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Abstract

Värdebaserad prissättning av tjänster

Technical services priced using value based pricing

Hanna Abrahamsson

Saab Systems within the Saab Group has discovered the potential of its own
aftermarket and wants to introduce a new pricing method. The pricing method, which
is based on customer perceived quality, will be implemented into Saab Systems’
organization. The TLS department (Through Life Support) working with the
aftermarket at Saab Systems will use this paper to immerse themselves in value-based
pricing and develop its aftermarket. The purpose of this paper is to study various
services on the aftermarket and investigate how they can be priced based on
customer value. I have also provided suggestions on how this method can be
implemented into Saab Systems’ organization.

The study is based on a number of case studies of industrial enterprises. The empirical
data has been collected through qualitative interviews, both internally at Saab Systems
and externally out at other industrial enterprises. All industrial enterprises have
reached various levels in its process of implementing value-based pricing. By looking at
the best in a given field, regardless of its industry, Saab Systems has a great
opportunity to learn a lot.

The study has shown that Saab Systems has begun its development of services in the
aftermarket, i.e. occasional attempts to differentiate themselves, but not a systematic
approach in their pricing strategy.
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Populärvetenskaplig beskrivning 
Tekniska tjänsterna i detta examensarbete är kopplade till affärsenheten Saab Systems 
som erbjuder kommunikations- och ledningssystemlösningar samt vidareutveckling och 
anpassningar av befintliga system. Through Life Support är en avdelning som levererar 
teknisk support till Saab Systems levererade system. Examensarbetet prissätter 
tjänsterna utifrån ett kundvärdesperspektiv, d.v.s. Värdebaserad prissättning. Denna 
metod använder kunders uppskattade värde, inte säljarens kostnader för att sätta ett pris 
på en tjänst. Att prissätta efter kostnader blir alltmer förlegat och istället samlar företag 
konkurrensfördelar genom att prissätta efter kundvärde. Examensarbetet ger förslag på 
hur transformationen från det nuvarande tjänsteutbudet och prissättningen till det 
framtida kan genomföras i praktiken.  
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1 Introduction 
This thesis has been prepared in the form of a Master’s Thesis within the Master of 
Science program “Systems in Technology and Society” at Uppsala University and 
covers 30 credits. The thesis is written for Saab Systems, a division of the Saab Group, 
a supplier of customized communication and decision support systems for defense and 
security solutions. The report was written made at Saab Systems headquarter in Järfälla 
at the Business Development department for the services of the TLS (Through Life 
Support) department.  
 
Subchapter 1.1 gives an introduction to Value Creation, which together with the 
subchapter ‘Problem Description’ leads to the ‘Purpose’ of the thesis. After the purpose 
and delimitation an outline will give the reader good overview over the report. 

1.1  Value Creation 
Customer value is in the eye of the beholder, i.e. the customer. It is not enough in 
contemporary business to provide a good product but one must also offer other winning 
characteristics to persuade the customers. It is not possible for companies to compete 
solely on price and they must therefore find new ways to justify their products. One way 
is to supply services. 

Today, Through Life Support services take on a prominent role regarding companies’ 
competitive advantage. Providing more complete offerings and complete business 
solutions are becoming a key factor in order to remain competitive. Companies need to 
differentiate themselves better in order to win a customer, especially today as low-cost 
competitors from Asia and Eastern Europe is moving in on the global market. (IASS 
2006) 

1.2 Problem Description 
The availability of new technologies has enabled companies to easily replicate the 
products, systems, services, and processes of others, generating a huge strategic 
problem for businesses. The accelerating rate of turbulent change, the volatility of 
economies and markets and the relentless progress of technologies and innovations 
makes it hard to be competitive as a company. (Lane Keller 2008) 
 
A forecast in the National Institute of Economic Research announced in August 2008 
that Sweden faces a recession and that the employment is expected to decrease in year 
2009 mainly within the industry sector. The attenuation depends to a large extent on the 
recession in the OECD-area, which takes up to 80% of the Swedish export, but also on 
slimmed-down domestic demand. (Konjunkturinstitutet 2009) 
 
This recession and the low-cost countries advantage within industrial production 
contributes to that industrial companies like Saab AB have to find ways to increase their 
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revenues other than through product sales only. A well-managed after-sales service can 
enhance competitiveness, give higher margins and improve customer retention. (IASS 
2006) Currently Saab Systems use mainly cost based pricing and relative strong product 
focus but strives to move on to an increased focus on customer value creation and on 
services. 
 

1.3 Purpose 
The purpose with this Master Thesis is: 
 

- To study selected services at the department ‘Through Life Support’ at Saab 
Systems and price with the aid of one customer value creation, i.e. Value Based 
Pricing. 

- To describe how Saab Systems can implement Value Based Pricing in their 
organization.  

 

1.4 Delimitation 
This paper focuses on value-based pricing. However, a short description will also be 
given regarding other pricing methods that are mentioned in the interviews in chapter 
10. The purpose is to clarify the differences between them. Obviously, there are other 
pricing methods that will not be covered in this paper. 

As pricing can include many different variables and time is limited, a delimitation of 
this paper is needed. This paper investigates services for the Navy, i.e. Saab Systems 
products that are placed in different ships or other naval applications. Saab Systems also 
deliver products and services to the land based Army and the Air Force. Since a 
majority of the employees I have interviewed at Saab Systems are working with the 
Navy, the acquired information is considered to be relevant and suit the scope of this 
paper. The paper is also limited to a customer perspective, i.e. competitors are excluded. 
The main reason is to ensure quality and depth of the thesis within the given time frame. 
Another motivation is to give the reader a deeper understanding concerning pricing and 
customer benefit.  

Since the military industry is very different compared to other industries, it makes the 
selection of customers very limited. Many of the customers are located all over the 
globe, and they are connected to local policies, which is an obstacle to transparency and 
openness. As this thesis only has access to one end-user, the Swedish Armed Forces, it 
makes it difficult to provide a complete and accurate picture of customer value. 
Therefore, the work will make use of other industries to compile proposals of ideas that 
can be implemented.  
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1.5 Outline 
 

Chapter 1 provides a description of the purpose of the paper and the background to why 
this is relevant for Saab Systems. A brief description of the core in this paper, i.e. value-
based pricing will be given and delimitations will be presented.  

Chapter 2 gives the reader a comprehensive insight into Saab Group and Saab System’s 
organization. A description of Saab System’s business model and pricing strategy will 
be given. This provides a framework that leads the reader into right thinking before 
reading theory and the empirical results. 

Chapter 3 provides a description of Saab Systems’ product range, followed by a short 
practical application of their products. A thorough description of the services is given 
which is the core of this Master thesis project. These descriptions are based entirely on 
interviews with managers responsible for the different services. Also a brief description 
of the naval artillery is given. This gives the reader a better understanding of how and 
where Saab Systems’ products are used. A good understanding of customer’s business 
creates a better understanding of services that the customer needs.  

Chapter 4 gives the reader an insight into the method that has been used during the 
work. This chapter also provides a brief description of all companies and authorities that 
I have been in contact with during the writing of this paper. It allows the reader to get an 
understanding of their operations in order to facilitate the reading of interviews later in 
the paper. 

Chapter 5 offers the reader a thorough understanding of the theoretical framework and 
the models used in the paper. The chapter begins by presenting theories linked to the 
concept of service, and then quality and customer service will be discussed. Further, 
models will be presented in order to give the reader a clear idea on what affects 
customer value and the efficiency in the service process. At this stage, the reader should 
have a clear idea of the meaning of service, quality, customer value and value-based 
pricing. The following will provide a description of how it can be implemented. 

Chapter 6 offers a well-structured empiricism that summarizes the interviews. The 
reader will get an insight in the industrial companies’ business models, pricing strategy, 
sales processes and objectives. The reader will be introduced to Colonel Per Jenvald, 
Chief Commander Anders Olovsson at 3rd Naval Warfare Flotilla, and Tomas Nilsson at 
FMV. They present their picture of Saab Systems’ services from a customer 
perspective. 

Chapter 7 offers the reader a thorough analysis of the materials gathered. The purpose 
of this thesis will be answered by using theory and empiricism, i.e. proposals on how 
Saab Systems may increase their margins by applying value-based pricing are 
presented. The analysis partly consists of customers’ vision of services and ideas from 
other external industrial companies.  
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2 Saab Systems 
A brief description of Saab Group and Saab Systems will be given. Saab Systems’ 
business model and current pricing method is presented and a description of Saab 
systems’ aftermarket, TLS, is given.  

 

 

Figure 1: Saab Groups organization (Saabs homepage 2009) 
 

Saab Group has three business segments and 15 business units where Saab Systems is 
part of the Defense & Security Solutions. In January 2010, Saab will implement 
structural and activity-oriented changes. Saab’s 15 business units, currently organized 
into three segments, will in 2010 be restructured into five business units, Aeronautics, 
Dynamics, Electronic Defense Systems, Security & Defense Solutions and Support and 
Services. 

ど We organize ourselves to meet new conditions in the industry, which means that 
we must grow in the global market, develop our offers to customer and secure a 
strong position in the civil security, says Åke Svensson, CEO of Saab Group. 

Today Saab has a market presence in 70 countries and is thus one of the most global 
companies in the defense and security industry. Overall, Saab has approximately 13 300 
employees worldwide including Saab Systems with 1400 employees, i.e. 10% of the 
entire Saab Group. Saab Systems has offices in Sweden, South Africa, Australia, 
Denmark and Finland. 
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2.1 Through Life Support 
Saab Systems’ organization is structured according to the following model (see Figure 
2). The company’s headquarter is located in Järfälla, Sweden. Saab Systems’ 
department Business Development is working with sales of products and services. The 
unit is divided into two parts; one is dealing with new sales, and the other one is dealing 
with the Through Life Support (Saab Systems’ website, 2009). TLS department, with 
Krister Lindbäck as director 70 percent of his time, and the remaining 30 percent as 
head of sales at BD’s department, is working with the aftermarket. The wide support 
definition at Saab Systems is Through Life Support and comprises all support activities 
from 'designing a system for supportability' to the time when 'the system is scrapped and 
recycled'. Aftermarket is at Saab Systems however seen as a more narrow definition as 
it does not treat the entire support. The word Aftermarket is sometimes used because it 
is it widely known and is easier and faster to pronounciate. (Siwers.J, May-November 
2009). 

 

 

Figure 2:  Saab Systems’ organizational structure 

 

2.2 Saab Systems business model 
Saab Systems provide customized systems to the civil and military market. Saab 
Systems provide services in order to ensure that these systems will work in an 
operational environment. A strong variable in Saab Systems’ business model is the 
advanced technical knowledge that exists throughout the organization. By using 
advanced technical knowledge, customized solutions and international branches near the 
customer, Saab Systems has created a strong foundation for its operations.  
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2.3 Saab Systems pricing philosophy 
TLS (Through Life Support) at Saab is mainly using cost-based pricing. 

ど According to Lindbäck.K (Interview May-November 2009) Saab Systems has 
been using cost-based pricing for a long time. Our margins are set after many 
years of discussions with our customers. We have found a balance between what 
the customer perceives as reasonable and what we think is possible. We charge 
for the number of hours of work and cost of material. 

According to Björn Lundén (2008), cost-based pricing is based on the costs related to 
development of a service. The sum of the costs and the additional mark-up will 
constitute the price. This pricing method is often accused of not taking market 
conditions into consideration, but only the conditions within the company. This is 
correct, according to Björn Lunden (2008), but still it is valuable not to set the price, but 
to ensure that the price one intends to set will provide profitability. 

Although, cost-based pricing is the most common method, it is the worst method. It 
namely ignores market factors such as competition and demand. 

ど According to Lindbäck.K (Interview May-November 2009) 95 percent of our 
pricing is cost-based. The remaining 5 percent is value-based and has been used 
for pricing of training and education. 

3 Saab Systems’ products and services 
A description of customers’ environment where Saab Systems’ products are used will be 
given. In value-based pricing, it is very important to have a good understanding of the 
customers’ operations. In the case of Saab Systems, it is important to understand the 
operational military environment in which it operates, i.e. the naval which is the context 
of this thesis. A product description and a more thorough description of the services 
provided by Saab Systems will be given.  

3.1 Naval Artillery 
Today’s increased demands for operability in several levels of conflict place greater 
demands on material and employees’ skills. The environment in which the defense 
operates becomes more and more complex. The naval artillery has an important role in 
ships’ ability to operate throughout the conflict spectrum. Below is a brief description of 
the process of how targets are detected and until the desired effect has been obtained 
(Försvarsmakten, 1997). 

