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ABSTRACT

e-Services, or customer service, over the Internet is becoming increasingly popular and 
well traveled, but it is also rapidly changing along with new needs and demands as well
as new technology. Many companies are about to experience the change from just using 
the web as a static service tool to be able to use the web as an interactive medium and 
an online extension of their business. Simplexica has developed, and implemented,
their own e-service where their customers have access to their personal pages where 
they receive news and publications. The main purpose, though, is to make their 
technical expertise available for their trusted partners and customers in order for them 
to design their own technical system and to place orders online. Simplexica’s 
experience from the e-service implementation has proven to be a success in some 
markets, within some areas and with some customers, but the e-service is still 
struggling to get utilized to it’s full potential and showing an return on investment.

The purpose and objective of this thesis report is to analyze and generally describe the 
e-service portal and the e-service business process used by Simplexica today in order to 
find areas and functions within e-service which Simplexica can use and apply to 
improve their existing e-service business process. This thesis report also aims to 
analyze and evaluate the return on investment of the e-service.

More specifically the thesis work strives to answer:

� How could the e-service process in place at Simplexica today be described?
� How to best globally utilize the full concept of e-service at Simplexica?
� Where is the return on investment at Simplexica?

The theoretical framework includes e-services, customer relationship management, 
business process management and methods of identifying gains, which is combined 
with a hermeneutic scientific perspective, a deductive research approach and a 
qualitative method in order to identify and evaluate different ways of calculating a
return on investment that would be useful to Simplexica. 

There is no simple solution to the dilemma, but the author summarizes the findings and 
recommendations in a suggested action plan where changes within Simplexica’s current 
e-service concept and the financial benefits of the investment, are in focus by:

� removing the barriers for using the e-service where a key element is to create 
a common understanding, internally and externally, for their current e-service 
and e-process.

� measuring key indicators and to incorporate crucial customer data
� analyzing the return on investment and estimating the effect and value of 

intangible benefits
� establishing a model for determining a successful investment based on a 

variant of the 5-table
� extending, upgrading and changing the current e-service by using new 

technology as, for instance, M2M and e-mail channeling, and to introduce a 
total customer service strategy throughout Simplexica.
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1. INTRODUCTION
This introduction describes the project background, introduces the purpose and 
objective, defines the scope and exclusions and, finally, explains the structure of the 
report.

1.1 Background
The web is a great place to do customer service. It is where people go to find answers 
fast, it provides a way for customers to navigate their way through lots of content to 
find the particular piece of information they need and it is open seven days a weeks, 24 
hours a day. In fact, according to industry observers, web based customer service, also 
known as "e-Service", is one of the biggest business opportunities on the web today
(Gianforte 2003).

As e-service becomes increasingly popular and well traveled, the web is also rapidly
changing. Just a few short years ago, it was enough for a business to put up a site that 
had a modest amount of information on its products or services, with a phone number 
to contact if the visitor wanted to order something or ask questions. This static 
"brochure ware" content treated the web as an online Yellow Pages, where the main 
idea was to make sure you were properly listed.

Things have really changed. Now, the web is an intensively interactive medium and an 
online extension of the business itself. Companies use the web to buy, sell, recruit staff, 
solicit bids and make referrals. It is also a great place to support customers and forge 
closer relationships with them. On the other hand it also means it is a great place to lose 
customers too, if you don't respond to your customers needs.

Simplexica, a company which I will be working with, has developed and implemented 
their own e-Service where their customers have access to their personal pages where 
they receive the latest news and different publications. The main purpose, though, of 
their e-Service is to make their technical expertise available for their trusted partners 
and customers in order for them to design their own technical system and to place a
detailed online order with them. The gain from a customer, or partner, aspect would

be the availability, simplicity, trust, 
knowledge sharing and the discount 
received for placing an order online. 
The benefits from Simplexica’s
perspective would be less time spend
on preparing and placing orders, which 
would portend lower order handling 
costs within the company, and to be 
able to offer great interactive customer 
service, everything to enhance the 
overall customer experience, which 
hopefully at the end, will show as 
increased sales, see figure 1. e-Service 
could also be used as a key competitive 
differentiator to gain market shares

Figure 1. e-Service in context according to the author.

and therefore contribute to the overall profitability and also to the return on investment, 
ROI. This would ideally be a, so called, win-win solution where both the buying and 
the selling organization gain substantial advantages. Therefore you would think that all 
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the gained advantages, by putting e-service into use, should have a positive impact on 
Simplexica’s profitability and return on investment, ROI.

However, the experience after the e-service implementation at Simplexica back in 2004
has proven to be a success in some markets, within some areas and with some 
customers, but the e-service is still struggling to get utilized to it’s full potential, or in 
some global areas like Asia, at all. The e-service has also not really fulfilled all the on 
beforehand calculated, internal and external, advantages and is struggling to show a 
return on investment.

1.2 Purpose and objective
The purpose and objective of this thesis report is to analyze and generally describe the 
e-service portal and the e-service business process used by Simplexica today in order to 
find areas and functions within e-service which Simplexica can use and apply to 
improve their existing e-service business process. Further, this thesis report also aims to
analyze and evaluate the return on investment of the e-service used at the company
today.

More specifically the thesis work strives to answer:

� How could the e-service process in place at Simplexica today be described?
� How to best globally utilize the full concept of e-service at Simplexica?
� Where is the return on investment at Simplexica?

1.3 Scope
This thesis report will only focus on the e-service business process in place at 
Simplexica previously and today.

1.4 Exclusions
This thesis report will not aim to improve the graphic design or the technical solutions
of the existing e-service portal. The report will also not include a benchmark of how to 
use e-services as a key competitive differentiator in the industry, see grey marked text 
in figure 1.

“Simplexica” would like to keep their participation confidential and therefore their real 
name and any key information won’t be included in this thesis report.

1.5 The structure of this report
The introduction chapter will give the reader a brief background to the thesis work, 
introduce the purpose and objective, outline the scope and the exclusions. The 
theoretical framework in chapter two contains theory about e-services, customer 
relationship management, business process management and methods of identifying 
gains. Chapter three contains scientific perspectives and approaches plus research 
methods, which has been used throughout the report. Next chapter gives the reader a 
brief history of previous work, a description and explanation to how the e-services are 
working at Simplexica today. Chapter five presents an overview of the business and the 
e-service utilization throughout the global organization. The reflections and different 
perspectives for methods of calculation on return on investment are summarized in 
chapter six. Chapter seven highlights some of my own reflections, thoughts and ideas 
surrounding the e-services at Simplexica, while chapter eight discusses the different 
chapters of the thesis, looks at different perspectives and examines alternative 
solutions. In chapter nine the recommendations are gathered and in chapter 10 all the 
used references are listed.
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2. THEORETICAL FRAMEWORK
This chapter contains an overview of relevant theory. The purpose of this chapter is to 
provide a theoretical framework for the method, the empirical procedures, the analysis 
and the recommendations.

2.1 e-Service

2.1.1 Definition of e-service
According to Fredholm (2002) Hewlett-Packard launched the concept of e-services
back in 1999. Piccinelli & Stammers (2001), both from Hewlett-Packard, reflected 
upon the development of the recent history of information systems1 (IS) in an article 
From E-Processes to E-Networks: an E-Service-oriented approach, where they saw 
two complementary trends to emerge. One trend showed systems were to become more 
modular and the shift was from tight integration to loosely coupled components. 
Another trend indicated that the distance between business models and information 
technology2 (IT) was shortening. Aggressive business models impose new requirements 
on IT and, at the same time, operational capabilities made available by IT drive the 
definition of new business models. Web services3 are the most noticeable outcome of 
the first trend. E-services play, according to Piccinelli & Stammers, a similar role for 
the second trend. Further, e-services are modular, nimble, units of service made 
available from a business to other businesses and to consumers. Almost any business 
asset can be turned into an e-service and offered efficiently via the Internet. Piccinelli 
& Stammers define an e-service as any asset that is made available via the Internet to 
drive new revenue streams or create new efficiencies. E-services focus on the way in 
which the value generated by a company can be offered to other businesses and 
customers. 

Piccinelli & Stammers also describes chapter one of the Internet as businesses being 
wired to their employees, customers and partners, key business processes being linked 
to the Internet and a critical mass of consumers coming online. At the first stage, 
businesses were learning how to turn a new technology into a new business resource.
As the Internet, and its users, worked their way through the new technology, they also 
got ready for Internets next evolution. Today, it is no longer about businesses looking at 
the web only as a technology. The Internet has been absorbed into the core business 
infrastructure and businesses can capitalize on this new asset. In this new era the 
Internet is, along with other opportunities, about the mass proliferation of e-services. E-
services come in the form of modular units, which can be combined, and recombined,
to solve business problems and to help businesses to overcome the limitations of a 
static business infrastructure. Piccinelli & Stammers foresee the successful companies 
to be those capable of turning their business assets into services and deliver them via 
the Internet.

Tiwana & Ramesh (2001) on the other hand view e-services as Internet based 
applications that fulfill service needs by seamlessly bringing together distributed, 
specialized resources to enable complex, often real time, transactions. E-services 

1 Information system (IS) is a collection of components that work together to provide information to help 
in the operations and management of an organization (Nickerson 2001).
2 Information technology (IT) is the computers, communication equipment and other technology used in 
information systems (Nickerson 2001).
3 Web services are according to the IBM web services architecture team is “ self-contained, modular 
applications that can be described, published, located, and invoked over a network, generally, the Web”
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typically involve a series of parallel executed transactions performed by e-service 
providers as they locate, negotiate, and handle requests from each other. As such, these 
services are self contained and modular in ways that facilitate their brokering and 
auctioning. Further, some of these services can be unbundled and partly farmed out, 
thereby permitting real time switching by clients to optimize efficiencies on the fly.
Tiwana & Ramesh simply define e-services as services that are delivered over the 
Internet.
A common used definition by Ruyter, Wetzels and Kleijnen (2000), is e-services are 
interactive software based information systems received via the Internet. E-services 
have been referred to as assets - information, business processes, computing resources, 
applications - made available via the Internet as a means of driving new revenue 
streams and creating efficiencies. 

Europe’s Information Society define e-service on their web site, EUROPA, as a service 
or resource made available on the Internet in order to improve the communication 
between citizens and businesses on the one hand and the European Institutions on the 
other hand. 

Luarn & Lin (2003) composed a wider conceptualization of e-service: “e-service is an 
interactive content-centered and Internet-based customer service, driven by customer 
and integrated with related organizational customer support processes and 
technologies with the goal of strengthening the customer-service provider 
relationship”. 

Meng, Krithivasan, Raja, & Helal (2002) define an e-service as “any service or 
functionality that can be accessed by a business or a consumer programmatically over 
the Internet by using a standard service specification and a standard communication 
protocol”.

When I try to establish a definition of e-service, I find a variation of definitions which 
are close to each other, but still slightly different in their scope and coming from 
different perspectives. Many definitions of e-service do indeed agree that Internet is the 
medium used today to make your assets available to your stakeholders but the focus on 
achievements and stakeholders do vary among the definitions as well as the actual 
services offered. I believe that the definition of e-service today has a very broad 
spectrum of interests, stakeholders, technology and scope. I also believe the definition 
will continue to widen with the development in technology and customer driven 
demand, therefore, as a general definition of e-service, I think the simple version by
Tiwana & Ramesh, services that are delivered over the Internet, is a good base for an 
individual organization to create and communicate their own meaningful definition of 
e-service. The simple definition would definitely not be enough to create a common 
understanding and acceptance within an organization and its customers, unless it’s 
complemented with the organizations own scope and purpose in detail which 
everybody involved can recognize and relate to.

2.1.2 e-Service characteristics
One of the fundamental values of e-services is to enable flexible business cooperation 
in the form of e-networks. Customer interaction management was the focus for first-
generation e-businesses. E-network management is the focus for second-generation e-
businesses. A close alignment between service models and enactment platforms is 
crucial in order to achieve effective business solutions. Piccinelli & Stammers propose 
the concept of e-networks both as an aggregation model for service providers and a 
composition model for e-services. The concept of service is central to e-networks,
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hence service level agreements, and so is the role of cooperation processes as well. 
Cooperation processes reflect the operational requirements of the parties involved in an 
e-network. Among other uses, Piccinelli & Stammers propose that cooperation 
processes could provide the basis for the definition and enforcement of service level 
agreements4, SLA, in the context of e-service delivery.

Tiwana & Ramesh explains that an e-service may be delivered in one of many forms: 
1) as a Web-site embedded service, 2) as a Web application back-end, 3) as a packaged 
solution comprising multiple outsourced e-services, or 4) as a portfolio of related 
services delivered on a metered basis. Six characteristics of application services 
distinguish e-services from traditional IT services and information systems 
development outsourcing. The e-services are specifically characterized by (Tiwana & 
Ramesh 2001): 

Application centricity. The core service provided is the software application/system 
itself. This is different from IS consulting, where focus is on design of a custom 
solution, or outsourced custom programming, or IT outsourcing, infrastructural 
services.

Contractual nature of performance and reliability. The application service 
providers5, ASP, bears the responsibility for service level agreements and performance 
of the application services provided to each customer, irrespective of whose software is 
deployed on the supply end.

Centralized management. Applications, much like IT services, are centrally managed 
rather than at each customer’s site and access is provided through the Internet.

“Application access” is sold. Customers gain access to new applications without 
making any other upfront investments in software licenses, hardware and additional IT 
staff that would typically be required for in-house developed IS or packaged 
applications, such as upfront investments. The ASP adds value to their service through 
contractual arrangements with software vendors or through ownership of the
application.

One-to-many. An ASP provides a customized set of applications from a common set 
of modules/subsystems to a number of different customers. Unlike custom information 
system development and consulting which are one-to-one, it implies selling modified 
versions of the same IS service set to multiple clients.

Mass Customization. Due to their one-to-many nature, there might be a certain level 
of customization for individual customers.

Further, Tiwana & Ramesh also classifies e-services in a matrix according to the nature 
of business activity that is supported and the nature of participants which can be 
classified as business-to-consumer (B2C), business-to-business (B2B) and consumer-
to-consumer (C2C). The type of end product that the e-service primarily supports is 
mapped along the X-axis of their taxonomy matrix, see figure 2. 

4 Service Level Agreements, SLA, is a contract between an application service provider ASP, and the 
end user which stipulates and commits the ASP to a required level of service  (Webopedia 2006).
5 Application Service Providers, ASP, is a third-party entity that manages and distributes software-based 
services and solutions to customers (Webopedia 2006).. 
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Figure 2. Taxonomy of e-services (Tiwana & Ramesh 2001)

Pure Service: The end product for some services is neither a packaged information
product nor a physical artifact. These are pure services in the true sense of the word. 
E*Trade, and Amazon.com’s customer interest profiler, RebateCentral’s rebate tracker 
are examples of such e-services in the B2C arena. In the B2B arena, application service 
providers and Web-delivered ERP services exemplify these services; likewise, 
Microsoft’s MSN Messenger and America Online’s instant  messenger that allow 
consumers to chat in real time while they are bombarded with advertising and 
Thirdvoice.com’s C2C distributed real-time discussion system exemplify these in the 
C2C context.

