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Abstract

In this paper we propose a theoretical framework to help manufacturing companies devise their
product-service strategy. The paper is organized as follows: in the introduction, we define what
product-services are, and we illustrate why manufacturing companies supplement their product
offerings with services; in section 2 we present the logics that can drive both the consumption
and the provision of product and services; in section 3 we present the benefits that is possible to
produce for customers by means of product-services; in section 4, we identify four typical
customer approaches to product-services; for each of them, in section 5 and 6 we illustrate,
respectively, the business logic that the provider should adopt and the product-service strategy
that it should implement; finally, in section 7 we draw some conclusions and we illustrate the
future research steps.
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Introduction

A generalized decrease of the returns on product’s sale, coupled with an increased focus on
customer satisfaction, have been encouraging a rising number of companies to supplement their
product offerings with product-related services (or product-services) both before and after the
sale. The rationale for this integration lies in the benefits that product-services can generate. First
and foremost, product-services can generate substantial revenues and profits (Blumberg, 1991,
Hull and Cox, 1994, Mathe and Shapiro, 1993). These revenues can be hidden on a mark-up on
product’s price, as well as explicit and coming from the sale of services, in isolation from the
product. Moreover, product-services can provide a stable source of cash flows (Srivastava et al.,
1998), being more resistant to the economic cycles that drive investments and equipment
purchases (Quinn, 1992). In addition to these financial benefits, product-services can give rise to
several competitive benefits. Firstly, they can provide differentiation, making products more
appealing. Such a benefit is particularly relevant in mature mass-markets, where low-cost
competitors provoke fierce price competitions, especially if products are easy to copy and patents
offer only limited protection against copying. (Anderson and Narus, 1995, Kyj and Kyj, 1989,
Mathur, 1988, Simons, 1991, Rapaccini et al., 2005). Secondly, product-services can help
achieve customer satisfaction (Oliva and Kallemberg, 2003), especially when products are
complex and customers very service-demanding. Thirdly, through product-services is possible to
build strong, close, and positive relationships with customers. These relationships, in addition to
increase customer (true) loyalty (Dick and Basu, 1994), allow the providers to collect reliability
data as well as suggestions and complaints about the products and/or the services. These
information help design products and/or services more tailored to the customers’ needs (Goffin,
1990, 1994, 1998) and devise effective recovery actions whenever customers’ expectations are
not met. Finally, being labour-intensive, services are less easy to imitate, and therefore represent
a more sustainable source of competitive advantage. The progressive shift of companies’ focus
from producing manufactured goods to providing services have encouraged several authors
(Vargo and Lush, 2004, 2008, Edvardsson et al., 2005, Grönroos, 2008) to consider services no
more as mere activities but, rather, as a perspective both on the customer’s value creation process
and on the provider’s business logic. According to this perspective, customers buy products and/
or services for basically the same reason: receive a service that creates value for them. The
consequence of such a logic is that companies should rethink their business logics to make them
more service-oriented. The adoption of a service-logic implies focusing on how to provide
benefits to customers (with both goods and services), rather than focusing on adding services to
the current market offerings. However, being a strategic decision, the adoption of a service-logic
should be based on a careful assessment of the customers’ purchase logic. As pointed out by
Grönroos (2008), customers may not necessarily make an assessment of the benefits that
products and services can generate for them (value in use) but, rather, consider value as
embedded (value in exchange) in the resources (goods and services) they buy. If that is the case,
and if the customers’ mindset cannot be changed, than approaching customers with a service-
logic won’t probably be rewarding.
In this paper we present a theoretical framework to help managers choose a business logic
coherent with their customers’ purchase logic and to develop product-service strategy
accordingly. As a result, we will address the following research questions: i) what are, if any, the