A large number of Saab systems products are used throughout the process depending on 
where in the process activities occur. All systems for air, sea, underwater and land 
combating are in principle structured in similar ways. They consist of some form of 
sensors to detect and identify position and motion of a target; some kind of weaponry to 
destroy the target; and computers in various forms to convert the data from the sensors 
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and calculate necessary corrections. The computers then provide the weapons with 
information with regard to both internal and external factors in order to eliminate the 
target. The computers also provide the commander with necessary information. The 
chain of activities described above is called a weapon system (Försvarsmakten, 1997). 

3.2 Saab Systems’ products 
In this section, I will present a brief introduction to Saab Systems’ product categories, 
and examples of application area will be given for each category. Through discussions 
with system engineer Tehler, L. (May-November 2009) at Saab Systems, I have 
acquired a good understanding of the systems and how they are used. 

ど Command and Control Systems: Saab is a leading provider of customized 
“Command and Control Systems”. The systems give the user tactical and 
operational support. The systems consist of a CMS (Combat Management 
System), which is located inside the ship and controlled by operators (Saab 
Systems, 2009). 

ど Civil Security: This category consists of products, systems and overall solutions 
that can be applied on the infrastructure of a country. It manages emergency 
guidance of transports in different types of areas; such as on land, in the air or at 
sea. An example of a naval product is the Maritime Surveillance System, which 
operates by scanning and identifying objects within a certain area seaward, e.g. 
the Exclusive Economic Zone (EEZ) or an environmental protected zone (Saab 
Systems, 2009). 

ど Communication: Saab creates secure communication systems for both military 
and civil use. An example of a naval product is VCS 3000, which is a 
communication system made to improve the communication and safety in 
harbours and busy waters (Saab Systems, 2009). 

ど Sensor Systems: An example of a naval product is EOS 500, which is an 
Optronic Tracking System used on ships to discover threats in the surrounding 
areas (Saab Systems, 2009). 

ど Simulation and Training: Saab is a leading provider of training systems to all 
three military branches: the Army, the Navy and the Air force. Simulators are 
often used within the Armed Forces to ensure that the training contain features 
that are close to reality (Saab Systems, 2009). 

ど Weapon Systems: Fire Control Systems (FCS) are placed in the ship to control 
the weaponry on board (Saab Systems, 2009). 

ど Unmanned Systems: As the world is getting more globalized, focus has shifted 
from defending borders to secure flow of goods and equipment. To protect ships 
from naval mines, Saab produces submarine vehicles that can discover threats in 
advance (Saab Systems, 2009).  

The systems manufactured by Saab Systems are connected to several naval 
technological products, such as radar equipment, antennas, wind sensors, firearms, etc. 
(Saab Systems, 2009). The products are exchangeable and differ between different 
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ships. Saab System manufactures products such as radars and directors, while other 
suppliers manufacture other instruments and firearms that interact with Saab.  

The naval systems used today are named MK2, MK2.5, MK3, MK3E and MK4. MK2 
is a system from the 1970s, MK2.5 is from the 1980s, and both are based on an in-house 
designed system. MK3 is from 2000 and the system is based on a formerly developed 
CPU (Central Processing Unit) using a Motorola 6800 processor. MK3E differs from 
MK3 in the sense that it is a PC-based system. MK4 is a newly developed system that is 
soon to be launched on the market. 

The systems and products mentioned above are part of a larger technical system on the 
ships and they are built-up by various electronic, mechanic and hydraulic components. 
These components are assembled and configured to match the customers’ requirements. 
By creating customized solutions in order to cope with a complex environment, the 
ships may possess an effective defense system that can protect against all types of naval 
threats (Saab Systems, 2009) 

Customized solutions require an open and module based architecture in order to meet 
customers’ ever-changing demands. This implies that new features easily can be added 
without changing the whole system. Complex systems require a stable architecture in 
order to easily adapt to new conditions and changes in the environment (Saab Systems, 
2009). 

According to Tehler.L (interview May-November 2009), ships are equipped with search 
radars to scan the environment. When a target is identified, information will be sent to 
the Combat Management System (CMS). The CMS is generally controlled by a 
command group specialized on warfare and combat tactics. The commander in charge 
can make the decision to attack a potential threat by sending information to the Fire 
Control System (FCS). Instantly, the FCS begin to gather information from several 
instruments: the detectors sends information concerning bearing and distance to target; 
the wind sensor sends information about the wind speed and direction; the gyro sends 
information regarding the position and if the ship is swaying in any direction; the air 
temperature sensor sends information about temperature and air pressure. When all 
these variables are put together, the ship has all the essential information in order to 
destroy the target. 
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3.3 Saab Systems’ services 
Saab Systems offers a variety of services to customers. These services are offered in 
“life support”. Life support means that the services are provided throughout the 
system’s lifetime.  

In the following section are those services that are offered to the customer presented. 

3.3.1  Spare parts and repair 
 

 

 

 

 

 

 

 

 

 
 
 

Reparation process 

 
Figure 3: A model created based on interviews with the Logistics Manager, Mats Johansson. (Mayど
November 2009).  
 

Reparation process 

According to Johansson.M (Interview/personal meeting May-November 2009) 
customer sends in a broken part to Saab Systems, which in turn is handed over to a 
technician who investigates and test it. The technician gives an estimation of the time it 
would take to repair the part. The Logistics Manager at the department writes a report 
describing what’s in stock, how long it takes to repair and package the restored part. 
The report is then transmitted to an account manager who can estimate the base cost 
without the mark-up for this repair. The account manager makes a calculation and sends 
an offer to the customer.  If the customer is satisfied with the delivery time and the 
offered price, the account manager sends a confirmation to the Logistics Manager to 
inform the technician to start the repair. When the part is repaired, the Logistics 
Manager writes a service report that includes error analysis, replaced parts, different 
tests performed in reference sites, test systems, etc.  
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Spare parts flow 

When an account manager at the Business Development department has sold a spare 
part, he/she sends the quotation to the Logistics Manager. If the spare part is in stock, 
the technician tests it and make sure it works properly. The account manager makes a 
calculation and sends an offer to the customer.  If the customer is satisfied with the 
quotation price and the delivery time, which can vary from two to fourteen month, the 
account manager sends a confirmation to the Logistics Manager to inform the 
technician. The spare part is delivered to packaging where permits of transport and a 
thorough control of all aspects of the product are arranged. 

There are two cases in addition to the one above that may occur. Either that the spare 
part is not in stock and must be ordered from another supplier, or that the part is so 
called End-of-Life, i.e. the part is so old that it must be redesigned. According to Mats 
Johansson, lead times are shortened considerably if the spare part is in stock or can be 
bought on the “spot market”. The spot market is a market place where products are 
bought and sold for immediate delivery. 

 

3.3.2  Preventive/Corrective maintenance 
When a customer detects an error, he reports it to Saab Helpdesk by email, telephone or 
fax. Saab Service engineers usually visits the customer and confirm the error. Either the 
customer place an order of repair or the customer orders a spare part (see description 
7.1). 

According to Ekman.C (interview May-November 2009), very little corrective 
maintenance is performed compared to preventive maintenance. Corrective maintenance 
often starts with an email or phone call from a customer regarding a technical problem. 
Then a service engineer verifies the information to ensure that the products is from Saab 
and not from another supplier. The service engineer also like to know how critical the 
problem is, i.e. how quickly it needs to be addressed. Thereafter, the work is planned in 
consultation with the customer. 

Ekman.C has through his experience as a salesman recognized the importance of the 
service engineers’ marketing and knowledge. 

ど According to Ekman.C (interview May-November 2009) Saab Systems recruit 
people today focusing more on social skills than before. Formerly, the service 
engineers were specialized in one project and one customer and they mostly 
worked one by one. Today they are more flexible and engaged in multiple 
projects, and mostly they are working two by two. The advantage is that the 
service engineers broaden their competencies and professional network. The 
disadvantage is that the customer not always gets “their” service engineer. 
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3.3.3  Training 
Training is developed and packaged at Saab Systems’ department ILS (Integrated 
Logistic Support), which is a part of OPSE. ILS services address all aspects of the entire 
life cycle of equipment. The services include required specifications, documentation, 
training, etc. 

When Saab Systems designs a new product, ILS is also involved in designing the 
support, spare parts needs, technical documentation and training related to the product. 

ど According to Fröling.C (interview May-November 2009) the company optimizes 
the value of the product for the customer. This ensures that the product is 
configured differently depending on the customer and their specific conditions 
and needs. 

According to Fröling.C (Interview May-November 2009) at ILS, 80-90 percent of all 
training is developed during the process of new product development. The remaining 
10-20 percent is developed for the aftermarket. More specific training is not developed 
until it has been ordered. However, these can be specified well in advance before an 
order is received by TLS. 

ど According to Fröling.C (Interview May-November 2009) customers come back 
after some 10-15 years and want their staff to refresh their training. Since we 
have no internal quality function that ensures that skills are maintained, it 
becomes difficult to find qualified staff in a short period of time and at a low 
cost. Either we must train a new person, or find a retired person who previously 
worked with the course in question. It is only in exceptional cases that a person 
and/or competence are preserved for so long. It takes time and it require 
resources that often make it too expensive for the customer. The internal 
horizontal and cross-functional communication could be improved. 

There are several aspects that could be optimized at the company according to 
Fröling.C, 

ど ILS receives information from the sales department regarding what type of 
courses that may be needed. They do it either by including training in the 
contract or that educational needs are specified as a regular component of the 
TLS support agreement. Today, the organization has no opportunity to deliver 
refresher training in a few weeks’ notice. 

ど We could also sell the same training concept to multiple customers to allocate 
costs and become more competitive. Today, we look only at one customer at a 
time instead of several different customers in different countries. 

ど My view is that we could become more efficient in our aftermarket sales. There 
are many areas that I feel are not fully addressed, or at least communicated. For 
example, refresher training, the need for reference sites, corrections for our 
manuals (service bulletins), failure analysis (FRACAS), and re-evaluation of 
replacement needs, attention. 
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ど TLS monitors the reality and it is very important that they provide good 
feedback to us on ILS and other development departments. But I feel that we 
today are missing the necessary communication. If there are discussions, they 
are at TLS and they stay there. 

3.3.4  Helpdesk 
Saab Systems have introduced a helpdesk for their customers in Karlskrona. It has been 
around for about 1.5 years. Incoming cases are evaluated and forwarded to the business 
unit at which the case belongs. 

ど According to Ekman.C (Interview May-Nov 2009) the customer should not have 
to know whom to contact at Saab. Instead, we take care of it internally at Saab. 
Additionally, we get a source where we have aggregated information about our 
cases and assignments. 

The helpdesk function can be extended if necessary, e.g. at longer exercises or 
missions abroad. Examples may be: Hotline involving technical assistance 24 
hours a day and at weekends. Another example might be that one or two service 
engineers are on stand-by for an “on-site mission”, i.e. the technician goes out 
to the customer and does its work on-site. 

4 Method 

The work with this thesis started at Saab Systems where several interviews were carried 
out. The interviewed at Saab System were selected with respect to the subject. All the 
participants had some kind of connection to TLS. Information has also been gathered 
from the Internet, literature supplied by the employees at Saab, and from libraries and 
universities. 

As literature about value-based pricing is limited, interviews with other industrial 
companies considered to have a good understanding of this pricing method have been 
very valuable. Some of the companies and the contacts have been provided by Saab 
Systems and some I have contacted myself. All persons that I have chosen to interview 
have been involved in service development and value-based pricing. Customers of Saab 
Systems that I have chosen to interview have been very limited. However, among those 
customers that I have had the opportunity to interview operates within the military 
industry. Since a majority of Saab Systems’ customer is within this industry, these 
interviews are the most valuable.  

In addition to interviews with customers and industrial companies, I have interviewed a 
pricing consultancy company. By talking to experts in the field of value-based pricing, I 
have deepened my understanding of the topic. Practical understanding provides a good 
complement to the pricing theories I have studied.  

ABB 

ABB Service used to be an independent company but is now fully incorporated in ABB 
Group. They provide services to increase dependability and profitability in the 
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production facilities. ABB is a leading provider of products and systems for power 
transmission process and manufacture automation. The company offer services 
throughout the products’ whole life cycle, i.e. everything from repairs and spare parts to 
training, system integration and technical support (ABB, 2009). 