Digital: The primary end product delivered by the e-service is a digital information 
product. Such products are assembled digital goods that exist primarily in electronic 
form. Examples of such services include Beyond.com’s aggregation of purchasable and 
electronically delivered software published by hundreds of different software 
publishers (B2C), MP3.com and Emusic.com’s service that delivers digitized tracks 
from a vast array of music albums (B2C), ACM’s digital library (www.acm.org/dl/) 
that electronically delivers journal papers in PDF format, services such as Employease 
that help businesses build payroll records for their employees (B2B), and services such 
as Napster and Gnutella.com that facilitate consumer-to-consumer trade of digitized 
information products.

Physical: The primary product-process supported by the e-service is a physical good
and the service itself is concerned with its assembly, design, aggregation or delivery. 
For example, FedEx’s package tracking services (B2C) focus on package delivery and 
tracking, Dell’s supply chain management services focus on aggregating parts and 
components from across its suppliers on the back end (B2B) and managing their 
delivery to customers on the front end (B2C) and eBay’s auction service auctioning 
manages transactions of physical goods among buyers and sellers (C2C).

As an addition to the above described taxonomy matrix by Tiwana & Ramesh, I think 
the ABC-matrix, described by Eriksson & Hultén (2001), could complement and 
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extend some of the business interactions and relations by adding the public section into 
the taxonomy matrix. The public section does provide a unique variety of e-sevices on 
the Internet and this is also an area under constant improvement and development. 
There are huge benefits in citizen’s everyday life by offering public section e-services. 
Another part for business interactions and relations that, I think, also could be added to
the taxonomy matrix would be the machine-to-machine (M2M), machine-to-
consumer(M2C) and machine-to-business (M2B) relations, which today is impressively 
fast growing area.

The distinctions of the categories used in the taxonomy matrix by Tiwana & Ramesh
are also not always very clear. In many cases an input might be digital but the output 
might be physical. Similarly, some of these e-services might be simultaneously 
classified in more than one category. A complementary way of classifying such 
services is the mapping them in a three-dimensional space according to the relative 
proportion of physical and electronic components in them. This way, the physical-
digital characteristic can be treated as a continuum rather than a collection of discrete 
states. Once such services are mapped accordingly, clusters of similar services can help 
determine their design, fulfillment and delivery similarities, see illustration in figure 3
with examples of e-services rather than their characteristics.

Figure 3. Mapping e-services across their digital, physical and pure service dimensions (Tiwana &   
                Ramesh 2001).

Service Oriented Computing , SOC, aims at building agile networks of collaborating 
business applications distributed, within and across, organizational boundaries. e-
Services, which are the basic building blocks of SOC, represent a new model in the 
utilization of the network, in which self-contained, modular applications can be
described, published, located and dynamically invoked, in a programming language 
independent way. The commonly accepted and minimal framework for e-services, 
referred to as Service Oriented Architecture, SOA, consists of the following basic roles: 
(i) the service provider, which is the subject providing services; (ii) the service 
directory, which is the subject providing a repository/registry of service descriptions, 
where providers publish their services and requestors and services; (iii) the service 
requestor, also referred to as client, which is the subject looking for and invoking the 
service in order to fulfill some goals (Berardi 2003). 
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2.1.3 e-Service portals
Gartner published a report that estimated the number of customer service related e-
mails an organization receives is growing at a rate of 20 percent every year. The 
number of self-service transactions that an organization carries out with its customers is 
growing 25 percent per year according to Gartner. The report asserts that many 
customer service systems are incapable of sustaining this rapid growth and therefore 
many businesses turns clever designed to e-service portals that offer customers online 
and on-demand self-service options. With this solution in place, also called a Customer 
Interaction Hub, CIH, by Gartner and others, it is possible to effectively meet customer 
expectations in this new and demanding digital environment and even improve first-
contact resolution numbers. Fred Pack (2006) has noticed that c ompanies obtaining 
enviable first-contact resolution levels tend to have four e-service pillars in place.

Pack thinks that today’s support-seekers have been fully Google-ized, meaning they 
like to start with search and go from there, so search is the e -service start line. Search 
offers the path of least resistance for visitors to an organization’s e-service portal and, if 
effective, search offers the fastest way from point A (“please help me”) to point B (“ah, 
that’s what I need to know, thanks”).  With the vast bank of knowledge that exists 
within most organizations today, customers often don’t even know where to begin, so 
search is step one.

A search is fruitless unless it leads to underlying knowledge resources that answer 
customer’s questions. Therefore, search solutions should lead to highly relevant 
knowledge sources, such as custom knowledge bases, product and service databases, 
custom FAQs, user forums and other homegrown and third-party sources that help 
customers help themselves via the Internet. In addition to search, intuitive portal 
navigation paths should lead support seekers to highly relevant knowledge sources. The 
typical rule is that it should take no more than three clicks to arrive at an answer or 
solution. 

Effective “right-channeling” causes web-submitted support requests to reach 
appropriate agents and knowledge centers. Custom web forms, customer data fields, 
and accurate menus allow a system to capture all types of required information, such as 
product type, model number, service levels and more and subsequently route requests 
to the right agent, department or regional contact center.  This intelligent channeling 
expedites and closes level-one requests much faster, while utilizing fewer support 
resources.

Using effective two-way e-mail management, organizations can configure an e-service 
portal to automatically post incoming e-mails from customers into the system and to 
distribute email notifications throughout the problem-resolution life cycle, starting with 
acknowledging receipt of a service and support request.  For instance, a company can 
provide a trouble-ticket number instantly to a customer via e-mail and the customer 
can, in turn, use that number to continually check the status of his inquiry. While the e-
service portal is the future of support in the digital era, businesses can not hang up the 
phone for good. A recent international customer service association, e-Satisfy.com,
benchmarking study found half of all attempts by customers to find online service 
ended up in a phone call.  This tells us we a re getting there, but we still have a long way 
to go until we reach e-service nirvana. Despite the industry’s best e-service efforts, 
phone is still a must and still serves as the default setting for support. When everything
else fails, organizations have to assure their customers that support is only a phone call 
away.
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2.1.4 e-Service excellence
John Tschohl (2003), the customer service guru, says that “e-Service is the glue that 
holds the e-commerce process together, but it doesn’t just happen”. e-Service has to be 
integrated into every facet of a company’s business, from the implementation of 
technology to the hiring and training of employees. At the core of an e-service culture 
is the belief that no transaction is complete unless the service that customers receive is 
sufficient enough to motivate them to return to you to purchase more products or 
services. Ongoing training is the key to creating a service culture. Consider this: on 
average more than 50% of a company’s business comes from current customers. That 
means if a company wants to stay in business, it had better focus on winning the 
satisfaction of its current customers. In order to survive, a business must make e-service 
the modus operandi at your company. A company must provide e-service that is so 
exceptional, so noticeable, that your customers wouldn’t even think of doing business 
with anyone else.

e-Service gives a business the opportunity to offer their customers an excellent service 
and also a way to control the cost. Conceptualizing an e-service requires market 
knowledge, the e-service design depends on component knowledge and its 
development requires design process knowledge integration from across an array of 
stakeholders. e-Services do not enjoy the lock-ins of traditional systems because of 
lower up-front and open standards. Therefore, the flow of knowledge must necessarily 
be two way and must include and incorporate post-adoption feedback from the 
service’s customers. More importantly, an e-service provider must build mechanisms to 
facilitate such feedback and knowledge integration that most packaged software 
developer’s lack. A broad set of competitive, strategic and technological factors affect 
the successful adoption of e-services. Tiwana & Ramesh analysis on e-services
adoption suggests that the following technological factors are critical for successful
deployment:

• Integrating diverse, distributed systems

• Integrating fragmented and specialized applications

• Coping with changing technology and customer needs 

• High levels of customization 

Jansen-Vullers & Reijers (2005) adds to experience a successful adoption of e-service 
the focus on optimizing single tasks should be around task elimination or task 
automation. Best practices also to try to improve the routing structure of the business 
process, for instance, execute those checks first that have the best ratio of knockout 
probability to the expected effort to check the condition, relocate control steps in the 
process to others to reduce disruptions in the process and introduce concurrency in a 
business process to reduce lead times.

2.1.5 Barriers and opportunities to e-service development
Greg Gianforte from a leading e-service CRM6 company, RightNow Technologies, 
explains how come e-services is one of  the biggest business opportunities on the Web 
today but also why many companies fall short to create the right circumstances for 
successful e-services. Unfortunately most companies fail to effectively exploit the 
Web’s full potential as a customer service vehicle because they:

6 Customer Relationship Management, CRM, is an approach to building and sustaining long-term 
business with customers ( Chaffey 2002).
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� do not recognize just how powerful of a business tool e-service can be

� are slow to respond to customer needs

� never develop a practical process for capturing the information their customers 
want and quickly getting such information properly updated

�  leave out some of the key functions that make e-service really "click", such as 
store locators or remote Web session control

� don’t put the same demands on their e-service as to their sales organization

e-Service is a great way to habituate customers to use your Web site and thereby 
creating further opportunities to lower transaction costs, execute cross- and up-selling 
strategies and otherwise leverage the Internet as a business tool. e-Service also offers an 
extremely cost-effective solution for dealing with the inevitable peaks and valleys in 
the service incident volume. To overcome these barriers it puts tremendous pressure on 
the two groups who develop Web content: marketing and customer service. They must 
somehow anticipate the possible needs of all types of visitors, from clueless newcomers 
to long-time customers. This is clearly a tough and tricky job, but e-service innovators 
have proven that a web site can answer a tremendous percentage of customer’s
questions online without spending lots of money and time. To develop an effective e-
service simply requires the right principles, practices and tools. Gianforte lists ten 
simple principles that can make the difference between successful, high-ROI e-service 
and a failure to take full advantage of the Internet as a medium for superior customer 
service:

1. Make sure the Web site can "listen" to customers. Every successful salesperson
knows the most important part of their job is listening, both for explicit and implicit 
messages from the customer. Web sites should do the same.

2. Give customers what they want - quickly. Once you’ve “heard” what kind of 
information customers want, you have to give it to them - quickly. The Web is all about 
immediacy. So whether it’s getting new information posted onto the site or responding 
to incoming emails, the e-service solution must enhance your ability to respond 
quickly. Don’t confuse this with the rapid posting of information that marketers want to 
put on your site. Quality e-service requires the rapid posting of customer driven 
content.

3. Make e-service resources easy to find and easy to use. Great content isn’t much use 
if customers can’t find it easily. That’s why e-service content has to be well organized 
into hierarchical “containers” that reflect the way users actually think about and search 
for content.

4. Provide multiple contact channels. Not all customers are alike and they prefer 
different means of communication. Provide a variety of methods such as self-service, e-
mail and live chat. 

6. Let your customers rate you.

7. Leverage your knowledge base. It is worth creating a knowledge base just for Web-
based e-service, but you can achieve even greater return on investment by leveraging 
that knowledge base across all your customer interaction channels 

8. Map it out.

9. Consider outsourcing.

10. Automate, automate and automate. Without automation, the work required for 
successful e-service developing customer driven content, posting it in a well-organized 
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manner and responding to customer emails, can become overwhelming. As site traffic 
increases, the situation only gets worse. Many sites are spoiled by their success, as the 
volume of customer interaction via the Internet exceeds the human resources available 
to supporting that interaction. It is critical to deploy an e-service solution that automates 
tasks such as content development and posting. Effective e-service solutions eliminate 
time consuming knowledge management. 

Tiwana & Ramesh also points out that focusing on developing families of e-services 
rather than one service at a time, can help design and deliver multiple versions of the 
same service in parallel and incremental versions of those in rapid succession. 
However, effective platform renewal and product family management is necessary to 
rapidly deliver successive generations of market-driven offerings. Integration of 
markets, products and embodied technologies is the most difficult yet important 
challenge facing businesses seeking continued growth. This is because new 
components cause unpredictable interactions with other components, and lacking 
knowledge of what these might be, integrating these components can be very 
challenging. The complexity of e-business related software development and the needs 
to seamlessly link across the possibly different systems used across the business web 
(suppliers, buyers, partners, vendors) exacerbate the problem even further. Emergence 
of these problems should be unsurprising because the need for effectively negotiating 
with suppliers, efficient supply management, reduction of non value-added activities 
and transaction time minimization are well recognized in services procurement 
research. Such coordination also spans internal business units, viewpoints, expertise, 
and knowledge across a variety of functional areas such as IS, marketing, engineering, 
logistics and manufacturing must be integrated and applied. 

Self-service is being touted as a panacea for the ills of increasing costs of customer 
maintenance, increasing number of interactions that have to be serviced and the 
potential to turn all customer service situations into an opportunity either to know more 
about the customer or to up-sell or cross-sell. Self-service, according to, a research 
director at Gartners Esteban Kolsky (2002), is about automation. It is about creating 
processes whereby the customers can get to the information or product they need by 
themselves. Self-service is about being able to track information about the automated 
transactions and using that data to improve future transactions. It is, in essence, about 
the customer service organization reaching a level of automation where the routine is 
handled by computers and the exceptions, at least initially, are handled by human 
beings. Self-service is today mainly being used for customer service. To enhance the 
utilization of self-service organizations must better understand how to leverage self-
service across the enterprise. A common used argument is that implementing self-
service will bring about a reduction in personnel. After all, more interactions being 
automated means fewer people to handle them manually, or personally. However, 
Kolsky means this is not usually the case. Organizations looking for a quick reduction 
in personnel will be surprised at the changes in functions required. Improper
implementations, generally because of the lack of understanding of self-service, usually 
yield higher call volume than before, effectively bringing out the hidden demand for 
customer service. Automation of routine calls brings with it an increase of exceptions 
and the personnel needed to handle them. Sales have been the laggard when it comes to 
implementing self-service. Where e-commerce solutions have existed for a while, there 
is not much science, or much of self-service, to it. It is merely an operation of 
automating catalogs. The real opportunity lies in using the existing information, 
information collected via customer service and marketing and leveraging it into more 
and better selling opportunities. Proper planning is the only way to ensure that your 
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organization will be ready and that you will harvest the benefits that self-service can 
bring.

2.1.6 Trends and strategic business drivers in e-service
Mila N. DAntonio stated back in 2003 in her article Arm yourself for the e-service 
revolution, that the automation of customer-service interactions would increase 
enormously. The industries that would lead this online-service evolution included
financial services, retail, high-tech, manufacturing and healthcare businesses. The 
toughest challenge ahead was that e-service by itself can not stand by itself and the 
challenge was to ensure data integration all throughout the organization. Companies 
should implement a solution that offers one, or all, of the three channels: web self-
service, e-mail and voice, rather than deploying bells and whistles, such as a costly live 
chat. Instead of static FAQ7 portals, which aren’t very useful or dynamic, companies 
should choose more compelling features. Natural language capability, a feature that 
provides accurate, pre-defined answers across all support channels and solutions that 
guide and escalate customers shopping experiences or routine visits, are important to 
the viability of a web self-service initiative. Despite the deluge of vendors pushing 
web-service technologies only about 10% of end users e-service sites probably receive 
a passing grade. A lack of natural-language capabilities and failure to integrate into the 
company’s CRM-systems make many web self-service initiatives ineffective. e-Service 
offers the potential to enter new markets and gain customer insight by integrating 
various information sources. Businesses that have succeeded with a seamless and 
integrated application self-service service have offerings that effectively handle natural 
language. Searches are quick and simple plus the workflow is streamlined. Most
importantly, these companies generally consider their Web sites to be extensions of 
their brands.