factors that can help understanding the logic that customers adopt when they purchase and
consume product-services? ii) given a certain customer approach to product-services, what is the
business logic that the provider should adopt? iii) once the overall business logic has been
identified, what kind of product-service strategy should be implemented?
The paper is therefore organized as follows: in section 2 we present the logic that can drive both
the consumption and the provision of product and services; in section 3 we present the benefits
that is possible to deliver to customers by means of product-services; in section 4, we identify
four typical customer approaches to product-services; then, for each approach, in section 5 and 6
we illustrate, respectively, the business logic that the provider should adopt and the product-
service strategy that it should implement; finally, in section 7, we will draw some conclusions
and we illustrate the future research steps. This paper presents very preliminary results of a
research that has been being carried out within the ASAP Service Management Forum
(www.progettoasap.org), which involves more that 50 companies operating in different
industries (automotive, consumer electronics, computer industry, machinery).

Service as a perspective on value creation

As pointed out in the introduction, an increasing number of manufacturing companies are
changing their business to become, also, service providers. According with Vargo and Lush
(2004), such a switch can be undertaken adopting two different logics. The first one, referred to
as Goods-Dominant (G-D), considers services as intangible goods which have some
distinguishing characteristics if compared with traditional goods. According with this logic,
manufacturers, to become service provider, are only required to adjust their marketing and
business strategy, in order to add services to their offerings, and to take into account the
difference between goods and services. The second logic, referred to as Service-Dominant (S-D),
does not consider service as a mere intangible output but, rather, as a process of providing
benefits to customers. According with the G-D logic products (goods or services) are the objects
of the economic exchange and the producer is the actor who actually creates value. On the
contrary, in S-D logic the value is created in a collaborative process where the customer and the
provider exchange service. Consequently, in the S-D logic, the value is not embedded, as value-
in-exchange, in the units of output that are exchanged (called “operand resources”

1
) but, rather,

is co-created, in the customers’ sphere, as value in use, through the collaboration among the
firm’s, the customer’s and other third-part’s operant resources

2.. The original work from Vargo
and Lush (2004) stimulated an international debate about the foundational premises of a service
perspective on business. The implications of such a perspective, both for scholars and
practitioners, have been extensively discussed in (Vargo and Lush, 2008). However, in his recent
paper Grönroos (2008) points out that service as a business perspective is more complex than the
one presented by Vargo and Lush (2004, 2008). According with the author, service as a
perspective encompasses at least two intertwined logics: a logic for service consumption,
referred to as customer service logic, and a logic for service provision, referred to as provider
service logic. According with the customer service logic, the value is created as value in use by
customers, applying their skills in their everyday practices, to the resources provided by a
provider. Such a logic has several implications. Firstly, it implies that the value created by the
customers can be measured only ex-post, assessing the benefits experienced after and/or during
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product/service consumption. Such benefits can sometimes be measured in financial terms (in
terms of revenues gained or cost saved), but have always an attitudinal component (such as trust,
affection, comfort, easiness of use). Secondly, it implies that goods and services are bought for
basically the same reason: receive a Service that helps customers create value for themselves
(Grönroos, 2006, 2008, Levitt, 1974, Gummesson, 1995). Thirdly, it implies that, even if both
customer and provider bring the resources necessary for the value creation process, the actor who
actually creates value is the customer. This latter point contrasts with the idea of Vargo and Lush
(2004, 2008), who consider value creation interactional, and state that the customer is always just
a co-creator. In addition, Grönroos (2008) points out that it is wrong to assume that the customer
service logic applies in general. In fact, when making purchase decisions, some customers can be
more focused on the attributes of what they buy (goods and services) rather than on the manner
in which they can help to create value. If that is the case, customers still think in terms of value
in exchange rather than of value in use, and the market offering should be devised accordingly.
As a result, depending also on the approach customers are expected to adopt, the provider can
decide to think and act as (Grönroos, 2008): i) a creator of value in use according with a service-
logic; ii) a creator of value in use according with a good-logic; and, iii) a creator of value in
exchange. In the first case, the supplier tries to develop, with the collaboration of customers, a
value proposition and then tries to develop opportunities to co-create value with the customers
and for the customers, interacting with them. In the second case, the supplier acts only as a value
facilitator. It means that the seller limits its role to develop a value proposition and, if the
customer accepts, to deliver what has been promised (goods and services), in isolation from the
customer. As a result, the customer will be the only actor who participates in the value-
generation process, applying its skills and some additional resources to the resources (goods and
services) provided by the seller. Of course, the better the role of value facilitator is played the
more value in use will be created, the higher the value in exchange will be. Finally, according
with the third business logic the provider doesn’t actually develop any value proposition but,
rather, limits its action to promote its goods or services, and exchange them for money. In order
to decide what kind of business logic should be adopted, the provider should understand what is
the logic that drives customer’s purchase decision. In this paper, we assume that customers
develop different logics depending on the (perceived) benefits that product-services can create
for them. In the next section, we will identify and classify these benefits.

