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ABSTRACT 

Co-creation has been defined by researchers (Ramaswamy & Gouillart, 2010) as 

“the practice of developing systems, products or services through collaboration with 

customers, managers, employees, and other company stakeholders”. In contrast, 

little attention has been focused on the specific constraints and characteristics of 

consulting transactions (Glückler & Armbrüster, 2002). 

With the purpose to understand the phenomenon of co-creation in consultancy, a 

research question has been created:  “How does a consultancy utilize co-creation?” 

Grounded theory methodology has been employed to collect empirical data from a 

single case study. Participant observer research was carried out over a three month 

period to study co-creation attempts as exercised by a consultancy. A review of 

literature has been delayed in accordance to methodological considerations. Post-

analysis of empirical findings and theoretical perspectives on consultancy, co-

creation and organizational learning has been weaved into the discussion in an 

attempt to explain the mechanisms of the occurring phenomenon. 

Findings from research established that the consultancy failed to co-create the co-

creational object. Subsequently, an additional research question was created: “Why 

does a consultancy utilize co-creation?”  

Empirical evidence continued to demonstrate a paradoxical relationship between 

the attempts at co-creation and the role characterizing the consultancy´s work with 

clients as a neutral supplier of confidential and discrete information. Despite failure at 

achieving the primary goal of unique value creation, findings indicated that the 

consultancy gained valuable knowledge about customers, the process of co-

creation and new business opportunities. This accumulation of knowledge 

throughout the attempts at co-creation implies that the consultancy functions as a 

hybrid role between process- and expert consultants, shifting towards the latter as 

knowledge and learning about a phenomenon increase. These secondary 

outcomes were found to serve as sufficient motive for the consultancy to repeat co-

creation attempts in spite of their failure to meet the primary goal. 

Keywords: Co-creation, Consultancy, Knowledge, Organizational Learning, 

Grounded Theory, Knowledge Intensive Business Services. 
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KEY CONCEPTS 
B2B 

B2B is an abbreviation for Business-to-Business which is referring to the stakeholder context 

in which the organization is operating in.  

Blue Ocean 

Blue Ocean is a strategy created by W. Chan Kim and Renée Mauborgne (2005) 1 as 

businesses developing new products or services that compete in an unexplored 

marketplace where there is no competition. 

Business Case 

A business case is defined in this thesis paper as a short presentation arguing for the 

reasons to initiate a technology based project or task. 

Business Intelligence 

Business Intelligence (BI) is the ability for a business to collect and analyze information to 

help develop new services. 

BYOD Policy 

A Bring Your Own Device (BYOD) policy is a business policy suited for larger organizations 

where it is sought for employees to “Bring their own devices” in order to decrease 

expenses of procurement and management of mobile devices in the organization. 

Co-creation 

The concept of co-creation is defined in this paper as “the practice of developing 

systems, products or services through collaboration with customers, managers, 

employees, and other company stakeholders”  (Ramaswamy & Gouillart, 2010). 

ERP system  

ERP-system is an abbreviation for Enterprise Resource Planning system which serves the 

purpose to integrate internal and external information to be managed through the 

system by a business. 

 

                                                 
1 Blue Ocean Strategy: How to create uncontested market space and make the competition 

irrelevant 2005, Harvard Business School Press 



6 

 

Innovation 

Innovation is in this thesis paper referred to as the capability to transform knowledge into 

development of value to customers. 

LinkedIn 

LinkedIn is an online platform which enables individuals to find, connect and interact 

with other member professionals or organizations across the globe. 

Mobility 

The term mobility is used in this thesis paper under the context of reference to all mobile 

devices related to mobility services such as: mobile phones, tablets and smart phones. 

Mobility services 

The term “mobility services” is referring to one of the case company‟s business activities; 

offering services related to mobility in enterprises such as; business applications, mobility 

policies, mobile device management and mobile device platform management. 

SAP /SAP HCM 

SAP is referred in this thesis paper as one of the world‟s most used software based ERP 

systems with several sub-products to manage businesses internal and external 

information.2  SAP HCM is synonymous with one of SAP Human resource, a software 

product aiming to automate Human Resource processes and Payroll systems.3 

Skills 

The term “skill” has been used in a plural version in this thesis paper to define the 

extensive amount of knowledge that has been acquired through experience. 

Virtual Platform 

The term “virtual platform” withholds all virtual platforms where humans are able to 

interact through a computational device with internet connection such as networking 

platforms; LinkedIn or conferencing tools such as; WebEx and enterprise resource (ERP) 

systems such as SAP. 

 

                                                 
2 http://www.sap.com/about-sap/about-sap.epx (2012-11-12) 
3 http://www.sap.com/solutions/bp/enterprise-resource-planning/human-capital-

management/index.epx (2012-11-12) 
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1. INTRODUCTION  

1.1 Background  

Innovation is the mechanism used to produce the new products, processes and 

systems required by which organization are able to adapt to changing markets, 

technologies and modes of competition (Lawson & Samson, 2001). Albeit an 

increasing amount of organizations begin to see the value of applying innovative 

measures to stay in the front-end of competition, several organizations find 

themselves operating in a highly competitive environment where organizational 

knowledge of how to provide the right service offerings is a challenge that if 

managed correctly, may turn into a key asset. As a result, there is a constant pressure 

on managers keeping the business in the forefront of developing new business 

opportunities in a competitive market place. 

 

A strategy that has gained more popularity over the years to innovate new products 

and services is the concept of co-creation (Prahalad & Ramaswamy, 2004). Co-

creation has been defined by co-creation researchers (Ramaswamy & Gouillart, 

2010) as: “the practice of developing systems, products or services through 

collaboration with customers, managers, employees, and other company 

stakeholders”. The concept of co-creation can be understood as a distinct form of 

collaboration that results in unique value. (Ballantyne & Varey, 2007) describe co-

creation as a dialogical interaction and argue that dynamic co-creational activity is 

possible within “integrated” networks of suppliers, competitors and customers 

working together and yet competing. In an organization setting where the business is 

targeting other businesses and not individual customers, this can be translated 

operating in a highly complex environment to apply the process of co-creating 

value with customers. 

 

Since (Prahalad & Ramaswamy, 2004) publications on co-creation, the concept has 

gained an increasing amount of popularity, mainly from marketing driven 

perspective such as from a service-dominant (SD) logic perspective (Cova, 2008) 

(Lusch R. F., 2006) (Lusch & Vargo, 2006), value creation perspective (Grönroos, 2008) 

or from a dyadic perspective (Aarikka-Stenroos, 2012). Today, co-creation is 

frequently mentioned in a new product or service development context ranging 
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from co-creating products such as Nike branded shoes (Ramaswamy V. , 2008) to 

the process of co-creating technology based services (Kristensson, Matthing, & 

Johansson, 2008).  

1.2 PROBLEM FORMULATION  

In contrast, little attention has been focused on the specific constraints and 

characteristics of consulting transactions as well as the competitive mechanisms of 

the consultancy industry (Glückler & Armbrüster, 2002). Taking a closer look on the 

consultancy industry, the particular industry is synonymous to a knowledge based 

industry where consultancies mission is to keep confidentiality to each customer and 

to create value to various customers through their expertise knowledge and 

experience in certain areas. Customers need to employ the consultants in order to 

evaluate the quality of service provided. Based on this stakeholder relationship, the 

complexity of a consultancy‟s stakeholder relationship could lead to certain 

challenges arising from using co-creation as a strategy. 

 

In the initial research phase, the researched wanted to explore further the process of 

user involvement in new product development; the researcher then came to notion 

about the concept of co-creation. The lack of previous research of the role of co-

creation in a multiple stakeholder context, and lack of previous empirical research 

found on the use of co-creation in consultancy sparked the interest for writing this 

thesis paper. 

1.3 RESEARCH QUESTION  

Defining the research question has been an iterative process where the research 

findings have generated the research question and not the contrary. The analytical 

focus of the research question has evolved during the inductive research process. 

Based on the lack of previous empirical research of the role of co-creation in a 

Business-to-Business (B2B) context, the researcher prior to gaining access to a case 

company developed a research question of open, explorative nature, and classified 

the context as B2B. Upon finding a case company, the research question has been 

rephrased to further respond to the empirical findings and central concept. The 

research question was re-formulated to: 

How does a consultancy firm utilize* co-creation? 
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 * The term “utilize” has been utilized to reflect a more holistic approach in analyzing 

the role of co-creation in a consultancy including both internal and external aspects 

from the perspective of the firm.  

Initial findings from the study showed that the consultancy failed to co-create the 

co-creational object. Hence, the researcher formulated an additional research 

question to further get a more in depth answer to why the phenomenon occurs:  

Why does a consultancy utilize co-creation? 

1.4 PURPOSE OF PAPER 

The aim of this thesis is two-fold. The researcher‟s ambition is first to contribute to the 

theoretical field of research within consultancy and co-creation by constructing new 

knowledge within the theoretical field. Second, contributing qualitative data in order 

to understand the phenomenon of why co-creation in consultancy occurs. 

1.4.1 Relevance for scientific research 

The role of Co-creation in consultancy is an unexplored field where more empirical 

research is needed emphasizing on how it has been exercised and to further 

understand the complex context in which the concept is used. The research aims to 

further understand the complex environment in which co-creation is used. The 

ambition is to understand how and why a consultancy is utilizing co-creation in order 

to add value to existing theoretical research in co-creation and consultancy. 

1.4.2 Relevance for co-creation practitioners 

The aim of this thesis is also to provide co-creation practitioners with a deeper 

understanding the role of co-creation in consultancy as well as the antecedents for 

co-creation and secondary outcomes deriving from using co-creation attempts in a 

consultancy context. 

1.5 ASSUMPTIONS & DELIMITATIONS 

The initial research question is based on the assumption that co-creation is used in 

the consultancy firm being studied. This assumption was based on factual 

information from the Sales Manager and employees of the case company prior to 

initiating the study in context.   
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Due to the broad nature of research according following a grounded theory 

methodology and due to the limited scope of this thesis paper, several delimitations 

are required. In order to study the phenomenon more in depth rather than 

scratching the surface, the researcher has chosen to conduct a single case study. 

This choice was deliberately made during the initial stage of research to further 

explore the complex process taking place in a consultancy making co-creation 

attempts. The researcher has chosen not to go into analyzing the technical details of 

the technological tools used by the studied objects of the virtual customer 

environment (VCE). Naturally, the researcher has furthermore chosen to study the 

consultancy which is attempting to use co-creation and not the external target 

group of the co-creation attempts. Therefore, the researcher has deliberately chosen 

not to explicitly interview or observe the external setting of the project due to the 

nature of the research question and sub-research question. The focus has been 

delimited to the organization and to study the involved actors from an organizational 

perspective and observing the environment in which the initiators of co-creation are 

operating in.  

1.6 RESEARCH FIELD 

The researcher has constructed grounded theory based from a single empirical case 

study where qualitative data has been collected. The data collection span has been 

during a time span of 3 months between May, June, July and one day in September 

2012 conducting several semi- and unstructured interviews with employees in the 

project and from the organization to get a deeper insight in the behavioral patterns 

of the people in the case company and the organization itself. 

1.7 RESEARCH DESIGN- GROUNDED THEORY 

The research design has been done according to grounded theory methodology 

and has functioned as a systematic blueprint for research, helping the researcher to 

identify and visually remind the researcher of the philosophical and methodological 

position which has been used throughout the research process. (Birks & Mills, 2011, s. 

24)  

A qualitative research method was chosen based on the exploratory nature of the 

study. The researcher wanted to study the phenomenon of co-creation in 

consultancy, a phenomenon in a context that is yet to be empirically researched. 
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This pointed the researcher to applying Grounded Theory as a method for research, 

where the desired outcome is to generate theory with an explanation of answering 

the “how” and the “why” in an unexplored area of study (Eisenhardt & Graebner, 

2007)(Birks & Mills, 2011). It is furthermore useful develop context-based, process 

oriented descriptions and explanations of an organizational phenomena (Meyers, 

2009).  

Grounded Theory is a systematic research method developed by (Glaser & Strauss, 

1967) and further developed by (Strauss & Corbin, 1998) and from a constructivist 

paradigm by (Charmaz, 2006). It is a method for developing theory grounded in 

data that has been systematically gathered and analyzed (Charmaz 2007), (Strauss 

and Corbin 1994). It is an inductive, qualitative research method where the 

theoretical account is developed while grounding the account in empirical 

observations (Meyers, Qualitative Research in Business and Management, 2009). 

Through successive comparative analyses, a logical chain of evidence will emerge 

and induction of theory will be obtained (Birks & Mills, 2011).  The researcher begins 

with an area of study and what is relevant to that area will naturally emerge as the 

research will progress (Bryman & Bell, 2003). 

For the last two decades, a debate has emerged of what is the correct approach to 

constructing a well grounded theory. Strauss & Corbin (1990) published an 

alternative analysis approach resulting in a paradigm split between realists Glaser 

(Glaser B. , 1998) and Strauss & Corbin (Strauss & Corbin, 1998). Additionally, 

(Charmaz, 2006) published an alternative paradigm to grounded theory as she 

disagrees with her predecessors assumption of the existence of an external reality 

(Mills, Bonner, & Francis, 2006). Her view is a constructivist paradigm to grounded 

theory; that all data is constructed from the interactive process between the 

researchers and the topic of study and the context in which it is operating in. 

Applying grounded theory made it possible for the researcher to gather rich and 

qualitative data findings as the researcher has put herself “in the field” of where the 

phenomenon is taking place. The concept that differentiates grounded theory from 

other types of research designs is that the initial sample of rich data that has been 

collected or generated is coded before more data is collected or generated. This 

requires the researcher to constantly analyze the data and during the data 
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collection process construct a theoretical proposition that will lead to further 

collection of data to test her hypotheses (Birks & Mills, 2011).  

 

Based on the researcher‟s paradigm, Grounded Theory was used in accordance to 

(Silverman, 2011), influenced by (Bryant & Charmaz, 2007) constructivist method 

steps in collecting, coding and analyzing data: 

 

1. Initial coding and memo writing (line-by-line coding, compare new codes with old, 

evaluate, alter, adjust, write notes) 

2. Focused coding and memo writing (select and then code key issues, keep 

comparing, write notes to refine ideas), 

3. Collect new data via theoretical sampling (strategically sample to further develop 

categories and their properties) 

4. Continue to code, memo and use theoretical sampling (develop and refine 

categories Until no new issues emerge) 

5. Sort and integrate memos (refine links between categories, develop concepts, 

write an initial draft of a theory) 

(Mills, Bonner, & Francis, 2006) explain the main characteristics of constructivist 

grounded theory by the researcher throughout the collecting and analysis process 

trying to distinguish (a) “the nature of the relationship between the researcher and 

participants,” and (b) “an explication of what can be known”.  

The collection of data in form of interviews and observations made in the initial 

process formed a basis for a creation of a category (an initial research question) and 

the researcher moved on to collecting data in relation to hypotheses. For this, the 

researcher has performed un- and semi-structured interviews as well as taking 

memos of observations as primary data sources which have been incorporated in 

the research findings and served as a base for the analysis. Theory application has 

deliberately been delayed in the research process to be woven into the research 

findings and analysis. This has been a strategic choice for preventing the author of 

imposing existing theories on the study processes and outcomes as according to 

grounded theory (Birks & Mills, 2011). 

 



13 

 

1.7.1 MOTIVATION FOR GROUNDED THEORY 

The research topic of studying the role of co-creation in a consultancy and the 

qualitative nature of the initial research question has lead the researcher to choose 

grounded theory as method for qualitative research. However, conducting 

qualitative social research can create problems of handling and analyzing the data 

as it can generate a large amount of non-standard format data, which can rarely 

be predicted in advance. The researcher found early-on in her observations that the 

overwhelming amount of data needed an analytical approach to strengthen the 

empirical findings. In grounded theory, it is the research process that generates the 

research question and not the contrary (Birks et al. 2011). Consequently, the quality 

of the final product arising from the research will be a result from the quality of the 

researcher understanding of the phenomena being under observation (Turner, 1983). 

Grounded theory is not aiming to find a “one-size-fits-all” answer to the research 

question, but can provide a comprehensive explanation of a process or behavior 

scheme which appears in relation to a particular phenomenon (Birks & Mills, 2011).  

1.8 PRECONCEPTIONS 

Followed by the choice of having a grounded theory approach, where the 

researcher should according to (Glaser & Strauss, 1967) method have no 

preconceptions in her mind and be tabula rasa. However, as the researcher has 

used (Charmaz, Grounded theory: Objectivist and constructivist methods., 2006) 

constructivist method the researcher will hereby acknowledge to the reader any pre-

conceptions related to the topic prior to collecting data.  

Before beginning the case study research, the researcher did not have explicit 

knowledge or insight about the consultancy industry, nor any preconceptions of how 

they organize themselves. In the attempt to develop the initial research topic in 

question on Co-creation; the researcher attended a Co-creation conference hosted 

by Copenhagen Business School in Copenhagen, Denmark4 before initiating her 

grounded theory research. Furthermore, the researcher has in accordance to 

(Strauss & Corbin, 1998) method allowed herself to read about the concept of co-

creation prior to beginning the research to further get a notion of the topic of 

interest. 

                                                 
4 Co-creation conference, Copenhagen, Denmark (2012-05-25).  
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2. LITERATURE REVIEW  

The literature review serves to present the content and shortcomings of linking 

existing literature about consultancy, the concept of Co-creation and organizational 

learning, highlighting the existing research gap connecting these three to the 

phenomenon of study in this thesis paper.  

The researcher wanted to explore the environment in which the co-creation project 

was taking place and widened the research to also understand the environment 

surrounding the phenomenon of study.  

2.1 PREVIOUS RESEARCH IN CONSULTANCY 

Defining the nature of what a consultancy is and what they do is a quarrelsome task 

as previous attempts have tried and failed to agree on certain set of tasks and skills 

that this industry homogeneously possess to determine the boundaries of the industry 

(Clark & Fincham, 2002). The constant changing nature of the consultancy services 

and consultancy work contributes to the problem of defining the consultancy 

industry (Clark & Fincham, 2002) (Glückler & Armbrüster, 2002). Nevertheless, the 

consultancy industry has been classified and researched as management 

consultancies, (Reihlen & Nikolova, 2010) , (Buono & Poulfelt, 2009), (Glückler & 

Armbrüster, 2002), (Clark, 1995) characterized by possessing “the ability to create 

and sustain knowledge resources” (Reihlen & Nikolova, 2010) . Therefore it is 

exceptionally important for consultancy firms to master knowledge production and 

management of knowledge. 

Furthermore, it has been argued that the fast moving progress of the information 

technology industry and the increasing globalization of markets have moved clients 

to change their organizational procedures, structures, and technology (Glückler & 

Armbrüster, 2002). Hence, one can distinguish a link between the pressure of 

organizations to change in terms of culture, structure, systems and the use of 

consultancies (Clark, 1995). Formal institutions of professional, market, legal and 

product standards absorb some of asymmetrical information between service 

providers and potential clients. The consultancy industry can be compared to most 

knowledge intense services and is associated with the aspects of confidentiality, 

intangibility and interdependency, which (Glückler & Armbrüster, 2002) also defines 
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as being transactional uncertainty. Organizations can no longer be passive 

observers; they need to be engaged in the continuous creation of knowledge in an 

innovative process (Buono A. F., 2002). 

In the discussion about the development of the consultancy industry, (Buono & 

Poulfelt, 2009) argues in their book on client-consultant collaboration that client‟s 

situations have become more complex and ambiguous, and as a result, consultants 

are now facing increasingly demanding problems to solve. Higher and more 

specialized expectations from clients have further changed the way clients now 

engage and utilize consultants. Clients have become more sophisticated over the 

years where the long duration of their accumulated experience working during a 

longer time span with consultants. This has furthermore contributed to an increasing 

skepticism from clients about the incentives and wares of consultants, while clients 

has in return been accused of not being aware of the limitations in relation to the 

conditions to what consultants are able to perform (Buono & Poulfelt, 2009). In the 

discussion of the development of the consultancy industry, little attention has been 

focused on the specific constraints and characteristics of consulting transactions as 

well as the competitive mechanisms of the consultancy industry (Glückler & 

Armbrüster, 2002). 

2.1.1 THE CONSULTANT-CLIENT RELATIONSHIP 

In the recent development of the market becoming more connected has stretched 

the boundaries for collaboration, enabling the firm to exchange knowledge with 

different stakeholders working in the organizations environment, no longer simply 

being passive receiving information from consultants (Buono A. F., 2002).  

“A client-consultant relationship is founded on intuitive know how that enables clients 

and consultants to work together to accomplish a particular assignment” (Buono & 

Poulfelt, 2009, s. 8). Hence, in order for consultants to accomplish a particular 

assignment, they need to build successful relationships with their clients. Nevertheless, 

building relationships with clients may lead to a few key issues and challenges to 

arise (Buono & Poulfelt, 2009). One constraint may be the fear of not getting 

acceptance for their recommendations in terms of what may be socially 

appropriate and physically possible to implement, and the knowledge the 

consultants possess of the client organization. This leads to a paradox in consultancy 
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where the consultant has a “detached involvement in the client’s affairs” (Buono & 

Poulfelt, 2009). (Buono A. F., 2002) further presents two main risks that clients may 

face when working with consultants: 

1. Management consultants can be seen as knowledge brokers who independently 

transfer knowledge between firms. During this exchange, it is inevitable that 

consultants learn about specific and classified knowledge of the client company. p.6 

2. The dependence of external knowledge from the consultancy may not fit the 

specific organizations situation. This can connect with the consultants not 

understanding the client organization to a more in-depth level and hence applies 

standard solutions that may conflict with the clients view or political agenda.  

The presented risks further leads to a transactional uncertainty which the client may 

associate with the consultant acting opportunistically in the course of a project, 

leading to an asymmetric relationship between client and the consultant and a lack 

of trust as the consultant may work for a competitor in a foreseeable future (Glückler 

& Armbrüster, 2002). 

2.1.2 PRODUCT INTANGIBILITY 

In contrast to the consultancy industry, the production industry characterized by 

spot-exchange commodities, clients are able to see, compare and often test the 

product prior to making a transaction (Glückler & Armbrüster, 2002). However, in a 

consultancy project the client remains contingent and due to the nature of the 

product, is unable to assess the quality of the consulting services since the product 

will be created after an agreement is signed. Thus, it is the client who takes on the 

primary risk (Glückler & Armbrüster, 2002).  

2.1.3 EXPERT CONSULTANTS VS. PROCESS CONSULTANTS 

In relation to organizational learning (Buono A. F., 2002) describes two fundamentally 

different approaches to how consultants manage a consulting process; the expert 

consultant and the process consultant. The process consultant tends to focus more 

on the interpersonal relations in the client organization and tries to contribute to 

improve efficient interpersonal processes and the environment of the organization by 

trying to approach and solve the problems he has encountered in the organization. 

Learning about the client is a part of the solving process itself where actors in the 
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organization learn from each other and between each other, create new 

knowledge. A characteristic of process consultation is the main involvement of tacit 

and embedded knowledge and its focus on process knowledge. (Buono A. F., 2002) 

claims that to a large extent, research on process consulting disagrees with the 

assumption that a consultant must possess expert knowledge. On the contrary, the 

consultant does not necessarily have to possess important knowledge concerning 

the problem. Instead, it is highlighted that the consultant should make the client own 

the problem that they wish to solve.  

The second approach to consultancy that (Buono A. F., 2002) categorize is the 

expert consultant. On the contrary to the process consultant, the expert consultant is 

assumed to be a problem solver and the source for expertise within the problem 

field. Similar to a doctor, the expert consultant is expected to diagnose the problem 

and suggest an objective solution which is based on their experience. One of the 

factors that may hinder the knowledge transfer between the expert consultant and 

the client is a lack of trust. This might impede the open exchange of information 

needed in order for the expert consultant to get enough information to diagnose the 

problem and provide an informed solution. (Glückler & Armbrüster, 2002) argue that 

the categorization of the expert consultant neglects to take into consideration the 

fact that consultancy is a two-way interaction in a process of mutual learning and 

cooperation. To summarize, there is an ongoing debate about defining the 

characteristics of a consultant. 
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 Expert Consulting Process Consulting 

Consultant’s knowledge 

base 

Content knowledge (e.g. 

about organizational 

structures, IT, etc.) 

Explicit Knowledge 

Weakly embedded 

knowledge 

Process knowledge (how 

people interact) 

Tacit knowledge 

Strongly embedded 

knowledge 

Consultant’s role Expert/Problem Solver Coach/Facilitator 

Client Learning Understanding the solution Understanding the 

organization‟s 

interpersonal and 

problem-solving processes 

Skills for diagnosing and 

intervening in the above 

processes 
Table 1. Re-illustration of (Buono A. F., 2002, s. 11)“Knowledge and Client Learning in Different Consulting 

Styles. 