2.2 Customer Relationship Management
Customer Relationship Management, CRM, is an approach to building and sustaining 
long-term business with customers. Chaffey (2002) describes three phases of customer 
relationship management, see figure 4:

Figure 4. Three phases of customer relationship management (Chaffey 2002).

Customer acquisition involves techniques used to form relationships with new 
customers to achieve online sale. Customer retention refers to the action an 
organization takes to retain existing customers. Customer extension refers to increasing 
the dept or range of products that a company purchases for a company. Chaffey also 
highlights the need for customer selection, e.g. picking the ideal customers for 
acquisition, retention and extension, at each stage of customer relationship 

7 Frequently Asked Questions, FAQ
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management. The model also emphasizes the importance of adding value at each stage
by distinguishing the service from that of competitors. 

2.2.1 Understanding customer needs and behavior
Urban (2004) explains that consumer understanding has two parts: 1) understanding the 
customer’s decision process and 2) understanding consumer needs. To understand the 
customer’s decision process Urban illustrates a simple information processing model: 
input, decision making and output. In phase one the question is: what makes the 
customer first think about buying? The salience, vividness and relevance of the 
information all effect whether the information is taken as input. It is not enough to 
expose potential customers to information, the message must attract the customers 
attention if it is to be processed. The requisite information must then be processed to 
make an appropriate buying decision. Here, short-term and long-term memory plays a 
role and faced with a plethora of information, customers commonly use heuristics to 
include, or exclude, product options from consideration. Digital technology can aid in 
the decision process by providing necessary information for comparison or specifically
in depth knowledge. The decision process with industrial buyers is more complex, for 
instance, there are a number of people and stakeholders involved who form a decision 
making unit, DMU. The decision process does not end with a purchase. Customers 
continue to evaluate their purchase and the post purchase evaluation impacts their 
subsequent decisions and actions for the coming decisions.  Understanding how, or 
why, a sense of loyalty develops in customers remains one of the crucial management 
issues of our day. Urban further describes some methods to understand the customer 
needs: talking directly to your customers, concept tests, lead users, idea generation 
techniques and formal marketing research.

As Eriksson & Hultén (2001) puts it, the demand and need from the potential market 
must respond to and be stimulated by the company’s business model, rather than only 
be attracted by a hollow front, or, presented with a non demanded way of doing 
business, kind of summarizes it all.

2.2.2 Service relationships
For businesses implementing self- serve internet-based service delivery systems, such as 
e-service, it is important to understand how existing service relationships may influence 
their customer’s adoption of e-commerce. Businesses that have developed service 
relationships with their customers over the years, incorporating the Internet into their 
service strategy may prove to be a difficult task since service relationships traditionally 
have involved face-to-face interactions between a provider and customer and the 
strengths of this interaction will diminish in computer-mediated interactions. Those
businesses that attempt to convert their existing customers to self service e-commerce 
technology run the risk of losing their most loyal customers, namely those who value 
their service relationships with providers. Bhappu & Schultze (2002) have found that 
service relationships significantly and positively influence customer’s intentions to 
adopt e-commerce primarily through customer’s desire for their provider’s continued 
involvement online. In that sense, social capital plays an important role in service 
delivery and technology adoption. Strength of service relationship, through its effect on 
mediating variables such as firm reputation and provider involvement pre-condition, 
also plays an important role in customers’ intentions to adopt e-commerce.

2.2.3 e-Service adoption
It is important to distinguish the difference between conducting basic e-commerce 
purchases and adopting e-services. In comparison to one-time e-commerce based 
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purchases, the e-service adoption decision is typically more complex, as they initiate a 
long-term relationship between the consumer and the service provider. There is more at 
stake for the consumer as they contemplate entering into a business relationship with 
distant, faceless e-service providers. Additionally, unlike product purchases where 
consumers receive a tangible good, when consumers purchase an e-service they receive 
only access to the functionality provided by a web portal (Featherman & Pavlou 2003). 

There are several reasons for the implementation of the e-service function. One has 
been termed the “service multiplier effect” by the Aberdeen Group back in 1999, which 
refers to the fact that any e-business presence creates a demand for pre- and after sales
service activities. Furthermore, the implementation of e-services extends the range of 
options for customers and the use of an enhanced service portfolio may improve the 
value of a relationship with a particular company for the customer. Finally, e-service 
applications may considerably decrease the cost of service and allow for service 
differentiation and segmentation in service contracts. Delivering value-added, 
interactive services to customers on-line, in real time, in a shared community of users 
seems increasingly important for gaining a competitive edge. Though there exists a 
large body of literature in understanding the technology adoption process very little of 
this research focuses on web-based e-service adoption, but there are a few models to 
consider assisting in the implementation, for instance, the web-based e-service adoption 
model8, e-SAM, or the Technology Acceptance Model9, TAM. 

e-Services range from the electronic provision of traditional services to intelligent 
interactivity in post-sales product support. Many e-services are difficult to evaluate 
prior to purchasing, and experiencing them, and even after they have been provided to
customers. This refers to the so-called “credence qualities” of services. This credence 
component emphasizes the need for trust in service relationships. Ruyter et al. stated 
that positive evaluative judgments are primarily dependent on the fact whether 
customers feel that they can rely on a service provider’s integrity and that they have 
confidence in this reliance in anticipation of future interactions. This is especially the 
case when the service is complex, the environment is dynamic and the customer is
relatively unsophisticated about the service. 

A review by Ruyter et al. shows that convenience factor is considered an important 
reason why customers will start using e-service in the first place. Also, as e-customers 
are able to make efficient comparisons of companies, service features and prices, it 
becomes very important to stand out from the competitors. As distribution formats are 
becoming commodities, and as technology features can be easily copied, content of the 
service becomes the value-added component. Trust plays a very significant role, 
because customers often have to release personal and/or financial data to the e-service 
provider. As no physical presence is required, the e-service provider could be anybody. 
Human interaction, or at least the belief that the system has characteristics of social 
presence, is believed to be critical in the creation of trust. Trust itself is a major issue 
affecting the phenomenal growth rate of e-service. This shows that promoting the 
relative advantage heavily without taking the organizational reputation and risk level 
into account would not be an optimal strategy. It is therefore very important to gain the 
customers trust by emphasizing privacy, security and confidentiality. It is crucial that 
the organization tries to reduce the perceived risk level as much as possible. A high-risk 

8 Web-based e-Service Adoption Model is a conceptual framework for understanding users attributes 
when using websites, including attributes such as user’s experience, user’s motivation and user’s 
continued use in using web-based e-services (Corbitt & Sandhu 2003).
9 Technology Acceptance Model by Davis (1989, 1993) represents an important theoretical contribution 
toward understanding IS usage and IS acceptance behavior (Corbitt & Sandhu 2003).



e-Service- where is 
the return on investment?

Ulrika L Perjos

level will scare of customers to make use of e-service. A good organizational reputation 
can be used in this respect. Ruyter et al. found that it moderates the negative effect of a 
high-risk perception in relation to the trust in the e-service. So, if an organization wants 
to use e-service, it should take measures that reduce the risk of the e-service as
perceived by customers, for instance, by implementing a strong warrant policy. 
Nevertheless, customer adoption and continuance are arguably a critical success factor 
in realizing the potential of web-based e-services and its future direction.

2.3 Business Process Management
Business Process Management, BPM, empowers a business to align IT systems with 
strategic goals by creating well defined enterprise business processes, monitoring their 
performance and optimizing for greater operational efficiencies. Each business process 
is modeled as a set of individual processing tasks. These tasks are typically 
implemented as services within the enterprise (Rosen 2006). 

2.3.1 Business Composition
Business composition is the ability for one business to compose e-services to provide 
value-added services to its customers. Composition of e-services has many similarities 
with business process automation. An e-service virtualizes the customer interaction 
aspects of the business processes implementing a service. In order to specify how 
services should be composed, the interaction process associated with a service as well 
as the flow of service and inter-service invocations must be defined (Casati, Piccinelli, 
Seaborne, Shan & Stammers 2001).

Eriksson et al describes some digital steps in the development of an e-culture, see 
figure 5. The first step, e-information, involve utilization of IT for publishing 

Figure 5. The e-ladder by Ericcson & Hultén (2001). 

information. Second step, e-
communication, includes an 
interactive communication. Next step, 
e-transaction, involves the Internet for 
payments and transactions. The first 
three steps are focusing on efficiency 
and rationalization. The fourth step, e-
business, involves the whole 
organization and the integration of 
many different processes with IT.

e-industry, means that the whole industry is changing and e-culture involves the whole 
society due to changes in the environment and development of the information 
technology. The last three steps have to do with change and transformation.

2.3.2 e-Processes
Piccinelli & Stammers states that the changes advocated by e-services go beyond 
technology into the very structure of businesses. In chapter one of the Internet era 
companies had to reengineer their internal processes in order to sustain web based 
channels to customers. The characterization of an e-business is given in terms of the 
capability of a company to interact electronically with its customers. Electronic 
interaction meant browser based interaction. The Internet was used as an additional 
channel to customers. New front-end solutions were built for internal business 
processes, but the back-end infrastructure of the company was left substantially 
unchanged. Deeper changes are probably required to businesses in order to take 
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advantage of the opportunities available in chapter two of the Internet era. Technology 
is mainly instrumental to most of these changes, but it certainly represents an important 
catalyst. In particular, flexible IT platforms enable flexible business solutions. Learning 
from the experiments made by a number of companies, Piccinelli & Stammers propose 
a model for e-businesses based on the separation between standard processes and e-
processes. The successful operation of a business substantially derives from the synergy 
between all the processes in the company ecosystem. Piccinelli & Stammers therefore 
define an e-process10 as any business process sustaining the operational aspects of an 
Internet centered business model. 
Casati et al.  on the other hand describe e-processes as typically designed, developed, 
and deployed by enterprises that want to compose internal capabilities with third-party 
capabilities, either for internal use or to expose them as complex and value-added e-
services to customers. Casati et al, as well as Piccinelli & Stammers, highlights that
while e-services involved in an e-process may belong to several companies, the e-
process is company specific. Its definition is typically known to and controlled by a 
single company. e-Services focus on the way in which the value generated by a 
company can be offered to other businesses and customers. An e-process defines the 
orchestration activity needed to enable the cooperation between the e-service providers. 
As traditional processes were designed around the operational model of customized 
business applications, e-processes should be designed around e-services. A clear 
understanding of the business interaction model of an e-service is essential. 

2.3.3 e-Network
Fundamental value advocated for e-services is the capability for them to be composed, 
in order to create new e-services and solutions. In extreme scenarios, e-services could 
spontaneously aggregate in order to solve specific problems. A classic example is the 
autonomous organization of a trip: involving flight bookings, hotel reservations, car 
rentals, and so on. More business-centric scenarios picture e-services composing with 
e-processes to support the operations of a specific company. The example of the trip 
can be reused. A travel agency needs to connect with a number of other companies in 
order to organize the trip. The travel agency triggers the formation of an e-network.
Piccinelli & Stammers define an e-network is any set of e-services cooperating in 
accordance with the specifications coming from a set of cooperation processes. In 
simple cases, the e-network is star shaped. One company acts as a hub. In more 
complex cases, the e-network is structured as a graph. All the companies involved in
the e-network interact directly in order to achieve the business goal established by the 
creators of the e-network itself. Whichever shape cooperation processes give to the 
interaction structure of the e-network, delegation of roles does not automatically imply 
delegation of responsibilities. 

Piccinelli & Stammers also propose that the relationship between the cooperation 
processes and the e-processes of the e-service providers involved in an e-network is 
central to the e-service world. Cooperation processes reflect the requirements coming 
from e-processes, but there is a clear distinction between these two entities. From a 
technical perspective, cooperation processes have very different requirements with 
respect to e-processes. For example, cooperation processes focus on business-to-
business coordination and interaction. E-processes focus more on execution and 
internal coordination. Most important, e-processes are likely to be entirely run and 
managed within one organization. Standard process management technology can be 

10 NOT to be confused with astronomy definition of an e-process, where the e stands for equilibrium, and 
is presumed to occur in a supernova explosion (Fact Guru Astronomy knowledge base 2006)
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used. Piccinelli & Stammers propose that a cooperation process emerges from the 
aggregation and reconciliation of the local views that the parties have on the process 
itself. They do not envision centralization as feasible in terms of execution platforms to 
support e-networks.

2.3.4 Information sharing and safety
Within IT it is extremely important to maintain a high standard of security and as the 
popularity of e-services have grown, so has the need for effective security. Fredholm 
(2002) presents a safety model which includes six different scenarios which a business 
should try to shield them selves from:

� Message content integrity, a protection against distortion.
� Message origin authentication, a guarantee for an authentic sender.
� Non-repudiation of origin, a guarantee for message being sent.
� Non-repudiation of receipt, a guarantee for message being received.
� Message sequence integrity, a guarantee for message being authentic.
� Confidentiality of content, a guarantee against intrusion. 

All aspects of the e-service must be secured, using a variety of security mechanisms, 
objects, and functions. In order to maintain a secure system as a whole, security 
components must be managed. Therefore, the implementation of secure e-services 
cannot take place without full support from network management. Boutaba, Ishibashi & 
Shihada (2002) lists five widely accepted network management functional areas: fault, 
configuration, accounting, performance and security management. Security 
management involves several services including access control: authentication, 
confidentiality, integrity, non-repudiation, availability and accountability. However, 
businesses wish to provide e-services on large, open networks, especially the Internet. 
Then the amount of control is considerably less, in fact, there is practically none. 
Internet is made up of a large number of separate domains, under the control of many 
different organizations, or individuals. Some of these parties may be trusted, but most 
are not. Businesses can not realistically hope to secure the entire network. Instead they 
must provide mechanisms and services to allow them to secure their own networks and 
systems, as well as securely deliver their e-services to the customer, regardless of 
whether that customer is internal or external to their own network and organization.
Securing an e-service primarily focuses on two tasks: protecting communications via a 
secure channel between any communicating parties and controlling access to the 
systems and resources involved in the service. The secure channel protects the 
confidentiality, integrity and authenticity of the messages it carries. Access control 
verifies that parties are authorized to have access to a resource, and bars unauthorized 
users from the system. In order to meet the security objectives for the entire e-service, 
Boutaba et al. suggest that an organizational security policy should be created. A 
security policy defines the security issues that an organization faces and identifies 
strategies that can be used in order to achieve the organizations goals. Creating a 
security policy can be broken down into three steps: identification of assets, threat 
analysis and threat elimination.

