Lauzi et al. 2023, pp. 47-58; Kilian, Mirski & Lorenz 2023, p. 30)  
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7  Conclusions 

The thesis has examined how B2B professional service firm can better align its service 

offering and sales enablement with the use of client’s project life cycle. The study part was 

conducted as a qualitative single case study and it combined interview data and confidential 

secondary data that included companies’ materials that are used in customer interaction. This 

chapter concludes the thesis by answering the three research questions (RQ’s) that were 

determined together with the commissioning company. Chapter also summarises what these 

findings mean, the contribution and what should be done next from commissioning company 

and academic perspective.  

The first RQ was, how can client needs be effectively identified and communicated across 

different stages of the client’s project life cycle. Findings indicated that client needs are 

mainly identified through reactive channels, especially with public customers. Still with 

industrial clients that were the focus in this thesis, it was recognized that there is more 

proactive need recognizing through account relationships, frame agreement and client 

meetings (Interviews 1-12. 2025). At the same time, it was recognized that the most 

important value mechanism appears often in early sales phases, where needs are still unclear 

for the customer. In these cases, provider is often expected to guide and educate customer 

(Interviews 1-12. 2025). To summarize the answer it can be said, that to be efficient in client 

need identification and communication, the provider offering knowledge intensive services 

must be able to co-define needs. To do so, it must create customer segment understanding 

and mapping of typical needs across different project phases. This mapping and 

understanding needs to be created and maintained by all needed experts across different 

internal business areas, and the understanding must be aligned between these business areas. 

(Vargo & Lusch 2008, pp. 1-7; Chih, Restubog & Zwikael 2019, pp. 564-575)  

The second RQ was, how can professional services be designed and communicated in a 

value-based way to support commercialization across the client’s project life cycle. The 

study showed that commercialization is still strongly tender and reference driven. 

Interviewees stated that often competence is proved by using references. Proactive co-

creation of needs exists but remains occasional rather that systematic (Interviews 1-12. 

2025). In addition, sales materials and offered services are fragmented and person dependent. 
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Many relied on their own presentations and reference slides rather than using companywide 

materials. Companywide materials were often seen too generic for specialised customer 

segment specific conversation (Interviews 1-12. 2025). The answer to RQ2 can be 

summarized as follows. To support value-based commercialization, the provider must 

translate spattered expert knowledge into modular repeatable service packages that can be 

mapped to customer segment specific project life cycles. This must be supported by phase 

specific value propositions and competence evidence that can be related references or main 

resources. All this must be able to be communicated consistent, not person depended on way. 

(Harkonen, Tolonen & Haapasalo 2017, pp. 948-953; Kowalkowski & Wirtz 2023, p. 279; 

Blazevic & Lievens 2021, pp. 135-137)  

The RQ3 was, how can the client’s project life cycle serve as a structuring framework to 

enhance cross-selling and internal collaboration between business units. It was clear that 

internal alignment challenges were structural accordingly to organization structure. The 

offering is typically presented along the organization structure rather than client segments, 

and several interviewees noted that the internal structure of the commissioning company 

doesn’t have real meaning for the customers. Cross selling relies often to personal 

relationships within the company, because visibility of other units’ capabilities is limited, 

even though there were some practises like internal fairs and unit presentations to share 

capabilities with other units. Data also showed that company’s capability to understand what 

can be offered and the participation how widely company is involved in all project phases is 

customer segment depended. (Interviews 1-12. 2025; Commissioning Company 2026) The 

life cycle model must reflect the real decision gates and phases customer segment specific, 

because they differ and companies’ capabilities may differ segment specifically (El-Reedy 

2011, pp. 17-20; Merrow 2024, pp. 440-441). The answer can be summarised as follows. To 

use the customer’s project life cycle as a structuring framework, the company must treat it 

as a shared internal language that connects client segment specific needs to firms’ 

capabilities, and in practice to responsible departments, owners and contact points. This way 

the core and complementary services can be identified and offered systematically across all 

units and business areas. This also requires that segment tailored lifecycle maps are 

complemented with concrete sales enablement tools like routines, clear ownerships and 

customer phasing support materials. This way cross selling and collaboration rely less on 

personal networks. (Criscuolo, Salter & Sheehan 2007, pp. 1603-1605; van der Borgh, 
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Nijssen & Schepers 2023, pp. 128-130; Peterson, Malshe, Friend & Dover 2020, pp. 542-