2.2 THE CONCEPT OF CO-CREATION  

Several companies are rethinking the way they do business. With the marketplace 

now being globalized and changing with the emergence of Internet and Social 

Mediums has enabled people to become more connected. Customers are no 

longer passive observers, but are now empowered to interact with businesses. The 

recent development and pervasiveness of technology has enabled for co-creation 

for customers and other stakeholders to share their opinions with each other and are 

now able to be “active creators of a possible future" (Ind, Fuller, & Trevail, 2012, s. 15). 

As a result, participants of co-creation are motivated by a diverse range of factors 

from creative expression to a mean for socializing.  

C. K. Prahalad & V. Ramaswamy‟s research on co-creation resulted in one of the first 

larger publications on co-creation:”The Future or Competition- Co-creating Unique 

Value with Customers” (Prahalad & Ramaswamy, 2004). In their book, it is argued 

that more focus is needed on the core competencies of the organization and that 

the organization should optimize these competencies by benefitting from the 

competencies of its core supply-chain partners (Prahalad & Ramaswamy, 2004). 

However, there lies a tension of conflicting interests in the interaction between the 

consumer and the organization. (Prahalad & Ramaswamy, 2004) argues the 

importance of managing the interaction between the organization and the 

consumer. 
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Co-creation has been defined by co-creation researchers Venkat Ramaswamy and 

Francis Gouillart (2010) as: “the practice of developing systems, products or services 

through collaboration with customers, managers, employees, and other company 

stakeholders” (Ramaswamy & Gouillart, 2010). Co-creation is about the relationships 

being developed between the organization and “the individuals participating in the 

process” (Ind, Fuller, & Trevail, 2012), it is about changing the existing value creation 

infrastructures and changing how organizations interact with customers “from 

transactions to meaningful dialogues” (Prahalad & Ramaswamy, 2004). 

(Ramaswamy & Gouillart, 2010) further developed a model to illustrate the 

difference between the traditional enterprise value creation chain and the co-

creative enterprise.  

 

Figure 1- Traditional vs co-creational enterprise (Ramaswamy & Gouillart, 2010, p. 6) 

After the researcher made an extensive literature review of scientific co-creation 

work and attending a co-creation conference, a pattern emerged where defining 

the concept of co-creation and it‟s relating attributes such as defining the 

characteristics of who the stakeholders or consumers are is yet to be further clarified 

and crystallized. In the literature review, she found several books and articles using 

co-creation in an array of aspects and examples, among these, one of the most well 

known literature works in co-creation by (Ramaswamy & Gouillart, 2010) (Prahalad & 
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Ramaswamy, 2004). Apart from the definition of co-creation made by (Ramaswamy 

& Gouillart, 2010) and (Prahalad & Ramaswamy, 2004), (Ind, Fuller, & Trevail, 2012) 

further define the concept of co-creation as:  

"The idea of creativity developed together with others, which distinct it from co-

production” (Ind, Fuller, & Trevail, 2012). 

Furthermore, (Ind, Fuller, & Trevail, 2012) stated that:  

"Co-creation is ultimately an approach, an attitude, a mindset and, potentially, a 

new way of managing brands and businesses. (Ind, Fuller, & Trevail, 2012, s. 79)” 

Previous research on co-creation from (Aarikka-Stenroos & Jaakkola, 2012) 

(Storbacka, Frow, Nenonen, & Payne, 2012), (Bhalla, 2011) bring up a lack of 

research of co-creation within certain contexts of technology, knowledge intense 

business services or for designing frameworks to help businesses manage co-

creation. Similar to previous research is that researchers of co-creation fail to define 

the concept of co-creation. As co-creation exist on several levels with a variety of 

stakeholders involved, the researcher concludes that to conceptualize and clarify 

the concept of co-creation is a highly complex task. 

2.2.1 THE BUILDING BLOCKS OF CO-CREATION 

To describe how to successfully manage the process of co-creation, (Prahalad & 

Ramaswamy, 2004) listed four main responsibilities that managers should manage for 

a successful co-creation process to take place; encouraging an active dialogue, 

mobilizing customer communities, managing stakeholder diversity and co-creating 

personalized experiences. 

 Encouraging an active dialogue is about the organizations exercising co-

creation to acknowledge the role of the consumer as being equal in order to 

benefit from the co-creation process. 

 Mobilizing customer communities is about ensuring that the organizations who 

wish to exercise co-creation are in control of the community of interaction 

between stakeholders. 

 Managing stakeholder diversity is about acknowledging the different 

backgrounds of the stakeholders and facilitating according to these. In 

knowledge intensive based service industries this is a common trade. 
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 Co-creating personalized experiences is about the organization who 

exercises co-creation to fully understand and acknowledge the customer as 

not merely a purchaser of the product, allowing the customer to customize a 

product is different from the customer personalizing a product. The consumer 

needs to also be a part of shaping the product.  

 

To further explain how co-creation can be facilitated, (Prahalad & Ramaswamy, 

2004) has constructed four main building blocks of co-creation which are needed to 

exercise successful co-creation; dialogue, access, risk assessment and transparency. 

 

 Dialogue is not simply about encouraging knowledge sharing; it is about the 

levels of understanding between organizations and the consumers. 

Consumers are encouraged to add their views of value into the value 

creation process. 

 Access is about challenging the assumption that consumers only experience 

value through ownership. By creating several possibilities for mutual 

interaction, organizations have the possibility to create new business 

opportunities. 

 Risk Assessment is about making the assumption of consumers becoming too 

powerful as they co-create value with companies. The risk is that consumers 

may demand more information about the weaknesses of certain products or 

services. Nevertheless, the risk is shared as the consumer will also have more 

liability as he co-creates. 

 Transparency of information is about creating trust and openness between 

multiple stakeholders and individuals. The disappearing asymmetry of firms 

who used to be able to keep information away from the consumers now need 

to see the importance of creating trust by sharing information. 

 

(Ramaswamy & Gouillart, 2010) further observed how interactions impact positively 

the engagement ratio and further observed managers and how efforts of creating 

interactions between internal and external stakeholders may turn into a “connective 

tissue where new insights, learning, and innovation were generated” (Ramaswamy & 

Gouillart, 2010, s. 5). 
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(Ramaswamy V. , 2009) argues that co-creation needs to begin internally in the 

organization. Employees need to be prioritized in the co-creation process before 

considering the end customers. Employee involvement is about creating value 

between the company and its employees. In order to involve employees in the co-

creation process, it is important to generate value to the employees. This could be 

done through empowerment and motivation. (Ramaswamy V. , 2009) suggests that 

empowerment should come from senior management by providing employees the 

opportunity to migrate towards co-creation. He further argues that co-creation can 

be a type of “inside out employee co-creation” that correlates with external co-

creation. In order to transform into a co-creative organization he suggests that this 

can occur by the organization “muddling through”, by “evolutionary 

experimentation”, by “rapidly learning and de-risking” and by “navigating with 

foresight through the fog of uncertainty.”  

(Ramaswamy V. , 2009) summarizes that successful co-creation can take place 

when the organization has managed to change the behavior and environment of 

the employees in the organization and together overcome the challenge of letting 

go of control and thus, the organization has become a co-creational organization. 

2.2.2 VALUE AND CO-CREATION 

One of the most relevant explanations of value and co-creation has been presented 

by (Lusch R. F., 2006) in relation to value creation and Service-Dominant (SD) logic. 

One of the main characteristics of SD logic is how the resources of customers, 

employees, and organizations are both being value creators and value beneficiaries 

where interaction and value-creation processes diminish the asymmetry between 

these actors. 

(Grönroos, 2008) further argues in his article on SD logic and value creation that 

applying SD logic in an organization will open up for the possibility in developing 

interactions with its customers during their value-generating processes. Hence, the 

organization becomes a co-creator of value since the organization engages itself in 

value fulfillment for the customers. 

Previous research findings in value co-creation and SD-logic further show that value 

co-creation and value perceptions “cannot be fully understood unless focus is put to 

the positions and roles of the actors involved” (Edvardsson, Tronvoll, & Gruber, 2010). 
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In their conclusion, they suggest that more empirical research should be made in the 

context “where value co-creation is taking place, how the actors are utilizing 

resources and the process of value-co-creation”. (Edvardsson et al., 2010) suggest 

that further research is needed in the attempt to explain the phenomena of SD logic 

in value co-creation. A suggested approach is that further research should focus on 

the structures, interactions, positions and roles of the actors involved.  

(Prahalad & Ramaswamy, 2004) argue that an interaction between the organization 

and customer is twofold: through value creation and value extraction. In 

development with value and co-creation, (Aarikka-Stenroos & Jaakkola, 2012) take 

on an alternative approach of explaining the value created in a co-creation 

process. 
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2.2.3 LEVELS OF CO-CREATION 

In co-creation, several stakeholders may exist. Stakeholders may be; consumers, 

partners, professionals and other businesses (Ind, Fuller, & Trevail, 2012). (Prahalad & 

Ramaswamy, 2004) further present in their book: “the future of competition-co-

creation unique value with customers” a figure identifying the different levels of co-

creation. 

 

 

 

 

 

 
 

 

(Prahalad & Ramaswamy, 2004) present three different types of co-creation, 

between the business and the consumer, between the business and consumers or 

between multiple businesses and multiples consumers. The figure concludes that the 

more stakeholders involved in a co-creation process, the more complex the process 

will become. Even though the most complex co-creation is the form when multiple 

stakeholders are involved, it opens up for a possibility to co-create a unique value if 

managed properly.   

2.2.4 MULTI-STAKEHOLDER CO-CREATION 

Since (Prahalad & Ramaswamy, 2004) publications on co-creation, the concept has 

gained an increasing amount of popularity by researchers from a diverse range of 

perspectives and contexts such as: from service-dominant logic perspective (Cova & 

Salle, 2008) (Lusch R. F., 2006), on value creation (Grönroos, 2008), in project networks 

(Mele, 2011), and from “a dyadic perspective on the joint-problem solving 

processes” (Aarikka-Stenroos & Jaakkola, 2012). Today, co-creation is frequently 

mentioned in a marketing driven perspective of new product or service 
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Figure 2- Levels of co-creation (Prahalad & Ramaswamy, 2004) 
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development context ranging from co-creating products such as Nike shoes 

(Ramaswamy, 2008) to co-creation of technology based services (Kristensson, 

Matthing, & Johansson, 2008). Little previous research has however been found on 

co-creation in a multiple stakeholder context, or a business-to-business context.  

 

(Kristensson, Matthing, & Johansson, 2008) conclude in their research of user 

involvement of customers in the co-creation of new Technology Based Services that 

“Co-creation in terms of user involvement forces a rethink of much of the 

traditionally-accepted strategies when a company attempts to collect knowledge 

about customer value.” This is further supported by (Prahalad & Ramaswamy, 2004) 

who argue that companies need to focus on their own core competencies and 

draw benefit from their supply-chain partners in order to optimize their 

competencies.  

Finding previous empirical research and cases of co-creation in a multi-stakeholder 

context was found to be difficult for the researcher. She did find a mentioning of it 

from (Ind, Fuller, & Trevail, 2012) where they define co-creation with multiple 

stakeholders as being co-created with citizens, professionals, partners or/and 

employees.  

(Ind, Fuller, & Trevail, 2012) further bring up a few examples of co-creation from a 

professional context where they ultimately distinguish two key points differentiating 

Business to consumer co-creation with multi-stakeholder co-creation. "First is the 

attitude that pervades the relationship to other stakeholders. Second is the principle 

of openness to others. When the organization believes it has most of the answers it is 

likely to be more introverted. If alternatively it possesses humility, it is more likely to 

make a conscious effort to seek out interesting and valuable partners that can help 

to enhance its brand. (Ind, Fuller, & Trevail, 2012)"  

Examples of other companies co-creating in a business context was exemplified by 

(Ind, Fuller, & Trevail, 2012) among these were: IBM who are co-creating their 

corporate brand values with employees, Kraft foods co-creating its purpose and 

values with consumers and employees, and Dutch Rabobank co-creating their 

organization culture with locally appointed members, partners and employees (Ind, 

Fuller, & Trevail, 2012, s. 126). In addition, (Aarikka-Stenroos & Jaakkola, 2012) argues 
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in their article in “value co-creation in knowledge intense businesses” that a 

technology based business may experience significant difficulties when initiating co-

creation and issues may arise for the business of being able to identify clients latent 

researcher and manifest needs. 

2.2.5 LACK OF PREVIOUS RESEARCH ON CO-CREATION AND CONSULTANCY 

The levels of co-creation presented in the literature review identify different 

dimensions of co-creation in different contexts. However, no previous research or 

theory was found by the regarding consultancy‟s use of co-creation in a multi-

stakeholder level and the role of co-creation in consultancy. Furthermore, empirical 

research on co-creation in consultancy was not found.  

2.3 PREVIOUS RESEARCH ON ORGANIZATIONAL LEARNING 

An extensive amount of research can further be found under organizational theory. 

Among these, the researcher has made a literature review on the organizational 

theory sub-processes of; organizational learning (Wellman, 2009), (Fiol & Lyles, 2007) , 

(Michael & Sproull, 1996), (Dixon, 1994) (Schein, 1993) (Weick K. E., 1991) (Kant & 

Montgomery, 1987), (Argyris & Schön, 1978), (Cangelosi & Dill, 1965) and knowledge 

(Wellman, 2009), (Sanchez, 2001), (Nonaka, A Dynamic Theory of Organizational 

Knowledge Creation, 1994). 

The notion of organizational learning gained traction by organizational theorists sin 

the mid 1960‟s (Weick, 1991). In (Michael & Sproull, 1996) book on organizational 

learning they state how organizations can learn: "organizations learn from 

experience” where organizational learning is viewed upon as a cognitive 

experience; "experiencing an outcome as success or failure depends on the relation 

between the outcome and adaptive aspirations for it, what is learned from any 

particular kind of experience can vary substantially across time and across 

organizations.". 

Previous literature in organizational learning has both from a behavioral and 

cognitive perspective delved into the issues related to the distinction between 

individual learning and organizational learning and the interaction between these 

(Cangelosi & Dill, 1965).  
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Organizational learning has furthermore been widely observed in several contexts. 

One of the most known theorists in organizational learning, Karl E. Weick (1991) has 

observed organizational learning in a nontraditional context and that it may function 

as an intellectual strategy for organizations (Weick, 1991). Furthermore, he states that 

there lies an assumption that organizational learning may only be attained by 

organizations that either have a strong organizational culture or alternatively; are 

acting in an environment of weak routines which encourages experimentation.  

Organizational learning from a strategic perspective has further been studied and 

defined by (Dixon, 1994) as "the intentional use of learning processes at an individual, 

group and system level to continuously transform the organization in a direction that 

is increasingly satisfying to stakeholders."  

The denominator which ties these literatures together is the common situation of a 

group of decision makers in organizations are facing organizational issues (Kant & 

Montgomery, 1987). (Weick, 1979) argues that organizations, by observing their own 

actions, learn what they want where (Fiol & Lyles, 2007) further links organizational 

learning to organizations‟ strategic performance and define learning as “the 

development of insights, knowledge and associations between past actions, the 

effectiveness of those actions and future actions” (Fiol & Lyles, 2007). (Jiménez-

Jiménez & Sanz-Valle, 2011) describe organizational learning as “a basis for gaining a 

sustainable competitive advantage”. (Flores, Zheng, Rau, & Thomas, 2012) similarly 

describe organizational learning as being “the key to an organization’s capability for 

continuous change and renewal”. 

2.3.1 DIMENSIONS OF ORGANIZATIONAL LEARNING 

A common thread found in previous research in organizational learning is that it by 

contrary to planned change (where the goal is to get from A to B), learning is rather 

viewed as a continuous process of change (Dixon, 1994). (Schein, 1993) views 

organizational learning as serving three purposes: 

1. Knowledge acquisition and insight 

2. Habit and skill learning 

3. Emotional conditioning and learned anxiety 

 



28 

 

An approach to presenting the dimensions of organizational learning was published 

by (Argyris & Schön, 1978) who distinguished two types of organizational learning as 

being either of the character “single-loop” or “double-loop”. The main distinguishing 

feature between these is that single loop learning is a process that maintains the 

core features of the organization, while double loop learning is rather a process 

where the organization is setting new priorities and changing their overall norms to 

resolve organizational issues. 

Influenced by (Argyris & Schön, 1978) concept of single and double loop learning, 

(Fiol & Lyles, 2007)further developed levels of learning. They distinguished levels of 

organizational learning as being either of “lower level” learning or “higher level” 

learning where a number of characteristics under each level were identified. 

 Lower level Higher level 

Characteristics  Occurs through repetition 

 Routine 

 Control over immediate task, 

rules & structures 

 Well-understood context 

 Occurs at all levels in 

organization 

 

 Occurs through use of 

heuristics and insights 

 Non-routine 

 Development of 

differentiated structures, 

rules etc. to deal with lack 

of control 

 Ambiguous context 

 Occurs mostly in upper 

levels 

Consequence  Behavioral outcomes  Insights, heuristics and 

collective consciousness 

Examples  Institutionalizes formal rules 

 Adjustment in management 

systems 

 Problem-solving skills 

 New missions and new 

definitions of directions 

 Agenda setting 

 Problem-defining skills 

 Development of new myths, 

stories and culture 

Table 2- Own re-construction of (Fiol & Lyles, 2007) table “levels of learning” 

(Fiol & Lyles, 2007) research on organizational learning further distinguish a few 

obstacles that need to be taken into consideration in order for further development 

of a theory in organizational learning can take place. In order to determine if 

learning takes place, one needs to rely heavily on the actions and statements of the 

actors representing the organization.  One must also separate “behavioral and 

cognitive development from each other and from mere action-taking or change” 

(Fiol & Lyles, 2007). 
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2.3.2 KNOWLEDGE AND ORGANIZATIONAL LEARNING 

In relation to organizational learning, only a few researchers have made the attempt 

of making a clear distinction between the terms; information and knowledge. A few 

definitions of information were found where information has been defined as: “the 

significance- or more precisely, the meaning - that is imputed to some data by 

evaluating the data in an interpretive framework” (Sanchez, 2001), or as “a flow of 

messages” (Nonaka, 1994). 

On the contrary, several organizational theory researchers have attempted to define 

knowledge. In his research on organizational learning and knowledge management, 

(Wellman, 2009) defines knowledge as being something “which is known or thought-

to-be-known”, whereas  (O'Dell & Hubert, 2011) define knowledge as:  “information in 

action” and (Sanchez, 2001) defines knowledge as: “a set of beliefs about causal 

relationships in the world and an organization. In essence, we adopt in this volume a 

pragmatic concept of knowledge as some variant on a belief that "A causes B”. 

(Wellman, 2009) argues that organizations ability to innovate is highly connected 

with to how and to what extent an organization is able to manage internal and 

external knowledge for commercial purposes. (Wellman, 2009) in addition, 

conducted research in the relations between organizational learning and 

knowledge management. He further distinguishes the dimensions of knowledge: 

“knowledge may lie in the mind of an individual, in the collective minds of a group of 

individuals, in the cultural norms of a group or embedded in the process and 

methods used to accomplish a task". 

Organizational knowledge has been a subject of study since the beginning of the 

80‟s, however primarily within the field of economics. One of the most mentioned 

according to research by (Easterby-Smith & Lyles, 2003). Another researcher within 

the field of organizational knowledge and knowledge management (Nonaka, 1994), 

he argues that organizational knowledge creation is closely related to an 

organizations capability for innovation. On knowledge and innovation, (Nonaka, 

1994) further links innovation and organizational knowledge as "a process in which 

the organization creates and defines problems and then actively develops new 

knowledge to solve them."  
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The popularization of organizational knowledge came when (Nonaka, 1994) 

published a series of articles and a book on organizational knowledge. In one of his 

articles, he presented a paradigm for how organizations can manage the dynamic 

aspects in organizational knowledge creating processes. In the research article: “a 

dynamic theory of organizational knowledge creation”, (Nonaka, 1994) distinguishes 

knowledge from information and defines knowledge as "a multiface concept with 

multi layered meanings", where information is "a flow of messages". These two 

interrelate; the information flow is processed and transformed to knowledge based 

on the "commitment and beliefs of its holder". (Nonaka, 1994) further highlight the 

importance of understanding how an organization is interacting with its environment 

in relations to with how it creates and share information and knowledge. These are 

important aspects to take into consideration in order to create "an active and 

dynamic understanding of the organization" (Nonaka, 1994, s. 14). 

(Nonaka, 1994) created a model of knowledge creation- the "spiral" model, which 

illustrates the dimensions of knowledge creation. The spiral model further visualizes 

the connection between tacit and explicit knowledge, where he describe that 

between tacit an explicit knowledge there exist a continual dialogue for 

organizations to postulate four different "modes" of knowledge conversion:  

1. From tacit knowledge to tacit knowledge. 

2. From explicit knowledge to explicit knowledge 

3. From tacit knowledge to explicit knowledge  

4. From explicit knowledge to tacit knowledge. 

 

 

Figure 3- Nonaka’s model of knowledge creation (Nonaka, 1994) 
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The first mode of knowledge conversion is also known as "socialization". It describes 

the conversion mode that allows us to convert tacit knowledge by interacting with 

each other where verbal communication is not necessary. Knowledge is rather 

transferred through observation, imitation and practice. 

The second mode of knowledge conversion is also known as "Combination". It is 

about the process of combining a variety of occurring events or conversations that 

takes place between individuals where they interact to exchange knowledge 

through different mediums for communication. This can lead to new knowledge as 

the individuals will process and interpret the information flow to be sorted and re-

contextualized by its holder. 

The third and fourth modes of knowledge conversion are also known as 

"internalization" and "externalization". It describes how mutual interaction over time 

may lead to converting tacit knowledge to explicit knowledge and vice versa. 

2.4 SUMMARY OF LITERATURE REVIEW 

The researcher has presented different theories and concepts that support the 

current lack of research connecting consultancy, co-creation and organizational 

learning together. In co-creation, the researcher found a wide array of previous 

research mainly focused on co-co-creation from a marketing driven perspective and 

in product co-creation. However as co-creation according to several researchers is 

still a concept in its infancy (Bhalla, 2011), no previous research has been found 

about the role of co-creation in consultancy. Several co-creation researchers 

(Aarikka-Stenroos & Jaakkola, 2012),  (Storbacka, Frow, Nenonen, & Payne, 2012)), 

(Bhalla, 2011), further support the need for further empirical research of co-creation 

in various contexts. 

Previous research in organizational learning has furthermore presented the different 

paradigms within organizational learning and previous researchers‟ observations on 

how knowledge can be acquired by organizations. Nevertheless, defining the 

meaning of the term “knowledge” has grown to become a widely spread term 

where researchers are yet to extend the theoretical research on how knowledge is 

acquired and used to be studied in an empirical context. 
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The theories presented in this literature review will further be integrated in the 

discussion part of this paper in an attempt to discuss the research findings where the 

researcher has grounded theory from empirical data.  
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3. METHODOLOGY  

3.1 Scientific Paradigm  
All scientific research is based on a philosophical assumption of how the researcher 

perceives the world and how knowledge can be obtained. In qualitative research, 

three paradigms are normally discussed; positivist, interpretive and critical 

perspectives (Meyers, 2009). Each paradigm adheres to the purpose of the study 

being conducted where a positivist approach would fit if the researcher would test 

one or several hypotheses. An interpretive approach fits with an exploratory research 

question or topic (Meyers, 2009) whereas a critical perspective seeks insight into the 

social world in attempt to change oppressive conditions (Esterberg, 2002). 

The researcher has had an interpretive research approach by the research question 

being of exploratory nature. The researcher has been studying the actors and their 

interactions towards one another, objects and the meaning these things have to 

them within the topic of research (Esterberg, K.G, 2002). This approach adheres to 

the paradigm of social constructivism; “the idea that social reality is inextricably 

produced in everyday life and its routines of action and interaction” (Flyvbjerg, 2006)  

which also serves as the philosophical perspective of this thesis paper as the 

researcher sharing the belief of (Bryant & Charmaz, 2007) that reality is constructed 

by interaction between the researcher and the process and people being studied.  

3.2 Method for empirical data  

The research philosophy and design served to be helpful in guiding the researcher in 

the process of collecting, analyzing, and interpreting observations. It served as a 

logical model of proof, allowing the researcher to find causal relations during the 

empirical data collection process (Yin. R.K, 2003).  

