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Abstract

This paper reports a study of a service developmpetess at a multinational level. It
describes the inputs of the development processtaxihs to further understanding on
how the initial stages of the development cycle icdlaence the final service design. It
also analysis the design elements used at thenattenal level to maintain
multinational consistency of services. It descrilbesv enablers of the development
process are used in each stage of NSD. The findamgscontrasted with existing
literature.
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Introduction
Different papers and studies have addressed theseevice development (NSD) in
diverse perspectives and with many aims and fddeswor et al. (2002) contribute with
a comprehensive literature review in NSD topic, hhighting potential areas for
exploitation and for exploration. Other authorsu®®n the NSD process (Bitran and
Pedrosa, 1998, Johnson et al., 2000, Fitzsimmodsansimmons, 2008) concerned
with the process of developing new services, whileers are focused on the result of
the NSD process (see for example, Bitran and Padi®98, Voss and Mikkota, 2007).
In this way, the literature on service developmemiters several perspectives such as:
typologies of developments or innovations (radieakus incremental innovations); the
NPD/NSD success factors; the NPD/NSD models (partteanslational and
comprehensive models) and the NSD cycle; and thevation matrix (Johnson et al.
2000). However, the literature appears to be meawgerstudies which detail
development processes at the multinational levedvesy research on 90 transnational
product introductions allowed some findings abtwet development and the transferring
knowledge overseas (Subramaniam and Venkatramabi).2But in order to be
meaningful and useful for the operations managé)(such findings need to be
further detailed with OM specific studies, whichpire how services are designed and
controlled (Pinto, 2009, Pinto and Johnston, 2009addition, OM specific studies on
multinational service developments would also dbote to grasp the impact of the
different stages of the development process offirtaéproduct design in cross-country
service developments.

We believe that the understanding of the developmpeotess, of interlink between
the different stages, and of the influence of tiyguts in the final service product may
be useful for the service operations manager. ¥t nedp planning service developments



at an international level, for the best use of ¢inganization’s resources spread by
different countries, while fulfilling the customeeeds also in diverse countries.

The research question that prompted this reseaash w
(Q1) How service innovations are developed at ginatlonal level?

This paper details the service development proesgailed by a multinational
company. It provides an empirical example thatises/not simply “happen” but, at a
multinational level, can and are intentionally deped. The focus of the paper is not
the analysis of the intentionality of the new seevdevelopment process. However, the
evidence of a deliberate service development suppioz relevance of the study and the
case choice. The study of a deliberate developm@tess prompted a few managerial
guestions, specifically: Why did the company decméevelop a new service and to it
at the multinational level from the first instandd@w is the service developed? How is
the development process organized? What resourees\alved in the development
process?

Framed in the existing literature on NSD process @tle (Johnson et al., 2000) the
initial research question was detailed in thre@othsearch questions:

(Q2) How the development stage of the NSD Cycleaicipon the final service design?
(Q3) How the NSD enablers (teams, tools and tharorgtion context) influence the
final service design?

(Q4) How information from customers and non-custtsmean be used for service
development?

This paper reports part of an in-depth longitudiredearch with one multinational
company. The new service development is still amgavhich has a twofold impact. On
the one hand, it allows complete questioning almeythe development process and a
research development in many fronts, which resmitgshe collection of rich data
enabling a detailed description of the process. thm other hand, it hinders the
collection, analysis and exploitation of some daité regard to the final outcome of the
NSD process. It results that Q1 and Q2 cannot Hesaded at this stage of the research,
but it will be the focus of future papers. This papresents the research structured
around Q3 and Q4. In order to do so, it startsh@next section, with a brief literature
review on the relevant concepts for the researdtenT in the methods section, it
situates this piece of research in the NSD proeess it details the collection and
analyzing methods employed, which is followed bysection presenting some
structured data, its analysis and a discussioheofrtain findings on the current research
stage. The paper ends with the preliminary resezooblusions and with the indication
of the research further steps.