545; Lauzi et al. 2023, pp. 47-58) 

This thesis contributes by integrating client project life cycle logic with service 

commercialization and sales enablement into one structure. It also identifies customer 

segment differences as a key condition for creating life cycle-based alignment structure. In 

this sense, the contribution is to bring together literature streams that in the theoretical part 

were still only partly connected, like project life cycle thinking, value co-creation and 

commercialization of professional services and sales enablement (El-Reedy 2011, pp. 17-

20; Merrow 2024, pp. 440-441; Vargo & Lusch 2008, pp. 1-7; Harkonen, Tolonen & 

Haapasalo 2017, pp. 948-953; Peterson & Dover 2021, pp. 154-156; Lauzi et al. 2023, pp. 

47-58). Practical propose is a framework where the segment specific client project life cycle 

is utilised as a spine for external and internal communication and alignment. Services, 

capabilities, responsibilities and needs are mapped on top of spine that illustrates customer 

segment specific project life cycle, instead of companies own organization structure. Further 

on sales enablement practices offer the need layers like share content and tools, simple 

routines and clear ownerships that are given to a virtual organization representing expertise 

related to one customer segment. (Peterson, Malshe, Friend & Dover 2020, pp. 542-545; 

Kilian, Mirski & Lorenz 2023, pp. 30-35) This makes the framework usable in day-to-day 

work.  

These findings can be utilized beyond the case company, within in large knowledge-

intensive professional service firms, that operates in industries where end-customers utilize 

their capabilities in project development. This kind of companies can face reactive demand 

and expert driven selling, that easily affects lack of systematic commercialization of 

services, shared value communication and sales enablement coordination. (Chih, Restubog 

& Zwikael 2019, pp. 564-575; Harkonen, Tolonen & Haapasalo 2017, pp. 948-953; Peterson 

& Dover 2021, pp. 154-156) Still, this creates a clear opportunity for this kind of companies. 

Early-phase guidance and need co-defining can become a crucial value-creation mechanism 

that gives competitive advantage, but it must be complemented with segment specific 

lifecycle thinking and shared sales enablement practices.  

To conclude, this thesis clarifies why life cycle-based structuring can be powerful alignment 

structure in professional services, but also why it often remains unrealised. The most logical 

next step for the commissioning company is to pilot the proposed framework presented in 
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chapter 6. in one priority client segment, where commissioning company sees growth 

opportunities.  

7.1  Suggestion for Future Research 

The thesis has limitations that also creates opportunities for future research. This thesis is a 

single case study, and it only reflects from one organization, which limits direct 

generalization. The primary data relies on interviews that were conducted with higher-level 

roles, which may underrepresent operational sales and delivery practices. In addition, the 

researcher’s insider position supported access and contextual understanding but also 

required careful attention to bias risk.  

The researcher recognizes and proposes four main future research topics. One possible 

research topic is, to compare public tendering and private procurement processes and analyse 

how public tendering might shape the logic presented in this thesis, when it comes to phase-

specific value propositions and life cycle framework. This way it could be recognized how 

differently knowledge intensive professional services offering companies should handle 

sales enablement and offering commercialization between public and private customer 

segments.  

Other potential future research topic is to study the role of informal networks in cross-selling 

and sales enablement. These informal networks can include connector individuals and virtual 

roles. Research could determine the roles of naturally born connectors, and how they should 

be complimented with created virtual roles, which target is to enhance collaboration between 

different units. This way could be recognized how those virtual roles should be created and 

what kind of difficulties there is, to implement those roles in practise, when considered that 

these roles often might be double roles. One clear future research topic that would 

complement this research directly, and would be valuable for the commissioning company, 

is to test and develop the maturity of the model presented in this thesis. The implementation 

could be measured through proposal quality, cross business quality or win-rate in specific 

customer segment. The results could be used to refine the proposed model in practise.  In 

this kind of research, it would be also valuable to include end-customer perspective by 

including interviews from customers. Fourth future research topic could be AI-assisted sales 

enablement and proposal development. This kind of study could investigate how AI tools 
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can enhance different sales enablement processes, by measuring also how the AI can develop 

the process in terms of quality, information change and time saved.  