(Yin, 2003) outlines several methods for data collection for empirical case research 

including documents, interviews, direct observations, participant observations, 

physical artifacts and archival records (Yin, R.K., 2003). The researcher has chosen to 

collect data through extensive fieldwork, being present in the real-time case study 

setting to gather primary, qualitative data. By directly observing the events being 

studied and interviewing the people involved, a case study was chosen to add to 

the source of evidence (Yin. R.K, 2003).   
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Different data collection methods have been used to gather empirical evidence 

where the researcher continuously ordered, triangulated and categorized 

qualitative data from different sources of evidence, trying to identify patterns with 

regard to the research questions.  

 

Collecting data from one case company have been necessary in the process for the 

researcher to get more in depth with the research findings that has generated the 

research question. Therefore, the researcher has provided the reader an overview of 

the project and organization in the research findings section of this thesis paper. The 

aim is for the reader to get the full picture and understanding the relevance of 

understanding the how the research findings relate to the organizational structure 

and history. This will be further analyzed in the discussion and analysis part of this 

paper. 

3.2.1 SINGLE CASE STUDY 

Performing a case study is appropriate if the purpose is to highlight the rich, real-

world context in which the phenomena occur (Eisenhardt & Graebner, 2007). A 

single study is suitable when a researcher want to understand a real-life 

phenomenon in depth (Yin, 2003). The nature of the initial research question is the 

motivation for choosing a single case study approach. During the research process, 

the researcher followed a holistic case study design as the nature of the case study 

shifted during the research process as hypotheses were developed in the initial 

coding process. The initial study had the aim of the studying how co-creation is used 

in a B2B stakeholder context. However, the evidence led the researcher to more in 

depth follow the chain of evidence of the data leading to gather more data relating 

to the consultancy (Yin, 2003). 

3.2.2 FINDING A CASE COMPANY 

One of the most difficult steps in performing ethnographic research is getting access 

to a social setting that is relevant to the research problem (Bryman & Bell, 2003) and 

the researcher has acknowledged this. The goal was to find and get permission to 

collect qualitative data in a case company exercising a co-creation project in a B2B 

context. Gaining access to a case company was a negotiation process and 

extensive networking during events in Copenhagen. 
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On May 11th during the entrepreneurial event: Start-up Weekend Finance, 

Copenhagen, the researcher found the Enterprise Mobility Business Manager of the 

case company. She was acquaintanced with the case company from a previous 

attempt contacting them at a career event; however with another thesis topic that 

was later too far from the researcher‟s program of study. By coincidence, she met 

the Enterprise Mobility Business Manager of the case company where it came to his 

knowledge that the researcher wanted to write her thesis about co-creation in 

consultancy. He informed the researcher that his firm was about to begin a co-

creation project targeting other businesses with the goal were to co-create a BYOD 

policy for several organizations. However, the Enterprise Mobility Business Manager of 

the organization communicated early on that the researcher needed to become a 

part of the project team in order to get access to data and the researcher 

accepted the offer in order to get full access of data.  

3.3 CASE STUDY 

In this section, the reader will be presented to the background of the case company 

that was selected for a grounded theory study. This is followed by a description of the 

BYOD policy co-creation project. The general structure serves to acquaintance the 

reader with the organization and their business activities. 

3.3.1 CASE COMPANY  

The case company is a privately held mobility consultancy firm and SAP partner 

offering TBS to medium and large enterprises. It was founded in the year of 2001 by 

two former consultants with several years experience of implementing SAP systems 

and a passion for Mobility solutions. The company is a small (<50 employees) Danish 

consultancy offering technology-based services with offices in Malmö (Sweden), 

Aarhus, Aalborg and Copenhagen.  

The company is today specialized in two main areas. One area is within Enterprise 

Resource Planning (ERP) focusing on Human Resources (HR) named SAP HCM and 

the second area is within Mobility Service Solutions. The organization is categorized 

along with other consultancy firms as belonging to the group of offering knowledge 

intensive businesses services. 
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The firm was founded by two cousins with background experience in SAP. The firm‟s 

original vision and mission was to bring mobile service solutions to medium and big 

enterprises.  

3.3.2 THE BYOD POLICY CO-CREATION PROJECT 

The BYOD project is targeted towards professionals representing medium and large 

enterprises and is a project initially referred and promoted by the employees who 

organized and implemented the project as a BYOD (Bring Your Own Device) policy 

co-creation project. The purpose of the project is according to the consultancy to 

together with influential professional representatives of several businesses, to co-

create the requirements in order for the case company to build a BYOD policy 

generator. Having a BYOD policy in place serves the purpose to help an organization 

manage technology based mobility issues. The requirements are highly dependable 

of each organizations own organizational structure and business needs. Hence, the 

consultancy aims to create value by everyone joining forces and co-creating a 

BYOD policy. The purpose is according to the actors running the project to save 

each participating organization time and resources to create their own BYOD policy 

from scratch. 

3.4 OBSERVATION ENVIRONMENT 

The observation environment took place both virtually and in vivo in a consultancy 

firm delivering Technology Based Services (TBS) within mobility and SAP. The 

researcher has observed how co-creation was used by the organization. The 

research span has been during a time span of 3 months, during a part-time 

temporary consultancy employment between May, June and July 2012 and on 

September 27th, 2012 in the case company, where the researcher has been 

conducting several semi- and unstructured interviews with employees in the project 

and from the organization to get a deeper insight in the behavioral patterns and the 

environment of the people in the organization and the organization itself.  

3.4.1 OBSERVATIONS 

The principal data collection method was through observations as an ethnographer 

where the researcher was adapted to the social setting and the actors involved 

(Bryman & Bell, 2003). According to (Bryman & Bell, 2003), observations can be 



37 

 

classified into four research roles: complete participant, participant-observer, 

observer-as-participant and complete observer.  

In this thesis paper, the researcher has taken the role as a participant observer and 

complete participant. In order to get access to the events taking place in the case 

study company, the researcher had to become a participant observer in order to 

access data that would have otherwise been inaccessible to the researcher. To 

some, the researcher also took the role as a complete participant, where the true 

identity was unknown to certain employees. (Bryman & Bell, 2003)  

One must acknowledge that participant-observation is a distinctive research 

strategy to collect qualitative data. The researcher is not merely a passive observer 

but has assumed a role within the case study settings and has participated in the 

environment of the phenomenon being studied (p.111, Yin, R.K. 2003). The 

characteristics of a participant observer is to take a paid or unpaid employment in 

the research setting to further engage in the daily interactions of the people being 

observed who are also aware of the researcher‟s status as a researcher (Bryman & 

Bell, 2003).  (Bryman & Bell, 2003),(Silverman, 2011) further describes the role of a 

participant observer as establishing a credible role, building a direct relationship with 

the social actors, staying in their natural environment with the purpose of describing 

their social actions. This is done by interacting and participating in everyday rituals 

and to code these findings in order to understand the meaning of their actions. 

3.4.2 MEMOS 

Events and decisions made throughout the study was logged as a log dairy that the 

researcher kept digital. Writing memos is a method for collecting data in Grounded 

Theory and is an ongoing activity where the researcher kept a daily log of the 

surroundings and actions of the phenomenon being studied until the memos 

transform into grounded theory findings (Birks & Mills, 2011, s. 10). Writing memos 

enabled the researcher to constantly analyze and process the data, coding data 

and clustering data to find out “what is the problem for these people”. (Bryant & 

Charmaz, 2007) 
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3.4.3 INTERVIEWS 

Interviews were conducted in order to explain and justify behavior of the actors 

involved (Silverman, 2011). Several unstructured interviews where taking place while 

the researcher was “out in the field” as a participant observer. Un-structured 

interviews contributed to the researcher‟s constant comparing and analyzing data. 

Unstructured interviews were however not recorded as they qualified as being daily 

conversations over lunch or other casual settings. Semi-structured interviews were 

recorded, transcribed and collated from the HR department and from the involved 

actors in the co-creation project (see appendix) to add understanding to the rich 

data that was collected during the research process. The researcher herself was 

recognized by the interviewees as having two roles which should be taken into 

account as might have affected the data collection process; the interviewees were 

aware of the role of the researcher which may have affected the outcome of the 

interviews.  

The duration of the semi-structured interviews were between 30-60 minutes and took 

place either one-on-one face to face or in one case, one-on two recorded with a 

digital voice recorder. The interviews have been transcribed “as-is” according to 

grounded theory that “everything is data” (Birks & Mills, 2011) and can be found in 

the appendix of the thesis paper. The purpose of the interviews was to obtain further 

understanding of the actors involved, the project and the organization. The interview 

questions were hence developed to focus on these areas. The interview guides 

served as help in conducting semi-structured interviews. The researcher has 

acknowledged that when conducting these interviews, answers may have covered 

other interview questions from the interview guide, which gave the researcher a 

sense of flexibility to alter questions depending on what answers she received from 

the interview objects to gain as rich qualitative data as possible. 

To gain access to data, the researcher was as per agreed by the business manager 

temporarily hired between May-August 2012 as a consultant to assist the project and 

the marketing manager during the process. The actors involved were also aware of 

the researcher‟s double role as not only a consultant, but also as a researcher 

observing a co-creation process. 
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3.4.4 INTERVIEWEES 

From an internal perspective of the organization being studied, there were four 

actors involved in the planning and execution of the BYOD policy project, including 

the researcher which became the main actors to be observed and interviewed. 

Several unstructured interviews were made with other employees in the consultancy 

including the managing partners, however only the interview with the HR director 

was a semi-structured interview. 

The Enterprise Mobility Business Manager  

The Enterprise Mobility Business Manager is in charge of the Mobility department in 

the consultancy managing the mobility consultants with anything related to sales. His 

main responsibilities are to sell business processes and the IT-systems that support 

them. Since August 2012, he is also the Marketing Manager of the organization. An 

Enterprise Mobility Business Manager is resource driven and receives a bonus 

measured upon annual KPIs5.  

The Marketing Coordinator  

The Marketing Coordinator‟s main responsibilities includes to function as the main 

contact if anyone else in the organization needs help to promote an event or a 

service, managing the company website, marketing and branding of the 

organization, helping or collaborating with the Enterprise Mobility Business Manager 

in different projects and advertise and be up to date on how to use different social 

mediums.6 

The Mobility Consultant  

In the BYOD project, the mobility consultant has acted as an advisor in translating 

and rewriting communicative content from the marketing coordinator that was 

meant to be published to the participants virtually; he also consulted in how the 

project was moving forward and provided advice in how to proceed. 

 

 

 

                                                 
5 Appendix  3- Interview with HR Director  
6 Appendix 3- Interview with HR Director 
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The HR Director  

The HR director is the sole person in charge of the internal HR recruitment and 

competence development of the employees as well as making improvements of 

knowledge sharing. 

3.5 THEORETICAL SAMPLING 

The purpose of this thesis is to develop theory, and does not aim to test existing 

theory. For this purpose, theoretical sampling serves useful in a single case study as it 

is a straight forward method of exploring a significant phenomenon under rare or 

extreme conditions (Eisenhardt & Graebner, 2007). Theoretical sampling is an 

iterative process that fills a purpose during the coding process of empirical data by 

suggesting interrelationships between data and the emerging theory (Birks & Mills, 

2011), (Bryman & Bell, 2003).  

The researcher has used theoretical sampling as such; she began with the initial 

coding process where categories of informative nature emerged from studying the 

co-creation process and where the hypotheses emerged. Based on the initial 

findings and hypotheses, she went out in the field to collect more focused data 

related to the initial findings and tried to interconnect these categories according to 

a theoretical sampling process to enrich the specific codes and theoretical memos. 

(Bryant & Charmaz, 2007) The researcher further followed the logical chain of 

evidence emerging during the process through semi-structured interviews related to 

the categories until the no new issues emerged; theoretical saturation had been 

reached, meaning that no new evidence would emerge by the researcher 

collecting more data (Birks & Mills, 2011). Hence, the researcher moved on to 

selective coding weaving in theory trying to explain the phenomenon and why it is 

taking place.  

3.6 CODING AND ANALYSIS OF EMPIRICAL DATA 

In grounded theory, coding is the process of how to process and analyze the rich 

amount of data being collected through the research process. The coded data is 

constantly compared and analyzed with new data being collected. The data has in 

accordance to the steps that (Silverman, 2011) has argued being suitable for 

performing constructivist grounded theory.  
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Silverman (2011) presents two types for coding data according to grounded theory: 

initial coding, and intermediate coding which is further explained below. 

3.6.1 INITIAL CODING 

Initial coding, also known as open coding is an inductive method for the initial step of 

analyzing data. The researcher has tried to identify important words or themes by 

labeling them, continuously comparing and triangulating data to emerge into an 

initial indication for the researcher (Birks & Mills, 2011, s. 9). The initial indications 

helped the researcher go back in the field and gather more data related to the 

initial findings that still were of interpretive yet a descriptive nature. The researcher 

has tried to keep an open mind while processing the initial findings that the 

researcher tried to gain deeper insight through gathering and coding more data. 

The data in the initial process was collected through un- semi structured interviews, 

and memos were given the code: using co-creation in consultancy. Below are 

examples of concepts developed during the initial data gathering phase. 

Box Memo 1- Company‟s efforts to use co-creation 

The purpose of using co-creation was for the actors to help and educate the 

customers into knowing more about the mobility industry and for the organization to 

objectify solutions. 

 

Box Memo 2- Problems faced in the co-creation process, Inequality 

The researcher noted based on the actors experience that engagement ratio of 

participants was low and the time used in finding the right tool to use which fulfilled 

all of the actor‟s requirements and implementing it was a challenge. 
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Box Memo 3- Co-creation as an asset 

Soon after the first attempt of using co-creation in June 2012, one of the employers 

asked the researcher to create a co-creation model that could be applied in the 

organization to overcome some of the challenges that was experienced during the 

co-creation project. Another co-creation project related to business cases was 

planned to be implemented in September 2012. 

 

Box Memo 4- Knowledge gap between organizations 

The researcher found based on the interviewee‟s experiences and observations that 

the actors saw an existing knowledge gap between the potential customers and 

the case company. The case company‟s effort in educating the customers was an 

effect as an attempt of maturing the potential customers. The organizational 

structure was not yet in place in the majority of the targeted customers which was 

an obstacle that the case company tried to tackle.  

 

Box  Memo 5- Co-creation as a competitive advantage 

The researcher found (based on the interviewees claim‟s) that there exists a 

relationship between using co-creation and differentiating themselves on the 

market. Even though the co-creation project offered free services, the interviewees 

could see a long-term benefit of using co-creation in projects.  

 

Box Memo 6- Co-creation as a source for customer data 

The researcher found through observations, interviews and documentation that the 

virtual co-creation setting provided the actors valuable data about the customers. 

This enabled the organization to benchmark their return on investment and get an 

instant overview of what communication and collaboration efforts worked and 

what did not work. 

 



43 

 

In the initial coding phase, the researcher found several concepts, but was able to 

minimize these concepts by the process of constant comparison and analysis of 

data leading to the central concept. By clustering and categorizing data, this lead 

to a development of a central concept related to the goal of their purpose for the 

attempt of using co-creation as a means for new business opportunities. 

3.6.2 INTERMEDIATE CODING 

When the initial findings allowed for the researcher to categorize these into 

categories of informative nature, the researcher naturally moved on to the next step 

of gathering more data in order to try interconnecting the categories found by axial 

coding (Corbin & Strauss, 1998).  

Intermediate coding was implemented by two methods: Firstly to develop individual 

categories that emerged during the initial coding process, connecting these to sub-

categories understanding the context and dimensions in which they operate and 

secondly, by linking these together in the focused coding phase (Birks & Mills, 2011). 

These concepts are further presented in the analysis of research findings section.  

3.7 METHOD FOR DISCUSSION 

As the logical chain of evidence emerged, the researcher moved forward for a 

more in-depth analysis, comparing and weaving in theories with categories leading 

to theoretical integration (Birks & Mills, 2011). 

The researcher has throughout the research process acknowledged that a fully 

developed grounded theory does not has as a aim to exhibit generalizable 

evidence that A always leads to B, it is rather about understanding to what degree 

that A leads to B and the relationship causality being dependent on a complex 

range of factors that has influenced the relationship and causality between A and B. 

(Bryant & Charmaz, 2007).  

Identifying the core category is the central part of grounded theory. By developing 

and interconnecting categories, the level of conceptual analysis has become more 

apparent during the process for the researcher in developing a well grounded 

theory. This was made through the main category findings, which were further 

compared and coded leading to focused coding where research finding tried to 

interconnect the categories through theoretical sampling. More data was naturally 
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gathered until a core category was developed where the researcher finally found a 

connection between the categories and how they interrelated to one another. 

Based on these, she moved on and was able to build a story proposed from the 

empirical findings generating theory around the central category (Birks & Mills, 2011). 

Furthermore, Charmaz (2006) constructivist grounded theory method of conducting 

a literature review after developing an independent analysis has also been chosen 

as a method for presenting the central category in the discussion part of this thesis 

paper.  

3.8 METHOD FOR ESTABLISHING THE THEORETICAL FRAMEWORK 

The research has been a qualitative/interpretive approach using grounded theory, 

trying to keep an open mind. Hence, delaying the literature has been a strategic 

choice for preventing the author of imposing existing theories on the study processes 

and outcomes (Birks, et al., 2011). In research methods where an iterative, qualitative 

research approach is practiced, the theoretical framework is constructed or 

modified significantly later on in the research process. In this thesis paper, a literature 

review has been established as the research progressed in order to explain and 

discuss the main category research findings. (Meyers, 2009) 

During sorting and writing up the report, the researcher has repeatedly revisited 

theoretic material comparing the data in accordance to grounded theory. This has 

enabled her to freely discover the emerging concepts from the data collected. 

Theory has been generated with the purpose to “explicate a phenomenon from the 

perspective and in the context of those who experience it” (Birks & Mills, 2011). 

3.9 CONSTRUCTING VALIDITY 

Triangulation has been used as an approach in constructing validity (Birks & Mills, 

2011). This approach has been used for validating and increasing the credibility of 

the data collected by using more than two sources to verify data. As using only two 

sources may not being consistent with one another, a third source has been used to 

verify data when it has clashed with two sources. The researcher can therefore be 

more confident with the result by using more than one data source hoping to 

overcome the intrinsic biases of this report. By studying numerous employees, 

theories, methods, and other empirical materials, researchers can try to overcome 

the weakness or intrinsic biases and the problems that will come from using a single 
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method, single-observer or single-theory studies. Triangulation is not only about 

checking results from more than one source, but also about grasping the complexity 

of social interactions in an organizational context. As Yin points out, both 

convergence and non-convergence of evidence can lead to interesting research 

results (Yin, 2009). However, one cannot control that different sources always point at 

the same findings; on the contrary, different findings from different sources can 

sometimes help to draw the complex picture of the case at hand and lead to 

interesting conclusions (Yin, 2009).  

3.10 METHODOLOGICAL IMPLICATIONS AND LIMITATIONS 

The exploratory nature of the research study suggest that the empirical research 

findings in this thesis paper are supposed to serve as tentative and will further need to 

be confirmed in other settings by other researchers, including more in-depth studies 

and quantitative large-scale studies.  

By doing a single case study, the researcher has acknowledged the challenges of 

collecting data with the aim to report all evidence fairly (Yin, 2003). The researcher 

also acknowledged the challenges of ensuring the rigor throughout the research 

process of collecting, analyzing and comparing qualitative data to ensure the 

available evidence further exploits the reader of the nuances and alternative 

interpretations while trying to avoid methodological and philosophical pitfalls 

(Eisenhardt & Graebner, 2007). 

The researcher‟s intent for using grounded theory methodology needs to further be 

addressed. The qualitative methodological literature in grounded theory shows 

conflicting opinions in how to perform grounded theory. The researcher would like to 

acknowledge that these conflicting opinions have been an exhaustive process to 

interpret before deciding which approach to use. Hence, the researcher has tried to 

consider these conflicting opinions by addressing key methodological implications 

that emerged during the process of constructing grounded theory. 
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4. ANALYSIS OF RESEARCH FINDINGS  

In this section of the thesis paper, the main categories found are deriving from 

studying a consultancy firm attempting to use co-creation. A constant comparison 

and coding of data has been made by 

following Silverman‟s (2011) approach 

which has been presented in the 

methods section of this thesis paper. The 

research findings in this section have 

attempted to present the broader 

structural conditions of “where”, “when”, 

“how” and “what” related to the 

phenomenon of study; “co-creation in 

consultancy” which through following a 

chain of evidence lead the researcher to the central concept of; “the role of co-

creation in consultancy”.  

The organizing principle for presenting the main category findings is as the model 

shows to the left; consultancy, co-creation, organizational learning. 

The main category findings presented and its sub-categories all interconnect to the 

central concept. The main categories have served as valuable components in the 

final construction of a model which the researcher has constructed below trying to 

explain the attributes surrounding the phenomenon of study.  

In summary, the empirical findings showed a pattern of a consultancy firm learning 

from co-creational attempts. Disregarding of the outcome of the co-creation 

attempts, the company learns from the process. This leads to the consultancy firm to 

repeat the attempt to use co-creation in consultancy. 

Grounded on empirical data, the researcher has constructed a model of the 

antecedents and the desired process outcome: 

Consultancy

Co-creation

Organizational 
Learning

Figure 4- Own construction: Organizing principle 

for presenting main findings 
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Figure 5- Own construction: Desired process outcome from a consultancy’s co-creational attempts 

 

Hence, the research findings will be hereby presented in an interpretive, narrative 

manner in order for the reader to follow the logical chain of evidence emerging 

during the research process to the actual outcome of co-creational attempts. 

4.1 CONSULTANCY  

This section will bring up the main findings related to the object of study, a 

consultancy firm to understand the complex environment in which the co-creation 

attempts take place and how it have come to impact how the co-creation process 

manifested itself. During the whole research process, the researcher was out in the 

field observing and interacting with the actors in the consultancy firm trying to 

understand the context setting in which co-creation was attempted. By clustering 

concepts found related to the consultancy, the researcher was able to identify two 

main sub-categories of the consultancy‟s mission and goals relating to the central 

concept.  

4.1.2 CONSULTANCY MISSION 

The consultancy‟s mission has been defined by the researcher as being the 

fundamental business activities an organization is exercising. The researcher means 

to bring up this topic as she found the consultancy‟s mission to reflect the 

organizational paradigm helping the researcher to further understand the context in 

which the phenomenon occurs. 
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The consultancy operates within the technology based consultancy industry where 

customers are other businesses operating in heterogeneous industries (B2B). The 

consultancy therefore seeks to employ people who have previous experience or 

expertise within the services delivered in order to deliver expertise knowledge and 

advisory to other businesses who seek advisory in technology based services related 

to the ERP system SAP or mobility based solutions. The size of the consultancy firm has 

allowed it to remain being a flexible firm with a flat organizational structure. 

4.1.2.1 Developing a field of expertise 

Several organizational changes have taken place internally in terms of 

organizational structure and service offerings. Among these was to decide which 

services that were to be delivered by the consultancy. When originally founded, the 

consultancy mission was to create and deliver mobility related service solutions to 

other organizations. However, the mission was slightly changed as the organization 

early on came to realize that it was not a lucrative business for the organization to 

stay alive and they decided therefore to extend their services offerings to ERP system 

SAP.  

Three years after expanding its service offerings to also offer SAP services, the 

founding partners took in another partner who wanted the organization to become 

a full service SAP provider and the organization grew quickly to four separate 

companies; one company who was focused on the ERP system SAP HCM (Human 

Capital Management), a second company focusing on Mobility Solutions, a third 

company focusing on delivering freelance solutions to IT-projects and a fourth 

company in charge of managing payroll processes. 

However, the strategic decision of broadening the SAP services into four separate 

companies turned out to not be as successful as the organization had expected. 

One of the main reasons was due to the high competition between other already 

established consultancy firms.  

A third partner joined the organization shortly after the organization grew to offer 

services in two different business areas. Since the third partner joined, he is also one 

of the main business owners of the consultancy. In 2011, the organization made 

another change by closing all consultancy departments related to SAP, except for 

SAP HCM (Human Capital Management) and the organization decrease to 20-25 
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employees. Shortly after closing the majority of the SAP departments, one of the 

founding partners left the organization after a disagreement on which strategic path 

the organization should follow, moving forward.  

Research findings further pointed to actors in the organization pairing the effect of 

organizational changes of changing their mission, or main business focus for the past 

few years, have impacted the organizational structure of employee‟s roles and 

responsibility. Since August 2012, the mid-managers who previously were in charge of 

all teams have been removed. The Enterprise Mobility Manager was promoted since 

August 2012 to also function as the Marketing Coordinator for the organization and 

the Marketing Coordinator expressed the change that all employees are furthermore 

functioning as both being Sales Managers and their other respective title. 