Aerotech 

Saab Aerotech is a business unit within the Saab Group that delivers support and service 
to aircrafts. It also provides a wide range of services and integrated support solutions to 
military and civil customers. (Saab Aerotech 2009) 

AGA  

Since year 2000, AGA belongs to the German corporate group ‘The Linde Group’. 
AGA develops solutions that comprise gases, process knowledge, gas equipment and 
service. AGA has a very broad customer base ranging from single welders to major 
chemical facilities; thereby, AGA has developed very good capabilities in customizing 
solutions. The company has a strong focus to continuously develop new services in 
order to meet customers’ needs (AGA, 2009). 

Dockstavarvet AB 

Dockstavarvet is a wholly owned subsidiary to ‘Aludesign’ in Docksta AB. Aludesign 
is also the owner of ‘Rindö Marine AB’ and a 55% owner of ‘Muskövarvet AB’ 
(Muskö shipyard). Dockstavarvet are a manufacturer of aluminum boats, and their 
biggest success is Stridsbåt 90 (Combat boat 90), which has been sold to the Swedish 
Navy. Since the mid-1990s, Dockstavarvet have developed advanced patrol boats for 
both military and non-military use. Dockstavarvets maintenance operations are located 
at Rindö where they can serve customers from the nearby surroundings. ‘Rindö Marine’ 
is a service company that operates in a close partnership with ‘Volvo Penta’ focusing on 
smaller tonnage. The intention of the collaboration is to strengthen Dockstavarvet’s 
position as a supplier to the Swedish Armed Forces and the civil shipping industry 
(Dockstavarvet, 2009) 

Ericsson 

Ericsson is a world-leading supplier in telecommunication equipment and sells and 
develops solutions to the telecommunication industry. Ericsson has four defined 
business segments: Networks, Professional Services, Multimedia and Phones. The 
business segment Professional Services, which is of particular interest for this paper, 
consists of Network Management Services, System Integration, Consulting, Training 
and Support. In 2008, according to the Ericsson website, Professional Services was 
accountable for 23% of Ericsson’s total revenue (Ericsson, 2009). 
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Saab Microwave Systems 

Saab Microwave Systems used to belong to Ericsson under the name Ericsson 
Microwave Systems (EMS), which have been producing military radar systems for over 
50 years. In 2006, EMS was sold to Saab Group and changed its name to Saab 
Microwave Systems (SMS). The company manufactures world-leading sensor systems 
for both the military and civil market. Additionally to their core operations, SMS also 
offers service solutions and post market services (Saab Microwave Systems, 2009) 

Pricegain AB 

Pricegain is a management consultancy company focusing on pricing strategies for 
companies. The company helps its customers to develop new pricing strategies based on 
factors such as competition, long-term goals, quality, marketing expenditures and, last 
but not least, the price customers are willing to pay (Pricegain, 2009).  

Försvarets Materielverk (The Swedish Defence Materiel Administration) 

Försvarets Materielverk (FMV) is an intermediary between the Swedish government 
and the Swedish Armed Forces. Their main responsibility is purchasing and 
procurement of equipment to the Armed Forces. However, they also deliver to the 
Swedish Coast Guard, the Swedish Police and the Swedish Emergency Management 
Agency. The equipment must work and satisfy pre-determined safety and quality 
requirements. FMV deliver products made for both military and civil use. The role of 
FMV as an intermediary is to ensure that the Swedish Armed Forces can fulfill their 
mission. FMV is the Swedish government’s representative in complex international 
business transactions. The goal is to offer a cost effective and safe supply of materials to 
the total defense. Some of the largest suppliers of equipment to FMV are: The Saab 
Group providing management systems; Kockums that manufactures military ships; and 
‘BAE Systems Hägglund’ that manufactures combat vehicles.  

The Swedish Armed Forces 

The Swedish Armed Forces’ primary mission is to defend the nation and its borders 
against military threats. The Navy, which is of particular interest for this paper, 
organizes and train naval warfare and amphibian units in order to, in collaboration with 
the Army and the Air force, claim and defend Swedish territory in case of war. The 
supply of material is fundamental for the Swedish Armed Forces’ capability to fulfill 
their mission. The material is used both for training and live missions. This means that 
the combat units have a great responsibility in handling the equipment. A live mission 
can comprise everything from humanitarian activities to armed combating. 

The Swedish Armed Forces revise its stock plan each year. The Armed Forces (client) 
and FMV (supplier) have to agree on equipment and price, and then an order will be 
placed before FMV starts purchasing the material. Subsequently, a technical 
specification is made before FMV begins the procurement process. 
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The acquisition of material made by FMV has to follow the public procurement act, 
which normally means that the competition needs to be free between the actors within 
the industry. The material is first delivered to FMV for quality and safety inspection, 
before it is forwarded to the Armed Forces (Swedish Armed Forces, 2009). 

The main targets of the Swedish Armed Forces are: 

Increasing national accessibility 

Increasing international ambitions 

Improving the ability of public-private partnership 

Increasing efficiency of production units 

Improve the environment in the marine workplace 

 

4.1 Scientific Approach 

 

Figure 4: The Model above is called the Hermeneutics spiral. 

Based on dialogues with various people, I have developed a new understanding of the 
topic, and this process is repeated several times. I started with a low understanding of 
value-based pricing and added more knowledge through dialogues with different 
persons. This new acquired knowledge gave me more knowledge of the topic and I 
made it possible to develop my interview questions which made it easier to ask 
complementing questions as my knowledge level got higher. In this way, I could better 
communicate and apply value-based pricing on Saab Systems. 
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This method is called the hermeneutic approach. Radnitzky (1970) explains how to start 
in one field, and then try to tentatively put it into a context, thus putting them in a new 
light. This is repeated and a deepened understanding is gradually developed. This 
method explains clearly how I work with the interpretation (Alvesson & Sköldberg, 
1994).  
 
Hermeneutics means an interpretation of meanings, according to Alvesson & Sköldberg 
(1994). The interpretation can be seen as a small part of the greater whole (the 
outcome). Each new interpretation can influence and change the whole. 
 

4.2 Models 
Ericsson & Wiedersheim (2006) describe models as effective tools. This paper will use 
schematic and verbal models. The interviewees usually use verbal models. They 
describe how profitability is affected by value-based pricing and the variables that 
affecting the price etc. The schematic model can be illustrated by means of figures of 
various kinds. A schematic model is not just boxes and arrows, but also containing text 
that describes and explains the models’ factors and relationships (Ericsson & 
Wiederheim-Paul, 2006). I make use of several schematic models that I have found in 
literature and created by myself. The reason to use several models is to cover a number 
of areas that affect the customer perceived value and Saab Systems’ ability to optimize 
its value-based pricing. By using several schematic models together with verbal models 
I can create my own model for Saab Systems.  

4.3 Data  
I will make use of a qualitative approach to collect data through interviews where the 
respondents will be interpreted by me. The characteristic of the qualitative method is its 
special approach to collect and analyze data. Collected data is a product of an 
interpretation process. The researcher plays an important role in the production and the 
interpretation (Denscombe, 1998). 

The advantages of a qualitative analysis are that the descriptions generated by the 
research are rooted in reality. This method is also preferable when it comes to describe 
complex situations. Qualitative analysis allows more than just one valid answer as it 
comes to the researcher’s interpretative skills (Denscombe, 1998). 

The disadvantages are that it is difficult to determine to what extent of the research can 
be generalized into other contexts. There must also be awareness that the researcher’s 
beliefs, identity and background play a role in production and analysis of data. The 
results may be used with caution as the research is based on the premise that the 
outcome is more a product of the researcher than the disclosure of facts. Social 
phenomena are complex and the analysis of qualitative data must recognize that 
inconsistencies, ambiguities and alternative explanations can be an obstacle to a clear 
conclusion (Denscombe, 1998). 
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I have identified two types of data that my thesis may be based on: primary data and 
secondary data. My primary data will be the interviews and the interpretation of those. 
Secondary data in the form of literature and articles will be used to support my thesis. 
The conducted interviews may be described as open discussions during the visit. This is 
an acceptable method according to Lantz (1993), and is especially suited when a 
hermeneutic approach is used. The other method, according to Lantz (1993), is to ask 
more structured questions in a predetermined order. This is more appropriate in a 
quantitative study with a positivistic approach. Data is not “out there” waiting to be 
discovered, as in the case with a positivistic approach, but qualitative data are produced 
while they are interpreted (Denscombe, 1998). 

5 Theoretical framework  
An introduction will be given to the new logic (SDL) that focuses on the realized value 
at the customer by the time of usage of the service. Further, a description will be given 
of quality and what variables are important to an increased perceived quality at the 
customer. Thereafter, a description of differentiation that companies such as Saab use 
to increase its competitive factor is presented.  

5.1 From product focus to service focus  
The report “The Service Dominant Logic” by Per Kristensson (2009) describes the new 
way of thinking about the logic of services. The traditional goods-dominant logic 
(GDL) stresses that customer value can be built-in through production, and that services 
are add-ons that maximize the performance of a product. According to Kristensson, the 
new service-dominant logic (SDL) implies that the value is never realized until the 
customer’s use of a product or service. It is crucial for organizations to understand how 
customers think, feel and behave. The breakdown of goods and services becomes 
meaningless. Instead, the focus is moved to what is happening to the customer and the 
user becomes a co-creator of value. 

The old idea that services are an independent business area, such as aftermarket service, 
is dismantled. SDL is about operant and not operand resources. Operant resources relate 
to active and dynamic resources such as knowledge, skills and expertise. The human 
knowledge is what constitutes a real competitive advantage. In a world where fixed 
assets (operand resources) can be bought at ever-lower prices, it will be harder and more 
valuable to have employees with a certain type of excellence (Kristensson, 2009) 

 
- Kotler (1977): the importance of physical products lies not so much in 

owning them as obtaining the services they render. (Kristensson 2009) 
 

5.1.1  Services 
The thesis covers a number of services delivered to Saab Systems’ customers. Service is 
a concept that can contain different variables.  Here is a brief description of the concept 

21 
 



 
 

of service and its meaning. According to Karlöf et al. (2000), service mainly consists of 
competence and knowledge.   

The concept of competence describes the individual’s ability to act practically out of its 
knowledge. It also aims at adapting knowledge to a real need, which means that in order 
to achieve competence, situation-based knowledge must be translated into action. A 
minor part of the service itself consists of products that are linked to the main product. 
In the case of Saab Systems, the service is based on advanced technical knowledge. This 
knowledge together with products creates solutions for the customer’s main product. An 
example is the service “Training” that includes knowledge in the form of education and 
an associated product in the form of simulation software, which are linked to the main 
products, e.g. a management system. 

For obvious reasons, service content dominates in the service. The service content 
consists of services and products that are linked to the main product. The product 
content represents the main product (IASS, 2006). 

Services are assessed by the time they are consumed and quality factors (IASS, 2006). 
Quality is, according to Garvin (1988), an unusually ambiguous and vague concept. 

5.1.2  Quality 
Our assessment of quality is based on analogies of what we have experienced before. 
This explains why a group of people with similar background and common knowledge 
makes approximately the same quality assessments. From a customer perspective, 
quality is almost always linked to the costs. It is likely to believe that customers, 
consciously or unconsciously, make a reconciliation of costs when they are asked about 
quality perceptions. Perhaps, it may be that the more a service costs, the higher are the 
expectations and the demand for quality (Arnerup & Edvardsson, 1998). 

To get an understanding of the concept of quality, I use Lehtinen & Lehtinen’s (1991) 
three concepts: physical quality, interactive quality and corporate quality. Physical 
quality includes both the physical product and the physical support in service delivery. 
Interactive quality occurs in the interaction between the customer and the company 
personnel. Corporate quality is the quality of the company’s image and profile (Arnerup 
& Ericsson, 1998) 

The quality is assessed on the ability of understanding the customer’s problem (value 
creation). Townsend & Gebhart (1986) argue that it is about actual and perceived 
quality. The actual quality must correspond to the perceived quality of the customer. 

5.1.3  Services quality 
To measure quality of a product such as a management system is much easier than 
measuring the quality of a performed service. The management system either works or 
not. If it is not working, the customer can take several actions, e.g. buying a service that 
solves the problem.  
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Since the concept of service is a phenomenon difficult to grasp, service quality becomes 
problematic to define. A general definition of service quality is: “the service must meet 
customer expectations and meet their needs and demands” (Arnerup & Edvardsson, 
1998). 

The definition is customer-oriented but it should not be interpreted as that the service 
provider must always obey the customer. Putting the customer in the centre does not 
always mean to abide by it. However, it is important to listen to the customer and help 
him to articulate his demands. In many cases, the customer needs help to clarify their 
needs and quality requirements. This is where the provider’s competence and 
professionalism comes into play (Arnerup & Edvardsson, 1998). 