Product-services: benefits for customers

We classify the benefits that product services can deliver to customers in two categories:
financial benefits and relational benefits. The financial benefits are those that can be easily
measured in monetary terms, being associated with the cost-savings that the provision of product
services can grant to customers. As can be easily argued, maintenance and repair services allow,
in general, substantial financial benefits. If maintenance services wouldn’t be available, in fact,
the failure of a product would determine three kinds of replacement costs (Rapaccini and
Visintin, 2005):

• purchasing costs: costs to sustain in order to identify a provider and buy a new product;
• recovery costs: costs to sustain in order to restore both the product’s functionalities and

the process where the product is involved;



• unavailability costs: costs that stem from: the opportunity-costs (missed revenues during
the product downtime), the out-of-pocket expenses (e.g. penalties to pay in case of
missed delivery); the wastes (cost of idle resources which cannot be properly used) that
the equipment unavailability/malfunctioning causes.

The higher these costs, the more the product is considered to be critical by customers. In such
situations, customers have a clear perception of the financial benefit stemming from product-
services and therefore they will be likely willing to pay, directly or indirectly, for them
(Blumberg, 1991, Oliva and Kallemberg, 2003, Mathieu, 2001). On the contrary, when the
product’s criticality is very low, in case of failure, customers will repair it only if the repair costs
are less than the purchasing costs. It is worth to point out that the product criticality is not an
intrinsic characteristics of the product, but depends, also, on the criticality of the end-user’s
processes that the product enables/influences. As a result, it will be generally higher for capital
goods, and lower for consumer products. Another factor that affect the financial benefits that is
possible to deliver is the product’s lifetime. In fact, the longer the lifetime, the more customers
are concerned, and become aware, of the costs they will have to sustain over the product’s
lifetime (for spare-parts, for maintenance services, etc.). Especially for capital goods, these costs
can be much bigger than the purchase price. Therefore, the availability of services aiming at
reducing these costs, such as warranties or preventive maintenance, has a remarkable impact on
the purchase decision (for example, in aerospace and defence industry, Maintenance, Repair and
Overhaul services are the cornerstone of selling airframes and jet engines). In addition to
financial benefits, the provision of product-services can generate also relational benefits.
Relational benefits emerge as a consequence of the relationship that customers can establish, by
means of product-services, with the provider and with its peers. These benefits cannot be easily
expressed in monetary terms, and can be classified in: social benefits (1), psychological benefits
(2) and learning benefits (3). Social benefits (1) emerge as a consequence of customer-to-
provider and customer-to-customer social exchanges. In the first case, social benefits stem from
the feeling of familiarity, personal recognition and friendship (Gwinner, 1998, Barnes, 1994) that
the customer can share with the service provider’s employees when it consumes product-services
(such as maintenance and repair service). In the second case, social benefits originate when
customers share experiences, consciousness, rituals and traditions about the product/brand with
their peers. This kind of benefits can be relevant in the B2C market for the owners of highly
differentiated branded products. In such contexts, product-services (e.g. the organization of
meetings, web-forums, events), can play a crucial role in helping customers fully enjoy the usage
and the ownership of their unique products, allowing peer-to-peer interactions and the creation of
a brand community. Psychological benefits (2) derive from the sense of confidence, risk
reduction and trust, that customers feel, in the day by day utilization of a product, as a
consequence of the relationship with the provider. These benefits will be the more relevant the
more the product is complex and the more its unavailability generates significant costs. In a
broad sense, a product can be considered complex when it is difficult to maintain/repair and
when customers find it difficult to utilize it and/or to manage the process where it is involved.
Such difficulties can be due to an intrinsic technological complexity of the product and/or to the
presence of technological/legal constrains that prevent anyone but the supplier to interact with it.
In these cases, it is difficult for customers to find third parts able to provide support. As a
consequence, customers need to be confident that, for all the product’s lifetime, the provider will
be able to give support. It is worth to notice, however, that high unavailability costs not