“…when the organizational chart changed because we want to be more, to have 

our businesses more as a profit centre and all of our employees now are treated as 

sales persons” Marketing Coordinator7 

Findings about their SAP related business activities show that the consultancy finds 

itself competing in a highly competitive and matured market where several larger 

competing consultancy firms such as Accenture, Capgemini, and Tata Consultancy 

Service also already offer the same service. To tackle the challenges of changing 

missions, organizational structure and business focus, the organization decided to 

develop a business strategy plan. 

In summary, findings related to the organizational history of the consultancy firm 

indicate that the organization is facing several challenges in the past and in an 

attempt to overcome these challenges, tried modified the structure of the 

organization and its business activities. 

Findings identified a pattern of the consultancy dealing with these challenges: 

 Having an organizational structure to reflect its business goals 

 Deciding the business mission 

 Differentiating the organization from competitors 

 

 

                                                 
7 Appendix4: Interview 2 with Marketing Coordinator (2012-09-27) 
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4.1.2.2 Developing a Business Strategy plan 

In attempt to deal with these challenges, the organization created its first formal 

Business Strategy in 2011. When the HR Director entered the organization in 2010, the 

organization “expressed a need of structuring the organization and its decision 

making process to clarify the operational processes and main business focus”8. The 

previous changes in business missions showed one of the weaknesses which was 

grounded in the earlier disagreement between the partners. In order to clarify the 

mission and vision of the organization, it was decided that the consultancy needed 

to create a business plan.  

Thus, in the following year, the partners agreed to create a business plan together 

with the HR Director and the Delivery Manager of the organization in the fall of 20119. 

One of the main changes was to improve the decision making process and fit to the 

new strategic objective was to remove all middle managers and to clarify each 

department‟s KPIs. The creators of the business plan wanted the business plan to 

clarify the main focus of the organization and concretize the expansion strategy of 

the organization. The plan has since then been communicated throughout the 

whole by the partners, on each departments own intranet page and as an artifact 

on office walls. The business strategy has overall been positively accepted by the 

employees and each department of the organization has their own KPIs and Business 

Strategy objective.  

The business strategy for 2012 is presented below and consists of six columns; Blue 

Ocean strategy, innovation, internationalizing, people, +25% growth and software10 

The business strategy is overall a detailed strategy plan with sub categories of 

missions that should be obtained by the organization. The actors expressed they 

have had a more clear understanding of the organization‟s mission and each 

individual actor‟s mission since the launch of the new business plan. The mobility 

manager states how the consultancy is competing in mobility by using Blue Ocean:  

 “Being the one who is setting the price for the market because there is no 

alternative product there and what we have done that resembles that strategy is we 

                                                 
8 Appendix 3- Interview with HR Director (2012-07-02) 
9 Appendix 3- Interview with HR Director (2012-07-02) 
10 Appendix 1- Business Strategy Plan 2012 
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have taken SAP and mobility and you know, melt them together to probably was a 

conscious idea to do it but once we had to marketing wise to find out where we 

could differentiate ourselves in this market and of course we made the right decision 

look into a blue ocean strategy. “11 Enterprise Mobility Business Manager 

The Marketing Coordinator brings up mobility and how they attempt to use mobility 

to differentiate themselves: 

“We have mobility which is new, there is always new stuff coming up and there are 

always new opportunities, the problem is to find them, the right opportunities to 

differentiate yourself. And from this perspective we have been doing the BYOD, bring 

your own device co-creation group, we have tried to do it anyway… but we realized 

that even though we want and we like enterprise mobility and we want it to be a 

blue ocean strategy that the decision makers within this field are still thinking, are still 

red ocean people. 12 “ Marketing Coordinator 

Through participant observation, analyzing the business plan and performing several 

unstructured interviews, qualitative findings further implied that actors were 

experiencing challenges of concretizing and executing certain antecedents related 

to the Business Plan. Additional challenges were identified: 

 Internally clarifying and communicating the consultancy‟s mission 

 Identifying new potential customers  

 Differentiating the consultancy from its competitors 

4.1.3 CONSULTANCY GOALS 

The consultancy has kept offering services within mobility solutions for the past 12 

years of changes in both the market and in the organization. The target group for the 

consultancy‟s SAP activities is a matured market with high competition, where the 

consultancy view the mobility market as being a highly heterogeneous market that is 

yet to be harvested. A “goal” has been defined by the researcher as the actions the 

consultancy take in order to realize their mission. 

 

 

                                                 
11 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 
12 Appendix 4: Interview 2 with Marketing Coordinator (2012-09-27) 
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4.1.3.1 Adapting services to customer needs 

The consultancy is mainly targeting medium and large companies and constantly 

tries to identify new potential customers and how to approach these. One of the 

challenges addressed by the actors was the challenge of maturing potential 

customers to embrace mobility services and solutions to be integrated into their own 

organizations. However, the challenge expressed by the actors is based on their 

assumption that potential customers need mobility services, which does not 

necessarily have to be the case. The researcher has interpreted their view of the 

market only to reflect their own mission paradigm as a consultancy firm.  

One of the consultancy firm‟s goals is to facilitate potential customer‟s explicit and 

latent needs by developing and offering products and services that fulfill these 

needs. However, several challenges were distinguished as of successfully create 

value to potential customers. 

In order to facilitate the customer‟s problems as they are perceived by the 

consultancy, the organization is constantly trying to adapt different their expertise 

knowledge and skills about other heterogeneous organizations development to fit 

client‟s latent and explicit needs. Findings further indicate that the change of 

product offerings through the years may have impacted how the actors in the 

organization are expected to be skilled within several sub-areas as mobility or SAP 

consultants. As a result, findings further indicated that the actors aspire to learn 

anything relevant to what may be useful in relations to these areas through 

interaction with other employees in forms of workshops to interaction during client 

meetings. Following is an example of the Enterprise Mobility Business Manager talking 

about Business Intelligence where the findings implied that experience further leads 

to acquired knowledge and “skills” within a topic: 

“We are becoming more and more interested in and skilled within business 

intelligence when it comes to enabling people to get real time data position ready 

data on their mobile devices” Business Manager13 

                                                 
13 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 
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Hence, findings further imply that the organization is continuously exploring new 

business opportunities through acquiring knowledge from experience with clients. 

4.1.3.2 Managing services in a changing market 

In contrast to the SAP market, the mobility market was described by the actors as a 

“blue ocean” market with several business opportunities. Since the 

commercialization of Smartphone devices in 2005, the organization claimed the 

mobility market begun to mature and the consultancy has since then tried to adapt 

to the changing market by broadening their knowledge of expertise in new areas.  

“Yes, I would say that mobility has developed more than it has been radically 

changed. You know our consultancy was originally thought as a mobility company 

within the B2B sector and we still are. […] What has happened is that mobility is you 

know, is actually making us wider so that we you know, we know more than just HR 

process with you know we work a lot with logistic processes and with financial 

processes.”14 Enterprise Mobility Business Manager 

The organization has made a distinction between their two main business activities; 

SAP and Mobility. Findings further implied that the SAP activities of the consultancy 

was their knowledge of expertise where they aim to serve both customers explicit 

and latent needs whereas the mobility services is a field still to be communicated as 

a service they are offering to fulfill customer‟s latent needs. According to the Business 

Strategy plan, the mobility business area is viewed by the actors as a Blue Ocean 

market where the demand for mobility services needed to be generated. Hence, it 

was viewed upon as a challenge to connect with potential customers to inform how 

mobility could become useful and that the consultancy had expertise knowledge in 

technology based mobility solutions. This challenge was further manifested to be 

conquered through the activities they exercise to connect with customers. 

4.1.3.3 Connecting with customers 

Several points for connecting with customers were further distinguished. The actors in 

the consultancy are continuously trying to expand their existing network as well as 

utilizing their existing network through attending various technology related events 

and fairs to meet potential new customers and to promote themselves as mobility 

                                                 
14 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 



54 

 

consultancy experts. In recent years, this has resulted in the consultancy to begin 

organizing events where potential customers are invited. The purpose behind this is 

an attempt to differentiate the company on the consultancy market to “generate 

the demand”15, as the Business Manager expressed in the quote below: 

“If we were now to for instance go out and present a product to our customers 

within for example video learning, we would probably be working in a blue ocean 

because right now the demand is… you have to generate the demand, you know” 

16Enterprise Mobility Business Manager17 

The consultancy firm heavily relies on the knowledge that is acquired by each 

individual actor in the organization, following the business strategy and share 

knowledge and experience internally as well as to potential clients. Points for internal 

interaction were identified as being made through themed workshops, breaks, and 

the newly developed intranet and during kick-off events or meetings with the 

founding partners. 

Empirical findings further imply that the actors are facing a complex business 

environment to promote their expertise in mobility by trying to connect with potential 

customers. On one hand, there was an issue for the consultancy to comprehend the 

organizational structure and roles of potential clients, hurdling through which clients 

that were not already in an agreement with another rivaling consultancy firm and 

communicating their services to the right professionals within each firm.  

To summarize the consultancy section, findings indicated that: 

 The consultancy acts opportunistically to create new business opportunities 

 The consultancy is acting as a neutral source for knowledge and expertise to 

other businesses. 

 From a consultancy-to-consultancy perspective, the consultancy firm is 

operating in a highly competitive environment where they need to 

differentiate their services. 

 Customers and potential customers of a consultancy are competitors. 

                                                 
15 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 
16 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 
17 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 
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 Hence, the consultancy is required to keep a certain confidentiality and 

discreteness towards their clients. 

 Within the field of mobility, the consultancy is currently acting as process 

consultants with the goal to become expert consultants 

 

4.2 CO-CREATION  
The original object of study was for the researcher to observe the process of a BYOD 

policy co-creation attempt. The project was initiated by the Enterprise Mobility 

Business Manager following a meeting with a personal contact that spoke of the 

growing need for companies to have a BYOD policy.  

One of the main empirical findings pointed to co-creation not being used for the sole 

purpose of successfully co-creating a product or a service with multiple stakeholders. 

Surprisingly, the research findings came to unravel a recursive pattern where co-

creation functioned as a mean to find new business and not necessarily for the goal 

of the co-creational object; a BYOD policy generator that would have the ability to 

be customized depending on the needs of the user. Several additional outcomes 

were given to the organization by exercising co-creation attempts which will be 

further presented. 

Main findings found from observing the co-creation project will further be presented 

in this section.  

4.2.1 Creating trust and engagement between multiple stakeholders 

One of the main challenges identified by the researcher was how to engage 

participants to begin a dialogue on the co-creational topic. The co-creation project 

studied had been chosen by the facilitators to take place virtually on the 

professional networking site, LinkedIn.com. The reason behind using a virtual platform 

was according to the involved actors for the purpose to connect with potential 

customers located in geographically distant locations. Further, the actors involved in 

both in the initial phase of the project and after the project failed that they need to 

conquer three main issues: low engagement ratio, lack of trust and finding a low cost 

virtual workshop platform. 
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Potential customers would qualify to be invited to the workshop based on a 

relevance of their current role on LinkedIn18. The initiators of the project explained to 

the researcher in the initial research process the outline for the project was to 

together with multiple stakeholders from various organizations acting in different 

industries- co-creation the content of for a BYOD-policy generator where a process 

strategy to create this had already created19. The involved actors in the organization 

expressed that they did not want the BYOD-project to be associated with the 

consultancy firm through a logo or the company name being visible. Subsequently, 

the LinkedIn and email account of the Enterprise Mobility Manager was used for 

virtual connection and communication with participants. This was later manifested 

during the set-up of the workshop as it was distinctive to not have the consultancy‟s 

own company logo visible during the workshop, and it was supposed to be an 

informal event where individuals were meant to come together to feel comfortable 

enough to share knowledge and create relevant content relating to what each 

participant wanted a BYOD-policy to contain. The purpose behind this was to gain 

trust from the potential participants that an organization is not hosting the workshop, 

but an individual professional (the Enterprise Mobility Manager). 

The actor‟s decision of organizing the co-creation project in a virtual space turned 

out to come with several constraints. On an interaction level, the actors experienced 

that the requirements they had set out for the project was not met with the tools 

available at a low cost and the actors were under time constraint to find a tool 

where all users would be able to anonymously contribute to the co-creation 

workshop and were able to reply and discuss in real time.  

4.2.2 Encouraging members to participate 

The target group for the project was to invite business line managers, CIOs or other 

roles related to the IT-department of an organization to the workshop as it was 

argued by the actors those were the people most likely to be the decision makers in 

the organization in terms of implementing a BYOD-policy in their own organization. 

Discussing relevant topics for co-creating the content for a BYOD policy was made 

through virtual connection points or through professional networking events. The 

target group was furthermore personally invited to participate virtually in a workshop 

                                                 
18 Appendix 6- LinkedIn Demographics 
19 Appendix 7- BYOD project strategy plan 
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to co-create the content for a BYOD-Policy generator. In the virtual realm, the group 

was a closed group where users were able to apply to join. 

Several virtual connection points were established with the purpose of connecting 

with potential customers to inform about details and how to sign up for the 

workshop. On several occasions, it was the consultancy who took the first steps in 

connecting with the customers by starting discussion threads on LinkedIn, trying to 

promote members to participate in the workshop through private email invitations 

from the Enterprise Mobility Manager, setting up a publicly available invitation page 

on the consultancy‟s website blog. When the amount of people signing up was 

none, the Marketing Coordinator tried to engage members by sending reminding 

notification emails via LinkedIn.  

Through the information the actors gathered from the LinkedIn group, the initiators of 

the project had early on expressed that participants need to have the option to 

contribute with content anonymously during the virtual workshops. This decision 

derived from the low activity level in the LinkedIn group where the participants could 

view each other‟s alias. Furthermore, the actor also based the decision from previous 

knowledge acquired about their customers in several situations being unwilling to 

share sensitive information between each other about their own organization. 

Furthermore, the idea of organizing a workshop was for the purpose of involving the 

end users of the co-creational object. Ironically, the purpose stated for making the 

workshop anonymous was decided by the actors involved with the hope to increase 

participation and engagement ratio. However, on the same day that the workshop 

was planned to take place, no one turned up.  

Subsequently, the researcher observed the reactions from the involved actors who 

reacted differently. The Marketing Coordinator was frustrated that the project failed 

because no one showed up and how it would impact her own KPIs, the Enterprise 

Mobility Business Manager kept reminding everyone that it is a learning experience 

and suggested that the BYOD-policy generator could still be created without the 

participants. The involved actors discussed what they could have done different and 

discussed the possible failure in turn up to be rooted that it was a virtual event.  

Shortly after the co-creation project failed to engage any people to show up, the 

involved actors began to plan another co-creation project for September 2012 
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where the goal was to engage other companies to co-create a business case. This 

event would again be free for any organization to participate in with the goal to 

help representatives from organization to get a free mock-up of how to get mobility 

in their organization. However, as a contrast, this event would be held in a physical 

space and the event would be organized and promoted as a competition, where 

the company that would come up with the best business case would win the prize of 

receiving free consultancy hours with the case company.  

The main iterations here were the second co-creation attempt to take place in a 

physical space, with an incentive of winning free consultancy hours with the case 

company. 

4.2.3 Antecedents for co-creation 

Subsequently, as it came to the researcher‟s knowledge that no participant showed 

up to the co-creation workshop, the empirical findings showed that the co-creation 

attempt that had been observed had failed its goal; to co-create a BYOD policy. 

Hence, the researcher further began to analyze the antecedents for co-creation 

attempts in the first place and how these may have functioned as contributing 

factors for the project to fail. In the initial research process, the mobility market was 

described by the involved actors: 

“Mobility is nobody knows what they are doing, even us, we are trying now because 

we’re been to so many customers trying to sell and trying to educate customers and 

trying to come with different strategies for each customer in mobility.” Marketing 

Coordinator20 

By observing the process of a co-creation attempt in a consultancy firm, the findings 

indicated that co-creation attempts were used as a means for additional goals: 

finding new business opportunities. Indications were given already in the initial 

research process, where the Marketing Coordinator expressed one of the main 

antecedents for using co-creation: 

“Another way that we start seeing co-creation is we are inviting our competitors 

saying that we are the only company in Denmark that actually, in the Scandinavian 

area that has experienced both long term experiences both with mobility and with 

                                                 
20Appendix 2- Interview (2012-05-21) 
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SAP HCM, right? And because of that it’s unique way of being and this unique set up 

we were excited to invite our competitors in saying: ok, let’s do this together, let’s 

tackle this market together because it’s a huge market and customers have no idea 

where they are anymore.” Marketing Coordinator21 

By setting up co-creation attempts, findings further indicated that by setting up low-

cost projects actors were able to experience what worked and they were 

furthermore able to iterate the project outline and thereby turn information gained 

from the experience to knowledge for the next co-creation project. In an 

interpretation of the findings, the researcher found that co-creation was in fact used 

as a means to achieve a goal, not as a goal in itself to necessarily co-create X. One 

could question how the BYOD workshop topics where created prior to being voted 

by potential customers at the innovation forum. These discussion topics22 may be 

rooted in the consultancy‟s perspective based from their experience and knowledge 

of the object of co-creation (BYOD).  

The purpose behind using co-creation in the first place was according to the actors 

to “mature” and “educate” the customers, and for this purpose, findings indicated 

that co-creation project surprisingly had additional outcomes.  

The consultancy efforts for co-creation were sporadic at times as it was seen as a 

side project to their ordinary daily activities and meetings. Through the co-creation 

attempts, the organization gained to some extent, new knowledge about potential 

customers. It was important for them to exert control of the project as facilitators, to 

gain knowledge about the participants. The actors had acknowledged the 

existence of several challenges in attempting to use co-creation in consultancy. 

Nevertheless, the initial co-creation failure did not disencourage the actors from 

attempting new co-creation attempts. The actors were also acknowledging the 

whole process as being a learning experience for them in where they reflected in 

which areas they wanted to improve in terms of project management.  

Rather than focusing on the process of co-creation, the interesting aspect is 

analyzing the process of what was informing the process of co-creation. Hence, the 

process observed did not necessarily inform the researcher about co-creation in 

                                                 
21 Appendix 2- Interview (2012-05-21) 
22 Appendix 8- Ranking of BYOD topics on LinkedIn 
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general, but rather how the consultancy firm wished to exercise it. The researcher 

observed how the consultancy wanted to exercise co-creation. Findings imply that 

the antecedents for using co-creation in the first place are based on their view of the 

market and both potential and existing customers. This may explain why the co-

creation project was initiated in the first place and as a paradox, why it also may 

have failed.  Several antecedents for initiating co-creation attempts were identified: 

 “[…] so there are a lot of consultancy firms that try to yeah, also tackle the market 

and try give their knowledge to  customers, alright.” Marketing Coordinator23 

Furthermore, another event organized by a business partner sparked further interest 

and engagement to use co-creation in the consultancy firm.  

“[…] SAP gave us a call and we did quite also co-creation with them in the sense 

that, we used this tool where they called us in and we, they had this really fun, online 

tool where they were pulling questions and we were answering saying they have 

calls and we gave them some feedback of how their processes were and things like 

that. It worked pulling also quite a big focus being anonymous so that it is free and it 

is, people feel free to share their into that and stuff so it is quite interesting to see how 

they are using it.” Marketing Coordinator24 

Transforming knowledge acquired from another project organized by another 

company, indicate certain influences to why the co-creation project was 

consequently outlined as being anonymous. The consultancy‟s view of the mobility 

market was further a motive for acquiring more information about potential 

customers and challenges surrounding mobility services. 

The actors involved in the project were hence learning something; the organization 

learns what works and what does not work in attempts to get into conversation with 

customers to find new business opportunities for the organization. To a certain extent, 

the consultancy learns about surrounding issues in connection with the co-creational 

objects. By observing the organization, the organizational history and by observing 

the co-creation attempt, it has informed the researcher to gain a deeper 

understanding in how the consultancy is building these co-creation processes. 

                                                 
23 Appendix 2- Interview (2012-05-21) 
24 Appendix 2- Interview (2012-05-21) 
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To summarize, findings on co-creation in the consultancy further pointed to that: 

 The co-creation project was exercised according to their paradigm that 

mobility is important for potential customers to understand the value of it. 

 The primary outcome of co-creating “A BYOD” policy failed. 

 Secondary outcomes were the result from the co-creational attempts  

 After initial project failure, the consultancy is continuing to exercise co-

creational attempts 

4.3 ORGANIZATIONAL LEARNING  
Through these co-creation efforts, the researcher found that the organization is 

learning through the attempt of gaining knowledge about customers and the 

process of co-creation. Several concepts were together clustered and led the 

researcher to the particular finding that organization is learning. Although co-

creation did not take place, findings showed alternative outcomes deriving from the 

consultancy making co-creation attempts. Empirical findings found indicated that: 

1. The consultancy believes their mission is to  inform the market about the 

importance of mobility to other businesses 

2. Through experimental projects, such as the co-creation project the 

consultancy is gaining information of a certain bandwidth about customers 

3. The consultancy is learning about the process of co-creation from co-

creational attempts 

Hence, evidence found implied that the co-creation attempts, disregarding what 

the outcome is, is used as a mean for initiating a conversation with potential 

customers. This is further rooted in the consultancy‟s paradigm, where they are a 

knowledge intense business focused on acquiring knowledge to be able to create 

value to customers. In order to acquire this knowledge, they attempt to connect with 

potential customers through various connection points to find out more about their 

needs. In the BYOD case example, this was attempted through the initiated 

conversation with potential customers at the innovation event and in the LinkedIn 

group about the co-creational object. From the interaction, the consultancy learns 

from the very process which informs about customer issues. In this case information 

was acquired concerning the surrounding issues related to creating a BYOD-policy 

that were further interpreted by the actors involved.  
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From the empirical findings, a pattern emerged. Based on the consultancy‟s 

assumption that everyone is in need of mobility solutions and need to be informed 

implies of a motive for initiating the co-creation attempt in the first place. The 

consultancy firm views their biggest challenge as being able to comprehend and to 

help potential customers with their organizational structure. To explain further, the 

consultancy views other organization‟s organizational structure as a possible barrier 

for the potential customers to be able to embrace mobility. In order to overcome this 

challenge, findings points to that the consultancy subsequently is viewing and 

promoting itself as benevolent educators who wish to inform potential customers 

about mobility and useful solutions surrounding the area of mobility. Hence, by 

repeating these co-creation attempts, the consultancy hopes to reach the co-

creational goal. Unfortunately the consultancy did not manage to co-create the co-

creational object of a BYOD policy.  

A surprising outcome however, is the alternative outcomes from the co-creational 

attempts. Findings imply that the consultancy learns about how to get into 

conversation with potential customers to address an issue and learn to a certain 

bandwidth about underlying issues related to the issue being addressed. 

Furthermore, the consultancy is also learning from the experience gained from co-

creation attempts. The experience contributes to gaining more knowledge to plan 

and execute similar processes. Empirical findings related to organizational learning 

should further be viewed as the outcomes deriving from a consultancy‟s attempt to 

use co-creation. The outcomes of co-creation, customers and new business 

opportunities will further be presented below: 

4.3.1 Co-creation 

From the BYOD co-creation attempt, one of the learning outcomes were the actors 

experience that co-creation is difficult with multiple stakeholders, it is furthermore 

challenging to find a suitable virtual platform to facilitate the interactive needs and 

requirements for virtual co-creation, the consultancy learned that engaging business 

professionals is a challenging process. Through unstructured interviews and 

observations, findings showed that the initiators of the BYOD project had acquired 

knowledge about co-creation in theory from experience and reading articles, 
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hearing success stories about product brands such as coca-cola and Nike co-

creating value with their customers. 

However, findings implied that the actors involved have gained knowledge about 

co-creation from reading previous research, case examples of product co-creation 

and from experience in previous consultancy projects with one stakeholder. The 

knowledge gained from past knowledge further manifested itself in a positive 

attitude that the BYOD project would not fail. A lack of a framework of how to 

exercise multi-stakeholder co-creation was however sought after by the consultancy. 

One of the strongest evidences is why the researcher was able to have access to 

data about the BYOD project in the first place; she needed to become a part of the 

team and actively help to improve the co-creation process. A second incident 

during the researcher‟s time as a participant observer further supports this. After the 

project had failed, the Marketing Coordinator asked the researcher if she knew any 

more articles about co-creation frameworks for multi-stakeholder co-creation and if 

she could construct a co-creation model that could be used by the consultancy firm 

in practice for future projects.  

Furthermore, experience from the BYOD project came to iterate the execution plan 

for the Business case co-creation event. With the experience gained from the BYOD 

virtual co-creation project, their mobility paradigm (mission) was further strengthened 

as they learned that organizations themselves did not have the internal 

organizational structure and process in place to have a BYOD policy. Hence, the 

new co-creational object of a Business case in August 2012 was closely related to the 

issues the BYOD project identified. In the business case, the goal was to “help” 

potential customers to realize that they are able to bring mobility into their 

organizations by having the knowledge on how to construct a solid business case 

regarding mobility solutions. 