2.4 Methods of identifying gains
A common reason for implementing a new IT-system is, according to Lundberg (2004), 
dissatisfaction with how things have been working within the organization and the 
expectations on a new system are therefore often set very high. That is also repeatedly
the reason why the expectations are not met, and delivered, in an implementation. A 
simple way of getting around that kind of problem is to put the focus on the company, 
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its conditions and how the vision and strategies of the company are in line with the IT 
solution. The most important areas to consider are: the market, the strategy and the 
organization. To invest in new IT solutions it is about a balance between market pull 
and market push. It is also about the right timing, not too early and not too late. If the 
implementation is done at the right time, the customers probably are very happy to go 
along with the new solution. Another area to consider is IT in combination with the 
company’s strategy and if the new solution is striving in the right direction. Even if the 
timing is right and the direction of the outcome is in line with the strategies, the 
organization aspect needs to be looked at. The whole management needs to understand, 
support and contribu te to the implementation in a way that the company as a whole will 
benefit from.

Lundberg also presents a few models for calculating the investment and for identifying 
advantages for IT- implementations. All of them have a strong economic perspective 
and focus on the relationship between IT investments and the result and profit of the 
company.  

2.4.1 Return On Investment
Return On Investment, ROI, is not a method in itself but rather a key performance 
indicator, which have been around for ages as a measurement of a company’s 
evaluation of the investment’s potential by comparing the extent and timing of expected 
gains to the investment costs. ROI-analyses are often used to show what value a 
business can get from a potential IT/IS investment and it includes the whole lifecycle of 
the investment, but it has a limited risk calculation and it does not calculate the time 
value of money.

2.4.2 The PENG-model
The PENG-model, Prioritering Efter NyttoGrunder11, is focusing on the valuation of 
achievements and the early phases of an implementation. The model is primarily made 
up by three phases: preparation, analysis and quality management. The model also uses 
different color codes depending on which kind of effect the changes have on the 
organization. The PENG-model does not really pay attention to the follow up, spin off 
effects and further implementations, but it helps to communicate the project in a 
broader sense and can be used as a method or a process if the right person is in charge.

2.4.3 Total Cost of Ownership & Total Value of Opportunities
Total Cost of Ownership, TCO, and Total Value of Opportunities, TVO, are models 
created and introduced by Gartner. The models base their calculations on a total cost 
analysis for the whole investment. TCO and TVO work well for analyzing a narrow 
function, or series of functions, in need of a cost reduction, but they do not assess risk 
or provide a way to align technology with strategic goals. 

2.4.4 Balanced scorecard
Balanced scorecards, BSC, was formed 1992 to consider external, internal, financial 
and future perspectives by Robert Kaplan and David Norton at Harvard Business 
School. BSC is a concept that will help the organization to transform strategy into 
action. BSC supports strategic planning and implementation by combining the actions 
of all parts of an organization around a common understanding and links key 
performance indicators to the relevant strategic goal. BSC demands full commitment of 
the management and sometimes it is difficult isolating the impacts of IT/ IS from other 

11 Using benefits for prioritizing 
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factors affecting the business performance. BSC is best used in combination with other 
models which also considers “softer” and operational indicators as well.

2.4.5 The 5-model
The 5-model is based on: change, effect and measurement. No advantages can be 
created if there is no change of some kind, e.g. a new system, a new process etc, but 
there will always be a risk involved with change. That risk should also be estimated 
when identifying advantages as well as logging the effects of change immediate after 
they have been implemented in order to measure the change. The 5-model is named 
after the five tools being used for identifying, structuring and estimating the 
advantages: a map of advantages, a matrix of advantages, the 5-tables, the model of 
calculation and the graph of realization. Also a process for identifying the advantages is 
created and mapped along with appointing dedicated persons to different roles within 
the process of change.

IT payoff metrics are generally grouped into three broad categories: Profitability, 
Productivity and Consumer Value. Profitability measures the benefits appropriated by a 
firm, productivity measures the marginal benefit of IT and consumer value focuses on 
whether the benefits are passed on to consumers. These measures are separate but 
related and, in fact, research indicates that, while IT has increased productivity and 
created substantial value for consumers, these benefits do not always result in normal 
business profitability.

The IT productivity paradox describes the mismatch between actual and expected gains 
from IT investment and it has, on a macro level, been impossible to find any correlation 
between IT investments and productivity, or any financial indicators. Lillrank, 
Holopainen & Paavola (2000) says the benefits of IT should be measured in operational 
terms close to the interface between operational and financial indicators. Lillrank et al. 
introduces a model, the enabler-effect map, which is based on the idea that the main 
impact of IT on business processes works through control information. IT systems can 
be used to increase the quality of control information. Information is value-added data 
put in a context with a meaning. Knowledge is dynamic understanding of how the 
world works. In a business process information and knowledge meet at the point of 
value creation. The enabler-effect map, EEM, is a planning and evaluation tool for 
building logical models linking IT investments with various types of benefits and the 
model also tries to draw the whole picture of an IT investment. The essential element of 
the map is named the IT benefit hill, which portrays the abstraction level of the issues a 
navigator meets. The EEM-analysis requires understanding of both the business process 
and the IT application.

In IT enabled change the emphasis seems to be on people staying within prescribed 
roles. Line executives, IS specialists and other groups are each assigned a role (e.g., 
process owner, design team member, transition management team member, coach or 
implementation team member with specific responsibilities. Line executives are told 
that they must champion change. And IT specialists are told to seek top management 
support. What happens when any group fails to perform its role is the subject of many 
horror stories. But, in fact, people do not always perform their assigned roles well. The 
great irony is that failure to implement change can happen even when all parties feel 
confident that they have done their job. The great tragedy is that preventing failure can 
be relatively simple when both line managers and IT specialists understand and practice 
multiple change management roles (Benjamin & Markus1997).

In the article The real story of return on investment, ROI is not limited to the financial 
arena, it covers all aspects of the organization and touches people and processes. By 
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2005, the authors of the article says, user companies will require a value-driven sales 
approach, which centers around shareholder value rather than on product features and 
functions. The new requirement for software vendors and consultants will help user 
companies identify and balance tangible (i.e. financial returns) and intangible benefits 
(i.e. customer service, employee morale, market share retent ion, risk mitigation) 
declared by the vendor’s offered IT solutions. Sarv Devaraj and Rajiv Kohli, authors of
the book The IT Payoff, agrees that u ser companies must broaden their vision when it 
comes to hammering out a plan for return on investment. Smart companies - the ones 
that have the vision - recognize that ROI is not just a dollar return. It is a return on 
customer service, keeping customers happy, making it convenient for the customers 
and suppliers to do business with them. The traditional and financially justification 
techniques are biased to those investments that have cash flows. They are based on that 
present value and the future cash flows, which overshadow potential benefits that may
not have a distinct money trail. Devaraj and Kohli recommend using the BSC where the 
financial perspective (i.e. ROI) is only one of the four important perspectives included 
in the balanced scorecard. The others include the customer, internal, learning 
perspectives and business & innovation.

2.5 Summery
To briefly summarize and highlight some points of the theory evolving e-services, the 
definition of what an e-service actually is, and especially, what it means to the 
organization where the definition is going to be used, is extremely important. It is 
important to have a definition suited for the actual business environment, so the 
characteristics, nature and the different roles involved with e-service can properly be 
integrated and utilized in the business. To fully be able to integrate and utilize e-
services within an organization you would need to know your customers needs and 
behavior, strengthen your relationship with key customers and, for sure, know your 
own organization to identify how and where to implement the e-service as part of an e-
process. e-Service gives a business the opportunity to offer their customers an excellent 
service and also a way to control the cost. Task elimination or task automation is two 
alternatives to control the cost. There are several methods to identify the gains, but few 
of them offer a total insight of the “true” effects e-service will have on the bottom line. 
Again, it is up to the company to match and adjust a suitable model for their own 
purpose to identify what they are looking for.
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3. METHOD AND PROCEDURE
This chapter discusses the methods and models of choice which are being used 
throughout the report.
Research design provides the glue that holds the research project together. A design is 
used to structure the research, to show how all of the major parts of the research project 
work together to try to address the central research questions.

3.1 Scientific perspectives and approaches
Eriksson & Wiedersheim- Paul (2001) describes two different scientific perspectives : 
positivism and hermeneutics. In positivism the goal of knowledge is simply to describe 
the phenomena that we experience. The purpose of science is to stick to what we can 
observe and measure, a kind of “knowledge for sure”. The positivists believe in 
empiricism, the idea that observation and measurement is the core of the scientific 
endeavor. The key approach of the positivism scientific method is the experiment, the 
attempt to discern natural laws through direct manipulation and observation.
Hermeneutics is a philosophical technique concerned with the interpretation and 
understanding of texts. It may be described as the theory of the interpretation and 
understanding of a text on the basis of the text itself, or, other sources created by 
humans, for example, speech, performances, works of art and even events.
Hermeneutics is about one person understanding someone else’s creations. An 
illustration of the hermeneutic spiral can be seen in figure 6. The spiral always starts 
with some pre-understanding or anticipation of what it is a scientist engage with or is 

looking upon. This 
prejudgment is considered 
essential to the understanding, 
it is not a barrier but the 
medium of understanding. 
From there the scientist 
formulates interesting 
problems, questions, ideas, 
hypothesis etc, which will 
give the base for a dialog with 
the interesting part. If 
modified in an interpretive 
encounter with something the 
scientist desire to understand,
it forms a new basis of the 
next engagement, and so on.

Figure 6. The hermeneutic spiral by Eriksson & Wiedersheim-
Paul 2001

Depending on the scientific scope for there are two broad methods of reasoning: the 
deductive and inductive approaches, see figure 7. The inductive approach works from 
specific observations to broader generalizations and theories. With an inductive 
approach, a scientist begin with specific observations and measures, begin to detect 
patterns and regularities, formulate some tentative hypotheses that he can explore and 
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Figure 7. Illustration of an inductive vs. deductive scientific 
approach (Eriksson & Wiedersheim-Paul 2001).

finally end up developing some 
general conclusions or theories. 
The deductive approach on the 
other hand works from the more 
general to the more specific. A 
scientist might start with building 
a theory, or model, about the topic 
of interest. The scientist then 
narrows the theory into more 
specific hypotheses that can be 
tested. This ultimately leads to
testing the hypotheses with 
specific data, and a confirmation, 
or not, of the original theories.

3.2 Research method
A research method is a strategy of inquiry which moves from the underlying 
philosophical assumptions to research design and data collection. The choice of 
research method influences the way in which the researcher collects data. There are 
many methods to choose from when gathering data and information, very often though, 
as Eriksson & Wiedersheim-Paul points out, the researcher also has to consider 
variables as cost, quality and availability. Research methods are classified in different 
ways, but one of the most common distinctions is between quantitative and qualitative 
research methods. Quantitative research methods were originally developed in the 
natural sciences to study natural phenomena. Gummesson (2000) describes quantitative 
information as hard data as, for instance, dollars, sales figures, profit etc. Qualitative 
information is on the other hand “soft” information as, for instance, perceptions, 
relations and estimations which are almost impossible to grade, measure and compare.

Some common qualitative research methods are action research, case study research, 
ethnography and grounded theory. Action research aims to contribute both to the 
practical concerns of people in an immediate problematic situation and to the goals of 
social science by joint collaboration within a mutually acceptable ethical framework. 
Yin (2002) describes a case study as an empirical inquiry that investigates a 
contemporary phenomenon within its real-life context, especially when boundaries 
between phenomenon and context are not clearly evident. Ethnographic research comes 
from the discipline of social and cultural anthropology where an ethnographer is 
required to spend a significant amount of time in the field. Grounded theory is a 
research method that seeks to develop theory that is grounded in data systematically 
gathered and analyzed. The research methods also have to match the chosen scientific 
perspective and approach. Eriksson & Wiedersheim- Paul summarize the research in 
figure 8. 
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The data could either be primary, 
as the researcher himself are 
gathering the data as, for 
instance, observations, 
interviews or questionnaires, or, 
the data could be secondary, 
where all the information already 
is documented (Gummesson 
2000). Eriksson et al recommend 
that information and sources that 
already are available should be 
looked into first to get an idea of 

Figure 8. Illustration of research (Eriksson & Wiedersheim-
Paul 2001).

what has previously been researched. Eriksson et al also discusses the differences 
between investigation and scientific investigation. Some say the scientific investigation 
results in new knowledge while investigations summarize already known facts. 

3.2.1 Validity and reliability
Eriksson et al explains the term operationality as how theoretical supposition such as 
concept and models are transferred into empirical observations. This is a difficult and it 
also requires, as figure 7 implies, validity and reliability of the data being used. The 
traditional criteria for validity find their roots in a positivist tradition. Within the 
positivist terminology, validity resided amongst and was the result and culmination of 
other empirical conceptions: universal laws, evidence, objectivity, truth, actuality, 
deduction, reason, fact and mathematical data to name just a few. It is within this 
tradition that quantitative research is traditionally defined. Qualitative research has 
concerned itself with the meanings and personal experience of individuals, groups and 
sub-cultures. Reality in qualitative research is concerned with the negotiation of truths 
through a series of subjective accounts. Whereas quantitative researchers attempt to 
disassociate themselves as much as possible from the research process, qualitative 
researchers have come to embrace their involvement and role within the research. The 
validity of the research results expresses the extent to which the method used really 
measures the qualities that are to be measured. To determine the exact validity of a 
study, the results have to be compared with the “true results”. But if the “true results” 
existed there would be no need for a study, so the validity has to be subjectively  has 
high external validity. To the degree that we are successful in eliminating confounding 
variables within the study itself is referred to as internal validity.

The reliability expresses the method’s ability to resist influence by chance. If the 
measurements are the same, or almost the same, when measurements are repeated and 
the variables are constant, the method has high reliability. Reliability is a necessary but 
not sufficient condition for validity (Ejvegård 1996). Even if reliability is a concept 
used for testing or evaluating quantitative research, the idea is most often used in all 
kinds of research. Golafshani (2003) sees the idea of testing as a way of information 
elicitation then the most important test of any qualitative study is its quality. The 
difference in purposes of evaluating the quality of studies in quantitative and 
quantitative research is one of the reasons that the concept of reliability is questioned in 
qualitative research. To ensure reliability in qualitative research, examination of 
trustworthiness is crucial. For example, while the terms reliability and validity are 
essential criterion for quality in quantitative paradigms, in qualitative paradigms the 
terms credibility, neutrality or conformability, consistency or dependability and 
applicability or transferability are to be the essential criteria for quality. To be more 
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specific with the term of reliability in qualitative research, Golafshani use 
“dependability”, in qualitative research which closely corresponds to the notion of 
“reliability” in quantitative research.

From the qualitative researchers’ perspectives reliability and validity are 
conceptualized as trustworthiness, rigor and quality. The way to achieve validity and 
reliability from the qualitative researchers’ perspectives are to eliminate bias and 
increase the researcher’s truthfulness of a proposition about some social phenomenon 
using triangulation. Triangulation is defined to be “a validity procedure where 
researchers search for convergence among multiple and different sources of 
information to form themes or categories in a study”.

3.2.2 Data analysis
Qualitative Data Analysis, QDA, is the range of processes and procedures whereby the 
researcher move the qualitative data that have been collected into some form of 
explanation, understanding or interpretation of the people and situations that are being 
investigated. QDA is usually based on an interpretative philosophy. The idea is to 
examine the meaningful and symbolic content of qualitative data (Online QDA 2006). 