Grönroos (1990) argue that there are numerous studies of customer-perceived service 
quality from various countries presenting similar results. Quality factors can be grouped 
into four categories: 

Trust is a quality which in several studies is emphasized as perhaps the most important 
quality factor (Zeithaml et al, 1990; Thomason, 1993). Below is an example given by 
Arnerup and Ericsson (1998): 

ど The customer wants to feel that what he/she gets, comply with the agreement, 
i.e. that the customer’s expectations are fulfilled. 

ど Staff must convey a feeling of trust that the company has competence and 
capacity to deliver the service. 

Simplicity and Flexibility is another quality element found in service quality literature 
(Lindqvist, 1988; Grönroos, 1990). GTE (General Telephone & Electronics 
Corporation) is talking about “easy to do business with”. Arnerup and Ericsson (1998) 
give some examples of this: 

ど It should be easy to get in touch with the supplier. 

ど It should be easy to understand written and verbal information. 

ど The supplier should be flexible and adapt to customer requirements. 

Recovery is another important quality factor (Grönroos, 1990). The company’s ability to 
handle critical incidents, take hold of the situation and the ability to make things right 
are important factors according to Arnerup and Ericsson (1998). 

ど Professional handling of customer complaints has been shown to strengthen 
customer relationships. 

ど A non-professional management can lead to strong discontent, broken 
relationship or that negative rumours are spread on the market. 
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Staff skills, attitudes and behaviour in the service process are clearly important factors 
(Parasuraman et al, 1985; Thomasson, 1993). Arnerup and Ericsson (1998) give some 
examples: 

ど Responding to concerns is about showing commitment and willingness to be of 
service. 

ど Empathy involves personal attention, ability to empathise with and identify with 
another person’s situation.  

ど Spontaneity. 

ど Problem solving ability.   

5.2 Pricing 
The choice of pricing is very different in different companies. Here are three pricing 
methods that appear in this paper: 

Cost-based pricing: This method is based on the occurring costs, both the direct and the 
indirect costs. Direct cost may be material, purchase costs, etc. Indirect costs may be 
administration, marketing, inventory, etc. The profit margin is set as a percentage of the 
costs. The price is often on a level that customers find reasonable. This method is used 
by Saab Systems and is described in chapter 4.2.1. 

Market-based pricing: The Company bases its prices on its competitors and follows the 
market leader. 

Value-based pricing: An increased number of companies base its price on the 
customer’s perceived value. Several factors have to be taken into consideration, and this 
will be described in more detail later on in the theory section. When using this method, 
the company should deliver more value to exceed customer expectation (Schnoor, 
2006).  

The cost-based method is always the foundation in pricing. Each company must look 
over their costs before they consider using another pricing method. The company must 
also take competitors pricing into account. Focus must be on increasing customers’ 
perceived value in order to knock out competitors from the market. By gaining 
knowledge regarding value-based pricing, we can learn how to strengthen our position, 
but first, we will have a look on the economic description of market value.  

5.2.1  Market value 
The lowest price a company can sell its products for without any losses, is the price that 
just covers the fixed costs as well as the variable. At a sale, the result would be zero 
without any profit (or loss). 

Let us now investigate if we can raise the price, and how much we can do it? 
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All parties, i.e. the company, customers, suppliers and competitors, influence the price 
level expected by customers. The question is how high the price can be without the 
market starting to reject the product because of the price. As mentioned before, the 
supplier’s costs are of less interest to the customer. Customers are primarily interested 
in their own expenses. 

Products and services are exchanged between buyers and sellers in the market. 
Therefore, the market is a theoretical concept, which expresses contact opportunities 
between potential buyers and sellers. Market characteristics are crucial for pricing of the 
product and services (Grubbström, 2005). 

Equilibrium price is where both the producer and the customer are satisfied and want to 
sell and buy exactly the same quantity. Suppose that the price is above the equilibrium 
price. In such a case, the producer like to produce more than the customer like  to buy. 
There will be a surplus of supply and the price will drop down to the equilibrium price. 
If the price is below the equilibrium price, the demand will raise, as the company’s 
revenue cannot cover up the increase in volume. Consequently, the price of the product 
or service will increase. The price is crucial since it carries information about what is 
happening in the market (Grubbström, 2005). 

5.2.2  Value based pricing  
According to Skugge and Argus at PriceGain (Interview May-November, 2009), value-
based pricing is about having an outside-in perspective instead of focusing on costs and 
margins, which is an inside-out approach. The process starts by examining the customer 
and identify its needs, i.e the perceived value of the customer. These values can differ 
which means that the company can set different prices to different customers. 

ど Many companies are talking about that they are going there (value-based 
pricing), or that a part of their pricing is based on customer benefits, but in 
reality, not so many knows what it is all about. One has to explain its pricing 
method, i.e. how one gets paid. In general, pricing is not that complicated 
(PriceGain, interview May-November 2009). 

A good example of value-based pricing according to Argus (2009) is General Electric 
Aircraft Services (GE Aviation), which provides service to aircraft. It is likely to believe 
that they are working with cost-based pricing where they only charge for internal costs, 
i.e. replacement of spare parts and the number of service hours performed. However, 
that is not the case. Instead, GE Aviation provides services based on the number of 
hours the aircraft is in the air, i.e. they help their customers to achieve maximal 
capacity. 

ど Price differentiation, the way we see it, is to set prices with regard to our 
customers’ perceived value of our products and services. For example, we 
charge more for an emergency service than an ordinary service. We charge for 
the customer’s perceived value. GE Aviations’ customers’ business model is to 
have aircraft in the air, which is the value to the customer (PriceGain, interview 
May-November 2009). 
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Price differentiation is about “the right price to the right customer”, i.e. the customer is 
informed about options and their meanings. The idea is to limit the availability of a 
product or a service. An example would be if you pay extra for an agreement where you 
will have access to an extra service. It is important that the limitations are clearly 
communicated (Storbacka & Lehtinen, 2001).  

One of the main issues when it comes to complex product packages is whether the 
package’s components are priced together or separately. To price them together is called 
price bundling. Bundling of components can make the value creation process more 
efficient to the customer. 

In order to reduce the uncertainty in a pricing decision, the decision is based on an 
assessment of five factors. The importance of each factor varies by product and 
industry. Information regarding the factors and their content and importance helps in 
reducing uncertainty. 

In Figure 7, we can see the five factors that are important to reduce uncertainty 
associated with pricing decisions. 

 

Uncertainty prior to analysis 

 

External + internal factors: 
customer value, customer 
understanding, competition, 
objectives and costs. 

Uncertainty after analysis 

 

Figure 5: Factors to take into consideration in order to reduce uncertainty in pricing (IASS, 2009). 

External factors: 

Customer value – To assess how customers perceive the value of a product, it requires 
that the company has a clear picture of the customer and the benefits of the product, i.e. 
what problems the product solves, a clear picture of the situation and information about 
the customers’ perception of the value of the product. 

ど It is the perceived value of the customer that controls the price the customer is 
willing to pay, and the perceived value can differ among different customers. 
The value of this service may be different for another customer. In that case, 
maybe you should charge it differently. The challenge is to measure the benefits 
and the customer’s willingness to pay for the service (PriceGain, interview May-
November 2009). 
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Customer understanding – The goal is to increase customer understanding to get a good 
idea of what price level is acceptable. The uncertainty is reduced as the supplier defines 
what we charge for so that the customer easily can calculate product prices. The 
supplier must consider that the product’s superiority can be unclear to the customer, 
especially if the product is a component of a larger system that the customer already 
owns. 

Competition – Nowadays, companies show a greater complexity in their offerings so we 
should see competition in the market from two perspectives. Which are the current 
competitors, and which are the potential competitors the company might have in the 
future. Customers have the option to not buy at all, to buy another product, or to buy 
another solution that solves a different problem with a higher priority. 

Internal factors: 

Objectives – The goal of the product must be tangible. It must be incorporated in an 
internal strategy to achieve the vision of the company and its role in the future. If the 
objective is unclear, it will not be useful and appropriate as a control measure. Pricing 
may also have different goals, such as improving gross margins or positioning the 
product to optimize the link between price and quality. 

Costs – The value of a product is not only determined by the cost of producing it. Future 
sales must be taken into consideration. The company must ensure that it reaches a 
margin to create a surplus in order to fund future investments (IASS 2006). 

5.2.3  Customers participation 
 

ど Another important factor to create additional value is to tie the customer to a 
project to create a good relationship with the customer. The company will not 
act as a seller but instead have a good relationship where the company sets 
goals together with the customer to increase revenues. The better it is for the 
customer, the better for the company. This is value-based pricing  (PriceGain, 
interview May-November 2009). 

Value arises only when the customer actually use an offer. If the service occurs by the 
use of the service, the customer will always be involved in the value creation process. 
The customer is a co-creator of value. Companies must change their focus from simply 
involving customers in the completing of the process to include the customer 
throughout the process, especially at early stages. In order to achieve this, it is important 
to investigate factors that affect the customer’s willingness to co-creation, thus 
contributing to increased value (Kristensson, 2009). 
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Figure 6: Customers willingness to coどcreation. 
 

Above, we have acquired knowledge about service and quality. Grönroos (1990) point 
out several factors that affect the customer perceived quality. We have also explained 
how different dimensions such as service can be differentiated. Kotler (Schnoor, 2006) 
describes a number of meaningful and valuable advantages that the company must 
achieve. PriceGain (interview May-Nov 2009) emphasize the importance to involve the 
customer and get the customer to participate in the project, while Kristensson (2009) 
addresses factors that affect customers’ willingness to participate and co-create. 

A relationship in a commercial context can be defined as, mutual understanding and 
commitment between two parties in the marketplace for the sake of supporting the 
customer’s value processes and creating value for the supplier or service provider. 
(Grönroos 2005) 

 

5.3 Service productivity framework 
Improving productivity may have a neutral or positive impact on quality, but equally 
well it may reduce perceived quality. If the latter happens, satisfaction with quality 
declines, customer value goes down, and the risk that Saab Systems will lose customers 
increases. The conclusion is that in service contexts productivity cannot be understood 
without simultaneously considering the interrelationship between productivity and 
perceived quality. (Grönroos.C & Ojsala.K 2000) 
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Figure 7: (A Service Productivity Model developed from figure in Ojasalo, Kari, and Conceptualizing 
Productivity in Service. Helsinki/Helsingfors: Hanken Swedish School of Economics Finland, 1999) 
 

- The Service Provider producing the service in isolation (closed system). 

- The Service Provider and the customer producing the service in interactions 
(service production is an open system). 

- The customer producing the service in isolation from the service provider (using 
the provided infrastructure) 

- Quantity of output (volume), actual sales volume influences productivity 
because service cannot be inventoried. 

- Quality of output (process and outcome) 

Saab Systems inputs into the service process (personnel, technology, systems, 
information, use of time, etc.) influence the two first processes directly and the third 
process indirectly, for example by providing the infrastructure for service consumption. 
Saab Systems customer’s inputs affect directly the second and third processes, and 
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indirectly the first one, for example by providing information to be processed in the 
back office. (Grönroos.C & Ojasalo.K. 2000) 

The more efficiently the service organization uses its own resources as input into the 
processes and the better the organization can educate and guide customers to give 
process-supporting inputs to produce a given amount of output, the better the internal 
efficiency or cost efficiency of the service process is. From Saab Systems point of view, 
how customers produce services in isolation from the service provider has no direct 
effect on internal efficiency; however it has a decisive impact on service productivity 
through customer perceptions of service quality. (Grönroos.C & Ojasalo.K. 2000) 

The quantity produced is dependent of demand. If demand matches supply, the 
utilization of capacity or capacity efficiency is optimal. If there is excess demand, the 
capacity is also utilized to full extent, but there may be a negative effect on the quality 
of the output, especially on the process but perhaps also on the outcome. (Grönroos.C & 
Ojasalo.K. 2000) 

According to (Grönroos 1990), customers experience quality as the functional quality of 
the service process and the technical quality of the outcome, and filter the experiences 
of these two quality dimensions through the image of the company, resulting in 
customer perceived quality. The better the perceived quality that is produced using a 
given amount of inputs, the better the external efficiency or revenue efficiency is, 
resulting in improved service productivity. (Grönroos.C & Ojasalo.K. 2000) 

5.3.1  Efficiency 
 

 

Figure 8: Cont. of the Service Productivity Model 
 

Figure 9 shows clearly the factors that influence service productivity and output. 
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Saab Systems becomes more cost efficient when customers can provide some input. If 
Saab Systems knows that the customer is extra careful concerning their costs, the 
company has to improve its internal efficiency to increase its margins. Saab Systems 
listens to its customers’ input, which creates a degree of uncertainty in the service 
process. This increases the pressure on the company’s ability to create solutions that 
reduce costs. 