4.3.2 Customers 

Experience was hence gained from several touch points; through the events the 

consultancy attends such as the innovation forum or SAP workshops, through 

projects organized by the consultancy or in collaboration with other companies and 

through sharing experiences within the organization between employees. Through 

these touch points, they continuously gain more knowledge about their customers, 
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their behavior, what connection attempts that works and which approaches 

provides no or low response from potential customers.  

Based on their experience they were able to gain more information about 

customer‟s response to different approaches, and the consultancy was able to 

iterate their approach for connecting with customers. Although no one showed up 

to the workshop, the organization still was able to learn about their customers prior to 

the event from the information gathered in the LinkedIn group where they learned 

what approaches fails to engage potential customers. This in return, led the 

consultancy one step closer to what does work. Hence, based on the knowledge 

acquired from the BYOD project, they were able to iterate the next project that is 

related to an interaction with their customers. The business case co-project for 

example, was in contrast to the precedent project taking place in real-time in a 

physical location together with the consultancy, where the invitations would in 

contrast to the BYOD project be sent by the organization, and not by an individual 

professional from the organization. In addition, the consultancy learned the value of 

adding tangible incentives for potential customers to participate in a co-creation 

process and applied these ideas in the business case project. The first project 

emphasized on a free BYOD policy as the reward for all participants. However, would 

this project have turned out successful, the plan was to also share the BYOD-policy 

generator to non-participants, while the business case project is relying on its 

participants to create business cases in order to announce a “winner”. 

 

4.3.3 New business opportunities 

Through the BYOD co-creation attempt, findings indicate that they were able to 

learn to a certain bandwidth about the complex issues surrounding the co-creational 

objects. From the knowledge gained about customers, knowledge about issues 

surrounding the co-creational objects and through the experience of co-creational 

projects; the consultancy is able to discover new possible business opportunities. With 

this knowledge, the consultancy has the possibility to create services fitting the 

customers‟ needs, or internal issues and challenges. The researcher identified this 

finding as a recursive pattern where consultancy hence is encouraged to repeat 

these co-creational attempts to gain more knowledge and finally be able to identify 

new business opportunities where the consultancy has through experience been 
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able to develop expertise knowledge; their key selling point as a consultancy. Each 

potential participant of a co-creation event can be compared as being a business 

lead, even a failed workshop is still considered successful from the company point of 

view.  Thus, findings indicated a connection between the consultancy trying to find 

new business opportunities and their manifested strategy, maturing potential 

customers through co-creational attempts to in time be interested in buying their 

services: 

“[…] my hope is that once the whole, they have challenged themselves filling up this 

template you know, and for one or two or three different ideas, trying to consolidate 

a concept or an idea then I am actually able to… they will be able to buy, to 

purchase that consultancy on top of that concept so that after if the company likes 

our company or our competitors can come in and say: ok this concept is pretty 

much developed as it is but I have a question to it, or we can bring... Let’s start with 

making workshops with it, you know, finding out or making a governance model, 

finding out which stakeholders are to be asked and in the process of developing this 

concept so that we make sure that your idea is the company’s idea and it is a 

realistic project and you can make a business blueprint out of the business case as it 

is. That is, that makes, that accelerates the customer maturity for a mobility 

project”.25 Enterprise Mobility Business Manager 

To summarize the findings in Organizational Learning, the findings further indicate 

that: 

 The consultancy is learning about the process of co-creation and is learning 

something from the co-creation experience. 

 The consultancy is learning about potential customers issues and learn to a 

certain bandwidth about the surroundings of these issues 

 Knowledge about customer‟s issues may become an asset for the 

consultancy to have expertise knowledge in how to solve, which may in time 

turn into new business opportunities for the consultancy to capitalize on. 

 

 
                                                 
25 Appendix 5: Interview 2 with Enterprise Mobility Business Manager (2012-09-27) 
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4.4 GROUNDING THEORY  

Upon the interviews, it emerged naturally for the researcher by following the logical 

chain of evidence how co-creation was used in a consultancy. From the coding 

process, the researcher has presented links between the main categories allowing 

her to draft an initial theory to further connect research findings according to 

(Silverman, 2011) steps for constructing grounded theory. Based on the central 

concept, the researcher has been able to construct a model explaining the 

outcomes of co-creation attempts in consultancy in order for the reader to further 

comprehend the environment and causal conditions in which co-creation was 

taking place. 

 

Figure 6- Own construction: outcomes from co-creation attempts in consultancy 
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5. DISCUSSION  

In this section, the researcher will discuss specific linkages between conditions, 

action, and consequences (Corbin & Strauss, 1998). The analysis of the phenomenon 

being studied has extracted patterns from the empirical data and these have 

analyzed the setting and context in which co-creation attempts are taking place. 

The discussion will further attempt to discuss the mechanisms for why the 

phenomenon has occurred. This will be 

presented according to the organizing 

principle of knowledge, co-creation and 

consultancy as seen in figure 7.  

The aim of this section is to construct theory 

from the relationships presenting the 

empirical findings where previous research 

from the literature review is weaved into the 

empirical findings. 

5.1 ORGANIZATIONAL LEARNING 

The research has taken place in a knowledge intense company; a consultancy 

which has made co-creation attempts trying to innovate on the mobility market by 

co-creating unique value with potential customers. Empirical findings suggest that 

the very notion of innovating services subsequently requires the consultancy to 

possess the ability to adapt to customers latent and explicit needs. This suggests an 

importance of setting the consultancy‟s organizational priorities. Priorities which, in 

these findings, have been identified as their mission as well as update norms in order 

to be able to resolve any organizational issues standing in the way for the 

organization to survive and compete with their competitors. From the company‟s 

point of view, co-creation was a mean for connecting with potential customers 

through an interactive dialogue that in time could become customers.  

Findings further showed a consultancy who, as a result, has taken necessary actions 

to facilitate these needs to adapt by making several co-creational attempts. With 

these co-creational attempts, the consultancy has, to a certain extent, been able to 

gain knowledge about potential customers and issues related to the co-creational 

Organizational 
learning

Co-creation

Consultancy

Figure 7- Own contruction: Organizing principle 

for discussion 
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object, hence enabling the consultancy to take actions to iterate their priorities and 

norms to have the infrastructure needed to in time resolve these issues.  This may be 

further supported by Weick (1979), who claims that organizations may learn what 

they need from observing their own actions (Weick, 1979) and (Jiménez-Jiménez & 

Sanz-Valle, 2011) who claims that organizational learning is a “basis for gaining a 

sustainable competitive advantage” (Jiménez-Jiménez & Sanz-Valle, 2011).  

From the departure point of analyzing the consultancy‟s actions in term of how they 

learn, findings indicated that knowledge is furthermore gained from co-creational 

attempts where the consultancy is gaining knowledge from the experience of co-

creational trial and error attempts. The consultancy has intentionally used co-

creational attempts as a means for gaining knowledge about potential customers, 

as well as about the co-creational process in what works and what does not. This in 

turn has enabled the consultancy to learn, being able to adapt the co-creational 

objects and facilitation of these attempts to further fit potential customer‟s needs. 

This finding can further be compared with Nancy Dixon‟s theory of organizational 

learning from a strategic perspective (Dixon, 1994) where "the intentional use of 

learning processes at an individual, group and system level to continuously transform 

the organization in a direction that is increasingly satisfying to stakeholders." 

On a closer reflection of the organizational setting in which the phenomenon took 

place, the researcher identified that the organizational history in restructuring and 

leadership have influenced of the organization‟s mission and goals as a consultancy. 

Findings further identify that the organization has undergone several restructurings, 

where one of the outcomes has been a relatively flat organization and a business 

strategy- both which have allowed for an environment where project 

experimentation is encouraged. This can further be supported with Weick‟s (1991) 

research on organizational learning in a non-traditional context where he argues 

that organizational learning can be attained by those who are acting in an 

environment of weak routines that encourages for experimentation.  

Albeit the consultancy failing to co-create value, findings showed that secondary 

outcomes derived from co-creational attempts. While the primary outcome is not 

necessarily co-creating value with customers, the consultancy is learning from co-

creation attempts. Provided that secondary outcomes exist, findings show that co-
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creation can serve to have several roles in a consultancy apart from the role which 

previous marketing-driven research has focused on: co-creating value with 

customers. 

Findings furthermore indicate that these secondary outcomes are rooted in the 

characteristics and role of a consultancy, but also served as sufficient motive in order 

for the consultancy to see a value in continuing co-creation attempts after initial 

failure and hence, repeating these co-creation attempts. The learning process 

gained by repeating co-creational attempts can further be described by Nonaka 

(1994), who describes innovation and organizational knowledge, as "a process in 

which the organization creates and defines problems and then actively develops 

new knowledge to solve them." 

From the consultancy‟s perspective of learning, findings showed that the 

consultancy is learning about potential customer‟s issues and learns to a certain 

bandwidth about what is surrounding the co-creational objects and potential issues.   

Thus, these issues are closely connected with the co-creational object of the co-

creation attempts. Evidence being the first co-creational object; a BYOD policy 

where the subsequent object after failure was co-creating a closely related product 

based on knowledge gained from the first project. The second co-creational object 

were business cases serving as help for organizations to argue why mobility should be 

invested into their own organization. This pattern for designing co-creation projects 

where the co-creational object are closely related to the consultancy‟s mobility area 

pointed the researcher to understand the value that the consultancy will gain if they 

end up being successful. From (Fiol & Lyles, 2007) perspective on organizational 

learning, this may be explained by their theory that: “the development of insights, 

knowledge and associations between past actions, the effectiveness of those 

actions and future actions”.  

Provided that potential customers are not equally as interested in spending their time 

co-creating these objects as the consultancy, findings in lack of engagement and 

trust further pointed to  an existing inequality for initiating the co-creation projects 

and stakeholders‟ own agenda. From the perspective of the consultancy, it became 

clear through both un- and semi structured interviews that the paradigm for mobility 

in the consultancy firm is that every potential customer needs mobility, and that the 
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consultancy views their mission as helping potential customers getting mobility into 

their organizations. Paradoxically, this may have also been the reason why the BYOD 

project failed in the first place. One may discuss further how the knowledge gained 

manifested itself for the second co-creational attempt.  

Taking a closer look of the co-creational attempts, the second co-creation attempt 

differed from the first co-creation attempt of a BYOD. Hence, findings imply that the 

consultancy learned something about co-creation in the dimension of what setting 

to facilitate co-creation. In the first project, they found that the virtual co-creation 

place was not optimal to gather information about potential customers, 

communicate and interact prior and during the workshop. 

From the knowledge acquired in the BYOD co-creation project, the consultancy 

decided to iterate the second co-creation attempt, where the second project of co-

creating a business case took place in a physical space in collaborating with a SAP 

business partner where the project was designed as a co-creation competition 

where the winner would receive free consultancy hours. A pattern emerged where 

the consultancy uses a trial and error method to learn about customers and about 

co-creation. 

5.2 CO-CREATION 
To discuss further on why the phenomenon occurred in the first place, the researcher 

will further discuss the linkage between the learning process and how the co-

creational attempts manifested themselves. The researcher has discussed why the 

consultancy is currently learning about the process of co-creation and is learning 

something from the co-creation attempt.  To understand why the organization only 

could learn to a certain bandwidth about the secondary outcomes, the researcher 

will further discuss possible linkages to why the BYOD co-creation project failed to co-

create the co-creational object. 

Several issues arose during the project such as not being able to engage the users 

through interaction channels, create trust and transparency. On first sight, this may 

point to that the consultancy has not followed (Prahalad & Ramaswamy, 2004) four 

building blocks for successful co-creation, where dialogue, access, risk assessment 

and transparency are argued as being essential for successful value co-creation with 

customers. When taking a closer look of trying to understand why the project failed, 
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empirical evidence further pointed the researcher rather to complications met by a 

consultancy, by the paradox where the consultancy characteristics were identified 

in the analysis summary. Thus, incentives of the consultancy may have paradoxically 

also been a contributing reason to why the project to failed other than not following 

(Prahalad & Ramaswamy, 2004) building blocks. One may ask why the consultancy 

failed to engage users in the virtual platforms.  

One may furthermore ask why the consultancy was not able to create an 

environment of trust and engagement. Reviewing the existing literature found on co-

creation; several contributing factors missing such as multiple stakeholders, creating 

in a virtual environment and lack of transparency and dialogue could be 

contributing factors to why the co-creational project failed to produce the co-

creational object. However, the researcher‟s empirical findings provided an 

implication to the antecedents of why this particular co-creation attempt failed. The 

very notion of studying a consultancy firm was not at first discovered as a 

phenomenon itself by the researcher as she had generalized a consultancy firm 

simply to the type of clients they interact with- which in this case is B2B. However, 

evidence unraveled in the process that the particular characteristics of the 

consultancy firm that was identified as well as their role and mission as a consultancy 

may have also been why the project failed to produce the co-creational object. The 

characteristics of a consultancy were identified as acting as neutral knowledge 

intense organizations keeping confidentiality and discretion towards clients and their 

activities. Customers are not aware of what they have bought until they have hired 

the consultancy firm, hence is highly reliable on the relationship created between 

the consultancy and the client. As a consequence, several paradoxes were 

identified during the project.  

First, one may discuss the paradigm of the consultancy that mobility is important for 

potential customers to understand the value and be able to embrace mobility 

solutions. Furthermore, they are trying to make potential customers contribute to the 

solution and feel a sense of ownership of the co-creational objects. This can 

furthermore be compared with (Buono A. F., 2002) theory on process consultants and 

expert consultants where he says that the consultant does not necessarily have to 

possess important knowledge concerning the problem. Instead, it is highlighted that 

the consultant should make the client own the problem that they wish to solve.   
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This leads for the researcher to further construct theory through evidence in why the 

consultancy initiated the project and acted as the facilitator of the project. The 

consultancy only invited people who were representing a larger organization that 

could serve as potential customers. Since they are supposed to be viewed as neutral 

actors, their incentive is to gather as much information as possible about as many 

participants as possible.  

As a result, the consultancy emphasized that the co-creation workshop was made 

“anonymous” for participants in order for participants to paradoxically feel trust and 

be motivated to share otherwise confidential information about their own respective 

firms. The knowledge gained from the co-creational attempt in turn enables the 

consultancy to further learn about the challenges of attempting a co-creation 

process as a consultancy. Since the project was free to participate in, the 

participants were not yet customers. Hence, one can interpret the consultancy as still 

acting in a pre-sales phase where they have not yet reached enough expertise 

knowledge about the co-surroundings of the co-creational object to be able to offer 

and sell related services to these customers. From a co-creational perspective, a 

lack of trust was identified which may have contributed to why nobody participated 

in the workshop. This may be further explained through one of the building blocks of 

co-creation; transparency of information, where emphasis is put on creating trust 

and openness between multiple stakeholders and individuals (Prahalad & 

Ramaswamy, 2004). 

To further understand the antecedents to why the consultancy is making co-

creational attempts, empirical evidence further imply that the consultancy is 

currently in an exploration phase trying through trial and error attempts to in time be 

able to generate successful co-creational attempts. These findings can further be 

compared to (Ramaswamy V. , 2009), who in his argument on co-creation he argues 

that a co-creation mindset needs to begin in the organization. In order to transform 

into a co-creative organization, the organization should be “muddling through”, 

should make “evolutionary experimentation”, by “rapidly learning and de-risking” 

and by “navigating with foresight through the fog of uncertainty” (Ramaswamy V. , 

2009). However, his theory is directed towards the internal aspects of an organization 

to become a co-creational organization. In contrast to his theory, the researcher‟s 

findings imply that the organization has a flexible organizational structure and history 
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that could be able to support and encourage for co-creational attempts to take 

place in the organization. However, one may argue that it would have been possible 

to co-create a BYOD policy or a business case without the participants. This further 

point to strengthen the findings that secondary outcomes from the co-creational 

attempts served as sufficient reasons to continue these attempts.  

An additional aspect to understand why the co-creation project failed is the 

complexity of the technology based services provided by the consultancy. Co-

creating such complex services with multiple stakeholders may have also been a 

contributing factor to why the co-creation project failed. (Aarikka-Stenroos & 

Jaakkola, 2012) further supports this in their article on “value co-creation in 

knowledge intense businesses” that a technology based business may experience 

significant difficulties when initiating co-creation and issues may arise for the business 

of being able to identify clients latent and manifest needs (Aarikka-Stenroos, 2012). 

5.3 CONSULTANCY 
In the discussion of linkages between how and why the consultancy made co-

creational attempts and why the project failed, evidence has further lead the 

researcher to discuss the linkages between the learning outcomes, the co-creational 

attempts and the consultancy and to further understand the characteristics of a 

consultancy and how they operate. Findings show that the consultancy, in contrast 

to informing potential customers, wish to exchange knowledge with potential 

customers through co-creational attempts. This finding further supports (Buono & 

Poulfelt, 2009) theory about the consultant-client relationship where he claims the 

recent development of the market becoming more connected thus enables firms to 

exchange knowledge with potential stakeholders. The emphasis put on the option 

for participants to share information anonymously indicates an asymmetry of the 

relationship between the involved stakeholders. Due to the nature of co-creating the 

final product, potential customers are in contrary to a typical consultancy customer 

relationship able to access the quality of the service prior to signing an agreement. 

Thus, the primary risk does not necessarily lie on the customer as  (Glückler & 

Armbrüster, 2002) points out in a client-consultancy relationship where the client is 

contingent on the consultancy and therefore, takes on the biggest risk. The 

asymmetry finding may further be explained by (Buono & Poulfelt, 2009), who claims 
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that consultants has a “detached involvement in the client’s affairs” (Buono & 

Poulfelt, 2009). 

From an internal perspective, empirical evidence has shown that the consultancy 

has made an effort to adapt to the market. This has been manifested by modifying 

the consultancy‟s business strategy, mission and goal. The consultancy can further 

viewed as a smaller, flexible firm which is able to quickly adapt to its environment. 

The consultancy view themselves as knowledge brokers, acting as a facilitator 

between competing customers while keeping full discretion in any knowledge 

acquired about competing clients activities.  

Adding to the ongoing debate of defining the characteristics of a consultant, the 

researcher has identified the consultancy as viewing themselves as a knowledge 

intense hybrid of expert consultants within SAP and process consultants in mobility 

where they are specialized in sharing their experience and knowledge both internally 

and with their customers within their areas of expertise. Thus, the consultancy view 

themselves as both functioning as expert consultants where they possess explicit 

knowledge to solve issues, such as the SAP solutions they offer, as well as viewing 

themselves as experts consultants in mobility. However, empirical findings found from 

the co-creational attempts counter argue for that the consultancy is strictly an 

expert consultancy firm based. How the co-creational attempts manifested 

themselves point to that the consultancy is rather functioning as process consultants. 

The characteristics of process consultants that (Buono A. F., 2002) defines as the 

consultancy functioning as a coach/facilitator rather than an expert and a problem 

solver. The co-creational attempts further showed that the consultancy attempted to 

coach the participants into becoming engaged in the process of implementing a 

service that the consultancy may in time want to sell to potential customers. 

Provided that knowledge acquired about co-creation and customers can be 

managed, knowledge gained about customers and related issues to the co-

creational objects may in time turn into an asset for the consultancy. Hence, the 

consultancy would get the opportunity to move from being a hybrid of process 

consultants and expert consultants to becoming expert consultants in both mobility 

and SAP and consequently, offer these services to a premium. Based on these 

findings, the researcher interpreted that the knowledge acquired by the consultancy 
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through these co-creational attempts provides them the possibility to generate new 

business opportunities and to become expert consultants in mobility. (Wellman, 2009) 

further argues that organizations ability to innovate is highly connected with to how 

and to what extent an organization is able to manage internal and external 

knowledge for commercial purposes. 

From a departure point, the researcher did have the impression that the consultancy 

was expert consultants in mobility. However, looking closer, findings showed that this 

was merely the paradigm in which the consultancy wanted to become. The 

consultancy was rather functioning as a hybrid consultancy trying to figure out how 

to move in their mobility section from being process consultant to expert consultants. 

How the consultancy is trying to manage potential customers in the mobility industry 

seem to further be manifested through a higher learning experience where the 

consultancy is trying to create a dialogue with potential customers about mobility to 

deal with the current lack of control of the industry. In turn, they hope that the co-

creational attempts will result in a more collective consciousness about mobility and 

the importance of it which hopefully in time will lead for the consultancy through co-

creational trial-and error learning loops figure out what services to offer related to 

mobility to other businesses. This finding further supports (Fiol & Lyles, 2007) table of 

levels of higher learning, where the characteristics of higher learning occur through 

the use of non-routine learning. 

Based on this argument, the researcher further argues that the consultancy is in its 

current state functioning as a hybrid consultancy. To explain further, the different 

business areas in which they are currently operating within, the consultancy divide 

their business activities mainly into two business areas: SAP services and Mobility 

services. SAP services are viewed upon as a matured market, where they already 

possess expert knowledge. In contrast, findings showed an expressed uncertainty 

from the consultancy in how to manage the changing mobility market where 

“everybody is learning”26. As a result, the mobility market became the focus object 

to learn more about through co-creational attempts. Based on the researcher‟s 

argument that co-creational attempts related to mobility are initiated, this further 

indicates that the consultancy will hence through the benefits of the secondary 

                                                 
26 Appendix 4- Interview 2 with Marketing Coordinator (2012-09-27) 
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outcomes of knowledge about customers and challenges surrounding issues related 

to the co-creational objects, learning about the co-creational process and in time, 

will acquire knowledge that may turn into new business opportunities. Thus, the 

consultancy will have the opportunity to become expert mobility consultants in time.  

At the current state, the consultancy is yet to learn about the customer‟s explicit and 

latent needs within mobility and whatever surrounds it. Hence, knowledge about 

potential customers has to a certain bandwidth been acquired through these co-

creational attempts. The current state within mobility can be described by (Buono A. 

F., 2002) categorization of consultants and how they operate. He argues that process 

consultants tend to focus more on the interpersonal relations in the client 

organization and tries to contribute to improve efficient interpersonal processes and 

the environment of the organization by trying to approach and solve the problems 

he has encountered in the organization.  

To summarize the phenomenon of study of co-creation in consultancy and why this 

phenomenon has occurred, the researcher will bring out the main points made from 

the precedent discussion. 

The consultancy is an organization highly dependent on the employee‟s expertise 

knowledge within certain business fields. Therefore, several measures are made in 

order to both acquire and maintain the right employees in the consultancy as well as 

being able to match their skills and knowledge to what is sought after by potential 

customers. To find out about customers latent and explicit needs, they share 

knowledge through dialogue both internally to other employees and externally 

through dialogue with potential customers and clients. Through dialogue, the 

consultancy is able to learn to a certain bandwidth about the customer‟s latent and 

explicit needs. This information can further be compared with Nonaka‟s model of 

knowledge creation. Nonaka (1994) described this form of knowledge as 

“combination”, where combining a variety of occurring events such as co-creational 

attempts or conversations that takes place between individuals where they interact 

to exchange knowledge through different mediums for communication. This can 

lead to new knowledge as the individuals will process and interpret the information 

flow to be sorted and re-contextualized by its holder. (Nonaka, 1994) 
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In the context of co-creation however, the motives for the consultancy to initiate co-

creation in the first place may have also been the reason to why the co-creation 

attempt failed in the first place. Additionally, the motives underlying why the 

consultancy initiated co-creation attempts were further identified as a component 

for failing to co-create the primary outcome. The asymmetrical role as a consultancy 

may have further contributed to impediments to connect with customers. The 

consultant-client relationship has further been debated by (Glückler & Armbrüster, 

2002) who argue that an asymmetry between consultants and clients exists. Partly 

due to their role as confidential and discrete knowledge holders, partly as neutral 

actors that should keep each clients information a secret from their competitors. An 

inequality has hence been identified, where the motive behind co-creating the co-

creational object may have been rather creating knowledge for the consultancy‟s 

own interest, acquiring more knowledge about potential customers rather than 

necessarily co-creating the co-creational object.  

Albeit failing to co-create the co-creational object, secondary outcomes have been 

identified where finding show that the organization is learning to a certain 

bandwidth. The knowledge acquired transform into new knowledge about 

customers and new business opportunities. Based on the secondary outcomes, these 

serve as sufficient reasons to why the consultancy continues to exercise co-

creational attempts.  
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6. CONCLUSION  

Co-creation is a concept widely defined by theorists, often from a marketing driven 

context. In a marketing context the primary goal has been defined by several 

researchers as co-creating value with customers (Prahalad & Ramaswamy, 2004) 

(Ramaswamy & Gouillart, 2010) (Ind, Fuller, & Trevail, 2012). However, empirical 

findings in this paper have discovered a novel context in which co-creation is 

exercised where findings showed that co-creation in terms of co-creating value with 

customers failed, however secondary outcomes were discovered. 