Literature review

Menor et al. (2002) propose that scholars showddfglthe type of new service being
studied in order to frame the implications of teegarch findings. The literature review
starts by specifying what constitutes a new seraigcé a NSD classification, then it
presents the NSD process cycle and it ends withnmbeasures of NSD outcome and
process performance.

The first essential distinction opposes radicabiration to incremental innovation
(Johnson et al., 2000). Such distinction is madehenbasis of the service offering
being or not being available to the organizatieXssting customers. Accordingly, the
new service is a radical innovation if it has naeb offered to an organization’s



existing customers and it is an incremental innowaif it consists in changes to

services previously offered to the organizationistomers (Johnson et al., 2000). This
first classification is then subdivided in a secdenkl of analysis within each type of
innovation. Radical innovations can be charactdribg major innovations, start-up

businesses or new services for the market preseetlyed, according to the non-
existence or existence of the market for other mimgdions or for the innovative

organization. Incremental innovations can be tgpifby service line extensions, service
improvements or style changes, based on the degrebdange incorporated in the

service previously offered (Johnson et al., 2000)is classification is presented in
Table 1.

Table 1 — Classification of new services

Major innovation New service for undefined market
New service for existing market

Radical Start-up business g
: . served by other organizations
innovation . . ——
New services for the market New service for organization’s
presently being served existing customers
Service line extensions Augmentation to existimyise
Incremental Service improvements Changes to existing service
innovations Modest changes to the visible side of

Style changes existing service;

Source: adapted from Johnson et.al (2000)

This taxonomy helps classifying service innovatidois analytical and descriptive
purposes, but it is of limited help in the opera#ibperspective because it does not
distinguishes different degrees of newness in #reice process and/or in the service
outcome. A discussion on this is found in the wofkMenor et al. (2002) when
referring to internal versus external newness. éExdl newness captures the novelty of
the service as the customer perceives it (...golmtrast, internal newness captures what
exactly must be developed and put in place vissative service concept for the new
service to be operational” (Menor et al., 2002:38)L As such, the operations
perspective starts with the understanding of thgrase of external newness (captured in
a service idea) in order to understand and putlacepthe required internal service
process, this is, how component designs are linggdther for delivery of the specific
service concept. One of the challenges of thisarebeis to further understand of the
process of internal innovation in a cross-counegyelopment. It aims to describe what
are the component designs and how are they linbgekhier in a multinational service
development.

The need to further understanding the service dpweént process goes back more
than ten years (Johnston, 1999). As Johnston askedin 1999: “do we understand
how services are designed from conception to copsom (...)?: what is a service
design? How is a service concept developed intergice? (...) What are the most
effective methods of developing a service? Whaigae design tools and techniques?
(Johnston, 1999: p. 116)” Since then, some stuthes been dedicated to NSD. One of
the most cited ones is the work of Johnson et 200@), which presents the NSD
process cycle. The NSD process cycle (Johnson.,eP@D0) argues about the non-
linearity of the development process and includesreference to the enablers of the
process, as represented in Figure 1.

In order to deepen understanding about servicelal@vent at a multinational level,
we decided to explore the NSD cycle with its difer stages and enablers. Table 2 was
depicted to present the activities of the NSD cylleng with the NSD enablers. Its
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construction raised one question. How are the ensbdf the process used in the
different stages of the development of the newise®/This meaning, how the superior
part of the table links with the inferior one? Whienablers are enablers used in each
stage of the service development?