Interpretation is, as well as measurement, a basic method of making sense of the 
retrieved data and observations. Measurement is done with numbers, but interpretations 
occur mostly through the language and the focus is on establishing a context, a bigger 
picture, of the individual observations. Usually, interpretation is quite complicated  and 
requires a well structured method. Other analysis methods for a qualitative research are 
intuition, thinking aids, display methods, classification and coding. Depending on the 
type of data the process of QDA also involves literature criticism, thematic coding and 
Boolean algebra for qualitative data. For quantitative data the process of QDA involves 
interpretation of statistical results and graphical displays of data (Analytic Technologies 
2006).

Miles & Huberman (1994) propose a methodology for productive qualitative research 
that also provides a model for quantitative research, see figure 9 below.

Figure 9. Component of data analysis (Miles & Huberman 1994).

Data reduction refers to the process of selecting and simplifying the data that appears 
in written field notes or transcriptions. The researcher has to make decisions on how to 
code the categories, group and organize them so that the conclusions can be reasonably 
drawn and verified. Data display refers to ways of displaying the data, which include 
matrices, graphs, and charts illustrating the patterns and findings from the data. Data 
display is a key element in their qualitative methodology, since displays are designed to 
assemble and organize information in an immediately accessible, compact form, so that 
the analyst can see what is happening and either draw justified conclusions or move on 
to the next-step analysis which the display suggests may be useful. Conclusion drawing 
and verification refer to a process of developing an initial thought about patterns and 
explanations from the findings, verifying them constantly by checking the data and 
forming a new matrix. It is through such process that the validity of the data is 
established and the meanings of findings emerge.
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3.3 Methods and models of choice
The main considerations regarding methods and models are summarized in the table 
below, see table 1.

Theoretical framework Methodological Choice
Scientific research: Hermeneutic
Scientific approach: Deductive
Research method: Qualitative, case study

Data sources: 

* Secondary sources include 
documented material and litterature                                 
* Primary data through interviews and 
discussions

Primary data collection: Face-to-face and telephone interviews
Validity and reliability: Data triangulation 

Data analysis: 
Interpretation, graphical displays, 
coding, literature criticisms, Excel 

Table 1. A summery of chosen methods and models.

3.3.1 Scientific research and approach
From a Simplexica perspective, who already has developed, implemented and is now 
experiencing some, maybe not full on problems, but rather just missing some of the on 
beforehand calculated advantages to the organization, I guess you could say they went
for a more inductive scientific approach to their e-service launch. But for this thesis, I 
have adopted a deductive approach in combination with a hermeneutic perspective, 
since I based my assumptions on the hypothesis illustrated in figure 1 and I am also 
aiming to, as stated in the purpose of the report, to analyze, describe and evaluate the e-
service used by Simplexica today. In order to fulfill the purpose, I need to have a great 
understanding of Simplexica and its customer’s environment, problems, possibilities 
and demands, therefore I have chosen an iterative hermeneutic perspective to build my 
understanding during time and discussions with Simplexica.

This thesis is a combination of investigation and scientific investigation, since 
Simplexica wanted me, together with them, to look into a problem they were 
experiencing in order to clarify and change it for the better. On the other hand 
Simplexica is also looking for general knowledge on how to trace a return on the 
investment, they wasn’t sure what exactly the problem consisted of and I represent 
external scientific knowledge, which I used to base my assumptions in a hypothesis. 
Therefore, I can put it down to a thesis which results in new knowledge and ideas by 
simplifying a complex problem based on Simplexica’s incapability to visualize the 
pattern and relationship arising from already known, and unknown, data in combination 
with, to Simplexica, new scientific knowledge.

3.3.2 Research method
Since the whole purpose and objective of this thesis is to analyze and describe the e-
service portal and the e-service business process used by Simplexica today, a 
quantitative research method would not have fulfilled the purpose. For that reason, I 
have mainly chosen a qualitative research method where interpretations, relations and 
estimations play a big role and the nature of the research comes to include a lot of 
already existing sources. Secondary data, which consists of a lot of documented 
material from Simplexica as they developed, implemented and, now, running the e-
services function, but also secondary data from relevant literature to be able to find 
areas and functions within e-service which Simplexica can use and apply to improve 
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their existing e-service business process. The information and data has mostly been 
qualitative, but there are also elements of quantitative data in the thesis, mostly 
regarding the economic performance indicators and the traceability of e-services 
affecting the ROI at Simplexica. 

3.3.3 Data sources
Simplexica has given me access to all of their documented material regarding their e-
service. The material consists of:

• their current web site, with access to all authority levels

• the project specification 

• meeting minutes

• material for communicating the project, both internally and externally

• the educational material for the internal training throughout the organization

• feedback from all the sell units

• utilization measurements

• internal ROI calculations end estimations

• project evaluation

The secondary data that I have been provided with has given me a good understanding 
of the project and the current situation at Simplexica. To get a good understanding of 
opportunities and possibilities within e-services, I have also been including relevant 
literature consisting of web pages, articles in journals and magazines, scientific reports, 
interviews, course and other related literature, which all are listed under references.

To get an even deeper understanding and to clear any question marks and 
misunderstandings, I have been doing case studies as face-to-face interviews with key 
persons at Simplexica such as the CEO, the Director of Asia, the Director of IT, the 
Business developer of e-services and two of the sales units, all listed under references.
The face-to-face interviews have formed the base for collection of primary data. 
Interviews are good with respect to feedback possibilities, adaptability and in-depth 
opportunities. During an interview it is also possible to win the respondents trust, get 
more information and thus increase the validity of the study. Interviews over the phone 
have also been performed due to the location of the respondent. Questionnaires and 
surveys are other collection methods that could have been used, but due to the time 
aspect, the importance of getting the whole picture and the possibility to gain a better 
and deeper understanding of Simplexica and its customer’s environment, problems, 
possibilities and demands, I’ve chosen the interviews. 

Interviews have included, not only to deepen and clarifying the understanding of the 
written documented material, but also focused on missing parts, customers input and 
feedback, key variables, key performance indicators, future ideas, competitors and 
much more. As I have been provided with all the internal material, the respondents also 
can assume that I have some initial knowledge of their e-service and, therefore, as the 
interviews have proceeded, the scope of data collection has also narrowed. The 
interviews have been guided by central questions, see appendix A for examples. The 
respondents were chosen on the base of knowledge, different business perspectives and, 
especially, knowledge of what might be missing. After every interview I have gone 
through my field notes, recorded the insight and summarized my own reflections.
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Case studies do suit the purpose of studying e-services in an organization and keep the 
interest on organizational concerns rather than only on technical issues. Another good 
alternative had been to use a grounded theory approach as it is a useful method in 
developing context-based, process-oriented descriptions and explanations of the 
phenomenon, but the lack of sufficient data or observations to draw any conclusions or 
form any kind of theory, disqualified the approach for this thesis. Action research is 
better suited for organization development and education. Ethnography, where I as a 
researcher, should spend a significant amount of time at Simplexica, is not practical 
possible. 

3.3.4 Validity, reliability and triangulation
There are different opinions on whether the validity and reliability of a qualitative 
research method is applicable. As the chosen research method is mainly qualitative, the 
validity and reliability of the research is quite hard to verify as the research and data 
gathering includes a lot of interpretation by me of secondary data, interviews and 
discussions with Simplexica. Out of the data gathering, I have also selected and 
highlighted relevant data that I think is important for the research. Maybe the validity
and reliability could have been better if I would have had a co-author looking at the 
data from another perspective and noticing details I may have overlooked. 

To establish the validity and the reliability, or dependability, in my thesis, I have 
chosen to use triangulation as a method. There are several different types of 
triangulation: data, investigator, theory, methodological and environmental
triangulation etc. To best fit the purpose of this thesis, which is to provide Simplexica 
with the information to improve their existing e-service business process, the validity 
and reliability is really to be evaluated by Simplexica. The focus should be on for who 
is the research valid, in whose interest is this claim to truth being made and what is the 
impact done by the researcher. Therefore, I have chosen a data triangulation method 
which includes the stakeholders. The stakeholders included are IT, management and 
sales units from Simplexica. I conducted in-depth interviews with the stakeholders, 
triangulated by looking for outcomes that are agreed upon qualitative evaluations and if 
every stakeholder, who is looking at the issue from different points of view, sees an 
outcome then it is more than likely to be a true outcome. The validity could be 
increased by also including the customers as stakeholders. The reliability, or 
dependability, has been established by cross-checking answer with the stakeholders, 
minimizing bias during the data collection and aiming to keep the interviews as 
standardized as possible.

3.3.5 Data analysis
The nature of the research is qualitative, but the input data are both qualitative and 
quantitative. Therefore, as an analysis tool I have been using:

- my intuition to interpret the qualitative data
- literature criticisms to determine if the source is valid, relevant and reliable
- some thinking aids like brainstorm ing, fish model etc., to organize the 

unstructured and structured texts
- coding to categorize and reduce the data
- different display methods, such as graphical charts and process maps

For the quantitative data I have interpreted the measurement and graphically displayed 
the data in different ways mainly using Microsoft Excel as a software tool. Other tools 
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I could have used include classification or Boolean algebra, but none of those methods 
fitted the purpose of the report.

The spreadsheet and charts embodying the quantitative data plus the process maps and 
graphs visualizing the qualitative data, provide a suitable environment for collaborative 
data analysis to crosscheck findings and enrich the conclusion drawing and verification
process by the importation of new ideas.

Human values differ between individuals, societies, cultures, ages etc., and valuations 
are an idea about an ideal situation or a wanted goal. These values do affect the 
research in different ways, but I as a researcher have strived after a ”limited 
objectivity” where a relevancy, probability and neutrality have been in focus 
throughout the research and analysis.
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4. e-SERVICE IN USE AT SIMPLEXICA
In order to fulfill the purpose and objective of this thesis, I have through interviews and 
discussions with key persons at Simplexica together with documentation formed a 
perception how the e-services are being used today. This chapter gives the reader a 
brief history of previous work, a description and explanation to how the e -services are 
working at Simplexica today and which are the experienced benefits and drawbacks
with e-services throughout the organization.

At the beginning of 2000 Simplexica created their web strategy with the cornerstones:
content management, tools on the web, personalization, commerce, software 
distribution and business process integration. Ever since, Simplexica has strategically 
been developing their presence on the internet. In 2002 they also introduced their very 
first e-service.

4.1 Upgrading project
The e-service upgrading project, which was introduced in mid 2004, was aiming to 
enable for a higher degree of personalization of the website, Simplexica.com, and to 
simplify the IT structure. Detailed targets and objectives of the project where:

� “Find it in 30 seconds”
� One login for our customers
� Create a personal page for visitors on Internet
� Increase availability by a standardized IT platform
� Implement higher security 
� Clarify some of the functionality
� Ensure legal aspects when collaborating with customers and doing business 

over internet

As the previous portal application didn’t have a user friendly tool to administrate users, 
Simplexica also aimed at developing the different user roles and the structure 
surrounding them, which would lead to a better tool to use for administrating users 
visiting their website. The main targets with the upgrading project were to:

1. integrate e-services in Simplexica.com 
2. personalize the user interface to appeal to most users
3. integrate with their product configuration system

In the project group the IT department was strongly represented, the product marketing 
department as well, but the marketing and sales area was nowhere close to the project.

Extensive training activities were being carried out throughout the global organization, 
so people, especially the application engineers, would have a chance to ask questions, 
get to know the new tool and to learn how to use and work with it. Launching activities, 
where the present and future customers were introduced to the upgraded e-services, 
were also in place.

4.2 Simplexica.com
The upgrade was finalized at the beginning of 2005 and has been in use ever since. Due 
to the confidentiality, I will not display any views of Simplexica’s portal. Instead I will,
in detail, try to explain and illustrate how the portal is build and how it can be used.
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Figure 10. e-Service portal logic at Simplexica by the author (2006). 
 
When a customer, or a Simplexica co-worker, login to Simplexica’s e-service they are
first presented with their own personal page, see figure 10. The personal page will have 
the latest news from Simplexica, links to different publications and shortcuts to 
different applications and sections on the home page. There is a drop down menu 
always available for easy and quick navigation throughout the site and the functions on 
the site are:

- Technical library where all the technical documentation for all products and 
applications is gathered. Available documentation can be viewed or 
downloaded.

- Engineering Tools consists of: a CAD model library, calculating software for 
the technical abilities of Simplexica’s products and a configuration software for 
designing using Simplexica’s products.

- An order online section where the customer can order products, get 
information on prices and lead times. Simplexica have different order entry 
modes:

o The quick entry – if the customer know the product number exactly
o Entry from search – enter a part of the product number and a list of 

products appears for the customer to select among
o Entry from catalogue – browse through Simplexica’s product catalogue 

and order the products from there
o Copy order – retrieve orders that have been ordered earlier and submit it 

again, changed or unchanged.
o Import lines – create parts lists in .txt format and upload them directly

into the order form and submit the order.
o Retrieve drafts – create an order and save it as a draft without submitting 

it for processing later or for another user to submit.
o Configure modules – configure modules or functions by entering a 

number of product lines.
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o Enter configured items – retrieve previously configured modules or 
functions for new orders.

- A search function to look for products and any product information. There is 
also a transportation lead time table available from their distribution centers.

- Customer room, a general information page where customized information is 
published. This page is only available for the individual customer and 
Simplexica.

For internally use there is also a people finders function where Simplexica employees 
can find each others details.

The e-service is also translated into both German and French. 

4.2.1 Safety and security
Simplexica tries to keep a very high standard of safety and security by, for instance,
different authority levels and blocking unwanted URL’s12 from accessing their site.

The data and information on the site is always attractive to, not only the customers, but 
also the competitors and copycats therefore Simplexica also tries to keep their 
information as protected as possible. Simplexica, for instance, keep their pricelist as net 
figures, which won’t give away any extra information for competitors to use against 
them.

4.3 Benefits and drawbacks
One of the most important organizational improvements, that the upgrade had made 
possible, was an administrative change in the order process. Before the upgrade their 
portal was not integrated with their product configuration system, so the e-service 
didn’t really “talk and communicate” with the internal systems, which was a huge 
disadvantage. Before, the customer supplied information needed for preparation 

Figure 11. The simplified ordering process at Simplexica before the upgrade of their e-services, 
interpretation by the author (2006). 

of a quotation. The application engineer prepared and assembled the quotation. The 
drawing for the quotation was stored in the Autocad system and the actual quotation 

12 Universal Resource Locator, URL, is a web address used to locate a web page on a web server 
(Chaffey 2002).
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material was created, and stored, in Ms Office. The Autocad tool used has also been 
improved so that a Bill of Material, BOM, can be created directly from a drawing. Then 
the quotation was sent to the customer. The customer later used the quotation in their 
internal decision process, and if there was a positive outcome, an order would be placed 
with Simplexica. Simplexica distinguish between two different types of orders, system-
and component orders. A system order consists of a whole complex technical system 
and usually involves a third part supplier as well. The component order only consists of 
pieces for a technical system, often spare parts. The project engineer received the 
customer order and reviewed the order in detail. If there were any changes to the 
quotation material, the project engineer retrieves the material and makes the changes. 
The project engineer later transforms all th e order material into an excel- file. The excel-
file, as a hard copy, is then sent to the administrator who manually keys the order into 
the ERP13-system. It is not until then the customer order is registered as an order with 
Simplexica, see figure 11. If a customer places a component order, the administrator 
receives the order and manually keys the order into the ERP-system. After the upgrade, 
as their e-services was integrated with their product configuration system, the ordering 
process could be improved by excluding the manual work done by the administration. 
Manually keying does not really offer any value added. The ordering process after the 
upgrade is shown in figure 12.