  



87 

 

References 

Avisen Legal. 2025. How long does it take to develop a data center? A step-by-step timeline. 

[Online]. Available at: https://www.avisenlegal.com/how-long-does-it-take-to-develop-a-

data-center-a-step-by-step-timeline/ [Accessed 20 January 2026]. 

Blažević,  . & Lievens, A. 2021. A service design perspective on the stakeholder 

engagement journey during B2B innovation: Challenges and future research agenda. 

Industrial Marketing Management, 95, pp. 128-141. 

https://doi.org/10.1016/j.indmarman.2021.04.007  

Bonamigo, A., Frech, C. G. & Lopes, A. C. C. 2021. Value co-creation in the B2B context: 

a diagnosis of knowledge management based on multiple case studies. Journal of Business 

& Industrial Marketing, 37(7), pp. 1449-1462. https://doi.org/10.1108/JBIM-11-2020-0528  

Chih, Y., Restubog, D. & Zwikael, O. 2019. Enhancing value co-creation in professional 

service projects: The roles of professionals, clients and their effective interactions. 

International Journal of Project Management. 

https://doi.org/10.1016/j.ijproman.2019.04.001  

Chowdhury, N., Balaraman, P., Liu, J., Sirkeci, I. & Wilson, J. A. J. 2025. Essential B2B 

marketing strategies: Theories, cases and concepts for a contemporary world. Cham, 

Switzerland: Springer Nature. https://doi.org/10.1007/978-3-031-91104-0  

Commissioning Company. 2025. Interviews 1-12. Unpublished. 

Commissioning Company. 2026. Secondary data: internal company materials used during 

the thesis process. Confidential background material. Unpublished.  

Criscuolo, P., Salter, A. & Sheehan, T. 2007. Making knowledge visible: Using expert 

yellow pages to map capabilities in professional services firms. Research Policy, 36(10), pp. 

1603–1619. https://doi.org/10.1016/j.respol.2007.08.005  

El Asmar, M. & Gibson Jr., G. E. 2018. The cost impact of front-end engineering design 

(FEED) accuracy for large industrial projects. In: Abdul-Malak, M., Khoury, H., Singh, A. 

& Yazdani, S. (eds.) Responsible design and delivery of the constructed project. Fargo, ND: 

ISEC Press, pp. 1-6. CPM-06.pdf 

https://www.avisenlegal.com/how-long-does-it-take-to-develop-a-data-center-a-step-by-step-timeline/
https://www.avisenlegal.com/how-long-does-it-take-to-develop-a-data-center-a-step-by-step-timeline/
https://doi.org/10.1016/j.indmarman.2021.04.007
https://doi.org/10.1108/JBIM-11-2020-0528
https://doi.org/10.1016/j.ijproman.2019.04.001
https://doi.org/10.1007/978-3-031-91104-0
https://doi.org/10.1016/j.respol.2007.08.005
https://www.isec-society.org/ISEC_PRESS/EURO_MED_SEC_02/pdf/CPM-06.pdf


88 

 

El-Reedy, M. A. 2011. Construction management for industrial projects: A modular guide 

for project managers. Hoboken, NJ: John Wiley & Sons. 

https://onlinelibrary.wiley.com/doi/book/10.1002/9781118107249  

Eriksson, P. & Kovalainen, A. 2008. Qualitative methods in business research. London: 

SAGE. 

https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscell

aneous_2431851538  

Farquhar, J. D. 2012. Case study research for business. London: Sage. 

https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscell

aneous_1124752529  

Harkonen, J., Tolonen, A. & Haapasalo, H. 2017. Service productisation: systematising and 

defining an offering. Journal of Service Management, 28(5), pp. 936–971. 

https://doi.org/10.1108/JOSM-09-2016-0263  

Homburg, C., Klarmann, M. & Vomberg, A.  2022. Handbook of Market Research. Springer. 

https://doi.org/10.1007/978-3-319-05542-8  

Hunt, S. & Madhavaram, S. D. 2017. Customizing business-to-business (B2B) professional 

services: The role of intellectual capital and internal social capital. Journal of Business 

Research, 74, pp. 38-46. https://doi.org/10.1016/j.jbusres.2017.01.007 

Investopedia. 2024. Feasibility study. [Online]. Available at: 

https://www.investopedia.com/terms/f/feasibility-study.asp [Accessed 20 January 2026]. 