Empirical evidence demonstrated a paradoxical relationship between the attempts 

at co-creation and the role characterizing the consultancy´s work with clients as a 

neutral supplier of confidential and discrete information. Despite of the consultancy 

failing to achieve the primary goal of unique value creation with potential 

customers, findings indicated that the consultancy gained valuable knowledge 

about customers, the process of co-creation and new business opportunities. This 

accumulation of knowledge throughout the attempts at co-creation implies that the 

consultancy currently functions as a hybrid between process- and expert 

consultancy services, shifting towards the latter as knowledge and learning about a 

phenomenon increase. These secondary outcomes were found to serve as sufficient 

motive for the consultancy to repeat co-creation attempts in spite of their failure to 

meet the primary goal. 

The empirical findings in this thesis paper bring a theoretical contribution to scientific 

research on co-creation and consultancy. It furthermore indicates that further 

researcher is needed understanding the alternative role of co-creation in a 

consultancy context. Empirical findings deriving from a grounded theory study 

showed that the consultancy gains secondary outcomes from co-creational 

attempts. Empirical evidence showed that through co-creational attempts, the 

consultancy gains knowledge about customers to a certain bandwidth, about the 

process of co-creation and new business opportunities. Due to these secondary 

outcomes, they together serve as sufficient incentive for the consultancy to continue 

co-creational attempts after failure of delivering the primary outcome. 

Furthermore, this thesis paper has added empirical research to the field of social 

science and co-creation. Findings serve to add empirical data to the theoretical 
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discussion on process consultants vs. expert consultants (Buono A. F., 2002) and on 

consultancy and learning (Glückler & Armbrüster, 2002). In the analysis of empirical 

research, findings further indicate that the consultancy is currently operating as a 

hybrid between being process- and expert consultants. By using co-creation, process 

consultants aim to utilize co-creation in an effort to become expert consultants. 

However, further research is needed to strengthen the validation of this particular 

finding. 

The limitations of this grounded theory study lies in its explorative nature as the 

findings presented has been acquired in a certain setting in a certain time. 

Therefore, findings in other settings by other researchers would be required to get 

further confirmation.  
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7. SUGGESTIONS FOR FURTHER RESEARCH  

This thesis paper has attempted to answer the research question of how co-creation 

is utilized in a consultancy context. However, the research contains several limitations 

that would constitute for further research. 

The researcher has identified that the use of co-creation can have alternative 

outcomes from uniquely “co-creating unique value with customers” (Prahalad & 

Ramaswamy, 2004). Hence, the researcher has identified a need for crystallizing the 

definition of “co-creation” in context of use and furthermore to understand the role 

of co-creation in several contexts. Based on the alternative outcomes found in this 

thesis paper, further crystallization of the concept of co-creation in different contexts 

is suggested.  

The consultancy industry is a good example of a complex knowledge intense 

industry where developing new service offerings may experience specific challenges 

in terms of value co-creation. A limitation in previous research on co-creation in 

consultancy suggests further in dept studies to come to further understand the 

antecedents for co-creation in consultancies. Studying the management process of 

co-creation in consultancy to understand the complex process and challenges is 

further suggested. Moreover, a comparative study of co-creation in consultancy 

could be made to strengthen the generalizeability of the discovered findings in this 

thesis paper. 

A single case study draws little in depth to generalize the whole consultancy industry 

and its activities. Therefore, it could be suggested that more empirical research on 

co-creation in consultancy could be performed to strengthen this study.  

Furthermore, an alternative approach would have been to study the perspective of 

the external stakeholders. This case study only included the perspective of the 

consultancy. However, future research could extend to include the perspective of 

the potential co-creators of the co-creation attempts to further understand the 

interactive experience in terms of technical and social aspects of co-creation from a 

participant perspective to further understand the complex antecedents for co-

creation and for project failure or success.  
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Interview 1 with Marketing Coordinator and Enterprise Mobility Business Manager 

21 May 2012, Duration 1 hour 06 minutes 

Marketing Coordinator: I am going tell you just in short as an intro into our 

consultancy also, what we are trying to do with the co-creation but also in general 

with the market in mobility.  

Researcher: How do you organize the BYOD workshop? 

Marketing Coordinator: The idea is that, intro to our company first, the consultancy 

was started in 2000 and was started as a mobility house, but in 2000 mobility wasn‟t 

that big, especially in b2b so they moved it away and into a SAP house. They still kept 

the mobility house and kept to be mobile but even now it is 70 or 60% of our revenue 

come from SAP HCM, really old red ocean strategy, everyone competing on the 

same damn things so that is not so fun. Ok then we have the mobility part which is 

extremely fun, the companies have now started to take it in especially because of 

consumerization and basically everybody is, the consumers and the employees want 

it so they have to take mobility into consideration nowadays so, that‟s how we 

basically got some of the biggest implementations in Denmark, in mobility even 

though we are a small house, we are only 50 employees, 50 consultants… we still got 

pretty big projects.  

Ok so, yeah, we did, we developed this mobile app for this huge company in 

Denmark where we helped the company come up with the idea of the mobile app 

and we developed of course the coding and all that, but what we did we got into 

the company and the company was like: “ok we need something cheap, we need 

to give them really cheap devices”. And we said ok, just try and see if all of the 

devices first, and then, because you have iPad, you have all the other tablets, you 

have all the iPhones and all the other smart phones and then at first they said; “no, 

no, I think it is too expensive”, and while they were trying it and working with it on the 

field the workers basically told the company: “no we want the iPad, we want the 

iPad because it‟s the best and it‟s so easy to work with” and considering the other 

tablets. So there was almost like a co-creation with the internal part of the customers, 

so. That was really interesting, that application is called mobile maintenance and 

that application got us an award by Sybase we were picked out of Europe, we were 

picked second out of the top three, second in mobile applications manufacturing so 

that was really fun for us. So yes, and then we also developed a lot of other co-

creation projects with BYOD and yeah, I am going to go into t further and also for 

example our next event with customers that is also going to be based on co-creation 
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in the sense that we are inviting customers in and they come up with examples of 

mobile apps that they would 

Researcher: So you have contacted several companies then? 

Marketing Coordinator: Yes, we have invited, we are going to invite 100-200 

companies, and probably we are going to get 50 or 70 companies. 

Researcher: Out of some of these companies- are some of these companies 

competing on the market? 

Marketing Coordinator:  Well for us they‟re customers so everybody is a customer, but 

in this field they don‟t even see them self as competing because they are so new to 

it so everybody that has some little experience into it, they just like “I don‟t care if you 

are better, I want you to talk to me about this” so because it‟s so new and because 

it‟s such an important part of their business they have to talk more about it. So that‟s 

why they don‟t care if they‟re in the same room. 

Researcher: What type of companies is it, small, and medium big? 

Marketing Coordinator: Well mostly big companies, because the budgets necessary 

to implement these types of projects are quite large so we need quite.. 

Researcher: So what would you define as a big company? 

Marketing Coordinator: So big company, ok let‟s see… we have Lego, we have 

Bane Denmark for example as a big company so what else can I give you. 

Researcher: Well as they have more than how many employees? 5000 employees? 

Marketing Coordinator: Something like that, yes. But also, it doesn‟t have to be that 

large in terms of employees but the budgets have to be there and also the most 

important thing is they have to have the need in the departments and usually that 

need arises while they are get to a certain size as a company. It is yeah; let‟s say 

maybe over a thousand if we‟re really happy and really lucky with these 

implementations, so yes. 

I think co-creation will evolve while people are using it because I‟ve seen co-

creation used in the 1995 I think from coca-cola started using it or something like that 

and it evolved so much since then, since then it was more like ok you send us your 

ideas then we‟re going to see what were going to do with it. Now they, because of 

the emergence of internet and social networks and basically because the power 

has shifted from the consumer and customer from the businesses to the consumers 

and customers I think that has also changed the way we do co-creation. It is so 

interesting to see the potential that you actually have. For example I‟ve seen last 

week, I think SAP gave us a call and we did quite also co-creation with them in the 

sense that, we used this tool where they called us in and we, they had this really fun, 

online tool where they were pulling questions and we were answering saying they 
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have calls and we gave them some feedback of how their processes were and 

things like that. It worked pulling also quite a big focus being anonymous so that it is 

free and it is, people feel free to share their into that and stuff so it is quite interesting 

to see how they are using it. And also another way that we actually use co-creation, 

sorry, my mind is all over the place, I don‟t have that much structure [laughs], but 

another way that we start seeing co-creation is we are inviting our competitors in 

saying that we are the only company in Denmark that actually, in the Scandinavian 

area that has experienced both long term experience both with mobility and with 

SAP HCM, right? And because of that it‟s unique way of being and this unique set up 

we were excited to invite our competitors in saying: ok, let‟s do this together, let‟s 

tackle this market together because it‟s a huge market and customers have no idea 

where they are anymore. 

Researcher: Could you give examples of your competitors- what type of companies 

are your competitors? 

Marketing Coordinator: Well the basic competitor that we have right now is Gaudio 

and 

Researcher: Is that also a consultancy firm? 

Marketing Coordinator: Yeah, that is also a consultancy firm. So we have Gaudio, we 

have mobility Architects also, which is doing strictly mobility, Gaudoi is doing more 

HCM so there are a lot of consultancy firms that try to yeah, also tackle the market 

and try give their knowledge to  customers, alright. 

Researcher: How are you managing to get in touch with your competitors to 

collaborate? Which process is it then? 

Marketing Coordinator: Especially when there is SAP… because the SAP market is just 

like 500 companies that have SAP HCM in Denmark. And because it‟s limited 

everybody knows everybody, everybody knows the customers by name, their 

telephone number and maybe in some cases even private telephone number. We 

know our competitors because we compete with them, we see them at every event 

we yeah, basically it is the same people over and over again. We know them and 

basically send them an email or we yeah, get in touch with them through Facebook 

or LinkedIn or things like this. 

Researcher: Mm. Quite informal. 

Marketing Coordinator: Yes, because it‟s still, Denmark is not that big and we‟re from 

the Nordics their sole base with SAP is really small. The sole base in mobility on the 

other hand is different, because if we take SAP, SAP Mobility then it‟s one, it‟s still the 

same companies but if we take mobility in general which is what we‟re trying to do it 

is a totally different ball game because we‟re talking about companies who don‟t 

have SAP, maybe have a total different, Microsoft or something else and also 

companies that are trying to see what they are doing so. In SAP everybody knows 
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what they are doing everybody is Red Ocean. Mobility is nobody knows what they 

are doing, even us, were trying now because we‟re been to so many customers 

trying to sell and trying to educate customers and trying to come with different 

strategies for each customer in mobility. We‟ve seen that the customers are at a 

different evolution, evolutionary stages. You can take for example, I don‟t know if 

you have seen the IT evolution stages... 

Researcher: Maturity… 

Marketing Coordinator: Yeah the maturity, exactly, there is the same thing 

happening with mobility now. We are trying to create a model that would help the 

companies evolve through that ladder, right? So just like ok, now you‟re here, you 

have to do this to get here to the next step and the next step… and that‟s why also 

we‟re doing all this co-creation. To educate, educate, educate, because since 

nobody knows what we‟re doing, what they‟re doing, especially the customers, it is 

quite difficult, some of them don‟t even know what mobility is some of them when 

you get to talk about mobility to them they say: “ok I don‟t”, or they say: “just apps” 

or they say “games” or yeah… 

Researcher: And with whom in the organizations are you normally in contact with, 

who is in charge, who and in which department and position? 

Marketing Coordinator: Again here it‟s again a really difficult problem because there 

is no one in charge totally. There are three or four people in charge. Usually the IT is 

the one that sit on the budget so they are the ones releasing the money to give if 

they‟re happy but they don‟t want to have mobility because they see mobility as, 

excuse the language: a pain in the ass. Because they say: ok, now we have to deal 

with security issues, now we have to deal with coding and now we have to deal with 

maintenance and so on and so forth. However, the people who drive mobility are 

the line of business managers who say: “I need this I need this because it makes my 

life easier, because it increases all of my production, because my employees and 

my, the people underneath me see, need it and so on and so forth. So we have to 

deal with, and of course there are the executives who see the potential but are 

afraid of making a move and they, the executive basically say; let‟s wait for our 

competitors to move. 

Researcher: Ok. So what are scares that they are scared of when it comes to for 

example BYOD (bring your own device)? 

Marketing Coordinator: Well, the biggest and, from what I‟ve seen the biggest 

problems are security issues. They don‟t want to have their data lacking and running 

around. Another quite interesting issue which we‟ve seen is also and it is emerging 

right now, they don‟t want to lose data so they, so we‟ve seen a shift from mobile 

device management to data management, data loss management in a sense that 

more and more people want companies want to say: “ok I don‟t want to lose data, 

even if I lose my device, I don‟t care that much”. The problem is the content, the 
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messages inside them, your calendar and all of that. But we‟re still trying to 

understand this because even though it is such a hot topic there a lot of issue 

regarding it, let me just show you… here, so basically now what we are doing, this is 

the LinkedIn group we‟re doing co-creation program [showing the researcher the 

BYOD LinkedIn group participants]. We started it, the Business manager is the one 

making the posts and I am the one basically writing them and  

Researcher: And then he translates them? 

Marketing Coordinator: No, I made a colleague of mine translates them; and then 

the Business manager is basically the one who says yes or no. So basically what 

we‟ve seen here, what we‟ve done here is taking the biggest topics within BYOD 

and you can see the topics; private life, MBM (mobile device management), 

legislation, security, and so on and so forth. And saying, ok how important is this for a 

BYOD policy? Because the whole idea of the co-creation is to help companies at the 

end to for the companies to get a BYOD policy but… the process is also to teach us 

and the customer what is important for the customer within BYOD and how do we 

create this policy. And what are the questions to be asked when thinking about 

BYOD. 

Researcher: So I want to ask you more about the creation process of a BYOD policy 

where a company; do they do it like themselves or do they not know how to do it 

now or have you seen companies, like how do you find these companies? 

Marketing Coordinator: Well, let‟s take one at the time. Because it is such a new 

topic, even if there is a hot topic the companies haven‟t, I don‟t think that the 

companies have started creating one on their own because they don‟t know how to 

do it. They see the problem, some companies; I have seen I think two or three 

examples worldwide where companies have tackled this. In general they haven‟t 

done anything on it because they don‟t know how and because they don‟t have 

anybody in charge of it and responsible with mobility and BYOD and device 

management or anything like that. But they need it, they truly, truly need it, we 

realized that they did three or four months ago I think where we were at the Sybase 

innovation forum. We have this very short interview like: “how important is BYOD for 

you, what do you want to do with it, do you have a policy in place?” None of them 

had a policy in place.  

Researcher: How many companies participated during this innovation forum? 

Marketing Coordinator: I think there were I don‟t know, maybe 500 but since I was 

the only one going with the actual tablets in the hand I think I had twelve or fifteen 

respondents. The response rate was low but I‟ve seen with the people coming in and 

also the response from the market that they don‟t have anything in place right now; 

also if you look through the forums you can see that all of them ask questions about it 

but don‟t really know exactly what to do with it. So they haven‟t really formalized a 

process on how to do it basically. So in order to educate again the market because 
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we can only make money with at least some educators and some level of education 

in the companies, so we have to bring them to that level and of course we have to 

do that for free in the beginning and this was basically where the co-creation comes 

in. 

Researcher: Ok, so where did you find the companies who are currently a part of this 

group that you created? 

Marketing Coordinator: Because we said that the IT team managers are sitting on the 

budgets and because they are the ones that are going to probably handle the final 

decision when it comes to this we said we‟re going to take the IT managers, IT 

leaders within Denmark.  

[The business manager enters the room] 

Researcher: So another person entered the room, maybe you can present yourself? 

Business Manager: I am the business manager of SAP, Mobility. Yes. 

Researcher: What is your role in the co-creation project? 

Marketing Coordinator: He is basically the leader… 

Business Manager: Well yeah, as it is right now the group is based on a LinkedIn 

group generated through my profile and what is my role, I am just a, I am you 

know… 

Marketing Coordinator: You approve things… 

Business Manager: Yes I have approving, and I had the original idea and we 

discussed it with the Marketing Coordinator and another colleague and the delivery 

manager and the marketing coordinator executes it so I am just following on the 

sideline with the, and trying to you know.. 

Marketing Coordinator: He is the face of the project, let‟s call it like this, so far. He 

came up with the idea and we used him as the face of the project and since that 

he knows as I told you this is still a limited market so taken that into account they, he 

knows them basically by name all of them. 

Researcher: You know all of them currently involved in the LinkedIn group? 

Business Manager: Yes, yes almost. Almost them all, you know, some better. 

Researcher: And how many people are currently involved how many companies 

approximately? 

Marketing Coordinator:  51-52 

Business Manager: 51-52 and there is no redundancies so there is probably just 

around 50 companies. 
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Marketing Coordinator:  Yeah 

Researcher: Ok and the size of these companies are 

Business Manager: Large enterprises for the most. Most of them have 800+ 

employees. 

Researcher: and how did you get them to sign up to the LinkedIn group? 

Marketing Coordinator: Well basically we just sent them an invite, a simple invite 

describing what we are trying to do saying that you‟re going to get this policy 

generator in the end of the co-creation project and we just sent them email invites 

with a link to the LinkedIn group. And they joined, so it wasn‟t that hard to get 

them… 

Business Manager: We did a lot of preparation so we have the whole scope and the 

roadmap of the project and we would try to find whether to invite them, you know, 

doing a special event. What we actually did we actually event based by Sybase SAP 

Marketing Coordinator: The Sybase Innovation Forum 

Business Manager: The innovation forum. We started off there we kicked the project 

off there and then you know we took the base of the enrolments we had during the 

innovation forum and we built on top of that; say they are a third combining, inviting 

it through a personal mail, you know. More members 

Marketing Coordinator: All of the twelve companies that we got from the Sybase 

innovation forum received a personalized email saying hi this person, you got this, 

you signed or approved this questionnaire and you said you agreed you wanted this 

and yeah, just sign in. And they came. 

Researcher: Just to define, all of these, is there any kind of trade, did they pay you 

right now for being a part of this project? 

Marketing Coordinator No, it‟s free. 

Researcher: Ok. 

Marketing Coordinator This project is free. 

Business Manager: Yes and the thing is the reason why I mean fifty people is that is 

success or not we wanted around eighty originally in our success criteria, but we 

know believe that fifty is a great achievement by itself. The trick is that, you know, it is 

a win-win project so that it‟s, you know, it‟s something for everyone. We specifically 

did it through my name and not through our company because we didn‟t want 

people to believe that this had a commercial end to it and we just want to help 

them by creating a policy generator that they can use in their own company instead 

of having to write you know, fifty policies that will resemble each other and in best 
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case they want me to write all the criteria and the requirements so we decided to 

facilitate this co-creation. 

Researcher: Are you able to appreciate approximately what company would spend 

in budget for creating a policy normally? 

Business Manager Yes, we have a value proposition for that in our company and 

that is how we work with interviews and workshops with different stakeholders so we 

will facilitate that with the 40 hours of consultancy to you know at to our standard 

rate and a company, to our cost does cost the company in order to invite the right 

stakeholders and actually meet upon the, everyone is different, requirements and 

outlook. So looking at it as an external consulting one week, 40 hours, one FDA, but 

the company will pay much more than that with internal resources spent. 

Researcher: Ok, so in terms of co-creation versus creating your own policy, what 

would you see being the benefits of having co-creation? 

Marketing Coordinator: The co-creation part is first of all, you get- it is for free and you 

get it. You get a standardized policy out of it. Through the customized version you 

pay for it, but you get your own specific policy and you get your own introduction to 

mobility as a company basically. 

Business Manager: One of the great, one of the greatest reasons for wins in making in 

being a part of the co-creation project is that you actually have to consider point of 

views that are not specific, that doesn‟t come from experienced cases in your own 

company. That makes your policy just more complete and more 365 in aspects. 

Marketing Coordinator: And they basically get you to talk also with other it managers 

from other organizations which I think is a great advantage for them because as I 

told you I think a lot of companies are waiting for their competitors of making a 

move in this field, in mobility in general, and be able to get them inside. Of course, 

maybe they‟re not going to be that easy, that happy to share information but I think 

it is going to… 

Researcher: And why wouldn‟t that be? 

Marketing Coordinator: Well basically because from what I have seen, they are 

afraid what the others might think of them as a person because they show up as 

LinkedIn profiles and that gives them name, company, working for and all that but 

also not to make the company look bad or give out information that might be 

confidential or the competitors making a move before them or acting on data that 

then they have provided so that are the risks involved for them. But I think that the 

advantages outweigh the risks in so many ways and as long as they behave normal I 

think that they can just advantages of all the good points that the co-creation 

project gives them. 
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Researcher: I would like to ask you about the stage of the project right now and 

where you are right now how you are going forward with this, what is the scope and 

aim of this project? 

Marketing Coordinator: Ok, so just to give you a heads up on the project first of all on 

how it is structured. First of all we have given the participants some information on 

what, how we see the project moving forward and this is basically firstly starting with 

topics saying what is the most important topics that should be included in a BYOD 

policy? Then questions regarding these topics will be put so for each topic there will 

be, let‟s say, 5 or 10 questions and for each question several answers. So right now 

we have just finished last week, we have just finished the topics phase and we are 

moving forward with the questions and answers phase. And the BYOD policy will be 

built according to these questions and answers. The idea is that so far we have done 

it on LinkedIn exclusively. We have done invites, well on email first, the invites on 

LinkedIn and the topics on LinkedIn and the topics have been done through polls 

because even though we‟ve tried at the beginning to get the conversations started 

and just ask them freely: “ok what do you think are the biggest and most important 

topics to be handled” we basically got, no responses. So we said, ok let‟s make it 

easy for you. I think that was the biggest break through. To make it as easy as 

possible for you. So we introduced polls. We came up with the topics ourselves and 

set options very important, important neutral or not important. 

Researcher: And when did you create the LinkedIn group just so we get a scope and 

a time frame. 

Marketing Coordinator: [moment of reflection, asks the Business Manager] 

march…something? The end of March, something like that, I think... 

Business Manager: The 15th probably, I think… 

Marketing Coordinator:  Yeah. And I think we created the LinkedIn group and invites 

two three days after the supplementation forum everything was invited and we 

started introducing polls, I think, one or two weeks after that when we saw that 

nothing was actually happening even though we would trying to post articles and 

we were trying to get the conversation started nothing was happening. And then we 

introduced the polls. And we have been running the polls because we have, we had 

topics. First we started with one per week but we saw that there was too little and not 

enough engagement and we introduced two topics per week then and now last 

week we finished the topics and this week we are going to introduce the next phase 

which is going to be the questions and answers. We probably, all of it will be handled 

through a web portal tool where I am going to show you the tool.  

Business Manager: The greatest task, the great thing has been getting members 

involved. LinkedIn is a great tool, it‟s a great platform for you know, for getting 

people together around a theme or with the same goal and scope but actually it is 



95 

 

not, it doesn‟t offer that many good tools for me to use, for co-creational, for 

interaction… 

Marketing Coordinator:  Especially for groups it offers it for people in, for profiles but 

not for groups and that‟s a problem. 

Researcher: So what is the reason that you selected LinkedIn? 

Business Manager: Because our target group was on LinkedIn so it‟s our target group 

is a CTO, CIO of large enterprise companies. They most definitely have a profile on 

LinkedIn and web published curriculum vitae. Probably not necessarily have a profile 

on facebook so it‟s pretty much. 

Marketing Coordinator:  different age group, some of them are over… 

Business Manager: and another thing, we wanted to make it in Danish. Because you 

know, BYOD was pretty; it became as we spoke very popular. 

Marketing Coordinator:  It is in Danish and on LinkedIn because they were there, they 

were the ones so true to that, so that was the central tool that we are using. Two, we 

did it in Danish because we wanted to make it an experience lounge, we called it 

“ERFA Gruppe” and its closed, everybody knows each other, its friendly, it is nice, its 

cozy, we are not trying to sell you anything, were just basically trying to… 

Business Manager … facilitates a process that she will have to go through, a new 

company anyway. But the greatest obstacles have been we tried the polls, it didn‟t 

work. 

Marketing Coordinator:  well it worked but it‟s, the thing is the polls get responses but 

doesn‟t get you their closed opinions. So we got responses… 

Researcher: In average out of the 50 people, how many do you think would reply to 

each poll? 