necessarily make customer wish to establish a relationship with the provider. As we pointed out
before, when the unavailability costs are high, the customer’s willingness to pay for service is
high as well (i.e. the service demand is more inelastic); therefore, if the product complexity is
low, several third parts, in addition to the seller, will be able to offer maintenance services to
customers. As a result, in these cases (high unavailability costs, low complexity) the
psychological benefits that a relationship with the provider can generate are rather low, and
customers will likely seek out to find a low-cost and easy-to-access product-services provider.
The last type of relational benefit that a relationship with the provider can generate are the
learning benefits (3). These benefits emerge when customers, by being in a relationship with the
provider, on the one side, acquire know-how on product/processes and, on the other side, obtain
a customized service offer and a preferential treatment (Zeithaml, 1981). Frequent and intense
customer-provider interactions, in fact, enable a bidirectional learning process in which the
customer learns from the provider how to exploit the full potential of the product, and the
provider learns what are the customer’s concerns, tastes and preferences. Obviously these
learning processes will be the more intense the more the product is complex.
It is also worth to point out that, by engaging a close relationship with the provider, the customer
will enjoy a psychological benefit that stems from the freedom from having to decide whether
the relationship should be continued or not and from the freedom from having to monitor for
alternative possibilities (Gwinner, 1998).
In conclusion, the product’s criticality can be considered as a proxy of the financial benefits that
is possible to deliver to customers, while its complexity and differentiation can be considered as
proxies of the relational ones. Finally, the product lifetime can be considered positively
correlated with both types of benefits. Table 1 illustrate the main benefits that is possible to
deliver through product-services, in correspondence of each of the aforementioned proxies.

Good’s characteristic Benefits

Criticality

Avoid purchasing costs
Avoid recovery costs
Avoid unavailability costs
Psychological benefits

Differentiation
Psychological benefits
Social benefits
Avoid purchasing costs

Complexity
Psychological benefits
Learning benefits

Lifetime
Reduce the total cost of ownership
Social benefits
Learning benefits

Table 1 Correspondence among good’s characteristics and benefits that can be delivered through product-
services



As pointed out earlier, we assume that the extent to which customer can draw financial and non
financial benefits for product-services will determine their purchase and consumption logic. In
the next section we will identify four recurring customer approaches.