Kilian, D., Mirski, P. & Lorenz, B. 2023. Sales enablement: Tools and techniques for modern 

sales organization. 1st edn. Wiesbaden: Springer Fachmedien Wiesbaden. 

https://doi.org/10.1007/978-3-658-40365-2  

Kowalkowski, C. & Wirtz, J. 2023. Putting the “service” into B2B marketing: key 

developments in service research and their relevance for B2B. Journal of Business & 

Industrial Marketing, 38(2), pp. 272-289. https://doi.org/10.1108/JBIM-02-2022-0085  

Kunkle, M. 2021. The building blocks of sales enablement. Alexandria, VA: Association for 

Talent Development. 

https://onlinelibrary.wiley.com/doi/book/10.1002/9781118107249
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscellaneous_2431851538
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscellaneous_2431851538
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscellaneous_1124752529
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscellaneous_1124752529
https://doi.org/10.1108/JOSM-09-2016-0263
https://doi.org/10.1007/978-3-319-05542-8
https://doi.org/10.1016/j.jbusres.2017.01.007
https://www.investopedia.com/terms/f/feasibility-study.asp
https://doi.org/10.1007/978-3-658-40365-2
https://doi.org/10.1108/JBIM-02-2022-0085


89 

 

https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_skillsoft_books24

x7_bkb000158579  

Kuntaliitto. 2025. Kuntatalouden tilastot. [Online]. Available at: 

https://www.kuntaliitto.fi/talous-ja-elinvoima/kuntatalouden-tilastot [Accessed 20 January 

2026]. 

Lafhaj, Z., Rebai, S., AlBalkhy, W., Hamdi, O., Mossman, A. & Alves Da Costa, A. 2024. 

Complexity in Construction Projects: A Literature Review. Buildings, 14(3), 680. 

https://doi.org/10.3390/buildings14030680  

Lassila, E., Heikka, E.-L. & Nätti, S. 2021. Supporting value co-creation through interaction 

during the pre-purchase customer journey: empirical evidence from B2B HR services. 

Journal of Business & Industrial Marketing, 38(13), pp. 63-73. 

https://doi.org/10.1108/JBIM-12-2021-0552  

Lauzi, F., Westphal, J., Rangarajan, D., Schaefers, T., Parra-Merono, M. C. & De-Juan-

Vigaray, M. D. 2023. Understanding sales enablement in complex B2B companies: 

Uncovering similarities and differences in a cross-functional and multi-level case study. 

Industrial Marketing Management, 108, pp. 47-64. 

https://doi.org/10.1016/j.indmarman.2022.11.008  

Mantere, S. & Ketokivi, M. 2013. Reasoning in organization science. Organization Science, 

24(1), pp. 70-89. 

https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscell

aneous_1312418715  

Merrow, E. W. 2024. Industrial megaprojects: Concepts, strategies, and practices for 

success. 2nd ed. Hoboken, NJ: John Wiley & Sons. https://www.wiley.com/en-

au/Industrial+Megaprojects%3A+Concepts%2C+Strategies%2C+and+Practices+for+Succ

ess%2C+2nd+Edition-p-9781119893189  

Pemer, F. & Skjolsvik, T. 2019. The cues that matter: Screening for quality signals in the ex 

ante phase of buying professional services. Journal of Business Research, 98, pp. 352–365. 