Revenue efficiency arises from external sources that are linked together with both output 
quantity and output quality. In the short run, revenues are associated with the number of 
accomplished tasks, but in the long run, it is Saab Systems customer’s perceived value 
that is important. However, the customer’s perceived value can be misleading. Saab 
Systems customer’s perceived quality is a better measure than the number of 
accomplished tasks per time unit. But if the customer lacks knowledge of how the 
product is handled, there is a risk that the usage decreases as well as the perceived 
value, regardless of how well the supplier is acting in the service process. In the long 
run, it would be more beneficial to both parties if the supplier focuses on training and 
instructing the customer how to use the product. 

Capacity efficiency means that the handling of requirements is taken into account. 
Service cannot be produced in advance or brought into stock. If the requirements exceed 
what Saab Systems can handle, it will have a negative effect on Saab Systems 
customers’ perceived value, as the requirement will not be achieved. It will reduce the 
external efficiency and thus the service productivity. On the other hand, low 
requirements will reduce the capacity efficiency but keeping costs at the same level. 
Both high and low requirements will reduce productivity (IASS, 2009). 

Above, a general framework has been presented to show what factors affect the service 
process and its efficiency.  The framework clearly shows how customer participation 
affects the process, such as how the customer’s perceived value affects the internal and 
external efficiency of the company. 

5.3.2 GAP model 
I will use the GAP model, developed by Zeithaml, Parasuraman and Berry, to illustrate 
the potential gaps in the service process at Saab Systems. The model shows various 
“gaps” in the service process that may affect the customer’s assessment of the service 
(Figure 10). These gaps are affected by the quality factors described in chapter 8.1.3 
service quality (Arnerup & Ericsson, 1998).  
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Figure 9: The Gap Model (Arnerup & Ericsson 1998) 
 

The GAP model is in its core customer-oriented. The customer realizes the quality 
factor by comparing the expected and the perceived quality of service received. The 
model is also process-oriented as it seeks to identify gaps that may occur in different 
stages of the service process. These gaps will affect the difference between the expected 
and perceived quality of service (Arnerup & Ericsson, 1998). The GAP model is an 
excellent complement to the process-oriented model (Figure 8) that shows how 
efficiency is affected. 

GAP 5, which is the main gap, is a function of all the other gaps. GAP 1 is the 
difference between customer expectations and the management’s perception of 
customer expectations. GAP 2 is the difference between the company’s quality 
specifications and management’s perception of customer expectation. GAP 3 is the 
difference between the quality specification and the quality of the service delivery. GAP 
4 is the difference between quality of the service and the quality that has been promised. 
GAP 4 is about the external communication to the customer. It is important to inform 
the customers about the efforts made to improve the quality. It is also important how the 
supplier act and argue with the customer, especially in an organization with many 
customer contacts (Arnerup & Ericsson, 1998). 
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5.3.3  Saab Systems model 
As a result of qualitative investigations with external companies, several internal 
interviews and with the help of theories, I have developed the following model for Saab 
Systems. The model shows a number of variables that are important to Saab Systems’ 
pricing in relation to customer benefits, i.e. value-based pricing. 

 

 

High Perceived
Quality 

Saab Systems 
customers perceived 
quality 

Low Perceived
Quality 

Figure  10:  A  model  created  based  on  investigations  with  external  companies,  several  internal 
interviews and with the help of theories.  

Saab Systems provide services to customers that are affected by several variables. These 
variables affect Saab Systems’ pricing as it affects the customer’s perceived value. 
Quality variables such as the staff skills, attitude and behavior, trust, flexibility and 
Saab Systems’ ability to handle critical situations, affects the customer’s perceived 
value and Saab Systems’ opportunity to set a higher price. Customer participation at an 
early stage affects Saab Systems’ relationship with the customer. Saab Systems can 
together with the customer set goals in order to increase customer revenues, which will 
increase the perceived value of the customer, thus Saab System has the opportunity to 
set a higher price. It is also important that Saab Systems often get the full responsibility, 
i.e. being the “prime contractor”. It creates the opportunity for Saab Systems to set a 
higher price as service can be bundled with products and important quality variables 
that are important to the customer, e.g. delivery time. Finally, we have the external 
communication that affects customer’s perceived value. If a salesman successfully can 
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communicate the great value of Saab Systems’ services, the price can be set according 
to that. If we apply an inside-out perspective of the service productivity, Saab Systems 
become more efficient if the customer has clear requirements. If the requirements are 
too high, there will be a negative effect on the customer’s perceived value. On the other 
hand, if the requirements are too low, the efficiency decreases which affects the 
customer’s perceived value. Saab Systems’ internal communication is also very 
important as shortcomings can result in the development of a package of 
products/services that does not meet the customer’s needs. All of these variables affect 
Saab Systems’ customer’s perceived quality and thus Saab Systems value-based pricing, 
which in turn affects Saab Systems’ revenues.  

5.4 Implementation of value based pricing 
For a company such as Saab Systems to implement a pricing strategy based on customer 
benefit requires an internal deployment of the organization to achieve goals more 
effectively. The following describes a model with the starting point in the ability to 
create customer value and become more efficient. 

Each unit must have an objective for its efficiency and be consistent with Saab System’s 
or the organization’s goal. Bench learning is a further development of the concept of 
benchmarking. Bench learning helps organizations to enter a continuous learning 
process that develops staff skills, creates awareness and leads to greater participation 
and regeneration (Karlöf et al, 2000). 

Bench learning aims to improve operating efficiency. If we assume that “all operations 
try to create a value that is higher than the cost of delivering this value”, we can say that 
this applies to bench learning. The starting point for all development work using bench 
learning must be operating efficiency, i.e. our ability to create value to our customers in 
relations to the cost of creating that value (Karlöf et al, 2000). 

Karlöf et al. (2000) argue that the ability for Saab Systems to compare its business with 
other businesses is a way to find out if its own business has the right balance between 
customer value and productivity. 

When choosing an area for bench learning, the starting point will be the concept of 
efficiency. An improved area affects operating efficiency. The result of bench learning 
shall, in short or long term, affect the organization’s ability to create value to customers 
and do it in a more productive way. Bench learning is about finding new ways of 
working or developing the business in other aspects (Karlöf et al, 2000). 

Bench learning requires broad participation in the change process to ensure that 
everyone receives an understanding of what contributes to the effectiveness. Bench 
learning has a “top-down” perspective and is driven mostly by the management’s desire 
to improve the efficiency of the organization. The responsibility for the change process 
is moved into the organization. The employees that are affected by the change process 
shall feel that they are involved. The main purpose of bench learning is to increase staff 
skills and learning abilities (Karlöf et al, 2000). 
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Karlöf et al. (2000) have developed a method for bench learning (see picture below). 
Some steps are more costly than others and some require the participation of 
management. 

 

Figure 11: Bench learning – method overview (Karlöf et al, 2000) 

1. Either the management has a few potential areas of improvement, or 
comparisons are made to identify potential areas of improvement. Regardless of 
how the identification of areas of improvement are made, it is essential to gain 
approval for the decision in the organization, and to identify those that belong to 
the target group for bench learning. 

2. The manufacturing industry has come a long way to develop teams and groups 
by objectives. Saab Systems will work in developing an effective and learning 
team. 

3. A comprehensive picture of the area of improvement will be created and a 
description of how the work is conducted. Saab Systems will analyze problems 
and potential for improvements, and see how they fit with other parts of the 
organization. 

4. Models are selected here. A common misconception regarding benchmarking 
and therefore also bench learning, is that it comes from comparing with 
competitors in the same industry. One should be aware that models can be found 
in completely different industries. 

5. Knowledge of the situation is translated into real improvements in the business 
operations. 

6. To gain approval of the project, it often requires management involvement. 
Therefore, it is important to have an ongoing discussion with the management 
team on the progress of the work. An action plan should be carried out. 

7. The project is evaluated to see what results it has produced. A bench learning 
project is a work that contains a high degree of complexity, both because of the 
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broad commitment, as well as the dual purpose of both improving operating 
efficiency and developing staff skills and learning ability. 

6 Results from empirical cases 
Research of this thesis comprised interviews with the Swedish Defense Materiel 
Administration (FMV) and Saab Aerotech. As the material from the interviews could 
not be approved by the interviewees before this Master Thesis was finalized it could not 
be published. However the material, ideas, and understanding from the interviews have 
been used in order to make the analysis and summary of this master thesis 

6.1 Swedish Armed Forces  

6.1.1.1 Interview with Colonel Per Jenvald, Swedish 
Navy’s Base Battalion/Technical Office for Ships 

 

  (Translated from Swedish) 

- 85% of all services are outsourced to different sub-contractors, which is unique 

for the navy. The equivalents for the air force and the army are 50% and 10%, 

respectively. 

Contracts/Agreements: 

- Currently, we have contracts running over two to three years, but it would make 

it easier to have contracts that run longer, like four to five years. The 

consequence would be time savings due to fewer renegotiations, which lead to 

cost savings for the government, and the sub-contractor can undertake a larger 

commitment, for example large investments in equipment. We value the time of 

procurement as a critical point. We are interested in that accessibility is 

guaranteed in the contracts, and that the design of the contracts is made so the 

conditions are identical both nationally and internationally. 

Spare parts: 

- It is important to clarify the “owner” of the spare parts? I reckon that the 

location of the spare parts could be improved. A central warehouse would 

improve the accessibility, but some material is handled more 

effectively/efficiently closer to the user. Saab should focus more on meeting our 

needs in this issue. It is important to define the level of accessibility that the 

operation requires, and to clearly declare the costs in different levels. 
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Support: 

- There are some conditions, e.g. international missions, where we might be 

interested in having access to a helpdesk at all hours so we can call and ask 

complex questions concerning the systems. This must also be explicitly priced. 

Technical service: 

- I believe that this service could be designed as an overall solution where the 

prime contractor should manage the sub-contractors when it is suitable.  

Customer benefits: 

- In general, we are satisfied with the services delivered by Saab. As I understand, 

Saab’s competitive advantage consists of its high competency, its desire to 

create value for the customers, and their ability to be very responsive to its 

customers’ needs. I experience that Saab is good at influencing the different 

stages of the decision process. Recently, our follow-up session has been 

reassumed where all personnel involved in the production meet together with 

Saab a few times a year to analyze the current situation. This kind of follow-up 

sessions is something that the Armed Forces would like to have with all of its 

suppliers. 

Something that Saab could improve is its argumentation with its 

customers. Sometimes, problems are described as easy to solve; although, 

they are actually tremendously complex. It is risky, as it might be 

perceived as a “cheap” sales strategy from Saab. We would appreciate if 

all sub-issues can be given some attention, and that we together can find 

solutions where the customer specify “what?” and “when?” while the 

supplier presents the “how?”. 

Overall solutions: 

- We are interested in overall solutions with great accessibility. We have very 

good relations with both Saab and Kockum; therefore, we believe that one of 

these two parties has the competency and size to act as prime contractor (PC) in 

certain situations, e.g. in Operation Atalanta. Thereafter, one or several of the 

firms we already have a contract with will be tied as sub-contractor to the prime 

contractor, which in turn will be in charge of the project.  
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At the Armed Force we aim at, and try to be a qualified and respected 

customer, and I believe there is an additional value for the supplier as 

they can use us as some kind of reference to get other contracts. It is also 

very important for us to preserve our professionalism between the Armed 

Forces and our suppliers, even during long-running and close 

collaborations. Further, the Armed Force must not act in such way that 

one undermine the opportunity to close contracts and choose another 

supplier if requirements are not fulfilled. 

6.1.1.2  Interview with Anders Olovsson, Chief 
Commander, 3rd Naval Warfare Flotilla 

 

  (Translated from Swedish) 

Spare parts: 

- We need a better accessibility. We would prefer to have the inventory as close as 

possible, even in a battle environment. As I understand, we lack a sufficient 

number of spare parts to several of the systems used in our ships. We need an 

accessibility that corresponds to the operational requirement. We would prefer 

if the supplier had a comprehensive view of the systems’ at whole, i.e. when the 

systems are sold; we also receive information concerning spare parts needed in 

the future. 

Technical service: 

- We would like to have a feature where all the parameters in the system are 

registered and sent to the supplier or a responsible at the Base Battalion. They 

can monitor the system and take action if service is needed. The car industry 

already got a system in place where the car gives information to the driver when 

service is needed. It would be good to have a feature which monitoring the 

systems on board and sends the information to Saab so they can carry out 
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maintenance. According to me, today’s system of periodic maintenance is rather 

outdated. A monitoring system would change the service to solely remedial 

service instead of preventive service. 