Customer approaches toward product-services

As pointed out in the previous section, the customer’s approach toward product-services depends
on the mix of financial and relational benefits that it can draw from them. In general, it is
possible to identify four recurring situations.
The first recurring situation (I) is the one where products are non-critical, simple,
undifferentiated, and with a relatively short lifetime (e.g. small household appliances, low-end
consumer electronics devices, etc.). In such a situation, customers: i) don’t need repair and
maintenance services, in case of fault the product is substituted by the provider/retailer (if under
warranty) or disposed; ii) don’t need to interact with the provider or with their peers to exploit
the full potential from their product; iii) don’t identify themselves in product’s brand, and do not
feel particular affection for it. In this case, product-services don’t provide any financial and non-
financial benefits to customers. As a result, customers are not interested in product-services and
their purchase decision are based, basically, on the good’s value in exchange.
The second recurring situation (II) is the one where products, even if simple and undifferentiated,
are mission-critical and with a relatively long lifetime (e.g. industrial boilers). In such a situation,
customers: i) do need effective after sales services, as well as consumables and spare parts, since
the product replacement is usually very costly; ii) don’t need to interact with the provider or with
their peers to exploit the full potential from their product; iii) don’t identify themselves in
product’s brand and do not feel particular affection for it. Since the unavailability costs of these
products may be high, the financial benefits a customer can achieve from after sale support can
be high as well. On the contrary, since the exploitation of the functionalities embedded in the
good do not require to interact with the seller after the sale, the non-financial benefits associated
with the product-services are rather low. In this situation, customers perceive the provider as a
seller of goods and/or services (e.g. spare parts and consumables), rather than as a partner able to
contribute to the value-generation processes. Before purchasing product-services, customers
make an assessment of their value in use, but don’t care about who actually provides these
services or parts (the OEMs or third parts). Customers interact with the sellers only during the
initial purchase transaction and, in case, when they need repair services or spare parts. Hence,
while the purchase decisions for both goods and services are based, each time, on value in use,
the product consumption follows indeed a good-logic. As a result, product-services are perceived
as additional market offerings, and are bought as “goods” on the basis of their value in use, from
the best available provider. The provider however is not asked to be engaged in the customer’s
value creation process.
The third recurring situation (III) is the one where products are critical, complex, and with a long
lifetime (mission-critical assets targeted at professional/industrial customers, such as power
engines, servers and storage devices, etc.). In such a situation, customers: i) need support to
identify a solution, that is a set of goods and services, able to meet their needs; ii) need support to
integrate the solution with their processes; iii) need support to restore both the product and the
processes in case of fault; iv) could need support to optimize the process involving the product;



v) wish to leverage the relationship with the seller to acquire knowledge about their processes
and business. In this case, customers can draw substantial financial and non financial benefits
from product-services and, consequently, product-services represent an extremely relevant part
of the provider’s value proposition. In this case, the purchase intentions are based on the
expected value in use of the proposed solution. The customer may take part in the definition of
the solution, and the provider is asked to be involved in the value creation process. As a result,
customer satisfaction and loyalty strictly depend on the value that customers and providers are
able to co-create.
The fourth recurring situation (IV) is the one where products are non-critical, complex,
differentiated, and with a relatively short lifetime (e.g. branded consumer electronics). In such a
situation customers: i) need to interact with the provider to exploit the functionalities of the
product; and/or ii) could wish to interact with their peers to share information and experience
about the product; and/or iii) identify themselves in the product’s brand and do feel an affection
for it. In these cases, the benefits that customers can draw from product-services are rather
intangible and non-financial in nature, and therefore hard to assess before the purchase
transaction. The customers’ purchase intentions are driven, fundamentally, by the good’s
functionalities, performance and intangible/aesthetic attributes; nonetheless, product-services can
provide differentiation whenever the good characteristics are similar across different vendors
and/or brands. Even in this latter case, however, the customer is not willing to value service in
isolation from the related goods, therefore it won’t probably pay extra money for services.
Finally, the characteristics of products in terms of complexity and image, will likely make
customers require the provider’s support to utilize the product and enjoy it. As a consequence,
the importance of the provider as value co-creator will be fully recognized only after the sale.
Product-services are thus seen as complementary services.
All the customer approaches described are represented in Figure 1.

Figure 1 Customer approaches to product-services
Obviously the higher the financial and non financial benefits achievable trough product-services
are, the higher value in use of product-services is.