- ~
-~ ~
E N
Enablers D&d gn

* Full-scale launch
» Post —launch revie

Devel opment

« Service design and testing « Business analysis

* Process and system design and testt «Project authorization
» Marketing program design and testing

« Personnel training

* Service testing and pilot run

* Test marketing

Figure 1 — The NSD process cycle
Source: Johnson et al. (2000)

Table 2 — NSD process

Stage Design Analysis Development Full launch
. Service design and
Formulation of new testing
services i
objective/strategy BUSINeSs | Process and system | Fyl scale
analysis design and testing | jaunch

Development Marketing program

Idea generation and

activities screening design and te.st.lng
Personnel training
Concent develooment ProIeCt Service testing and | Post launch
Pt P authorization| pilot run review
and testing -
Test marketing
Teams Tools Organization context
Enablers Technology

People and systems People and technology

and systems

For the exploration of table 2 we detailed eachestaf the cycle in its main activities
and we considered a set of elements of the secaneept (Johnston and Clark, 2008)
to detail the enablers of the process. The serg@mecept, which results from the
development process, is the service in the minds Ththe concept of the service



should result in a specific service process thdivels an also specific service
experience, for one service outcome with a cornegipg service value (Johnston and
Clark, 2008). The alignment of these four elemenitk in turn, result in a service in
the mind of its customers. The elements consideréae service concept are the inputs
of the process, specifically: equipment and teobgyl materials, facilities, customer
and staff. These elements help in the analysis hef ¢nablers of the service
development, because they are the inputs of theiceecompany developing the
innovation and they also are useful in the analgsihe development outcome, i.e. the
final service design. For example, the design staigéhe NSD cycle includes the
formulation of the new service objective and itsatglgy, the idea generation and
screening, as well as the concept development estihg (Johnson et al., 2000). The
enablers in these activities may be the equipmedttachnology used to communicate
a strategic intent or to collect and analyze davanfcustomers (i.e. the voice of the
customer), and the staff involved in collectingad&iom customers or in the concept
generation and selection. This rationale undethesconstruction of table 3 developed
to support the preliminary data collection and gsial

Table 3 — NSD activities and enablers
Stage Development activity
Development e.g., Strategy and objective formulation for thevrservice
/ Enablers | Equipment and technologyl  Materials and facilitids us@mer | Staff

The next section details the methods used to etafiyistudy the NSD process and
to answer the research questions.

Methodology

This study builds on one exploratory longitudinase of a company providing training,
consultancy services at a multinational level. éamfidentiality purposes this company
IS, in this paper, designated by Alpha.

The company Alpha specialised in attitudes andWehes, since 1982, was founded
in Switzerland. It started out by developing tramiin the areas of Management and
Leadership but soon after entered new areas, ssitheaCommercial and Customer
Care. Alpha now operates in 14 countries in thnéerdnt continents doing training;
consulting and coaching delivered through stangamhrammes, open seminars or
client programmes.

The company targets companies from all industnessazing from small to large or
multinational ones. At the international level, tb@mpany has a strong accumulated
experience in the financial services, retail, tefemunications and pharmaceutical
sectors and in the automobile industry.

Alpha is developing a new service at the intermatidevel for the launching of an
innovative service for the market presently servlte new concept, if proved to be
market relevant will capture new customers. Thevisercan be seen as a radical
innovation according to the classification propobgdiohnson et al. (2000), presented
above. The starting idea was the development cdjammnovation also made available
to the company existing customers, but only theiserfully launched in the market
will enable the final classification between majanovation and start-up business.

The company claims “we can equally implement agmtojn different countries with
different social and cultural realities, ensuringigh level of consistency of our work”
(company website, IBpril2010). Framed in this argument research qoastithree
and four gained relevance. In fact, based on thapeny ability to operate at the
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multinational level, how is it developed, at anemmational level, a service innovation
(Q4)? And, how teams, tools and the organizatiomeod influence the final service
design of a service innovation at a multinatioeakl (Q3)? In order to answer this third
guestion the research details how teams, tools uwssd in the different activities of the
development process.