https://doi.org/10.1016/j.jbusres.2019.02.005  

https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_skillsoft_books24x7_bkb000158579
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_skillsoft_books24x7_bkb000158579
https://www.kuntaliitto.fi/talous-ja-elinvoima/kuntatalouden-tilastot
https://doi.org/10.3390/buildings14030680
https://doi.org/10.1108/JBIM-12-2021-0552
https://doi.org/10.1016/j.indmarman.2022.11.008
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscellaneous_1312418715
https://lut.primo.exlibrisgroup.com/permalink/358FIN_LUT/vvk1gv/cdi_proquest_miscellaneous_1312418715
https://www.wiley.com/en-au/Industrial+Megaprojects%3A+Concepts%2C+Strategies%2C+and+Practices+for+Success%2C+2nd+Edition-p-9781119893189
https://www.wiley.com/en-au/Industrial+Megaprojects%3A+Concepts%2C+Strategies%2C+and+Practices+for+Success%2C+2nd+Edition-p-9781119893189
https://www.wiley.com/en-au/Industrial+Megaprojects%3A+Concepts%2C+Strategies%2C+and+Practices+for+Success%2C+2nd+Edition-p-9781119893189
https://doi.org/10.1016/j.jbusres.2019.02.005


90 

 

Peterson, R. M. & Dover, H. F. 2020. Global perspectives of sales enablement: Constituents, 

services, and goals. Industrial Marketing Management, 92, pp. 154-162. 

https://doi.org/10.1016/j.indmarman.2020.12.003 

Peterson, R. M., Malshe, A., Friend, S. B. & Dover, H. 2020. Sales enablement: 

conceptualizing and developing a dynamic capability. Journal of the Academy of Marketing 

Science, 49(3), pp. 542-565. https://doi.org/10.1007/s11747-020-00754-y  

Plewa, C., Sweeney, J. & Michayluk, D. 2015. Determining value in a complex service 

setting. Journal of Service Theory and Practice, 25(5), pp. 568–591. 

https://doi.org/10.1108/JSTP-03-2014-0059 

Purmonen, A., Jaakkola, E. & Terho, H. 2023. B2B customer journeys: Conceptualization 

and an integrative framework. Industrial Marketing Management, 113, pp. 74–87. 

https://doi.org/10.1016/j.indmarman.2023.05.020  

Suomen uusiutuvat ry. 2025. Tuulivoimahankkeen suunnittelu ja toteutus. [Online]. 

Available at: https://suomenuusiutuvat.fi/tuulivoima/tuulivoimahankkeen-suunnittelu-ja-

toteutus/ [Accessed 20 January 2026]. 

Suri, H. 2011. Purposeful sampling in qualitative research synthesis. Qualitative Research 

Journal, 11(2), pp. 63-75. https://doi.org/10.3316/QRJ1102063  

Tukes. 2025. Kaivostoiminta. [Online]. Available at: 

https://tukes.fi/teollisuus/kaivostoiminta [Accessed 20 January 2026]. 

Uyarra, E., Edler, J., Garcia-Estevez, J., Georghiou, L. & Yeow, J. 2014. Barriers to 

innovation through public procurement: A supplier perspective. Technovation, 34(10), pp. 

631–645. https://doi.org/10.1016/j.technovation.2014.04.003  

van der Borgh, M., Nijssen, E. J. & Schepers, J. J. L. 2023. Unleash the power of the installed 

base: Identifying cross-selling opportunities from solution offerings. Industrial Marketing 

Management, 108, pp. 122–133. https://doi.org/10.1016/j.indmarman.2022.11.010  

Vargo, S. L. & Lusch, R. F. 2008. Service-dominant logic: continuing the evolution. Journal 

of the Academy of Marketing Science, 36(1), pp. 1-10. https://doi.org/10.1007/s11747-007-

0069-6  

https://doi.org/10.1016/j.indmarman.2020.12.003
https://doi.org/10.1007/s11747-020-00754-y
https://doi.org/10.1108/JSTP-03-2014-0059
https://doi.org/10.1016/j.indmarman.2023.05.020
https://suomenuusiutuvat.fi/tuulivoima/tuulivoimahankkeen-suunnittelu-ja-toteutus/
https://suomenuusiutuvat.fi/tuulivoima/tuulivoimahankkeen-suunnittelu-ja-toteutus/
https://doi.org/10.3316/QRJ1102063
https://tukes.fi/teollisuus/kaivostoiminta
https://doi.org/10.1016/j.technovation.2014.04.003
https://doi.org/10.1016/j.indmarman.2022.11.010
https://doi.org/10.1007/s11747-007-0069-6
https://doi.org/10.1007/s11747-007-0069-6


91 

 

Appendix 1. Master Thesis Interview Structure 
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