Education: 

- In general, the education of the systems that Saab provides is good. I’ve 

experience many of them myself. However, I suggest that we together with Saab 

should create a more robust educational structure. In this case, it would be good 

to find an overall solution with continuous education throughout the system’s 

lifespan. According to me, the systems of today are inefficient and unconsidered 

of all parties; FMV, FM and Saab. A proposal is, at an early stage, to involve 

The Naval Warfare Centre in the education. Altogether, we can create an 

overall solution that incorporates education on the ships, in school and in 

Järfälla. It is important to have different types of education for different systems. 

Support: 

- I have little experience of support functions except of the support Saab provides 

from their local offices. 

Argumentation: 

- Nowadays, the discussions are way too heavy on the technical aspects, and too 

little attention is paid on the services surrounding the technique. Saab should 

also try to sell their education and training by applying a long-term perspective 

and continuous involvement. 

General: 

- In general, we are very pleased with Saab, which we believe has a good 

understanding of our business. However, an overall solution with all parties 

involved at an early stage would be very beneficial. I understand that Saab finds 

it hard to find the right persons to speak to, as our organization is complex. 

6.2  ABB  
Interview with Anders Rossberg, Full Service Development Manager, ABB  

(Translated from Swedish) 

For some years now, ABB Service is fully incorporated in the ABB Group and they are 
providing services to customers. The customer mostly owns the equipment being 
served. In some cases, the equipment is being leased from ABB or another supplier. 
ABB Service is working mainly with preventive and corrective maintenance but its 
productivity-enhancing activities are growing. 
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ど We rarely sell single services, e.g. lubrication, without including a pledge 
concerning productivity gains. 

Business model 

ABB has a wide range of products and services within power and automation 
technology. The services provided by ABB shall increase the dependability and 
profitability of the production facilities. ABB work carefully through the product’s 
whole life cycle;  

A product goes through several phases; an active development phase, a manufacturing 
phase, and finally a sales phase that lasts as long as there is a demand for the product. 
When ABB stops manufacturing the product, it continues selling spare parts for a few 
years. Ultimately, it stops manufacturing spare parts and the product gets obsolete, i.e. 
there are neither any spare parts nor any knowledge left within the company to support 
the product. 

Upgrades: Examination of the system to determine the product’s phase in the product 
life cycle. 

ど We sell Life-cycle Analysis that informs the customer in which phase the product 
is. We provide information regarding spare part lifespan and give a 
recommendation for the remaining years. 

Spare parts: Current situation analysis; Risk and safety assessments; Organization of 
spare parts and supply procedures; Contracts with guaranteed availability of spare parts 
from ABB or on the premises of the customer; Local sales and product specialist that 
identify, order and ensure delivery of spare parts; Web-based ordering system that 
provides information about inventory levels. 

Technical support: During normal working hours, there are local service centres that 
handle support and emergency procedures. Outside working hours, customers can 
contact the central Support Centre if they need spare parts or maintenance specialists for 
critical situations. 

ど We have a technology free service where telephone support is included. This 
service means that the staff is passively waiting for a call. Customers can either 
choose to subscribe to this service, and then a technician will be on-site within 
six hours, or the customer has to pay a fee if they do not have a contract. 

Maintenance and field service: Services within maintenance include different services, 
ranging from installation to full maintenance of systems and products. 

- The services within maintenance comprise mainly preventive maintenance. 
These services are customized to the customer, i.e. each customer has its specific 
equipment that needs its unique maintenance.  
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Education: The services comprise everything from standardized courses to facility 
specific courses and training. 

- The training is given to customer’s employees and comprises theory regarding 
the products’ features. Before, the maintenance people working for the customer 
were often considered to be a threat to the business, but that is not the case 
anymore. Our employees are practicing their skills on the field everyday, which 
gives them a depth and breadth in their competency that makes them hard to 
replace for any customer. 

The sales process 

- The sales process begins with identifying a special need. We visit customers and 
find out what problems they have. One can say that we sell a little bit of 
“concern”. When the problem is identified, we inform the customer about what 
we can do, and where we can be found. Previously, the technicians were also the 
sales people of the company. Today, we have a specialized sales force that visits 
our customers after receiving a hint from the technician. There might be a 
problem that the competency of the technician is neglected in the sales process, 
as they have a good knowledge concerning the services we offer. 

When the sales people are about to close a deal, the price becomes an 
issue. The customer must find it to be a good investment as considering a 
lower opportunity cost and an increase production rate. This is what ABB 
is trying to convince the customer about. 

Value-based pricing 

- Our pricing strategy is mainly cost-based. However, if the price exceeds a 
certain level, ABB move over to a more value-based pricing model, which mean 
that customer also measure stop times and study their profitability. If ABB 
succeed to contribute to an increase in profitability and value creation, we will 
receive a certain percentage of the increase. In this way, ABB measures the 
customer benefits. 

Another aspect of customer benefit, which has been improved at ABB, is 
the procedure to follow-up its customers. In case the technician has visited 
a customer, a report shall be written and there will be follow-up sessions 
four times a year in order to maintain and improve the relation with the 
customer. During the 20 years I have been working here, major changes 
have been made, and the customers have become more price-sensitive. 
Nowadays, the price awareness is high among our customers. 
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6.3 AGA  
Interview with Cecilia Garpe, Market Services, AGA  

(Translated from Swedish) 

AGA has taken part in a research project that resulted in the report Creating Business 
out of Industrial Offerings. AGA’s main contribution has been the development of the 
service category Maintenance, and Cecilia Garpe has been the project leader for years. 
The service Maintenance means that service engineers perform regular maintenance 
work on customers’ gas distribution systems. The outcome of the project is an increased 
growth in 2008. 

ど We deliver gas and associated services on a regular basis; consequently, we 
become very good at delivering service continuously.  

Business Model 

AGA has a wide range of products in the field of gas and a wide range of services. The 
company has a broad customer base that range from craftsmen to major industries. 

Service engineers at AGA perform maintenance of its customers’ leased tanks that 
contain liquid gas and make sure they work properly. In the last years, there has been an 
expansion of maintenance to also include the distribution system owned by the 
customer. 

ど We have come far when it comes to customer benefits, much longer than our 
competitors. The largest revenue share comes from the gas, but the profitability 
of maintenance has increased due to an improved concept of the service. Before 
it happened that vendors gave free maintenance to close a deal. We do not work 
like that anymore. 

The Sales Process 

ど Today, both the technicians and the vendors are working with customers. 
Technicians and vendors are working separately below a certain price, but 
collaboration increases when the price tag gets higher due to the increase of 
complexity. It is important to us that the customer understands the value of the 
service, and we have been working hard on communicating this to the customer. 
In this context, it is also important that we gain insight into the customer’s 
situation and identify what is really a value for this particular customer. 

The challenge is to find out the maturity level of each customer. 

ど We have to match the right service with the right customer. That is why we have 
Maintenance (basic) and Maintenance Plus (advanced) where the customer can 
add services they find valuable. Some customers just want things to work with a 
fixed price tag. These customers are not ready for our value-adding services. In 
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contrast, we found during our investigation that there were more customers who 
were mature than what our staff thought. 

Value-Based Pricing 

AGA is currently using a mix of cost-based and value-based pricing. The value-based 
part has for years been developed continuously.  

ど Earlier, we had nice excel sheets with information about how long it took to 
perform an installation, i.e an hourly rate, which resulted in low margins. Both 
vendors and technicians were not good at arguing for the value of the customer 
service. This has been improved today through various activities such as 
training.  

Argumentation: 

AGA has implemented an education for technicians and vendors that includes both 
behavioral and factual knowledge. They are taught how to act with the customer, which 
values customers put emphasis on, and also a review of the legal text of agreements. 
This has created a sense of security, both among staff and with customers.  

ど It is important to get the customer to understand the value of the services. Our 
engineers have good knowledge but it is the sense of assurance that is the focus, 
i.e. the customer trusts the person, which makes the relation very person 
dependent.  Today, we place much more emphasis on social competence when 
we recruit engineers.  

Agreements: 

AGA differs on Maintenance, which is a basic package, and Maintenance Plus 
incorporating additional services. The small contracts have a simple pricing that 
includes more of a cost-based pricing. 

ど Investigation and individual pricing of the smaller contracts is not profitable as 
they cut margins. The larger contracts have more of an individual pricing but 
also a higher base price than the smaller contracts. The base price includes 
things we do such as packaging, records, etc. The base price is higher for the 
larger contract due to the customized elements of safety, staff training, tailor-
made contracts, etc. 

These agreements have become much more important today and we have put a 
lot of effort to clarify them, e.g. we have adopted an appendix with regulations 
and clear references in the contract. We have also introduced a variety of fonts 
in our contract to make it clearer to our engineers and vendors what they may 
change and may not change. 

Collaboration with the customer: 

AGA collaborates with multiple industries, e.g. the steel industry where large savings 
can be made on energy consumption. 
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ど Since we have oxygen in their melts, we reduce their energy consumption. We 
develop and improve the process in collaboration with the client, which allows 
us to reduce the customer’s cost while we may test our solutions and ideas on a 
large-scale operation. This creates very good and close relations – a win-win 
situation. 

Objectives 

ど Our objectives are clearer today than a few years ago. Sales managers have a 
greater interest and the management sees clear results with the new project 
which has contributed to greater involvement. 

Implementation of the organization: 

ど I think it is important to have the management’s support to bring change. 
Middle managers were difficult to reach, but in the project, I made sure that the 
middle managers participated in the training and that much focus were on them, 
which resulted in an enthusiastic participation and a positive result. 

6.4 Ericsson AB 
Interview with Anna Palmgren, Business Development Manager, Ericsson  

(Translated from Swedish) 

Business Model 

Ericsson has a broad range of telecommunication solutions and related services. 
Ericsson Global Service focuses on telecom services such as Consulting, Customer 
Support, Learning Services, Managed Services and System Integration. Anna Palmgren 
works as director of business development and new sales of services in the Nordic and 
Baltic region, and she has a long experience of service development at Ericsson. 

ど We have a standardized product portfolio for our customers. It is the basis for 
all service sales. Originally, we did only sell the services in close combination 
with the products. Today, our sales of services are directly related to a product, 
completely separate, or a part of a larger solution. We have over the last ten 
years developed our service concept and value proposition. The aim is that one 
third of all revenues will come from our services. We have moved from product 
focus to service focus aiming at offering overall solutions to our customers. 

In recent years, however, we have noticed a change in attitude among 
customers. They are more likely to break down our overall solutions into 
smaller parts. The reason for this is that the customer is price sensitive 
and tries to pressure the price of separate parts. The scope of levying 
margins on separate services is small in relation to the margins of overall 
solutions that include a package of products and services. 

To develop a service transaction with a customer, it is important that the 
customer is satisfied with our basic services, i.e. support, installation and 
training. We offer the customer a basic set of services, and it is important 
that the customer feels trust in our activities, so we have the opportunity to 
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take a greater responsibility. Both our competence and price has to be 
adapted to market demands, otherwise we are not credible as a supplier. 
We must have a credible pricing.  

Pricing 

ど Our pricing strategy is mainly cost-based; we look at our direct and indirect 
costs. The next step is that we look at our competitors, i.e. the market. Market-
based pricing is inevitable when different customers in different geographic 
areas have different ideas about what price we apply. This is becoming more 
homogeneous as the world shrinks and people start having access to the same 
information. The next step is to look at the quality factors that are important to 
the customer. This is done through discussions with the customer. Once you 
have found out what factors are important, an offering is designed with solutions 
that include them. 

We take the customer’s quality requirements into consideration and use 
them as a competitive factor, leading to that we can add on a premium. A 
competitive factor can be delivery precision, competence, commitment, 
etc. For example, we try to ensure to become more efficient and flexible. 

Scale of economies is important to maintain a competitive price. In most 
of our service areas, it is possible to create economies of scale. Creating 
synergies between different customers’ deliveries will enable us to offer 
competitive prices. 

Sales 

ど Our sales structure is composed by a number of Key Account Mangers (KAM) 
that are responsible for relationship building with customers. Product, solution 
and service specialists are available within the organization and work together 
with all the KAMs and customers. There are different groups that are 
specialized in different areas. Within the service segment, we work extensively 
with business development together with the customer and the progress of the 
project. This arrangement gives us access to information regarding the customer 
and potential needs, and feedback on our delivery.  

When we have discussions with the customer, it is not always obvious that 
the customer sets clear requirements. If the customer is well established 
and has long experience from the industry, they often know what the want. 
However, is the customer relatively new in the industry, the requirements 
are often vague, which often lead to difficulties in the discussion. 