The option of a case study is justified by the foom “understanding the dynamics
present” in the particular development (Eisenhatfi89) of a service at a multinational
level. The unit of analysis is the process of sErvevelopment and the activities in the
process, resulting in a holistic single-case de§¥in, 1994). The sole justification for
the study of one single case is the opportunity tha researcher had to observe and
analyse a phenomenon not previously detailed inetkisting literature, potentially
being what Yin (1994) designates as revelatory .cdbe holistic design is chosen
because no logical subunits could be identifiedaso(Yin, 1994). However, it may
change from holistic to embedded design with tlegpss of the research, if the service
development assumes different processes in ditfeegions or countries.

This paper presents one part of an ongoing rese@ieh research aims to observe
and analysis the complete new service developmiénstarted from scratch, by
monitoring the articulation done by Alpha of the DI§oals and process. It continued
through data collection from Alpha’s customers ammh-customers as the company
external researcher, and observing the first idgge@tion and screening. This paper
describes this first stage of the development m®de what is called preliminary data
of the development process. The process continutbsthve concept testing and service
development. Future papers will describe the niaxges of the process.

Data was collected through direct observation,igpgtion-observation (Yin, 1994)
as an external researcher and interviews. Prelyidata refers to the inputs of the
NSD process, i.e. the process enablers, marketcaatbmer information and new
service strategic intents. Customer and market date collected through interviews
with top managers in different countries. A tot&ld@ interviews were undertaken in
five different countries with managers from diffetenationalities, managing different
sized companies and in different industries. Ttaea was analysed and used by the
company top management to develop the new seroiteept.

Next section presents the findings of the prelimyretages of this longitudinal study.

Findings and discussion
The NSD has not been completed and the serviceuprdths not been launched yet.
Hence, the findings report to the first stages & tNSD process. Due to a
confidentiality agreement the paper introducesildeté inputs and of the NSD process,
but cannot present, so far, details of the NSD ggsoutput.
The new service development activities already @beet in the NSD process at
Alpha were the following:
* Formulation of new services objective/strategy
* |dea generation and screening
» Concept development and testing
» Service design and testing
* Business analysis
These activities were performed in an interactigeaiways sequential process, what
is in line with the argument of a non-linear pracé¥ohnson et al., 2000) and with the
recommendations for the development of new ser(iBgsan and Pedrosa, 1998). For
the execution of an activity people and tools webilized for specific goals. Table 4



details each development activity in terms of addigerformed and the people,
materials, technology and facilities involved.

For example, one of the first activities in the eleypyment service process was the
formulation of the development objective, includedhe first line of Table 4. This was
done by the top management of the multinationalpaomy (staff), who informed top
managers in the different countries about the m®pdéanned to start, who was going to
be involved in the preliminary activities of datallection from customers and the
planned moment for the presentation of the ing@lice concept. In the second activity
of the process — idea generation and screening-frtain sub- activities were carried:
data collection from customers and non-customedsiaitial service idea generation.
Data collection from customers and non-customersewmllected by an external
researcher accompanied by the country-managersy asiopen questionnaire designed
by the top management of Alpha. The equipmentfini@ogy, materials and facilities
used in this stage of the process were not relewaspecific to the process.

Table 4 — NSD process activities and its enabless €mpirical example

Stage Development activity
Strategy and objective formulation for the new serice — a multinational
service, in a new area not served by the compamgtbra new approach — a
new product to fulfill market future needs
Design ' ' ,
g Equipment | Materials Customer —considered
/ Enablers and and . e .
L in the initial service Staff — company top
technology | facilities - N
) . strategy formulation i management
- nothing nothing
g . terms of future needs
specific specific
Idea generation and screeningpased on data collection and analysis. Data
collection with customers and non-customers at timational level — 43
interviews with top level managers of organizatianth different sizes, in
different industries and in 5 different countries
Staff — data collection
Customer — and non- | was done by one
_ customers were the | external researcher
Design . . main data source for | often accompanied by
Equipment | Materials .
/Enablers and and the screening of the | the company country
- first service concept —| managers, using an
technology | facilities - . .
) . customers and non- | open questionnaire
- nothing nothing )
- . customers were asked designed by the
specific specific
to reflect on past and | company top
present and to think | management. Notes
about the future were taken during the
interviews.
Concept development andesting at the international level — first with boayd
members and then with the company managers imailitdes
Design Equipment | Materials Staff — the first outline of
/ Enablers and and .
- Customer — not the service concept wag
technology | facilities - | . Lo o :
) : involved it this activity| generated by a project
- nothing nothing
" o team
specific specific