Marketing Coordinator: In each poll 6 to 8 people. So I think that‟s quite good for 

social media groups that quite a good engagement ratio. 

Any other obstacles you have been facing that you are trying to tackle? 

Business Manager: Well now that we want to take it further in you know, what is the 

co-creation tool? I mean, work sites are everywhere and available, but you know, if 

you really want to facilitate a process, if you really want to make a web based 

workshop then there is, I mean then you will have to find pieces of tools that are, 

build your own. So right now we are looking at a tool called meeting sphere and 

meeting sphere is a web tool that will do, but it has to be working with the WebEx or 

a call conference number asides. And what it does, it gives you real-time, the 

chance to real-time create answers, questions and rate them and poll them, write, 

you know, with results right away so you can actually you know, facilitate a process 
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where you go through different themes and provoke different questions to it or 

answers and then you know quickly break them and make a statistic and then 

choose the ones who are the most liked in the group, as you call it. And then the 

next step will take the fifth to one participant in another live version that is how we 

call it. 

Researcher: When were you planning to finish this project? What is the scope, and 

time frame? 

Business Manager: As a matter of fact, we did have a project line and the very 

beginning when we did design implementation and built and implement or 

distribute, but we did not put a timeline to it. 

Marketing Coordinator: We had an internal timeline but that changed because the 

project had to evolve together with the… 

Business Manager: We didn‟t want to commit on a…on a timeline for the 

participants because we knew that this was new to us and with the new, you know, 

we had no experience, on it. But to be honest, we would love to be finished before 

summer just to keep the moment there before things drops out and it was a nice try 

[laughter from Marketing Coordinator and Business Manager], so that means we 

would, we are not building this web based workshop and we‟ll divide it in different 

phases, the first phase will be a live one, the second phase will probably be a semi-

live one that means that we connect and see whatever has, what the others have 

wrote so far and come with your own contribution and a time frame of a week 

eventually and then the next week we will consolidate on a live session again. 

Marketing Coordinator:  So basically by the end of June hopefully we will be done. 

Business Manager: Yes. June should definitely be the month when we bring this plan 

to an end. 

Researcher: This is really interesting, in terms of going back to what sparked this idea 

in the first place, you talked a little about this and I am wondering, you are classifying 

this project as a co-creation project; what to you define as co-creation, or business-

to-business co-creation? 

Marketing Coordinator:  Well, from my point of view, Business to business co-creation 

is first of all having all of the parts coming together and giving their inputs and their 

expertise to a common goal. From that point of view of course, you need a 

facilitator because otherwise it will just run amok and nobody is going to basically…  

Business Manager: Profits… 

Marketing Coordinator:  Yeah, profit from it. And neither profit, but they won‟t even 

give their input just because nobody asks them for it specifically. I think from if it‟s 

basically people coming together and sharing their expertise and knowledge and 
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benefitting all from each other‟s expertise and knowledge for common theme and 

goal and… 

Business Manager: mmm… 

Marketing Coordinator:  yeah, that‟s mine. 

Business Manager: Every, It is what it is it is- synergy? One plus one equals three. And 

a lot of people plus a lot of people should equal you know a synergic effect that 

gives the project a better output that they could ever imagine, just making together.  

Researcher: In terms of experience, because you talk about another project where 

you have co-created an app with an organization. Do you believe that, what is co-

creation in terms of business is it something new or is it something that you have seen 

in different cases? 

Marketing Coordinator: Projects, yeah I think the Business Manager can tell you 

everything that I have told you about. The one with co-creation with our 

competitors. He also talked about that a lot and he is being doing it quite nicely 

again in the sense of… I think co-creation; the biggest invention it has is education 

and education with the aim of everybody making money, basically [laughter]. And 

from that point of view of course you can use it one business to business in the sense 

of with competitors, with your customers and of course internally. And we have been 

doing everything on all of this… 

Business Manager: Yes, I agree. The question was what:  

Researcher: Do you see that co-creation is a rather new concept? 

Business Manager: I see that if you look at the IT-stack. Look at large enterprises like 

let‟s say a big utility company or you know, machinery industrial company or 

whatever, they usually have some fixed module. I believe that social networks and 

instant messaging you know, are coming in this outburst stack of large enterprises as, 

you know an integral part of the IT. I meet companies taking for instance video and 

imaging and you know very seriously, you know how they use it, video editing and 

films within internal marketing, it‟s a tool. I see companies in the need of work sites 

where they can exchange information with different vendors and suppliers where 

SharePoint has been the true chosen one by 80% of the companies doesn‟t meet the 

expectations because it is not social or to the low oriented, the interaction capability 

of it is just too poor. I see instant messaging as in a position of mailing things internally 

and as a great alternative so; yes I believe that it‟s going to be part of the stack. 

Social media and I believe that integration tools for instance LinkedIn tools and 

platforms will be, you know, more present in the next two years instead of employees 

having to keep their CV up to date internally. Instead they can use LinkedIn because 

they have created a motivational to keep LinkedIn up to date and I believe that co-

creation tools and platforms will be part of the IT stack like exchange is for mails or 

firewall...it is going to come to stay. 
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Researcher: Ok, so I have one final question; what would you say would be the main 

difference between collaboration (B2B) and B2B co-creation? 

Marketing Coordinator: that‟s a hard one [laughing]. Well I think, if you look at it 

collaboration is, it doesn‟t necessary involve coming with something new. It can also 

be “ok we‟re just getting together and seeing how things are going to evolve”. Co-

creation is basically coming with something new that could not have been possible 

without all of the parts involved. I think that is the main difference. Collaboration is 

just one basically 1+1=2, co-creation 1+1=3 to quote the great Business Manager 

[laughter from both]. 

APPENDIX 3 

 

Interview with the HR Director  

2 July 2012-Duration: 33 minutes  

Researcher: So I am here with the HR manager of the consultancy, so I wanted to 

start ask if you could present yourself? 

HR Director: I will do that. Well, my name is xxx and I am a combination of HR Director 

and a consulting director and my responsibility is parted in two; HR director is for all 

employees in our company regarding their competence development, 

performance dialogue, resource allocation to the different kind of projects and tasks 

that we have, also making knowledge sharing more smooth than it has been before, 

more available to everybody. So it is somewhat a task that covers all employees in 

our consultancy. 

And the other part, the consulting manager is only for the SAP consultants, where my 

task is the same as all of our employees; making sure they have the right skills, 

broaden out their profile so they don‟t have deep knowledge in one area that we 

are not able to sell anymore, but point out to them how important it is to have a 

broader profile and be attractive on the market and to follow the strategy that we 

have in order so we can sell more services. And of course it is not only a strategic 

kind of management, it is also personnel management to make sure that they are 

alright, making sure that they are working in is what they like, not that it should be 

exactly what they like but what we also would like to develop towards and make 

sure that they are a part of it. So it is actually a two-parted role. 

Researcher: Ok. Then could you describe the roles of a sales/account manager, like 

the Enterprise Mobility Business Manager‟s role for example? What is his role or a 

typical account manager? 

HR Director: Well, a typical account manager anyway he is kind of interested in the 

industry that we are in which is a combination of selling business processes and the IT-

systems that supports them, will be a person of course who has a professional 
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knowledge within the area that they are selling so like if we are selling, we are selling 

HR, SAP HR which is our core business also, we should have an account manager 

who knows what is the HR model, what does it consist of, what kind of sub models 

are available and who knows the customers HR processes and is able to listen to 

what the customers says and try to convince them that we actually have an IT 

system that could support it and maybe even make a better business case out of it 

than they have today. So they should have some professional knowledge regarding 

the product or the system that they are selling, not in detail, of course but enough to 

get the customer interested in more dialogue, because the next phase if he is 

interested is of course to have some specialist doing analysis and so on which the 

account manager shouldn‟t. And on top of this selling he should also on a 

professional side plan meeting events and be able to be part of a global preferably 

network to share relations with important persons around the globe who are relevant 

to our business and be able to do this small talk and maybe serious talking but have 

this personality that he should present a kind of trust and knowledge but also be on 

the personal side very bold in order to be able to read which consumer that I am 

sitting with; is it a person that I can talk to because he is very keen on knowing 

professional the professional way into argument or is it a person who I can chat and 

golf with or something… so he should be able to on his personal side have this skill to 

read people and use it to reach out and make relations depending on what the 

customer, what kind of person the customers is. And he should also have a very hard 

drive, be able to do business himself, not depending on somebody to show him the 

way or get him started, or to be beside him, he should be able to do everything 

himself and to know when he can smell some business and he needs to be strong, 

robust, so he would not be wiped off. He needs to try again and again and again in 

a way that, in order to get this customer interested, but in a nice way of course.  Yes I 

think he should also consider which is the part of the very hard things to do in a 

consulting business is the transfer of knowledge from the sales phase to the 

implementation. So he should know that whatever he is selling, that should also be 

possible to implement, so he doesn‟t sell a sand castle that will collapse, but he takes 

it seriously to hand over it in meetings with the delivery manager to say; “ok this and 

this is what I agreed with the customer, the contract will oblige like this, this is the 

environment and conditions so we make the most out of also be able to deliver 

actually what he says and not all account managers are keen on that because they 

their drive is that as soon as they are signing the contract, they are moving on to the 

next. Of course that is also what they should do but they should deliver this in a 

proper way too, delivering to the organization. 

Researcher: Yes, why do you think that is, like what you said? 

HR Director: Yes I think its personal, because they are very resource driven, they are 

very keen on reaching the objectives that they should have regarding finance or a 

certain number of new customers that they are getting measured upon in their KPIs. 

They are very focused on reaching the KPIs that they have for the year and you 

know, somebody says that sales managers, account managers are driven by their 
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bonus. My experience is that it is not always like that. Of course they would like 

bonus, we all would like that, but as many consultants are saying: ok bonus is a nice 

thing but not the most important thing, you also find account managers who thinks its 

nice, of course they want it, but its more important for them to be competitive, so 

they actually like this competition of having a very high level of their target, maybe 

even unreachable, but they love to try to reach it. So I don‟t think it is as much the 

bonuses result that they are going for. 

Researcher: Normally a competition, do they compete internally, externally- how do 

they compete? 

HR Director: Well mostly, I think its internally. And then when they have reached that I 

think it‟s the most important, but then they start to compare also with other 

businesses; people they know around, how much they were selling for, how many 

new customers they got and so they start to compare also benchmark across 

companies. But I think the most because it is very visible right now that it is internal. 

Researcher: Ok. You said that they more or less self-starters so they are driven to do 

things themselves. In general do they have any resources in this organization or 

externally to help them reach their targets and goals? 

HR Director: Well actually I think that account managers should have. Someone who 

have the ability to be structured, to make meetings for him because many account 

managers are not that structured at all, so they should have some help planning their 

meetings, they should have somebody to carry out marketing activities and make 

sure that customers get invited and you have place you have room to where they 

should stay so all practical, very structured approach. I do not think they are able to 

do that themselves, they should need some help for that and I think also actually 

when you reach a point in a sales contract, they should have somebody who knows 

what is the legal kind of stuff you put in and is it absolutely, is it a good contract in 

with the competition and so on, making this more valuable look into it because, 

yeah, I don‟t think it is their strongest side to do this structure of things. 

Researcher: Ok, then I move on. In terms of a marketing coordinator, like Madalinas 

role, the same question as before; what is the role and responsibilities? 

HR Director: Well Marketing Coordinator, yes. Well actually I think the most… My 

experience is that they are very close cooperating with account managers and they 

are the ones who are, who have the plan who have the time schedule for what kind 

of activities, when, with who, what kind of agreement should we dealt during the 

phase, and also it is a bonus if they are very on the personal side, like extrovert, 

outgoing, are able to get/take contacts and make arrangements maybe arrange 

meetings also with potential cooperation partners or customers or… so they have this 

also not bold, but anyway inside their personality that they are not afraid of going 

out and making arrangements, so they are actually the ones who hold the plan. 

Maybe they don‟t create it themselves, but they do it together with the account 
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managers and in this case, the partners also, but they should actively always plan 

and make sure it is followed through, they should also come back, if like last week 

when we had this talent management event where we could see- ok, the ones who 

were approaching me that if they were interested or not our goal group so the 

Marketing coordinator should say “ok guys, this doesn‟t look like we should use our 

time on this” so maybe some more on the fore, can‟t sit back waiting for the 

account manager to come and say: “ok how many are there, are they valid” and so 

on… so they should also have this – they do, they actually also have a high drive also 

because marketing is the high drive thing. 

Researcher: hm. Are there other responsibilities that the marketing coordinator here 

has- except for helping or collaborating with the account managers? 

HR Director: Yes, well here it is also a kind of marketing and social media who is the 

one that should advertise, putting new things on social media, Facebook, linkedin 

and everybody can actually call the marketing coordinator and say hey would you 

do this; I have this information which is valuable to be put on each of these or what is 

your opinion? So she is also following closely the development of the social media, 

and I think also she should have this; what are they doing now, what is the next step 

to do it and like, I don‟t know blogs and so on. Where should we be to get the most 

branding and expose our product, I think that should also be a marketing 

coordinators drive to follow this, to come in with good advices of what is working 

what is not, what is in what is not.  

[…] 

Researcher: Ok, this leads me to asking about the organization as a whole. Maybe 

you could tell me a little bit about the organization, the history; why, how it was 

founded and by who. 

HR Director: Well our consultancy has existed for 11 years now and originally funded 

by one partner who is still here, the CTO and partner and another partner which was 

his cousin, I believe. And the purpose was actually to do mobile business because 

the consultancy „s mission is to be mobile,  that was their dream, to do mobile 

business and, but at that time the devices were not ready, the technology wasn‟t 

really ready so what they did was to have this customer base of application 

maintenance and sms services so this old technology which are still recognized 

anyway and could still be developed, but that is what they started with. And I 

remember CTO was in China and he came home with a lot of devices, mobile 

devices actually that we haven‟t seen over here and he was really thrilled and he 

was showing us short films on how to use them in different kind of business situations 

like a car breaking down and it sends automatically for the felt truck and whatever, 

but yeah, the world wasn‟t ready. so… but what they did it was because they were 

both originally from the SAP world they were consultants before, then they decided 

ok, so let‟s get a consultants business running in order to also get money to invest in 

the mobile technology and they did so and they started with as we ended up now 
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with SAP focus on only HR which they were both originally from so they knew a lot 

about it. And then they hired some consultants, they had a nice network and got 

people onboard the following years that were about 25 persons also, something like 

that. And at some point they took in another partner some years after, I can‟t know 

how many years after maybe 3 years after they founded the company and he had 

an idea that we should be a full service consulting business for SAP so they started up 

hiring logistics consultants, finance consultants, CRM consultants and so on so we 

should be a full service partner for SAP. But it never really succeeded actually, 

leaving this focused on HR because we were in a competitive situation where there 

were a lot of other consulting companies. So some years after I thought they let 

everybody who was not in HR go from here, and then shortly, the mobility business 

started up again with technology available to do nice solutions that had a business 

case actually appliance to the supply chain or maintenance chain. And then, yeah, 

they started I think The Enterprise Mobility Business Manager has been here for 3-4 

years and they hired him to be able to have focus also on this mobility side and it is 

not actually a very good job in you know to get the right people interested in, both 

partners and product owners and so on around the globe. And I think we were the 

first partner in Denmark before SAP even bought SAP services so he did a lot of 

lobbyism around in many countries and at some point, xxx who is now the owner, I 

think he started 3 years after he entered the company, after they started he was 

entering as a Partner and then this partner who was a part of broadening the SAP 

profile, he stopped and started his own company, but still with different consultants 

so he still kept to his beliefs. Now it is two partners and they have been running the 

parallel since well, 4-5-6 years and now only have the focus on HR and strong focus 

on Mobility to get it done and I think they looked at each other and discussed should 

they still be a small company with 20-25 employees or should they try to make a 

growth strategy and to compete in another market, because mobility was quite 

interesting and of high demand. And they decided to go for the growth, but in order 

to grow you also need to have a strong focus on a strategy. And I do think that they 

both knew that they were not able to do that because their experience to grow with 

the company and they were young, you know they had difficulties in keeping the 

focus if somebody, if something popped up here they were running after that and if 

there was somebody here they were running after they, that, that‟s, yeah, they knew 

they couldn‟t do this. And then they asked xxx, who is now responsible for all 

deliveries and me (HR Director) if we wanted to be a part of their company in order 

to make the growth happen because they knew that both I and the Delivery 

Manager, they already knew us from many years also were very structured and very 

focused. So actually, I think it was quite it was a nice decision that they made to be 

able to see that they are not, that there are some errors in the business that and they 

need somebody to make sure it stands so we got hired 2 years ago, 1,5 years ago, 

something like that and have built up some processes that we deliver in one way 

with more quality that we actually do not have consultants who are not developed 

so they are not in demand, and making a lot of changes and making knowledge 

sharing and building up the new stuff like social media, collaboration, mobility for the 
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HR part, make focus on that more than it was before. I think if we look at it now we 

have had some very tough discussions in the management team because the art of 

growing is actually to keep the focus and not still run for the right or left or straight or 

backwards, so we had a lot of discussions in order to make sure that we are now a 

management team taking these decisions here and we have a decision, we go out 

to the company who was in some sort of cultural change and say: this is what we 

decided, this is what we need. We do not go out before with different opinions then 

we confuse everybody. And actually 1,5-1 years later we succeeded in making very 

constructive meetings, a very nice strategy that we all believe in and we also 

succeeded in speaking with one tongue. So its interesting to be a part of this change 

of culture. So we have a lot of noise in here in the organization, many consultants 

who are angry that we changed the profile of the ones who were hired because we 

would also like to be younger. So from very experienced consultants who were and 

are, some of them anyway,  SAP consultants, some of these consultants could be 

some arrogant a primadonna and so on… and we get this young people who just 

loves to work and, who really has a lot of drive and would, ah… it is another 

environment, especially for mobility. And that‟s what we wanted so this mix could 

influence each other and I think we are about to make a nice culture where things 

are moving, where everybody is gaining something, the new ones and gaining 

experience from the old ones and the old ones are getting this fresh drive and when 

they are sitting sometimes you know, woo when they say they don‟t get any 

information from top management then they are the ones to say; hey come on what 

do you need, just take it yourself, so… it is a nice thing. 

Researcher: Ok. So you began..which year did you start here? 

HR Director: In December 2010.  

Researcher: Ok and the meeting you said that you created  a strategy; when was 

this? 

HR Director: It was this fall in October 2011. 

Researcher: Ok, so before this you didn‟t have this.. 

HR Director: Yes, so the Delivery Manager and I started out, our first day was actually 

a strategy event for the year of 2011, but at that time we had an organizational layer 

in between us that was a management team and then there were some consulting 

managers who are located in Aarhus and in Copenhagen and  the Enterprise 

Mobility Business Manager was a part of it and this strategy, I don‟t know seems was 

like fifteen people or something and it was absolutely chaos. And we were here, it 

was our first day and we were just like “ok yes, mhm”, and actually nothing was really 

decided. And then we had this kick-off in the start of 2011 for all in the company and 

I do believe that many of the consultants were saying “ok” after one of the partners 

has presented this strategy; “ok it looks like it always has been so… what‟s new”. So it 

actually took us one year to get another kind of, a strategy that could be 
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communicated that we had decided KPIs to measure and that was in synch with the 

people area in which I am responsible for and it was in synch with the total strategy 

that the delivery area was in synch with the top strategy and every level had KPIs 

and I do believe that the people we had to start at the kick-off this year were 

impressive because it was coherent and visible and we could communicate from a 

management team in one way of communicating so we all had one right or the 

same way to answer to the questions that would pop up and the consultants told us 

that it was the first time in our company‟s history that the saw a strategy that was 

worked through and they liked it, they think it was extremely ambitious but they really 

liked it and would be a part of it. So there is a change in the way that we are doing 

things and we also need this change because we want to, if the owners of the 

department doesn‟t last, if they wanted a small company they should have sticked 

with that and just do what they are used to but you know it is hard to be a small 

company in this market today, also because SAP is not a growth market anymore it‟s 

in Mobility. So, the choice of doing something else and make a growth strategy in 

this market situation is very bold, but we need to do something bold in order to move 

ahead.  

Researcher: Ok, thank you. So moving on, you already touched upon some of it but 

in short, could you explain then today- since you changed, since a few years back 

the structure of this organization in terms of team‟s, key roles and the amount of 

employees you have today 

HR Director: Yes, well we changed really after… I think it was 4 months from when the 

Delivery Manager and I started I think we changed before, our consultancy was four 

business areas, we still are but they were running separately. So we had this 

freelance area who was having their own sales area and running after that and 

mobility, the same and HR, the same, and we really not making advantage of 

having a sales organization that goes through everything. So we changed the 

organization, we had this kind of matrix we have the business areas, four areas still, 

but we have as a matrix going through a sales organization, a people process and a 

delivery process so we are sure that if it was a nice lead, we should take it back to 

our organization and we should try to find out: is it mobility, is it HR so it makes more 

yeah… synergy anyway to do it like that. That was one thing we did.  

The other thing was to remove this layer of middle management layer in our 

consultancy where there were there were all of these consultants they were split into 

two teams, either they were in Aarhus or in Copenhagen and in each team there 

was a consulting manager responsible for the people process… and that didn‟t 

really work. And it didn‟t really work just also before the Delivery Manager and I 

came in, because these consulting managers had a lot of objectives that they 

should provide for their teams, they had sales objectives, they had competence 

objectives, personal development objectives and so on. And on top of their whole 

consulting manager role they were also supposed to invoice customers so they 

actually had one day per week of doing all of this. And they did, I think it, it had 
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been working so for two years before we came in and we looked at it and saw that 

the objectives, that they didn‟t reach any of them, so we decided to remove these 

from their positions.  

APPENDIX 4 

  

Interview nr 2 with Marketing Coordinator 

27 September 2012, duration 21 min 55 sec. 

Researcher: When did you join the organization? 

Marketing Coordinator: I joined in March, first of March this year (2012). 

Researcher: What was your previous experience that made you fit this role? 

Marketing Coordinator: Basically, before I had my own company but what actually 

got me inside the company was that after when I had my internship the bachelor 

internship I did the bachelor thesis for the company. I met the company at incubus 

sens bar in Aarhus where they have a subsidiary. And I did my master thesis in… the 

bachelor thesis in how to help them get a particular product on the market. 

Researcher: Ok 

Marketing Coordinator: And one year later they approached me saying: we want 

you. 

Researcher: Ok. Could you maybe explain me your role and responsibilities as a 

marketing coordinator at your consultancy and also who you report to. 

Marketing Coordinator: Well, a lot of things happened during the year but I started 

out dealing with all marketing related activities such as… so basically all the pre-

sales. Including brochure design, including social media work, partner relationships 

and also some post sale activities such as relationship building and trying to offer 

upsale, upselling and cross selling and things like that to our customers. And I used to 

report to Jette Abrahamsen which was the Sales Manager until last week when the 

organizational chart changed because we want to be more, to have our businesses 

more as a profit centre and all of our employees now are treated as sales persons. So 

now my manager has changed to Alan, the Business Manager and he is reporting to 

the director to Lars (the CIO). 

Researcher: And what is your relationship between you and the Enterprise Mobility 

Business Manager, Alan? 

Marketing Coordinator: Well, Alan saying is now not only the Enterprise Mobility 

Business Manager anymore but also the Marketing Manager for the entire 

organization. The relationship is quite good and I report to him and we basically work 
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as a team trying to promote all business areas in as equal of a matter as possible of 

course sometimes mobility gets ahead [laughter] but yeah… we are trying to get 

everything up and going and trying to basically since it is the end of year now we 

are trying to push as much sales as possible and as much we are trying to build the 

pipeline as much as possible just to reach the peak.  

Researcher: And the KPIs, which KPIs are you meaning, are you talking about the 

ones connected to the business strategy? 

Marketing Coordinator: Exactly, everyone has their own KPIs 

Researcher: What are your KPIs? 

Marketing Coordinator: Well they are not directly there but basically its sales and 

marketing, right? And so they relate to all of the themes that you can see in our 

business strategy. And the strategy is Blue Ocean, innovation, internationalization, 

growth and software. Those were the themes. And my KPIs relate to that in terms of 

building more international organization and trying to promote our consultancy as 

an international partner helping our consultancy create international partnerships so 

that we can actually deliver on the international market, especially on the Nordics. 

We are trying to come up with more innovative ways of doing business so trying to 

get into Blue Ocean and more specifically here: co-creation and also trying to move 

the customer in to a more innovative position. 

Researcher: Can you give an example of a project where you have tried to do a 

Blue Ocean type of value creation? 

Marketing Coordinator: Basically there were quite a lot of projects. We‟re learning. 