Providers’ business logics

In the previous paragraph we have shown that in each of the four situations described, customers
are likely to develop different approaches toward product-services. According with the approach
that its customers is likely to develop, the provider should adopt an appropriate business logic.
For example, if customers are considered able to create value both through the consumption of
goods and services, and through value-supporting interactions (Grönroos, 2008) with the
provider (III and IV quadrants), the seller should embrace a service-logic. It implies to act both
as a value facilitator, providing goods, services and information that will enable customers to
create value for themselves, and as a value co-creator, taking part to the value creation process
by interacting with customers and supporting them. The most distinguishing difference between
these two situations is that in (III) customers are usually willing to pay extra money for product-
services, and to buy them also in isolation from the good, while in (IV) product-services are, to
some extent, taken for granted. As we will point out later, this should affect the provider’s
product-service strategy. On the contrary, if customers are thought to be able to create value for
themselves without the seller’s support, as in (II), than the provider should adopt a good-logic.
Since the interactions with the provider are not valued by customers, the provider should limit its
action to develop value propositions and, if the customer accepts, to provide the resources (good,
services, information) they need to create value for themselves. Finally, if customers are thought
not to be interested in product-services, as in (I), the provider should focus only in producing
goods that are reliable, cheap and with a pleasant aesthetic, without developing any complex
value proposition. In this case, customers will probably still think in terms of value in exchange.
As a result, approaching these customers with a service-logic can be ineffective. In Figure 2 the
described business logics has been associated to each related quadrant of Figure 1.

Figure 2 Customer approaches to product-services (SX) and related provider service-logics (DX)
In order to be implemented, each business logic requires companies to develop a product-service
strategy. In the next section, we will present four different product-services strategies that can
match each of the situations identified in Figure 1 and Figure 2.



Product-service strategies

Developing a product-service strategy requires: firstly, to identify the long term objectives to
achieve through product-services; secondly, to identify the service portfolio that allows to
accomplish these objectives; thirdly, to take service sourcing decision allowing to maintaining
positive bonds with customers, containing costs and developing valuable offerings. Product-
services outsourcing decisions have been widely treated by Nordin (2008), so they will not be
covered in this paper. In order to identify the product-services mix, we classify product-services
in three categories: i) services ensuring the product functionalities over the time (Service
Supporting the Product, SSP); ii) services facilitating the product utilization/disposal and
providing a protection against risk (Service Supporting the Customer Action, SSCA); iii)
services supporting the process where the product is involved (Service Supporting the Customer
Processes, SSCP). The SSCA and SSP are further subdivided in basic (b) and advanced (a), see
Table 2.

SSP SSCA SSCP

Basic

Repair/substitution (under
warranty)
Transport to client
Installation

Warranty
Documentation

Advanced

Commissioning
Inspection/diagnosis
Repairs
Product updates/upgrades
Refurbishing
Preventive maintenance
Condition monitoring

Hot line/help desk
Product-oriented training
Extended warranty
Recycling/disposal
Web-forum
Organization of meeting and events

Process-oriented engineering
Tests, optimization, simulation
Process-oriented R&D
Process/business oriented training
Process/business oriented
consulting
Managing operations
Managing maintenance function
Spare parts management

Table 2 Product-services classification (adapted from Oliva and Kallemberg, 2003 and Mathieu, 2001)

1.1.Cost-savings oriented strategy

In (I) companies should be concerned with reducing the costs associated with the provision of
product services without disappointing the customers. As a result, the service mix should be
composed of: basic services supporting the product (e.g. repair/substitution under warranty),
basic services supporting the customer’s action (warranty, documentation), and in general, of all
the services that the country regulations impose. The company’s focus should be on selling
products, and product-services should be provided under strict budget limitations.