Implementation 

ど The marketing department makes demands on product development that the 
products must have the ability to be delivered as a service. The product 
department manages global prices, which in turn are adapted to each market 
and customer. If the marketing department finds out that the price is too high, 
the product department will be informed, and thus, prices are always updated. 
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Objectives 

ど We have no clear pricing targets but we have profit targets. We measure the 
profitability in each service area. We focus on negotiating long contracts with 
customers so that our service revenues are recurring from year to year. This 
means that our prices can be kept stable over a long time. It also makes it easier 
to create synergies between customer contracts. 

 

6.5 DockstaVarvet AB  
Interview with Torbjörn Larsson, CEO, Dockstavarvet AB  

(Translated from Swedish) 

Dockstavarvet operates as a manufacturer of aluminium boats for both the civil and 
military market. Torbjörn Larsson has a long and substantial experience from working 
within the military marine industry. He has been working at Dockstavarvet for 10 years, 
and the last three years as the CEO of the company. Previously, he was working at 
FMV for about 18 years. 

ど 60% of Dockstavarvet’s military ships are manufactured for export, while 10% 
are made for FMV/Armed Forces. The remaining 30% are pilot-boats that are 
made for export. We have a close collaboration with Saab in our activities with 
FMV. When platforms need to be integrated on boats, we engage our production 
facilities Dockstavarvet, Rindö Marine or Muskövarvet (Muskö Shipbuilding). 

Value-based pricing 

ど Today, Dockstavarvet is solely using a cost-based pricing model, i.e. our sales 
price is dependent on the number of production hours including the cost of 
material. 

Our target 

ど There is a lot of discussion on how to create a model with a prime contractor, 
which is in charge and manage all the sub-contractors throughout the project. 

 

If there is a prime contractor responsible for the project, the customer 
benefit would increase and a value-based pricing model would be more 
appropriate. 

Saab is willing to take the role as the spider in the net, while 
Dockstavarvet prefers having Saab as a supplier. We take care of all the 
mechanical issues on the boats and the electronics when installing 
platforms. Saab is only responsible for the systems, which are rather 
elementary, while the electronics are growing. As we are a small 
organization that is only focused on boats, I believe we have the 
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opportunity to shorten the lead time, which is an important factor to the 
customer. The overhead costs must be cut if the industry shall bear the 
responsibility of maintenance. 

Lead time of service is important for us, as well as quality and on-time 
delivery. 

There are ongoing discussions within the Swedish Armed Forces if they 
should let the industry to be responsible for services on the field. In such a 
case, our technicians would be sent to international missions during 
training to carry out repairs and maintenance on the boats that concerns 
the mechanics, while Saab would take care of the electronics. That is a 
possibility in order to increase the perceived customer benefits for the 
customers. 

It is important that the communication operates well between Saab and us 
if the concept with a prime contractor should be used in the industry. 

 

6.6 Saab Microwave Systems  
Interview with Johan Klintber g, Saab Microwave Systems  

(Translated from Swedish) 

Saab Microwave Systems is a business unit of Saab Group, working on sensor systems 
and they support its products with a broad service portfolio. The service portfolio 
consists of spare parts, maintenance and repairs, but also complete service packages to 
deliver operational accessibility of delivered systems. Johan Klintberg is working as 
General Mangers of Services on the service department and has approximately worked 
four years with the introduction of a value-based approach in the sales organization. 

ど I would not call our department for aftermarket sales, but for services. There is 
no aftermarket, rather sales of a product combined with the appropriate service 
package. 

Business Model 

Saab Microwave Systems has a narrow product range and a Wide range of products. 
The company has a narrow and niche product line consisting of sensor systems. 

ど Our business model is narrow and niche within sensor systems. Our business is 
based on the high level of competence to be found here.  

 

We have a specific product with specific customized services that are 
packaged into a package. I think we have come far in our design of service 
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packages, especially in sales and marketing. We have major competitive 
advantages such as high levels of competence, quality and reputation. 

Saab Microwave Systems’ services consist of spare parts, maintenance, helpdesk 
and consultancy services. 

 

The Sales Process 

ど We are more proactive than reactive, i.e. our sales staff is briefed on customers 
and their businesses. Our vendors understand customer needs and navigate the 
businesses in the right direction and handle problems immediately as they arise. 

 

We build good relations and highlight our competitive advantages in the 
sales process. With the tacit knowledge which is established at the 
company together with a good dialogue with the customer, we create an 
understanding of the customer’s readiness level. We show the customer 
our full service package and discuss which parts that are of interest. This 
dialogue creates a good understanding of the customer’s needs. 

By addressing the needs of the customer and discuss their problems, we 
can create tailored solutions. 

Collaboration with the customer 

ど Customers are not directly involved in the production or the development of 
services. The customers are rather involved indirectly, when they through 
dialogues with the engineers in their operational work provides information on 
needs and new challenges. 

We have a marketing concept where the customers can participate in 
information sessions with us at Saab Microwave Systems. It is an 
opportunity for us to market new products and the customers meet each 
other and share information. Our hope and goal is to market us indirectly 
through word-of-mouth and customers’ positive statements. 

Value-based pricing 

ど We deliver our services in the form of “service + accessibility”. We make a 
holistic commitment at whatever level the customer wants it. Formerly in our 
business, all of our pricing was cost-based and we did not took any risks as they 
were included in the base price. Today we have a more market-based and value-
based pricing strategy which has increased our risks. Today we are taking 
greater risks as we are using market-based pricing and might misjudge 
customers’ price sensitivity. Consequently, we risk loosing the deal, or that we 
offer a price too low which makes the deal unprofitable. 
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I would say that we are in the leading edge regarding value-based pricing 
within our industry. We focus on time aspects, i.e. fast delivery as this may 
be critical to some of our customers. We also use various arguments for 
sale, such as “saving lives” that in the context becomes a value element. 

If the customer wants fast delivery, we have worked up several distribution 
channels that can deliver within a short period of time, but obviously it 
costs extra. If the customer has an agreement where the service is already 
paid for, then the customer ends up first in line. We also have people in 
the country where the customer is located to provide rapid service. In this 
way, we try to customize our business.  

We sometimes have a stock of spare parts at customer’s location, 
sometimes customer-owned and in other cases supplier-owned. The stock 
we hold in-house at Saab is shared with the production facilities. By 
sharing the stock, we can allocate our costs on multiple customers. We use 
the ”insurance principle”, i.e. we hold a joint stock pool for the majority 
of our customers where we can, by using statistical estimates, maintain 
high availability of spare parts in a more cost effective manner than the 
customer itself (by buying the corresponding component resource 
ourselves). 

Objectives 

ど We have clear objectives in our organization regarding what things are allowed 
to cost. Our pricing philosophy is clear, but may of course be improved. We are 
working hard on getting things more understandable for customers. It is 
important to note that customers may be on different levels and thus are the 
levels of understanding different as well.  
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7 Analysis 

Saab Systems’ department TLS (Through Life Support) offers services to the products 
that are mentioned in this report. The products include complex technical customized 
solutions to, in this case, the Navy. Saab Systems has managed to differentiate their 
products well, as they are customized and have a high degree of modification. Services 
offered to the customer are training, spare parts, repairs, maintenance and Helpdesk. 
Account managers at the Business Support department sell these services to the 
customer.  

It is of great importance today that a large industrial company as Saab Systems can offer 
more than just technological products. As products, systems and services nowadays 
easily can be copied, it is important for companies to focus on the customer benefits. 
The challenge is to optimize its competitiveness as nobody wants outdated products and 
services, even if you get them cheap. Saab Systems must focus on differentiation and 
the company will thrive by investing in development, quality and service. 

Today, the TLS department is mainly using cost-based pricing for their services. In 
development-intensive industries such as the one Saab Systems operates in, are not 
optimal for cost-based pricing. The company must control their fixed and variable costs; 
the question then is how knowledge and value-based pricing may increase the margins. 
If Saab Systems has a good understanding of the customer problems and information on 
customers’ own perception of value, i.e. then they can effectively argue in favor of their 
services superiority. If they also have good knowledge about their competitors, the 
external factors are determined. In addition to the external factors, it is important that 
Saab Systems have clear objectives regarding their pricing strategy and accurate 
estimates future volumes in order to take the right decisions. In this way, they can 
minimize the uncertainty in value-based pricing.  

Since value-based pricing has an outside-in perspective, Saab Systems needs to 
understand their customers’ operations. Salesmen and technicians must acquire a good 
understanding of the naval environment and the Armed Force’s modus operandi. It 
applies to Saab Systems to discover customer’s requirements and then adjust the price 
to the perceived value. According to the interviews, the customer understanding is very 
high. As Anders Olovsson at Naval Warfare Flotilla said; “we are very pleased with 
Saab, which we believe has a good understanding of our business”. This may partly 
depend on the fact that many employees have been working in Navy which I have noted 
at Saab Systems, and that Saab Systems position staff locally near the customer. Both 
FMV and the Swedish Armed Force perceive that the competence level is high at Saab 
Systems. This implies a feeling of trust and increases the quality, which results in 
increased customer benefits.  

According to my model in chapter 5.3.3, there are several factors that are important to 
analyze when pricing Saab Systems’ services.  

Quality variables: Several variables affect Saab Systems’ customer’s perceived quality 
and thus Saab Systems’ pricing. Saab Systems’ high-tech and knowledge intensive 
employees are a strong competitive factor. The staff’s ability to solve problems, to 
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understand the customer’s situation and communicate empathy infuses safety. If Saab 
Systems’ employees are easy to contact, flexible and adaptive to the customer, it 
increases the customer’s perceived quality. Saab Systems must also show a strong 
ability to handle critical situations. All these variables affect the customer’s perceived 
quality, which affects Saab Systems’ pricing and revenues.   

External Communication: It is important that the salesmen can argue well to identify 
customer needs, but also for customers to understand the enormous potential the 
services may have to their business. It seems that there is a potential for improvements 
in the external communication with customers. Communication affect the customer’s 
perceived value. It is important how salesmen and technicians communicate and act in 
their treatment of customers. There is a demand for communication to include an 
understanding of the complexity of processes and systems. Saab Systems should 
separate the problems into smaller parts and then present solutions to them. It would 
indicate that Saab Systems understand the customer’s problem and demonstrate that the 
company has the competence level required to solve these problems. It is important to 
bear in mind that communication must be adapted to the customer’s specific knowledge 
level. The more knowledge the customer has on its own business, the easier it is for 
Saab Systems to argue and explain its value proposition. A knowledgeable customer is a 
good customer. However, if the knowledge level is relatively low, misunderstandings 
and conflicts may easily arise. A good example of a sales argument focusing on safety 
and security is an expression/quote by Johan Klintberg at Saab Microwave Systems: 
“Saving lives”. The message is that if customers buy the company’s services, they will 
increase safety and save more lives, thus increases the customer benefits. 

Saab Systems could introduce training of technicians and salesmen that includes both 
behavioral sciences and knowledge of contractual and legal aspects. This creates a 
feeling of security both for its own staff but also to customers who feel more secure. 
This is something that AGA has worked with for several years and it has resulted in 
increased revenues. Cecila Garpe (2009) at AGA says: “Both the technicians and the 
vendors are working with customers. It is important to us that the customer understands 
the value of the service and we have been working hard on communicating this to the 
customer”. This is something that Saab Systems could implement to enhance customer 
value and strengthen relationships. Given the immense importance of communication 
when it comes to getting paid for abstract values, communication must be treated and 
tested as the technical system. Technicians’ social competence is an important 
parameter for many companies. In recent years, it seems that Saab Systems has taken 
this into consideration when hiring new engineers.  

Overall solution:  in all the interviews and in all the literature on customer benefit and 
value-based pricing is an overall solution a returning concept. According to Aerotech an 
overall commitment would make the cost more visible to both customer and supplier, 
instead of many small commitments with a number of cost items. Saab Systems can 
demonstrate this to the customer and clarify the advantage, i.e. making it easier to 
rationalize cost items as they are visible to both Saab Systems and the customer. If the 
customer wants to save money should the customer’s willingness to co-creation not be a 
problem as co-creation increases customer’s perceived value. According to FMV and 
the Swedish Armed Forces, Saab Systems should take full responsibility when it comes 
to training and spare parts. The Base Battalion, which is an intermediary between the 
Swedish Armed Forces, FMV and Saab Systems, argue that Saab AB has the expertise 
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and the size to be a prime contractor at specific operational missions. Being prime 
contractor would mean full responsibility where the other suppliers will be 
subcontractors to Saab AB. The Swedish Armed Forces also suggest that Saab Systems 
should take the overall responsibility already at the purchase of the system and through 
its lifecycle. Dockstavarvet AB believes that a full commitment in which they handle 
the mechanics and Saab Systems handling the systems is not completely unthinkable. 
Consequently, there is a great potential for Saab to assume greater responsibility and 
generate increased customer value, which in itself will generate increased revenues. 