Figure 12. The simplified ordering process at Simplexica after the upgrade of their e-services, 
interpretation by the author (2006). 
 
The ordering process is exactly the same, until the customer has reached point of 
decision. The customer now has the option to place the order online or use the 
traditional way. Today, if customers feel competent enough, they will place a 
component order via the e-service and Simplexica portal. If a component order is 
placed through the e-service, the order will automatically be loaded directly into their 
ERP-system. A system order is still too complex to be automatically loaded by the 
customer from the portal, therefore a project engineer always reviews it to make sure 
that the parts will make up a complete working system at the customer. After this 
review he uses the downloading function in the e-service. So the improvement consists 
of less time spend on the ordering process, and therefore also, a lower cost. It is very 

13 Enterprise Resource Planning, ERP, application integrates functions for major business functions 
(Chaffey 2002).
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difficult to calculate a cost saving of this kind, since the time saved is being used for 
other more proactive work, but Simplexica do estimate the less time spent on manually 
keying the order to approximately 20 minutes per component order and approximately 
15 minutes per system order. Simplexica also know that during 2005 they received 
7230 orders through their e-service, 5920 component orders and 1310 system orders. 
This means that the upgrade of their e-services would come to 2301 hours less spent on 
order administration during 2005.

Other benefit from this improvement is less keying error into the ERP-system and the 
customers themselves can solve their own problem or get their questions answered 
online by, for instance, download some of the application available from the portal. 

Further benefits from the e-service upgrade and a win-win scenario are:
+ that the new functionality can be used as an excuse to visit customers again and 

promote the new tool
+ another sales channel
+ reduced lead-time for the order process and for the supply process. The total 

lead-time reduction is estimated to somewhere between 10-35%.
+ the new user interface is more logical, effective and appealing
+ the customer can retrieve order information online
+ full traceability or purchased orders
+ the customer can request a quotation online
+ the customer is presented with availability information
+ secure parts list for ordering
+ the lead-time for an online quotation is significantly shorter than traditionally 

channels
+ the product information, price and lead-time can be synchronized in both the 

customers and Simplexica’s ERP-system
+ possibility of electronically invoicing
+ extensive technical information online
+ a competitive advantage
+ another possibility to brick-wall your customers

Some drawbacks with the e-service are:
- sometimes the application engineer spends more time preparing the quotation,

due to a demand of using the integrated Autocad tool, than the time saved at the 
administration

- the uniformed data and information has not been correct and sometimes it has 
not been correctly linked, which is a shame while the information is online for 
every customer to read

- the sales unit has less control of the order. The sales units are constantly in 
contact with the customer, but are missing information on the order. Crucial 
order information, such as, for instance, a change in delivery date, must be 
passed on to the sales units.

- the system requirements are higher than the existing hardware at many of the 
sales units.

- the size of the files created by the new tools within e-services are much bigger 
than they used to be.
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5. GLOBAL UTILIZATION OF e-SERVICE AT SIMPLEXICA
e-Services at Simplexica has  proven to be a success in some markets, within some 
areas and with some customers, but the e-service is still struggling to get utilized to it’s 
full potential or in some global areas at all. Chapter five presents an overview of the 
business and the e-service utilization throughout the global organization. Also some 
opportunities and barriers are discussed.
Simplexica is a global company represented in 50 countries around the world. 2005 
Simplexica turned over about US$170 million. The sales value per market are: Europe 
61%, USA (including South America) 26 % and Asia (inclusive of Australia and New 
Zeeland) 13%. 

Simplexica upgraded their current e-service in 2004 and finalized it at the beginning of 
2005. Therefore they have used 2005 as a reference year to measure and analyze the 
outcome of the upgrade and the benefits of the current e-service. One measurement in 
place is the total number of orders, including both component- and system orders, 
versus total numbers of orders placed using the e-service per geographical area. For the 
measurement they have focused on the number of orders instead of the value because 
the time supposed to be saved and other benefits occurs per order, or order entry into 
the ERP-system, not really directly related to the value. 

To get an idea how 
the total number of 
orders placed with 
Simplexica during 
2005 is divided 
among the 
geographical areas, 
see chart in figure 13.
The total numbers of 
orders are 26 291
during 2005, 
including both 
component- and 
system orders. USA 
received most of the 
order, followed by 

Total number of orders 2005
SIMPLEXICA

France
8% Asia

9%
Nordic
9%

UK
9%Germany

22%

USA
26%

Europe, 
east

Europe, west
14%

Figure 13. Total numbers of orders, including both component- and 
system orders, placed with Simplexica 2005 (Simplexica 2006).

Germany, Europe west (Benelux, Switzerland, Austria, Italy, Spain), UK, the Nordic 
countries, Asia, France and Eastern Europe. To get all the data on order income and 
online order usage per geographical area, see the summary in appendix B. The chart in 
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figure 14 shows the total 
number of orders, including 
online orders, per 
geographical area during 
2005. In number of online 
orders USA receives the 
most, but looking percentage
wise of total number of 
received orders versus online 
orders, Eastern Europe and 
Western Europe are way in 
front of USA, France, Asia, 
Germany and the UK. The 
Nordic countries are even 
further behind, not still 
reaching 10 % online order 
usage. See appendix B for 
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Figure 14. The total number of orders, including the online 
orders, per geographical area during 2005 (Simplexica 2006).

more details. The total number of online orders divided by component- and system 
orders during 2005, illustrated in figure 15, shows that in general the online orders 

consist of mostly component 
orders placed directly by 
customers using their e-service. 
Eastern Europe, UK and the 
Western Europe handles, in 
comparison, a large percentage
of online orders as the more 
complex, time consuming and 
knowledge based system orders.
Asia, USA and Germany on the 
other hand are exclusively 
mostly receiving component 
orders placed by customer using 
the e-service. See appendix B
for more details.
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Figure 15. The total number of online orders divided by 
component- and system orders during 2005 (Simplexica 2006).

The goal and objective for the usage of Simplexica’s e-service was for 2005 set to 60% 
per area, i.e. total number of online orders received divided by total number of received 
orders. None of the above geographical areas as a whole did reach the set target of 60% 
total utilization. If the areas were to be divided by countries instead, only one country 
would exceed the set target, Hungary. Also Italy would be close to reach the target. 
Furthest away from the target would the Nordic countries, Spain, Australia, China and 
Malaysia be.

While Simplexica has been measuring the online order activities during 2005 they have 
also estimated the trend and potential for each area. Western Europe has a strong 
positive trend, lead by Italy, and are improving the utilization of their e-services. Italy 
is also one of the few areas where the unit as a whole has dedicated promotion activities 
of their e-service, positive management and divided the overall target into sub targets.
Eastern Europe started with a high level of utilization due to a recent set up with only a 
few people who needs to carry out the whole ordering process themselves and the new 
units also lack some of the system support, like the ERP- system, which forces them to 
use the available e-service as a substitute to the corporate systems. The trend is pretty 
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flat, but stays high. Germany, the Nordic countries, USA and Asia doesn’t improve 
their utilization very much, just content whatever they so far accomplished. The Nordic 
countries do indeed have a positive trend improving the utilization for project orders, 
but are still on a low percentage. UK and France have a negative trend.

5.1 Barriers and opportunities
Western Europe, and especially Italy, has really taken the upgrade into their 
organization by using it, not only as a tool to reduce time spend on order input, but also 
as an excuse to go and visit the customers one more time to promote and sell the new 
tool. While doing that, they also get another chance to talk to the customer about 
ongoing projects and what’s in the pipeline. Simplexica’s experience is that personal 
contacts, meetings and communication are crucial for their type of products and for a 
positive result in the sell budget. Italy has also set targets for themselves to integrate the 
e-service into their organization. For instance, they have targeted the top 50 customers 
and are aiming to get them to use, and to keep using, the tool in a near future. 

Some of the units have experienced some problems with receiving essential 
information when using e-service to enter the orders. The sales unit has noticed that 
they have less control over the order internally. The sales unit has, for instance, not 
received the essential delivery information from the supply chain organization. Since 
the sales units are the ones that are in contact with the customers, it is a bit of an 
embarrassment of not knowing that an order is being delayed, or why, or when it is 
going to be delivered instead.

In Asia, which is a less mature market, the customers don’t seem to be ready to use the 
e-service function. The lack of decentralization in most companies works against the 
use of e-services. The production or project engineer, who usually has the knowledge 
about the products, normally does not have authority to issue purchase orders. This 
means he has to teach his colleagues in purchasing how to use the e-services function
and what to order, which eliminate much of the potential gain from using e-services. 
Simplexica is selling a complex technical product which requires a very high degree of 
specialist competence of their products and systems. Also many Asian customers are 
well educated within the technology, but lacks internal routines and knowledge to 
handle order placement or electronically invoicing over the internet. Other areas to 
consider are legal issues, financial risks, barriers of commerce and resistance to change. 
For example, many Asian customers buy via letter of credit and the e-service cannot 
handle this. Another barrier in Asia is, of course, that the costs an administrator is a 
fraction of what the same person costs in Europe or in USA. 
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6. WHERE IS THE RETURN ON INVESTMENT AT SIMPLEXICA?
This chapter summarizes the reflections and different perspectives for methods of 
calculation on return on investment for the upgrade.
As always with IT investments it is very difficult to calculate the return on investment, 
Simplexica is no exception. The difficulties already start when to calculate how much 
that really has been invested in their e-service. The initial investment for the upgrade 
was about US$ 700,000, which includes initial hardware and training as well. The 
calculation is for the upgrade of the e-service, but in order for the e-service to be 
integrated in Simplexica’s organization a few other changes had to be made, like for 
instance an upgrade of the Autocad tool. Simplexica has chosen an approach where 
they include the cost of such a prerequisite to get the whole ordering process to 
improve. Right or wrong, there are different schools but Simplexica prefer to think in a 
bigger picture.

To continue to calculate the savings on the upgrade, in chapter 4.3 the estimated less 
time spent on order administration came to 2301 hours during 2005. Simplexica also 
estimate the cost for less time spent on external component order, 20 minutes, to 
US$21.50 and for the internal system order, 15 minutes, to US$16.00. If the estimated 
cost of time and the estimated less time spent on order administration are combined, 
this means Simplexica would have saved US$148,000 during 2005, but this is 
conditioned by that they actually eliminated the cost. If they have eliminated the cost, it 
should show on the S&A, Sales and Administration, reported figure, but none of the 
sales units using e-services have actually reduced their S&A costs. If they haven’t 
eliminated the cost, the question arising is: what have they used the saved time for 
instead? There is no firm evidence that more quotations are being done with the same 
resources, or that more time is being spent on productive work, like working capital 
reductions.

Spokespersons for e-services at Simplexica sometimes also proclaim that other things 
like time saved as customer themselves downloading usable software or calculations 
information for solving their questions are to be taken into account for the ROI. 
Simplexica do measure the number of visits and number of pages that are being viewed 
per visitor. The number of visits Simplexica have on their home page per week is on 
average 3000 and they typically view 4-5 pages per visit. On several of these pages 
there is material that is possible to download. If every visit saves Simplexica 5 minutes 
that would give a total time saving of 13 000 hours for the year and if every five minute 
action is worth an estimated US$5.30, that would have saved Simplexica more than 
US$827,000 only during 2005. Realists make a point that is not quite sure whether 
visitors to the homepage are really downloading anything helpful or getting the 
information they are looking for. The visitors could even be competitors looking for, to 
them, useful information, employees, job seekers or people who just have an interest in 
their products but no intension of buying.
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7. ANALYSIS OF e-SERVICE AT SIMPLEXICA
This chapter points out some of my own reflections, thoughts and ideas surrounding the 
e-services at Simplexica.

7.1 Definition, characteristics and scope
As I take part of Simplexica’s documentation surrounding their start up and upgrade of 
their e-services, I can not anywhere find a definition, or explanation, of e-services at 
Simplexica, or how e-services will relate to the overall strategy. Instead, looking at the 
set targets and objectives for the upgrade, it seems to me, as the focus of the upgrade is 
on the portal itself, to make it more user friendly, and the IT-structure. Maybe 
Simplexica could have found Tiwana & Ramesh definition, services that are delivered 
over the Internet, as a good helpful base for them to create and communicate the 
purpose and scope of their e-services. An important angle to add to the definition is a 
way to secure efficiency assurance to Simplexica as a whole by their e-services.
Throughout the material and discussions with Simplexica it is noticeable that e-services 
has not yet been fully adopted or fully accepted throughout the organization, this might 
have to do with the communicated project message or lack of obvious relation to the 
overall strategy. 

Even the scope of the project and the e-services seems to be a bit unclear to me, and 
probably to others in the organization as well. Simplexica’s e-service is targeting other 
businesses as customers, a B2B solution where the end product either is a digital 
product, such as the systems that are available for downloading, or physical, such as 
their actual products and systems. In the project group for the upgrade there was no 
representation from a customer perspective even though the focus was to make the 
portal more user friendly. There was also no representation from the global sales units 
who at the end are supposed to integrate the e-service tool as a part of their day to day 
work. Lillrank et al. point out the accepted wisdom of organizational change is that 
those affected by the change also should be included in its planning. I do not think the 
extensive training activities that were carried out can replace an upfront involvement in 
the development of the e-services. Also looking at the received feedback from the sale
units, I can discern a few symptoms and consequents from not defining the whole scope 
and including representation from the whole process. For instance, in Asia they do a lot 
of business based on a “Letter of credit”, deal with many barriers of commerce that 
doesn’t exists in the US or Europe, face different centralized organization and are not 
driven by reducing number of people doing low impact tasks, the e-service function do 
not support any of that. In Europe the sale units are mainly concerned with the flow and 
validity of information. As Mila N. DAntonio pointed out, e-service by itself can not 
stand by itself and the challenge is to ensure data integration all throughout the 
organization. Another issue pointing at defining the scope and take a helicopter 
perspective of the whole process is the feedback of application engineers spending 
more time preparing the quotations in the new Autocad tool than the administrative 
personnel saving time on automating the ordering process. Maybe some of these 
barriers could have been avoided if the project team would have integrated a few more 
perspectives and defined the scope of the change.

Something else missing is a definition of Simplexica’s e-process or e-network. To fully 
be able to integrate and utilize e-services within Simplexica they would need to know 
their customers needs and behavior, strengthen their relationship with key customers 
and get to know their own organization to identify how and where to implement the e-
service as part of an e-process in a bigger picture, all related to their own definition and 
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relation to the overall strategy. Ericsson et al describes the different steps that an 
organization and a society need to take throughout the development. In Simplexica’s 
case their organization has taken the first three steps on the ladder, but is now 
struggling to take the fourth step where the whole organization transforms and the 
different processes are integrated. This might have to do with the following step of the 
whole industry not being very open to changes or the fact that Simplexica is a global 
company performing businesses in all kinds of cultures with different levels of IT 
literacy and awareness, organization, legal issues, financial risks and barriers of 
commerce. 