1.2.Revenues-oriented strategy

In (II) the main objective of product-services provision should be to produce revenues and
generate profits, as well as stable cash-flows. In this case, the product unavailability makes



customers willing to pay for services. As a result, if service costs are kept under control, and
services are priced correctly, product-services can represent an important additional source of
business. The availability of product-services represents the qualifying condition for selling
goods, however they don’t usually provide differentiation. Customer satisfaction can be achieved
if the product-services value in use turns out to be higher than the price customers have been
paid for it. However, such a satisfaction won’t necessarily determine loyalty, since the customer
purchase intention will always be based on service price (and several third parts are able to
provide product-services). In general, customers do not need to leverage the provider experience
to improve the processes where products are involved. The service mix should therefore be made
of a wide set of service supporting the product, and of some basic services supporting the
customers’ action.

1.3.Business-oriented strategy

In (III), customers are willing to pay for services and need a partner able to assure a trouble-free
utilization of the asset and to support them in optimizing the process where the asset is involved.
In such a situation, product-services should be considered to be part of an integrated solution
able to create substantial benefits for the customers and, at the same time, to allow the provider
achieve all the benefits described in section 1. As a result, in addition to provide differentiation
product-services should produce: profits, stable cash-flows, customer satisfaction, customer
loyalty and should help increase the product’s quality. The customer, should therefore set
specific targets for all these goals. The service mix should include services supporting the
product, the customer actions and the customer processes. In the long term, as companies
increase their expertise in supporting different processes of a wide number of customers, they
should try to get new revenue streams and profits expanding their offers. Typical expansions can
be i) the provision of new services on the current customer base; ii) the provision of the same
services, but on the basis of new SLAs (that is the offer of a broad delivery time coverage and/or
a faster response time); iii) the provision of services as a third-party service provider to new
customers.

1.4.Marketing-oriented strategy

In (IV) relatively small replacement costs make customers unwilling to pay extra money to buy
product-services. As a result, product-services cannot generate profit directly, but, rather, they
will represent a cost. Nonetheless, through services the provider can establish a close relationship
with customer, can help them fully enjoy the good’s ownership and utilization, and can acquire
data to devise new products and/or services better matching the customer needs. Therefore, the
objective associated with the provision of product-services should be set in terms of customer
satisfaction and loyalty, and the service mix should be particularly reach of services supporting
the customer actions.
In Figure 3, the described strategies have been associated to one of the quadrants of Figure 2.



Figure 3 Provider service-logics (SX) and provider strategies for product-services offerings (business-
oriented, cost-savings oriented, marketing-oriented, revenues-oriented).
In Table 3, provider strategies are associated with the relevant objectives and types of service
mix portfolio.

Strategy Objectives Service mix type*

I - cost-savings oriented Reduce costs SSPb, SSCAb

II - revenues-oriented
Increase and stabilize cash-flows
Increase revenues and profits

SSPb, SSCAb, SSPa

III - business-oriented

Increase and stabilize cash-flows
Increase revenues and profits
Achieve differentiation
Achieve customer satisfaction and loyalty
Increase product and service quality

SSPb, SSCAb, SSPa, SSCAa,
SSCP

IV - marketing-oriented
Achieve differentiation
Achieve customer satisfaction and loyalty
Increase product and service quality

SSPb , SSCAb, SSCAa

*b=basic, a=advanced

Table 3 Service strategies, objectives and service mix



Conclusions and future research

In this paper we have developed a theoretical framework to help managers devise effective
product-service strategies. In order to develop our framework, we have made several
assumptions regarding the relationship between the good’s characteristics (criticality,
differentiation, complexity, lifetime), the benefits that is possible to deliver to customers through
product-services (financial, non financial), the business logics that the provider should embrace
(good-based, service-based) and the service strategy that providers should pursue (cost-savings
oriented, revenue-oriented, business-oriented, marketing-oriented). These assumptions are based
on the observation of the service strategies of the companies participating in the ASAP Service
Management Forum. However, the existence and the strength of the aforementioned
relationships have not been statistically tested yet. As a result, the next research efforts will be
targeted at carrying out an explanatory survey devoted to validate the proposed framework.
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