Service design and testing the first outline of the service concept was
presented internationally, at a first moment totibard of directors, and then
the service concept was presented to the ovenalpaay in the summer
Development academy. It was evaluated the first impact of thecept.

/ Enablers Equipment | Materials Staff — top management
and and Customer — not at headquarters,
technology | facilities | involved it this company top managers
—infonot | —info not | activity) in different countries,
available available company staff

Business analysis- this activity is being done along with anothetivaty in
the development stageocess and system desigitt would be difficult to do
an effective business analysis without detail efslistems and process

Analysis needed for the service delivery.
/Enablers Equipment | Materials
and and
technology | facilities Customer — not Staff — top managers

_infonot. | —info not involved it this activity| and financial people

available available

From the preliminary stages of this service develept it can be argued that:

The process of development has been non-linear me sof the development
activities have been intertwined by or simultanethen others. For example, the
customer voice started to be collected, and witmes®f that data the service
concept began to be generated. It did not stast when the previous activity was
completed, but part of it was simultaneous. Thecephwas made robust as more
data were collected from customers and non-cus®atehe international level;

The enablers used in the NSD differ along the ckfieactivities of the development
process — for example, the first idea generatios @d@ne in the project team, and
then presented to the board of directors. The qune&s developed and then
presented to all the company in the summer académeyannual company event
that brings together all the company managers anduitants) in order to have a
first impact of the concept at a global companylgv

The major enablers used in the first stages ofdéwelopment were people — top
management, external researcher, customers andustomers. Some equipment
was used to record and share information.

The initial service concept that is the basis far tinal service is common to all the
countries. So far the customization that mightdxguired at the country level or at
world specific regions level (e.g. Asia or South émoa) has not been raised.

The first idea generation will be advanced at tagomal level (in Alpha home
country) and then presented to the different cqumianagers who can be involved
in the concept development

The architectural elements are being defined, buhot be detailed so far, due to
the confidentiality agreement.

The link between the architectural elements, dg.dlatform (Voss and Mikkola,
2007) and the different design components (Bitnagh Redrosa, 1998; Menor et al.
2002) is also being developed and will be known.



Conclusions and next research steps

From the preliminary stages of the development ggsalready performed it can be
concluded that different activities are completed inon-linear order, requiring the use
of different company resources at the national rmnttinational levels. The enablers of
the first activities of the service development evessentially people (staff, customers
and non-customers). The first activities were penfed at the top level, but early on
were spread to the next hierarchical level to imgolhe board of directors, country
managers and customers and non-customers in diveusgries.

This study expected results are a clear descriptiom NSD process, from the
decision of innovation to the description of contpléaunch of the service at the
international level. This research aims to contebto a deeper understanding of the
elements at the different stages of the developmeess, that most influence the final
service design in radical innovations. The reseandicontribute to theory through the
discussion of the existing models of NSD proceskgint of this international service
development process. At the managerial level, tindysexpects to contribute to a better
understanding of the use of customers’ and nomousts’ data to the service
development, as well as of the elements that nmdisience the final service design and
process.

Furthermore, this research aims to describe theelleaf standardization/
customization allowed at the multinational levetdrow that decision is incorporated
in the service and process design. At the mandgenal, the research expects to
contribute to a better description of an architeadtgervice platform and of its adoption
at a multinational level, as well as of the serndesign components that coupled in the
service platform complete the multinational innéeat

Though the study contributes to foster understandinthe development of radical
service innovations at the multinational level, fitedlings might well be useful for the
manufacturing context.
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