We are also learning to deal with Blue Ocean because we have such different 

business areas. Sometimes it is quite hard to deal with Blue Ocean but we have the 

HCM part of the business with is very traditional it is fewer, read ocean it is quite… it is 

almost impossible to differentiate yourself there. But on the other side we have 

mobility which is new, there is always new stuff coming up and there are always new 

opportunities, the problem is to find them, the right opportunities to differentiate 

yourself. And from this perspective we have been doing the BYOD, bring your own 

device co-creation group, we have tried to do it anyway… but we realized that 

even though we want and we like enterprise mobility and we want it to be a blue 

ocean strategy that the decision makers within this field are still thinking, are still red 

ocean people. So its been a struggle trying to move the market together with us and 

trying to understand and trying to analyze the market in such an aspect and trying to 

move the customers and their connection with for example a more generation wide 

type of mind frame. 

Researcher: What is your perspective on the mobility industry? Since that one is the 

one that is more innovation focused…how do you see it? 
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Marketing Coordinator: Well mobility is I think it has been changing; it has been 

starting and moving the entire world since maybe what… the 90s… And more 

aggressively since 2000 or 2005. And I think that it has been changing the way we 

look at things, the way we do things. We are much more focused on speed right 

now, we do not except any types of mistakes from anybody, everything has to be 

here and now and available at all times and also it has created this need to 

transparency which hasn‟t been here that much. It wasn‟t such a focus on it. And it 

has also done and this has shook the business world a lot, it has moved the power 

from the businesses and the governments into the hands of the consumers which are 

the customers which are now basically deciding what is hot. They are deciding they 

have all data at their disposal and they can make the most informed decision and 

they do not see transparency, and if they don‟t see the highest level of quality then 

they will say you know: thank you. So it has definitely changed the way we do things 

and the way we look at things. And I think that is why everybody is learning right 

now, I mean everybody is trying to deal with this in the best possible way. 

Researcher: And by everybody, who do you mean? 

Marketing Coordinator: Well everybody, I am actually meaning everybody in the 

sense that businesses are struggling to understand how they should implement 

mobility in the best way possible. They, most of them don‟t even understand mobility, 

they believe that mobility, when they think mobility, that it refers to apps and it is 

much more than that. It is strategy; it is the mind frame how it is teaching people how 

to think innovatively and how to be there at all times and how to adopt technology 

much faster. Its changing in the way we do things such as even grocery shopping 

and it is for example because there is a store now, I just read this, and they just 

implemented a new way of paying for your items with your phone. You just have to 

scan your phone with the items and you can just leave the shop. So it‟s… and even 

governments are trying now to... They are giving iPads to kids just to get them 

learning and dealing with technology much faster. So I think everybody is trying to 

deal with it in the end [laughing], everyone is learning. 

Researcher: So what is your overall opinion of the business strategy that you have in 

the organization and who created it? 

Marketing Coordinator: It was created in January by the director board which is our 

partners, the former sales manager that is now in charge of HR and our HR director. 

So I think it‟s created by them, I think the first time that we actually had a strategy 

with themes, with KPIs and everyone had their own KPIs. So it‟s new for the company 

and I think it has also been quite optimistic in terms of for example, with work. We 

were hoping for 25% growth this year but taking into account that HR wasn‟t, didn‟t 

do as well as everybody was thinking that it would do… I think it was a little bit too 

optimistic but that‟s why the organization structure has been changed that‟s why 

also everybody has been put in a position of selling. We need to sell and we need 

to…there is nobody, even if we need some, there are no more sales managers 
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because we found out that every time someone has been called a sales manager, 

sales director, or sales person they were automatically given a shut door. So now 

everybody is a consultant or a business manager… so… [Laughter] 

Researcher: Is Blue Ocean in your organization, was that also something new to the 

new strategy or has it always been here? 

Marketing Coordinator: Well our consultancy has always been an innovative 

company. We the whole idea of the company in 2000 it was created was in mobility 

in fact was back then, was entirely new for the business world. So, we have always 

been focused on blue ocean, I think it is the first time it is actually called blue ocean 

and actually put as a strategy in itself because it is such much part of what the 

company is and so. Part of the problem arises through not coming up with ideas but 

with actually getting them through and getting them to the actual finish line. 

Because there is always a lot of projects being started and a lot of projects and 

ideas, but not all of them are seen through the end.  

Researcher: Why isn‟t that? Or does it cost you a lot of money not to finish these 

projects? 

Marketing Coordinator: Well it is certainly, we are certainly losing a lot, not a lot but 

we are certainly losing a lot of hours for instance and a lot of work that has been put 

in the start of these projects. But I think that it also deals with we are trying to drop as 

much as possible, things that are not working so that we are not losing too much 

money. So sunk costs should be sunk costs. But first the fact that the people here are 

starters, they are not finishers…what it this work term…feeders. 

Researcher: How do you deal with finishing projects? What resources do you use? 

Marketing Coordinator: Well now, and this is why also the strategy has been putting 

things with the KPIs, we are trying to get more focused and how should I call it…more 

strategic in our approach and have been using, we are starting to implement as 

much as possible templates so we can optimize everything and we don‟t start 

everything every time so whenever we need to make a proposal we create a 

proposal from scratch all of the time and all that. So we are trying as much as 

possible and that is also why we are using, we are changing roles a lot and so that is 

how we try to deal with it. And I think it does cost some money to the company but it 

is also sometimes a very good idea just to drop it and say: ok just move on to the 

other project and see how that goes [laughter]. 

Researcher: Ok, could you also let me know a little bit about the business case 

project? Were you involved in that project? 

Marketing Coordinator: Yes, we started it together. The idea was to have as mobility 

is such a new thing and everybody just thinks apps or another on site case would be 

that they think it is extremely expensive and it is a huge task and companies most 

often when they hear mobility, they often don‟t know where to start, they say: ok let‟s 
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say we do need a strategy: how to I start coming down to what needs to be put in 

my strategy. 

So we device this business case generator where companies, it is on a website, and 

the idea behind it is that people put in their business ideas and they say: ok I want for 

example an app that can do this and this and then it can choose what should the 

app, how should the app help the company? So is it saving money in a particular 

field or is it cutting cost or is it brining more revenue for sales or things like that and 

then they have some feel and the calculator computes how much it will save or it will 

gain for the business. And I think that is just a very good help that we are giving to the 

customer in a sense that they can see, ok this is how much if I am actually building 

this, it is going to save my company. And they will see, creating a business case is not 

that hard, it can be done in an instant actually. And of course it also helps us with 

approaching the customers, seeing their pinpoints, seeing what they want and how 

they think in terms of creating a business case. So, and we have been doing this 

together with SAP. And it has been so far it has been created a competition for the 

SAP mobility road show for here in Copenhagen for the end of October. But after the 

winner has been chosen and it will be chosen through SMS voting, then we will go 

more global with it and trying to offer it to all customers and also for example to the 

people who attended the Nordic mobility road show and the other Nordic countries. 

Because we really think it is a really big help for our customers. 

Researcher: How did you initiate the collaboration with SAP on this project? 

Marketing Coordinator: Well actually the idea was, the initial idea came from the 

new BYOD co-creation project and also it stems from the start-up day or something 

like that… there is this start up thing here in Copenhagen and it was in Aarhus as 

well.. 

Researcher: Was it the one Alan attended this spring? Start-up weekend? 

Marketing Coordinator: Yes, startup weekend, exactly. 

Researcher: Where I met him? 

Marketing Coordinator: Yeah [Laughter]. So that‟s where the idea was generated 

and we have quite a strong collaboration with SAP taking into account that we sell 

their stuff and they try to help us and give us as much learning material as possible. 

So SAP approached us with sponsorship packages saying that: ok you can buy a 

gold sponsorship package and then you can either develop an app or you can 

create a competition. And here is where the whole thing came into motion saying 

that we are going for the competition and this is going to be… 

Researcher: You collaborating with SAP, but did they ask you to pay something to be 

able to do this? 
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Marketing Coordinator: No, the paying is the sponsorship package for SAP Nordic 

mobility road show. We would have paid it anyway, it was for the stand and…. this is 

just an extra thing that we devise basically. 

Researcher: And how that project gone so far? 

Marketing Coordinator: It is going quite nice. The only problem that has come is that 

people come in to the site but is quite hard to get them to the process of filling in the 

form. I think we have seen interest but since we only sent it so far to the 300 people 

that are attending the SAP mobility road show the return rate is quite low so we are 

seeing approximately a ten percent click-through rate and to actually submitting it 

like one percent. It makes sense because only a few people from the organization 

actually know what and have the brilliant ideas of apps and actually have the time 

to sit down and fill in the form of the generator. But I think that it is going to be quite a 

success in the long run at least. 

 

APPENDIX 5 

 

Interview nr 2 with Enterprise Mobility Business Manager 

27 September 2012- Duration 30 min. 

Enterprise Mobility Business Manager: I joined our consultancy in 2009, in August. 

Researcher: And could you tell me a little bit more about your role and 

responsibilities; from the beginning to the end. 

Enterprise Mobility Business Manager: Ok, this has changed slightly; I was mainly in 

charge of sales when I started here but since the mobility domain was alone 

designing and developing this part of the company then you know I took over on all 

matters. That means that everything coming from you know, decide what product, 

what product line to have on the market to our marketing strategy to anything 

between from, yeah from a to z. But mainly you know from having dealing with 

personnel and dealing you know with which skill set we need to have, to be more 

promising, investing in educational and so forth… yeah. 

Its been a very interesting journey. Today I still have those roles as overall in charge 

but you know, we do a lot of cross sales and the sales team is working across the 

different lines of business. So there is a lot of synergy and likewise we have delivery 

manager that helps me deliver the projects we have an resource management 

manager helps me source the projects and getting the staff if I am out of resources 

and we have a very skilled CIO that asked me to do business consulting when it 

comes to selling strategies and mobility roadmaps so yes… 
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Researcher: Could you tell me a little bit more about what happened in your 

organization what have been the main changes over the years? What services you 

provide… 

Enterprise Mobility Business Manager: The value proposition that we have on the 

market it  

Researcher: Yes, what is your value proposition? 

Enterprise Mobility Business Manager: Yes, I would say that it has developed more 

than it has been radically changed. You know our consultancy was originally 

thought as a mobility company within the B2B sector and we still are. We have been 

in the mean while developed a business unit working with SAP with a core 

specialization within HR so SAP HR. we have a third of a market there and we still 

have it today. What has happened is that mobility is you know, is actually making us 

wider so that we you know, we know more than just HR process with you know we 

work a lot with logistic processes and with financial processes. We are becoming 

more and more interested in and skilled within business intelligence when it comes to 

enabling people to get real time data position ready data on their mobile devices. 

And the whole way that SAP and the large enterprise market is consuming, 

development, integration projects have changed so they very much like to start with 

a few of a rapid deployment solutions, something with a fixed scope, fixed time and 

fixed price and you know those big implementations delivers time and materials and 

just not there anymore. We still work a lot with HR but HR has, in you know, is copying 

some of this, this go-to-market strategy we have in mobility with very good results and 

we became valuated reseller for SAP a year and a half ago even if we have been 

service partners for over ten years it was with mobility that we actually got SAPs 

attention in the Nordic first and then Europe, in EMEA afterwards. We are marketing 

our skills within enterprise mobility in the Nordics in our own, Denmark, so we have 

marketing efforts that goes outside the Danish market which is something new for us. 

And there is a lot of things. 

Researcher: So maybe you could tell me more about your mobility section that you 

are in charge of and the mobility industry- how do you see, what is your perspective 

of the mobility industry and your value proposition? 

Enterprise Mobility Business Manager: We have been in the mobility industry for 12 

years and the industry has always been there, either in forms of telecom or mobile 

devices like REM research emotion or delivering value added applications on the 

mobile platforms. What has happened what really, you know what was the real 

game changer has been the blackberry, in 2004 and 2005 and afterwards the iOS 

product starting with the iPhone in 2007 and the apps market, co-generation of 

applications in 2008. That has changed the market because today a lot of mobility 

projects are driven by employees and users and not IT driven anymore, that means 

that the enterprise mobility market has had, finally after many, many years we have 

been waiting for a long time for this to happen, mobile computing is changing 
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radically changed the way we do computing in general, the way we expect an 

application to work and assist us in a daily task so that the PC are now copying the 

way that we use software consumer software from our mobile devices and because 

that has all of the sudden become a much more intense and use-friendly experience 

and you know big complex applications has been peeled off, all unnecessary 

buttons and functionalities, so whatever we need, will interact with a computer 

engine, whether is a smartphone or tablet or PC we want it to be a 2-3 click action 

completed and we want real-time action access to a reading. So the market has 

changed, it has become mature. As a matter of fact very, the very big companies, if 

you for example take the fortune 4000 companies worldwide they are only now 

starting to invest money in developing a mobility roadmap and understanding how 

mobility can support their overall strategy and putting it in writing so they are, they 

have the budget and our transforming their processes towards it. Since they‟re 

starting now we are very well positioned and we expect our business to grow very 

fast and rapidly for the next two years. 

Researcher: Who are your competitors- do you have any competitors? 

Enterprise Mobility Business Manager:  Of course. We have a lot of competitors. What 

our consultancy stands for is enterprise mobility as that we want to help any 

enterprise company to fulfill their needs of consuming data to mobile devices but I‟m 

you know, the real branding value of our consultancy is SAP mobility. Because we do 

have 12 years experience as an SAP consultancy and we have 12 years as a mobility 

consultancy so my competitors right now are either SAP consultancies house without 

mobility experience or mobility development houses without SAP experiences. So 

right now those are you know, my greatest competitors are companies that 

develops, that has developed many different mobile applications mainly business to 

consumer based applications within, with marketing as sponsor when it comes to the 

front-end and usability and when it comes to back-end integration my competitors 

are the companies that today holds the, are the preferred partner when it comes to 

consulting on top of an existing application, it could be a warehouse management 

application or a plan maintenance application or e-recruiting application, travel 

management application and so forth. So I am competing with them providing 

customers outside new value, with mobility and they would raise their hands and tell 

the customers and tell they know how to do this too and to be honest the best would 

be, the best for both partners, our competitors and our customers would be we 

could sell our services as a mobility task force for the existing consultancy but right 

now we cannot take it along with. So Accenture, IBM, Capgemini, Tata consulting 

services are our right now our greatest competitors, SAP themselves, you know, they 

tend to compete too sometimes having their own service consultancy department 

as well so those are our main competitors and of course much bigger than we are. 

And then like Carlsberg who have only, who only work with companies they have a 

framework agreement with. So we have a challenge to come in with that we are 

best for the job. 
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Researcher: Yes, so that leads to your company‟s strategy, how do you compete 

with your competitors? If you could let me know first in your words, of the 

organizations business strategy and of course why it was created and by who. 

Enterprise Mobility Business Manager: Ok. For the year of 2012 this is a very…well you 

know, this is a very short ranging strategy. This year, our strategy was to develop our 

strategy to blue ocean markets. Anything, any skill set laying very close to our core 

domain, that means any skill set any product, any skill set within HR that is a non-

developed, for instance talent management is a buzz-word for many companies or, 

but nobody has a few has implemented it. We decided to be the first and the best 

company within consultancy services in talent management. How you find the new 

leaders, how you educate them, how you grow them from your own third lines, 

fourth lines etc. mobility of course, but also harder integrate our skill set within HR with 

new mindset like HR and social media, how to integrate that into our IT stacks and 

how to become a preferred consulting partner that can help companies to uplift 

their learning solutions to incorporate video learning and so forth. So how that came 

out is I believe that we just had a workshop last week for a very big company, global 

company in Denmark actually where we presented them different way of looking at 

exactly these things we are talking about- social media, collaboration, mobility, 

media learning and so forth. So I believe that we are there. In talent management 

and in learning management we are there, we took it first into our accounts, we are 

working this year. We are trying also to eat our own medicine, to you know, live out 

all this different new technologies as far as we can so we learn collaboration and we 

try to be active bloggers and in our consultancy so that its not only something that 

we say but it is something we do. Another pin out of five is innovation, we are 

working to both into innovating our customers but innovating our own way of doing 

business of developing our skill sets. 

Researcher: How do you develop your skill sets in this organization? 

Enterprise Mobility Business Manager: We sell hours, so our consultants are to invoice 

as many hours as possible and we actually asked them to understand that in, you 

know, if they wanted to become wider within their skill set they needed to find time 

and interest in their own time. What we did, we found, we made bootcamps every 

month. A different boot camp in our consultancy where you from 4 o clock after 

hours you could come in and have supper and interact with your colleagues and 

learn about something new. And that was very successful. It has at least inspired a lot 

of other consultants to dig deeper and to part of develop within new areas. 

Researcher: How often do you have these boot camps? 

Enterprise Mobility Business Manager: One month, once per month. 

Researcher: So whats your opinion on the company‟s strategy overall, what value 

does it bring to you? 
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Enterprise Mobility Business Manager: Well, having a strategy is a value to us. The 

strategy you know, we have a strategy with people, we have a strategy with 25% 

growth and software development, you know, computer world just cored us to be 

the top 1 SAP software integration company of 2012, that means that we have 

reached some of our goals. We are doing well. We are using the strategy in the way 

that the overall strategy is translated in KPIs so for every strategy point that you see in 

the framework we have, we have several activities, KPIs that has to be fulfilled within 

the year. That means that we have activities for Q1, Q2, Q3, Q4, and you know we 

are pretty much in time following up the goals the activities we believe that this 

strategy is being a great support for us in order to you know, stay focused on our 

goals. 

Researcher: Then I would like to focus on this blue ocean strategy. Do you feel that it 

is applied in this organization- could you maybe give some examples in how it is 

used?  

Enterprise Mobility Business Manager: well a blue ocean strategy as I see it is not 

necessarily about trying new markets, it is for example if you take cirque du soleil, 

what they did is that they took this circus world and the theatre and the circus was 

not churning and they were not doing well as they were beforehand because of tv 

and cinema and so forth. And the ticket prices it was pushed down because of 

competition with cinemas and so forth as cirque du soleil has a multitude domains 

and one domain bringing dircus to the theatre for very high ticket price and that is 

the way of working as if in a blue ocean with no competitors, you know, being the 

one who is setting the price for the market because there is no alternative product 

there and what we have done that resembles that strategy is we have taken SAP 

and mobility and you know, melt them together to probably was a conscious idea to 

do it but once we had to marketing wise to find out where we could differentiate 

ourselves in this market and of course we made the right decision look into a blue 

ocean strategy. If we were now to for instance go out and present a product to our 

customers within for example video learning, we would probably be working in a 

blue ocean because right now the demand is… you have to generate the demand, 

you know, and… 

Researcher: Yes, could you give me an example on how you could generate the 

demand? 

Enterprise Mobility Business Manager: To be honest what we do is that we look at the 

future, we are very fond of companies like Gartner and IDC and you know we try to 

buy as many reports that we can afford because what they give to us, the value 

they are giving to us is that they look at the market with an out view of the last ten 

years, they look at the next ten years and we  kind of translate that into our world 

and our perspective and we go to customers and speak with them without a view of 

their challenges of their KPIs. We try to help them envisioning a new model of what to 

do and how to solve their problems, how to meet their demands and their bosses 
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demands and designing a picture of the future as we understand it and know it both 

socially and technologically speaking and once, if we agree on that then we can 

make a roadmap too and design a new solution that brings them towards the goal. 

So it is pretty much how we do this. I don‟t know if this is too vague of the nature 

but… 

Researcher: Yes, maybe you can let me know a project you worked on more 

concretely… you told me about this business case project. 

Enterprise Mobility Business Manager: Yes, what we are trying to do is actually as I 

mentioned, many of the software platform technology projects are driven by IT and 

the big conflict has been in between business and IT; how is IT supporting the business 

or who is driving the activities in the companies, who is demanding the projects? And 

as we see it, there is no doubt in our mind that IT is getting ready for mobility or at 

least to respond to the challenges that mobile devices add to network security for 

instance but what they should also be able to do is to understand that every time 

they start a project or at least a mobility project, they don‟t have to be a cost, they 

can actually add a value. They can actually meet a strategy or enable a strategy if 

they were only to look a little bit higher of where the company is going. And what we 

are trying to do is to give them a framework where they can learn to, or where they 

can learn how to visualize managerial benefits from a mobility project. That means 

we are giving them calculators where they can input for example: if we were to save 

you these many minutes of action, and you have for instance, your employees, your 

works they do this transaction ten times a day and they can say five minutes per 

transaction. Then they can save 50 minutes per day. And how is that measurable 

money-wise? If you for instance take the 50 minutes per day which is almost an hour, 

if you take one hour and time that is per employees and working days. You know, 

how much money do you actually save, are you saving and what can you use that 

50 minutes for that you don‟t use today. And we are really trying to help to educate 

IT to think business wise. To look at measurable benefits. So we this project is about to 

invite other companies and hopefully more people per company so basically they 

are coming to the mobility road show on the 10th October and together with SAP we 

are making this challenge where they need to write this business case, this framework 

where we have already put out calculators, the number of transactions, in order for 

you to save time, the number of hours by giving your employees the chance to 

account travel expenses at the airport, or while they are in the hotel and so forth. 

Researcher: What gave you this idea to create this in the first place, was it your idea? 

Enterprise Mobility Business Manager: Yes 

Researcher: What made you come up with the idea, what was your inspiration? 

Enterprise Mobility Business Manager: My inspiration was that we helped a customers 

to do their business cases a part of our value proposition and I find out that for 

instance we made a big business analysis in this case with a customer in Denmark 
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and I found out that the customer had learned, acknowledged the fact that every 

month they were waiting for, every month before to start their project they would 

lose approx. 3 million Danish kronor which is…a lot of money and then, that is a half a 

million Euros. And if you lose a half a million Euros on a month you don‟t start a 

process, you don‟t change processes then it really hurts for you to know it and that 

being able to show to really visualize the measurable benefits of a project has me 

selling my project and helped the customer you know, allocating their budget for the 

project and help them realize that if they can change the processes and the ways 

that they can be more effective and save money then everybody is happy. 

Researcher: So you are saying that  

Enterprise Mobility Business Manager If I could then teach all of my customers to 

make them you know, their business case so they would not spend time making 

something mobile which is not giving them a dime but spend, look at the core 

processes and the value chain and find out what processes are low hanging fruits to 

in order to find the money to then sponsor and nice to have mobility projects. Then 

they can you know, that could be of value for our partners. So that is what made me 

do this project. So it is about helping the customers helping themselves, help me help 

you help yourself. 

Researcher: So what about the BYOD project, what sparked the idea for that? What 

was the purpose of that one? 

Enterprise Mobility Business Manager: The purpose of that one. I knew that 

companies that consumerization and BYOD was pervasive in all companies, that 

sooner or later any IT department should take a stand on whether or not to allow or 

to support personal devices and now its taking instead of this market for instance, 

Denmark instead of everybody starting from scratch developing their own policies 

they could gain from you know, networking with each other and taking bits and 

bytes of this policy written in the respective companies in order to co-create 

something that was very high-level from the start. And I knew that any IT department 

sooner or later was to take a stand whether or not to embrace iOS or embrace a 

more device agnostic strategy was my goal in order to position ourselves as trusted 

advisors within mobility. So both ways. 

Researcher: But the business case, to go back to that one. It wasn‟t anything that 

they paid you or anything? 

Enterprise Mobility Business Manager: No that is a free framework. Yes it is, right now. 

It is just, it is not that complex but I think it is very valuable because it really, you know. 

Researcher: For both of you or for them? 

Enterprise Mobility Business Manager: For them, for the customers and in… my hope 

is that once the whole, they have challenged themselves filling up this template you 

know, and for one or two or three different ideas, trying to consolidate a concept or 
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an idea then I am actually able to… they will be able to buy, to purchase that 

consultancy on top of that concept so that after if the company likes our 

consultancy or our competitors can come in and say: ok this concept is pretty much 

developed as it is but I have a question to it, or we can bring... Let‟s start with making 

workshops with it, you know, finding out or making a governance model, finding out 

which stakeholders are to be asked and in the process of developing this concept so 

that we make sure that your idea is the company‟s idea and it is a realistic project 

and you can make a business blueprint out of the business case as it is. That is, that 

makes, that accelerates the customer maturity for a mobility project. 
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APPENDIX 8 

Ranking of discussion topics presented on LinkedIn based on a voting taking place 

during the SAP innovation forum event. 

 

In English: 

- Management of devices (31%) 

- Critical Security issues (24%) 

- BYOD Support (OS, app installations, exchange, error tracking) (18%) 

- Security of data, availability, confidentiality and integrity (15%) 

- Legal consequences concerning BYOD (9%) 

- Pros and cons with BYOD (3%) 

 