7.2 e-Process and e-network
Figure 10 describes different functions available on the portal and figure 12 illustrates
the simplified ordering process after the upgrade at Simplexica. However, there is no 
description, or illustration, of the total e-process at Simplexica. 

If I map and describe the e-process as a part of the bigger Order to Delivery process at 
Simplexica today, see figure 16, their e-process in correlation to their other business 
processes is quite unconnected and separated from different functions. The e-processes, 
or partially e-processes, are in figure 16 marked with red. Today, it is the customer, or 

Figure 16. Illustration of the e-process in the order to delivery process in place at Simplexica today.

internally, the project engineer who decides whether he wants to place an order using 
the Internet or, as traditionally, the fax, e-mail or even the post office since it needs to 
be in writing. Simplexica then internally do the ordering process, see in detail figure 12, 
which results in an order entered into the ERP-system, some payment information 
needed for the billing and, for a system order, the project engineer can place an 
purchasing order for extra components not included in the standard stock at an external 
supplier. The component supplier then ships off the material to assembly at the 
customer where either Simplexica themselves or an external installer is in charge of the 
assembly and testing of the system before it is delivered and handed over to the 
customer. As the customer order enters the ERP-system the 3rd party logistics, who 
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handles the physical stock and deliveries for Simplexica, downloads the order to pick 
and pack accordingly. If everything is in stock, the logistics function receives the 
delivery information and the components are shipped to customer. If there is a shortage 
in the stock, the 3rd party logistics informs the logistics function and they place a
purchasing order with the supplier, which in their turn delivers according to the sale
unit need, as a split shipment directly to customer or as a gathered shipment awaiting at 
the 3rd party logistics.

If I also try to describe the e-network of Simplexica it is today quite simple and 
includes, besides the potential customer and Simplexica, only the 3rd party logistics. 

Not even the system installers or the 
bigger suppliers are included in the e-
network. A simple picture of the e-
network, see figure 17. As the customer 
places an order using the e-service via 
the Internet they are provided with an 
estimated price and delivery time based 
upon the updated stock figures in the 
ERP-system and delivery information. 
The e-service solution also channels the 
component orders directly through to the 
ERP-system and the 3rd party logistics is 
able to download the orders frequently.
Simplexica also updates their e-service 
with up to date programs, product 
catalogs and other system downloads. Figure 17. e-Network at Simplexica

7.3 The Simplexica portal
The upgrade project probably filled the purpose of creating a logical useful portal for 
Simplexica’s customer and employees, since the portal is well visited and, by the looks 
of it, very professional and easy to follow. Simplexica has not a too flashy high-tech 
portal and the customers can probably recognize themselves with as well as define 
value added to their businesses. If I use Fred Pack’s e-service pillars, discussed in 
chapter 2.1.3, to evaluate Simplexica’s portal:

• Search Simplexica do have a well developed search function in 
combination with shortcuts and always available dropdown 
menus to make it easy for the visitors to navigate and find 
the information he is looking for.

• Answer Simplexica aimed at 30 seconds to find the answer, not sure 
if that is fulfilled since on average a visitor clicks through 4-
5 pages and they have very limited feedback from 
customers on how they find the site.

• Channeling Simplexica do not really channel information from the web 
interaction with the visitor.

• Alternative 
channel

There is a “contact us” page where the detail of the head 
office and some sale units are published. The internal people 
finder is frequently used, but for external visitors no 
information on specific individual contacts is published.
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The site has a lot of great and useful tools and systems which is easily found. A few 
functions can probably be worth improving like for instance, multiple contact channels,
so the visitor can find the information in an acceptable timeframe. I also think, 
Simplexica should focus on how the customers and visitors apprehend the portal, their 
demands and needs, and from that material, develop the portal further.

If I apply Caffey’s CRM model, see chapter 2.2, on the portal, the strength is customer 
retention and, in some sense, customer acquisition. The portal is appealing, useful and 
to get a login is easy, so in that sense the portal in itself is good for customer 
acquisition. The real purpose of the portal today is to retain the well trusted customers 
by knowledge sharing and discounts. There is a potential to use the portal for customer 
extension as well. Maybe Simplexica could tailor their e-services a bit more based on 
the quality and nature of the relationship with their users by, for instance, create 
profiles that include service offerings, discounts, prior experience and installations, 
personal contacts etc., in order to personalize their e-services and possibly gain their 
customers trust.

7.4 Feedback, follow up and measurement
The project group has frequently been asking for feedback from different instances and 
sale units in order to do a follow up. The response has been irregular and quite spread 
around the scale. From what I have seen, there has not been a common template of 
providing the feedback or a framework to act on the received feedback. A reflection 
that continuously keeps coming to my mind is that if Simplexica will gain the benefits 
of e-services, the internal adoption needs to be escalated in order for the whole concept 
to be adopted by their customers. The project management has developed a 
measurement and a follow up of the proceedings and the utilization of the e-service 
among the sales unit and the customers, see appendix B. Another reflection coming to 
mind as I read through the utilization ratings are that the smaller units, with less people 
or system support, or the units with no dedicated customer service/ administrative 
personnel, utilize the e-service better than the other units. One exception is Italy, and to 
a certain degree France, but then the management seems to be very positive and 
engaging. This leads me to think that the purpose of the e-service probably isn’t 
communicated throughout the organization and the adoption rate isn’t too good. It 
seems like where there is a possibility to keep the old way of doing things, they don’t 
bother switching because they do not see the benefits of the e-services. If the units 
don’t have a choice, they don’t mind using the e-service and many actually even find 
the tool pretty useful and helpful in the bigger picture.

Looking at the measurement in appendix B also raises the central question regarding 
what is really being measured?. Yes, the utilization and integration of e-services are 
being measured throughout the sale units, but the utilization by whom. Simplexica is 
separating a component- from a system order and the processing of the two are 
different. A component order should ideally be placed by the customer using the 
ordering function on the web site, so the utilization is related to the customer’s adoption 
of e-services. A system order, on the other hand, is sent to the project engineer who
ideally should use the uploading function of the e-service, so the utilization is related to 
the project engineer’s adoption of the e-service. Looking at the measurement in 
appendix B you could easily be fooled into thinking that it is all about the customers 
not wanting the e-service, but instead it might be the internal adoption that needs some 
incentive, or removal of barriers, to really take off.

I am missing at least one measurement, which really would help in the efforts of 
escalating the rate of adoption of e-services internally as well as externally, that 
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measurement is who is using the e-services today. The table, shown in appendix B, I 
think should be complemented by the number of customers using the e-service. As it is, 
I don’t get the feeling for if it is only a few customers using the e-service frequently, or,
if many customers use the e-service only once or twice. That in it self could tell 
whether the customers like, or, not find the portal so useful. Likewise that measurement 
could tell the same story internally Simplexica. Then you also can pinpoint which 
customers, or project engineers, that don’t use the tool by looking at who does. From 
experience I think you either like to use the tool or you don’t, not many people use a 
new tool half the time.

I am unsure if the application can identify and collect such information, but as Tiwana 
& Ramesh writes, the flow of knowledge must necessarily be two way and must 
include and incorporate post-adoption feedback from the service’s customers. More 
importantly, an e-service provider must build mechanisms to facilitate such feedback 
and knowledge integration.

7.5 Calculations
Simplexica has, according to Jansen-Vullers & Reijers, to experience a successful 
adoption of e-service the focus on optimizing single tasks should be around task 
elimination or task automation. Simplexica has been successful in doing that, but when 
the return on investment is being investigated, the perceptions are being separated. The 
management of Simplexica is saying that the S&A figures have not been decreased 
during 2005 for any of the units using e-services and the project management claims 
that 2301  hours during 2005 has been saved from administrative work, or even better, 
13 000 hours by customers helping themselves to answers and downloading 
applications. Something doesn’t add up, maybe there is slack in the S&A figures or the 
whole process hasn’t been included, probably a mixture of things. The e-service alone 
is not going to generate a substantial return on investment. From my experience where 
the greatest ROI comes from is where the organization has a process that involves the 
forward-looking indication from your sales, marketing and product people. 

From the material and discussions, I have only seen estimated calculations of what 
already has been utilized and completed adoption of e-services. How about if 
Simplexica were about to calculate the potential of e-service and maybe use that as an 
incentive to a faster adoption and to keep track of what is really happening with the less 
time spend on administration of orders. To make it easy, I think, Simplexica could 
focus on removing the barriers stopping the project engineers from using e-services to 
upload the system orders. If the project engineers utilized the e-service 100 % in their 
work what is the return on investment using the very same estimated cost US$16.00
and estimated saved time of 15 minutes for system orders, see appendix C for further 
calculations. The Nordic countries could by doing that, save one administrative person 
almost two weeks of only keying the system orders into the ERP-system. Even better 
USA could save someone more than six weeks and Germany could save someone five 
weeks of the same job. A question that remains though, should all this time, at the end 
the cost of time, just be eliminated or could it be turned into some more productive and 
value added activities.

Likewise could a simulation be done for the component order to figure out what the 
target should be for each unit, when it is worthwhile trying to get the customer to use 
the e-service to place the component order and so fort.
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8. DISCUSSION
This chapter discusses the different chapters of the thesis, looks at different 
perspectives and examines alternative solutions.

8.1 Introduction
e-Services has recently been the “thing” to implement for many businesses and, for 
sure, if the change is handled appropriately, there are many benefits and opportunities 
generated by e-services. But there are many openings to change a business in different 
ways, e-services is just one of those opportunities. In the end a business need to look at 
their profitability and their return on investment, and not just go with the general flow
of what to do, if they want to stay and succeed in business. 

8.1.1 Purpose, objective and scope of the thesis
This thesis report has only focused on the e-service business process in place at 
Simplexica previously and today, not on any planned change to the IT systems or the 
business processes. The purpose and scope of this thesis could also have included a 
description of the best e-services suitable for Simplexica and their business. For that 
purpose, I would have needed more detailed information from Simplexica’s customers 
to identify their needs and demands, more information of the competitors and a better 
knowledge of the future prospects of the industry. All that information is very sensitive 
and tricky to acquire, therefore the management and I think it is worthwhile looking at 
the previous work and the results, in order to fully utilize their current e-services and to 
identify new opportunities generating visible results to their bottom line. 

8.1.2 Exclusions
To view e-services as a key competitive differentiator would have generated a few 
more opportunities for Simplexica, but then again, the research would have required 
much more hard to gain information from customers, competitors and the industry.

8.2 Theoretical framework
It is important to have a common understanding of basic concept, as e-services, of the 
thesis. e-Services is a typical concept that has many meanings to different individuals 
and organizations.

An additional technology that could have been included, and explained, in the 
theoretical framework is the self service technology, SST, as it is bordering to what 
Simplexica is aiming to establish and a common approach included in many e-services.
Giantford holds it as the hallmark of a successful dot-com venture. Due to the complex 
technical services, products and systems of Simplexica and the IT immaturity of the 
industry, the self service technology has not yet been included in Simplexica’s e-
services. However, if the scope would be extended to include the best e-services 
suitable for Simplexica and their business, self service technology would definitely be 
one area to further explore.

There are many methods of identifying gains of an IT implementation, but none does 
really do the whole job. To choose one method, or mix a few, really comes down to 
what are important to Simplexica. In “the new economy” there are according to Shapiro 
& Varian (1999) several new perspectives on how to generate a profit from different IT 
investment. Simplexica is a conventional company who is doing business in a 
traditional environment where the rules of the new economy don’t really apply, 
therefore the new economy isn’t explored in chapter 2. 
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8.3 Method and procedure
For me, who chose an iterative hermeneutic perspective combined with the deductive 
approach and secondary data sources, the primary data in form of interviews have been 
absolutely invaluable to my understanding and knowledge for this thesis. Of course, I 
could always have included more respondents to deepen and widen my understanding, 
but for the purpose of this thesis, the practical aspect, the amount of time and cost the 
included respondent were able to share enough information about Simplexica’s 
previous and current situation regarding e-services for me to grasp the situation.

If the scope would be extended to include the best e-services suitable for Simplexica 
and their business, the research approach would come to be more inductive and the 
research method more exploratory. According to Kinnear & Taylor (1991) exploratory 
research is appropriate when the researcher wants to identify problems or opportunities, 
establish priorities regarding the significance of various opportunities and identifying 
and formulation alternative courses of action. The data sources would still be the same, 
but would also have to include customers input, more information of the competitors 
and a better knowledge of the future prospects of the industry.

8.3.1 Validity and reliability 
The research material (i.e. project documents) do not include any definition of what 
Simplexica wants to establish, no measurable targets and no identified variables to 
measure, which also make the internal validity hard to verify. Even if there is 
measurement in place, I think, the external validity today is quite low because the 
measurement is correct, but when the reality is applied, the real meaning of the 
measurement is different, see example in section 7.3.

8.4 Simplexica
The material received from Simplexica lacks information of their customers need and 
demands, since they have not included them in the project. That kind of information 
had been valuable for the analysis and would of course have had an impact on the 
recommendations. 

To be able to assistance Simplexica in a broader sense, it would also have been good to 
get more information about the whole Sale- and Order to delivery process.

Benjamin & Markus describes IT as a package of ideas about how people should work 
differently and when they examined what many people think about who should do what 
in IT enabled change, they found that the people involved seem to believe in magic. 
Even if the joint efforts of all parties playing their scripted roles, an IT enabled change 
does not necessarily mean a success. Sometimes the results are good and the magic has 
done its work, but with Simplexica I think there are better chances to improve the 
results of the change by mastering the whole process and focusing on the total 
efficiency assurance to the organization.

Eriksson et al points out that in real life there is basically two different solutions to a 
problem: the solution could either include a change within a system, or, of a system. 
Great solutions rarely includes answers like “more information” or “better planning”, 
instead great solutions requires higher creativity with a traceable relevance to the 
circumstances. 
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9. RECOMMENDATIONS
This chapter contains recommendations on how the e-service process in place could be 
described, how to best globally utilize the full concept of e-service and how to identify 
the return on investment based on the theory, empirical studies and a bit of hunch.

9.1 How could the e-service at Simplexica be described
I think that one reason, for lacking a description and definition, could be that today the 
e-services are mainly an internal process at Simplexica, and it does not directly involve 
any external partners but the customers and a 3rd party logistics, which also falsely 
leads Simplexica to think that the urgency to establish a common understanding for 
their e-services isn’t needed. Quite the opposite, a need for such an understanding is 
quickly necessary in order for the e-services to be fully adopted and fully accepted 
throughout the organization. The illustration in figure 16 could be one instrument for 
creating an understanding of their e-process. Simplexica is struggling to take the step 
where the whole organization transforms and the different processes are integrated with 
the e-service, e-process and e-network.

9.1.1 Definition
Again, I think, it is very important for Simplexica to have a common communicated 
vision and definition of their e-services to gain the benefits of their e-services. The 
internal adoption also needs to be escalated in order for the whole concept to be 
adopted by their customers. A good starting point, or restarting point, would be to 
establish a definition and vision of their e-service, which would be communicated 
throughout the organization. As I earlier pointed, out Simplexica could find Tiwana & 
Ramesh definition of e-service, services that are delivered over the Internet, helpful.
Today Simplexica’s e-service is just that, services that are delivered over the Internet, 
with no relation to the overall strategy, customer satisfaction or the internal efficiency 
and productivity. The management of Simplexica needs to take the lead and relate the 
vision of their e-services with the overall strategy. On top of that the definition and 
vision needs to be complemented with input from both customers and the knowledge 
from people working together with the customers on a daily basis. e-Services focus on 
the way in which the value generated by a company can be offered to other businesses 
and customers. It is also very important to include the total economic efficiency 
assurance to Simplexica.

9.1.2 e-Process and e-network
A problem with the approach that Simplexica has been using to implement their current 
e-service is the lack of understanding, monitoring and controlling of the total business 
process at Simplexica. In the upgrading project only a part of the Order to Delivery 
process was included. Therefore, problems like missing functions on the portal and 
saved time for the administrative function creates more work for the application 
engineers are able to arise when the holistic view is neglected. I think Simplexica also 
need to define their business processes in relation to their e-processes and their e-
network in order to be able to control, monitor and create an understanding for their 
total business, one example is illustrated in figure 16.

When e-services first were introduced as an opportunity companies had to reengineer 
their internal processes in order to sustain web based channels to customers. New front-
end solutions were built for internal business processes, but the back-end infrastructure 
of the company was left substantially unchanged. Simplexica is probably required to do 
deeper changes to their businesses processes in order to take advantage of the 
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opportunities available with e-service. Simplexica should, for instance, aim at getting 
the whole organization and the different processes integrated by, for instance, linking 
and channeling information throughout the whole business process, see orange marked 
lines in figure 18. 

Figure 18. Example of a “to-be” e-process at Simplexica.

Feedback from the sale units has included a lack of control on their behalf of orders 
placed via Internet. A simple solution could be a change of the e-process to channel 
order information directly to the sale units and other areas where the information could 
be useful. Further adjustments that could be done are establishing information and data 
flow between the material supplier and 3rd party logistics as well as the central logistics 
function at Simplexica. Feedback from an installation proceedings or electronically 
billing directly to the customer could also be other alternatives. In general, I think 
Simplexica could make use of the information flow much better than they are doing 
today. 

If the information and data flow would be expanded, the e-network would also change 
shape into a more star shaped network where the participant contributes with 
information to make the e-service valuable to the customers, and therefore also, useful 
to all the participants, see example in figure 19. 
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Figure 19. Example of a future star shaped e-network at Simplexica.

Both the example of a potential future e-process, figure 18, and e-network, figure 19, 
seem by the looks of them to be much more complex than the e-process and e-network, 
see figure 16 and 17, in place at Simplexica today. Maybe all the information flows are 
initially a bit of work to set up, but in use I think the more connection point to make the 
information flow throughout the organization is actually easier and less complex to use, 
since the information is reaching all the units by only one trigger point. As it is today 
the information has to be entered several times before everybody in need of the 
information gets it.

9.2 How to best globally utilize the full concept of e-service
The whole upgrading project was lacking direct input from customer, sale units and 
customer service. This is crucial information to get the e-service functioning according 
to the customer’s needs and demands, both internally and externally, which at the end 
will be the key to success. On a daily basis it is the sale units, the engineers and the 
customers who ideally should be using the e-services as an integrated and preferred 
way of working. Therefore, I think Simplexica would need to focus on removing the 
barriers for a faster internal adoption and thereby also increase the utilization of the 
previous e-service available.

The barriers probable consist of several factors, but a few are likely the missing link 
between strategy and e-service in combination with a communicative definition. Other 
barriers are probably the lack of information throughout the whole process, the 
possibility to still use the traditionally way of working and the lack of a total process 
monitoring. On a global scale, the e-services are lacking some functionality required to 
do business in certain areas and an insecurity not having all the information. I think 
Simplexica need to expand the information flow and to verify the right content to the 
right functions really carefully to increase the internal trust for the e-services. e-Service 
also offers the potential to enter new markets and gain customer insight by integrating 
various information sources. Another suggestion may be e-mail channeling. Simplexica 
do have a very personal relationship with their bigger customers, where the sale person 
plays a big part. Imagine if a customer is visiting the website, requesting via the e-
service and the sales person responsible for that area gets the request, instead of as 
today, the request goes and stays with the central customer function. Just by channeling 
the information to the right persons would increase the customers trust in the service.
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Another function that probably can be worth improving is, for instance, multiple 
contact channels, so the visitor can find the information in an acceptable timeframe. I 
also think, Simplexica should focus on how the customers and visitors apprehend the 
portal, their demands and needs, and from that material, develop the portal further. 
Maybe Simplexica could tailor their e-services a bit more based on the quality and 
nature of the relationship with their users by, for instance, create profiles that include 
service offerings, discounts, prior experience and installations, personal contacts etc., in 
order to personalize their e-services and possibly gain their customers trust.

Furthermore, a total customer service strategy could be worthwhile looking into where 
maybe new technology like modems installed in the systems at the customers could be 
used to directly inform the component suppliers and Simplexica about a part that needs 
to be replaced or repaired, see figure 18. Such a M2M solution would not need to 
include any middle hands, but it would require quite a high degree of trust and close 
cooperation between the partakers. To add to this thought, some of the bigger global 
component suppliers could also be included in the e-service by, for instance, providing 
availability information, see also figure 18.

9.3 How to identify the return on investment
Even though the e-service hasn’t yet been fully adopted or fully accepted, the result 
should by now be visible and possible to measure and evaluate for Simplexica. 
However, this is not yet the case. As earlier described in the introduction, Simplexica’s 
experience after the e-service implementation has proven to be a success in some 
markets, within some areas and with some customers, but the e-service is still 
struggling to get utilized to it’s full potential. The e-service has also not really met a ll 
the expectations and is struggling to show a return on investment.

There are many methods to use to calculate the gains of an investment. All of them 
have strengths and weaknesses, so depending on the focus of the organization, different 
methods can be used, or maybe even, use a mixture of method to eliminate or diminish 
the weakness of a single method. Simplexica definitely want to use the return on 
investment technique to measure the e-service since it is one of their key performance 
indicators. The PENG-model could help to communicate the purpose, but is lacking 
follow up and preparation for further implementations. The TVO and TCO methods do, 
as well as the ROI calculation, lack risk assessment and do also not align the 
technology with the strategic goals. Simplexica is already using balanced scorecard for 
implementing/following up a strategy and I would recommend them to look into the 
possibility to also support the strategic planning and implementation around a common 
understanding and link key performance indicators, as ROI, to the overall strategy by 
using their BSC concept. On top of the communication and understanding challenge,
Simplexica could also use a modified 5-model to identifying advantages and logging 
the effects of change in order to measure the outcome. Another perspective to mix into 
the recommendation is the enabler-effect map by Lillrank et al, where the idea is that 
the main impact of IT on business processes works through control information and the 
benefits of IT should be measured in operational terms close to the interface between 
operational and financial indicators. 

In detail I think Simplexica could use the 5-table described by Lundberg where, for 
instance, the change is briefly described, the effect of the change and a description of 
how the measurement should be calculated in order to track the return on investment of 
the upgrade project. Earlier the mismatch between what the project management 
estimates as a saved cost from the upgrade and what the management actually can see 
in the ROI figure has been discussed. According to the upgrade project management 
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there has been at least 2301 hours less spent on order administration during 2005 and 
probably much more time has been saved due to the customers themselves are 
downloading information and programs available. The management has not seen any 
decrease in the S&A figures throughout 2005 for any of the sales unit using the e-
service or not.

I would like to recommend that Simplexica starts with an analysis to identify and 
investigate where the supposing saved time, and cost, has diminished and where the 
return on investment is heading. Usually it is not very easy to backtrack previous 
efforts, instead I would recommend Simplexica to break the overall purpose into 
smaller efforts by first aiming at getting all the system orders placed via e-service, 
100% if possible, and carefully trace and measure what the effect is by using a variant 
of the 5-table, see example in figure 20.

Change Effect Measurement Gain Time to gain Responsible
System order 
placed with       
e-service

No time spend on 
keying in order into 
the ERP-system

How many system 
orders are palced 
via the e-service?

100% utilization for 
system orders Immidiate Management

How much time 
spend on entering 
orders into ERP?

Estimated cost US$16.00 
per order and estimated 
time spend 15 min per 

order

Project 
management

How much time 
spend on preparing 
the quotations in the 
new Autocad tool?

Potential global time 
saving:                              

890 hours
Every Sales unit

Potential global cost 
reduction:                
US$57 000

Project engineers

Figure 20. Example of a useful 5-table at Simplexica to trace the return on investment.

To do that, Simplexica primary need to focus on removing the barriers for a faster 
internal adoption, and especially for the project engineers with the understanding of the 
area managers, to increase the utilization. The effect off that would hopefully be less 
time spend on manually keying in the orders into the ERP-system. The measurement of 
how many orders are placed via the e-service are already in place, see appendix B, but 
also the time spend on entering orders into the ERP-system and other key areas that 
might be affected by the change looking at the extended business process, as for 
instance, the time spend on preparing the quotations in the new Autocad tool, should 
also be measured. Based on the 2005 figures the estimated potential global time saving 
would be 782 hours and the potential cost reduction would be around US$50 000, just
by getting the internal project engineers to use the e-service already in place.

If that for some unknown reason still is too big of a challenge, maybe Simplexica could 
break the efforts into even smaller pieces by starting with the areas where the gains are 
the biggest, like the USA, Germany, Asia and the Western Europe, see appendix C.

The findings of that analysis would probably trigger a discussion on the return on 
investment and if there might be some other benefits that Simplexica so far have been 
overlooking while the focus merely has been on the financial impact like, for instance, 
the intangible benefits that will produce a return further down the road, such as 
synergies with other projects, better learning value, job enrichment, improved customer 
service, improved decision making, customer satisfaction etc. The focus should include
customers, internal business operations and the need to push innovation and increase 
learning, which relates to the creation of value and new product introductions. The 
findings maybe also show a slack in the S&A figures or that the cost savings has been 
absorbed somewhere else in the total business process. Simplexica would probably also 
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need to decide whether it is fully possible to turn all the saved time into a reduced cost 
which directly would show on the S&A figure or if some saved time could, and should, 
be turned into some intangible benefits like, for instance, proactive customer service in 
order to enhance the customer experience, see also figure 1.

I would suggest Simplexica to both do changes within their current e -services and of 
the whole concept of their e-service by putting together a recommended action plan, see 
figure 21.

Figure 21. Recommended action plan.

The recommended action plan summarizes previous discussed topics and reflections in 
the thesis report. From my perspective, Simplexica could gain a lot by focusing on 
removing the barriers for using the current e-service by:

• describing and defining the e-service in place at Simplexica today. One example 
is illustrated in figure 16.

• extending the scope to include the whole business process so the bigger picture 
can be achieved.

• illustrating the e-process and e-network as part of the total business process.
• communicating the objectives of the project and link them to the overall 

strategy by maybe using the BSC already in use at Simplexica.
• rethinking and adding necessary functionality by including customer needs and 

demands in the projects. Sales unit, customer service and customer need to give 
more input how to fully utilize the e-service.
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Measurement is needed to be able to analyze and verify what is going on with the 
implementation. The current measurements are really good, but could be extending 
with customer data such as number of users and who. Checking the time spend on key 
areas in the whole business process are also crucial for knowing that the whole process 
is improving and not just a part of it. Estimate the effect and value of intangible 
benefits that are important to Simplexica, maybe hard to measure because of the 
timeframe, and identify those which could be crucial for a success. 

The benefits should already be noticeable, but in economic terms it is tricky to pinpoint 
the numbers due to difficulties in transforming all measurements into dollars. 
Therefore, an analysis of the ROI by focusing the efforts of using the e-service for all
system orders could provide some answers to the status of the current ROI. Also an 
estimation of the effect and value of intangible benefits is important.

Crucial, though, is to establish a model for determining a successful investment, that 
ideally can be used for all investments in Simplexica. If there is evidence of a satisfying 
return on investment maybe Simplexica could consider extending, upgrading and 
changing their current e-service by reshape the data and information flow, 
personalizing and set up a total customer strategy where the opportunities within e-
services are incorporated in line with the changed conditions in the PEST14

environment.

14 Political-, Economical-, Social- and Technological factors
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 Appendix A

Central questions during interviews

• What are e-services at Simplexica?

• Why should Simplexica be using e-services? 
- Benefits? 
- Disadvantages? 
- Opportunities? 
- Barriers?

• How is the e-service working within Simplexica today?

• How should the e-service be working within Simplexica?

• Who are using the e-service today?
- Why?

• Who are not using the e-service today? 
- Why?

• What are the key performance indicators?

• How are they being measured?

• What do they indicate today?

• What are the gains from the e-service today?

• What is the feedback from customers using the e-service?

• What is the feedback from customers not using the e-service?

• What are your competitors doing?

• What do your customers need?

• How do you see Simplexica using e-services in the future?
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B SIMPLEXICA 2005

Georaphical area Nordic Eastern 
Europe

Western 
Europe Germany UK France USA Asia TOTAL

Total number of orders 2349 731 3540 5776 2336 2120 7148 2291 26291
Online orders 228 334 1458 1296 483 524 2357 550 7230

% Total 9.7% 45.7% 41.2% 22.4% 20.7% 24.7% 33.0% 24.0%
Trend + ++ - -

Total component orders 1986 496 2634 4930 2060 1850 6037 1859 21852
Online component orders 159 180 957 1199 290 354 2242 539 5920
% Online Comp orders 8.0% 36.3% 36.3% 24.3% 14.1% 19.1% 37.1% 29.0%

Trend + + - -

Total system orders 363 235 906 846 276 270 1111 432 4439
Online system orders 69 154 501 97 193 170 115 11 1310

% Online Project orders 19.0% 65.5% 55.3% 11.5% 69.9% 63.0% 10.4% 2.5%
Trend + + ++ ++ - -
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SIMPLEXICA 2005

Georaphical area Nordic Eastern 
Europe

Western 
Europe Germany UK France USA Asia TOTAL

Total number of orders 2349 731 3540 5776 2336 2120 7148 2291 26291
Online orders 228 334 1458 1296 483 524 2357 550 7230

% Total 9.7% 45.7% 41.2% 22.4% 20.7% 24.7% 33.0% 24.0%
Trend + ++ - -

Total component orders 1986 496 2634 4930 2060 1850 6037 1859 21852
Online component orders 159 180 957 1199 290 354 2242 539 5920
% Online Comp orders 8.0% 36.3% 36.3% 24.3% 14.1% 19.1% 37.1% 29.0%

Trend + + - -

Total system orders 363 235 906 846 276 270 1111 432 4439
Online system orders 69 154 501 97 193 170 115 11 1310

% Online Project orders 19.0% 65.5% 55.3% 11.5% 69.9% 63.0% 10.4% 2.5%
Estimated Online system orders 363 235 906 846 276 270 1111 432 4439

% Estimated Online Project orders 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0%
POTENTIAL,  no of orders 294 81 405 749 83 100 996 421 3129

POTENTIAL, hours 73.5 20.25 101.25 187.25 20.75 25 249 105.25 782
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