Customer participation: It is important for Saab Systems to involve customers in 
different projects. Since Saab Systems’ business model is project-based, it is of great 
importance to set common goals together with the customer. As described in the 
communication section above, it is easier to communicate with the customer if the 
customer himself is an expert in their field. This also applies to the customer’s 
propensity to engage in co-creation activities. If the customer is an expert in its field, the 
customer is more likely to participate in projects where they feel they can influence. 
FMV and the Swedish Armed Forces have during a long time been subject to financial 
savings and will be more inclined to participate as they can affect the economic 
consequences of a decision. As FMV and the Swedish Armed Forces are carefully 
looking after their own costs, it also puts pressure on Saab Systems’ internal efficiency 
and its ability to increase its margins. This may lead to Saab Systems eventually 
creating solutions and thus become more efficient. 

The variables above affect Saab Systems’ customer’s perceived value and thus Saab 
Systems’ pricing with regard to customer benefit. Below, these variables are analyzed in 
greater depth for each service.  

Training: Training purchased from Saab Systems and the training given at the Naval 
Academy is bought by FMV. In this case, the user is the Swedish Armed Forces and 
thus the requirements petitioner. According to FMV, the requirements specified by 
Armed Forces are vague and thereby may the requirements to Saab Systems be 
incorrect. Saab Systems should take the full responsibility and create collaboration with 
the Naval Academy and discuss the requirements directly with the Armed Force to 
develop more transparent and need-based solutions. Already during the purchase of a 
new system should training be assured and planned throughout the system’s lifecycle. 
By Saab taking the full responsibility and manages all training, either onsite or out at 
the customer, their staff will acquire a depth and breadth in their knowledge that is 
difficult to replace. At the same time, the Armed Force gets a more specific and 
customized training that suits their needs throughout the whole lifecycle. It is important 
to ensure that the customer does not lack knowledge of how the product is handled in 
order to achieve revenue efficiency. If the customer lacks knowledge there is a risk that 
the usage decreases as well as the perceived value.  

There are a number of shortcomings in between Saab Systems quality specifications and 
management’s perception of customer expectation. Saab Systems’ perception is not 
always consistent with customer expectations. The internal specifications from TLS to 
ILS regarding training in Sweden seem to be inferior, but it also seems to be 
deficiencies in the external specifications of the Armed Forces to FMV and then to Saab 
Systems. With clear and more accurate requirements from the customers and improved 
internal specifications, it will generate more cost-effective solutions, both for customers 

52 
 



 
 

and for Saab Systems. If the requirements exceed what can be handled, it will have a 
negative effect on customers’ perceived value, as requirements will not be achieved. It 
will reduce the external efficiency and thus reducing service productivity. On the other 
hand, if the requirements are too low, the capacity use, may be inefficient and the cost 
far too high. Today, training is very costly for Saab and therefore expensive to the 
customer. It can be explained by the fact that training is sold to individual customers 
when the need arise, instead of planning and arranging training for several customers 
simultaneously throughout the system’s lifecycle while gaining economies of scale. 

Spare parts: Saab Systems provide spare parts to customers. The spare part flow has 
two critical factors. If the spare part is not in stock at Saab Systems, it has to be ordered 
from another supplier, thus increasing the risk that lead times are prolonged. The second 
option is that the spare part is so called End-of Life, which means that a new spare part 
needs to be developed. This development may be delayed depending on the current 
capacity of Saab Systems. There are also critical factors in the spare part flow, if the 
customer has no contract and there is no staff available at Saab Systems. In that case, 
the customer has to wait longer than if the customer has an existing contract where any 
repairs already are paid for.  

Since delivery is an important factor and very often a critical point for the customer, it 
opens an opportunity for Saab Systems to differentiate themselves here. By having a 
discussion with the customer and identifying delivery time and carriage to be critical 
quality factors, Saab Systems may provide cost-effective and flexible solutions in their 
sales. By signing purchase contracts with the customer Saab Systems can offer different 
delivery times to different price levels. Saab Systems could also provide a “current 
situation analysis” similar to ABB. This would mean that Saab Systems could identify 
order and ensure delivery of spare parts, which would allow for a package price.  

Through the interviews in this paper, a picture has evolved that the end user, the 
Swedish Armed Forces, would prefer to have stocks of spare parts nearby the Naval 
Base as well as in the operating environment. By contrast, the intermediaries Base 
Battalion and FMV are more open to a central warehouse at Saab Systems, or 
alternatively, out at the customer. If some spare parts are critical to the customer, there 
is a possibility that Saab Systems ensure that they are held in stock for the customer, 
and then introduce it as an additional service. Saab Systems could also schedule 
potential replacement needs throughout the system lifetime, and thereby customize 
inventory and shorten the lead-time. However, it is only needed if the customer 
considers it to be an important and critical quality parameter. 

Helpdesk: Through the various interviews, we note that the Swedish customer expresses 
a need for support during normal working hours. According to the Swedish Armed 
Forces and FMV, there is also a need for support around the clock during specific 
missions. Relatively recently, Saab Systems has introduced a support function called 
Helpdesk where the customer can call to get help with various problems during working 
hours. If the customer has a need for support around the clock, there is a so-called 
Hotline as an additional service. In this case, customer benefits are created by access to 
a variety of additional services that Saab Systems can package according to the 
customer’s needs. By having technical engineers stand-by, Saab Systems can offer 
flexibility to their customers. Additional services for different needs, increased 
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flexibility and well-thought out marketing are important differentiating factors that 
increase customer benefits. 

If all business units within Saab AB cooperate with other suppliers in their support to 
the customer, the customer would save time to find the right person and Saab AB as a 
prime contractor would get the full responsibility. If Saab Systems has the main 
responsibility and is responsible for incoming calls, the company gets access to all 
information about problems arising at the customer and hence a better overall 
understanding. To allow data to be useful for Saab Systems, engineers working on the 
Helpdesk must document it properly and submit it internally to personnel responsible 
for sales and development. The information gives sellers a good insight into potential 
new sales and potential technical improvements. FMV suggest that Saab Systems 
should take part of their error reporting system called Lift Systems. Today, errors 
discovered after the system has been delivered are not handled properly. There is a 
potential for Saab to take the full responsibility of the error reporting process. 

Maintenance: A number of changes have been made to increase customer value. 
Improvements have been made to ensure differentiation characteristics such as 
competence, image and delivery. Technicians have had to become more flexible and 
work together in pairs. In this way, the competence level is maintained in-house by 
letting all the technicians have access to a variety of customers’ systems. This is very 
good for Saab Systems as the competence level is ensured. Also the customer can feel 
secure, as they will always have access to competence to manage their systems. In 
contrast, customer value may easily sink if the customer does not perceive that the 
different technicians hold the same skills and infuse trust as the regular technician. The 
technicians’ increased flexibility allows both increased customer benefits in the form of 
increased availability, and it creates the possibility of increasing the number of 
additional services where customers can pay extra for increased flexibility. The name 
Saab Systems, alternatively Saab AB, is a brand that ought to be seen when the 
technicians are out at customers. It is an important differentiating factor to create a 
strong brand. 
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8 Conclusions and recommendations 
Saab Systems can enhance its competitiveness by using value-based pricing to price its 
advanced technical services. By improving quality, i.e. customer perceived value; the 
value-based pricing method will result in increased revenues. 

Value-based pricing means that Saab Systems will increase the perceived value of the 
customer. If the perceived value rises, Saab Systems’ customers will get more prone to 
buy Saab Systems’ services. Saab Systems should focus on a number of points that will 
increase the perceived value of the customer. 

ど Saab Systems must ensure that their employees have a very good knowledge of 
the customer’s business. This is to get an understanding of the needs of the 
customer and the solutions Saab Systems can offer in order to meet those needs. 
This is the essence of value-based pricing. 

ど External communication to the customer must be clear. Saab Systems must 
demonstrate that they understand the customer’s business and break up the 
problems into sub-problems and then present solutions to those. If Saab Systems 
demonstrates good problem-solving ability, the customer perceived value will 
increase. Also the internal communication affects Saab Systems’ design of 
services. Internal deficiencies may result in a mismatch between the 
performance of the service and the customer’s expectations, which leads to 
decreased perceived quality of the customer.  

ど The customer usually has critical quality variables that Saab Systems can take 
advantage of in order to enhance its competitiveness. When selling the various 
services, the salesman can present different solutions to the customer’s critical 
quality variables, such as delivery. Thus, Saab Systems can offer different 
contracts, e.g. the customer may be paying more for faster delivery.  

ど Saab Systems must take a broader responsibility, i.e. become the prime 
contractor. A full commitment leads to direct information from the customer and 
thus, Saab Systems get an opportunity to the customer’s future needs. A full 
commitment also means that Saab Systems can bundle its services together with 
technical products in a profitable way. This leads to increased customer 
perceived value and that Saab Systems’ revenue increases. 

ど Is the customer a good customer and sets clear requirements Saab Systems will 
be more effective in its service delivery. Clear requirements from the customer 
along with a good external and internal communication at Saab Systems will 
lead to increased perceived quality of the customer. 

Implementation: Saab Systems is proposed to use bench learning to successfully 
implement value-based pricing. TLS must set clear objectives that are consistent with 
the management. Management must have clear objectives in order to implement the 
new pricing throughout the business. Clear goals may mean clear profit targets. Bench 
learning is mostly about knowledge so Saab Systems will engage in a learning process 
resulting in increased customer value and higher margins. Management at Saab 
Systems, TLS and other involved departments that contribute to the perceived value of 
the customer should enhance their skills and become more involved in the process. By 
following the steps of the model in Figure 11, Saab Systems will manage to both 
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streamline its own operations and increase customer value. High customer value 
increases the possibility of full responsibility, as the customer perceives Saab Systems 
as secure, flexible, cost-effective, competent and cooperative.  
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Face to face interviews: 

ABB 

Rossberg, Anders. Full Service Management, ABB, (May-November 2009) 

Aerotech 

Rylander, Joakim. Saab Aerotech, (May-November 2009) 

Johansson, Lars. Saab Aerotech, (May-November 2009) 

AGA 

Garpe, Cecilia. AGA, (May-November 2009) 

DockstaVarvet 

Larsson, Torbjörn. VD, Dockstavarvet, (May-November 2009) 

FMV 

Nilsson, Tomas. Försvarets materielverk, (May-November 2009) 

Försvarsmakten 

Olovsson, Anders. Chef för 3.sjöstridsflottiljen, Försvarsmakten, (May-November 
2009) 

Jenvald, Per. överste på marinens basbataljon/teknikkontor Fartyg, Försvarsmakten, 
(May-November 2009) 

PriceGain AB 

Skugge,Göran. PriceGain AB, (May-November 2009) 

Argus, Alvin. PriceGain AB, (May-November 2009) 

Saab Systems 

Ekman, Clas. Manager Service, Saab Systems, (May-November 2009) 

Tehler, Lars. SW System Engineering, Saab Systems, (May-November 2009) 

Lindbäck, Krister. Account Management/ Through Life Support, Saab Systems, (May-
November 2009) 

Johansson, Mats.  Manager Logistics, Saab Systems, (May-November 2009) 

Gaber, Amir. Account Manager, Saab Systems, (May-November 2009) 

Klintberg, Johan.  Saab Microwave Systems, (May-November 2009) 
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10 Interview Questions 
 

These interview questions have been developed and used as the basis during various 

meetings. In addition to these, follow-up questions and open discussions have occurred. 

Interview questions to the interviewees at industrial companies 

ど What services do you provide in the aftermarket? 

more specifically; 

o Do you provide services such as training, preventive maintenance, 

corrective maintenance, spare parts and support? 

ど How are your services offered to the market? 

o Describe your sales process. 

ど What is your business model? 

o How is your service production process designed? 

o How do you deliver your services? 

ど What is your pricing philosophy? 

o Are you applying cost-based, market-based or value-based pricing? 

o Can you explain your pricing philosophy? 

ど What is your approach to customer value, i.e. how do you assess the benefits 

your products/services have to your customers? 

ど Do you have a good customer understanding? 

o How do you know the acceptable price level? 

o Are your customers sensitive to price? Are you constantly trying to 

streamline your service delivery? 

o When do you think your customers are ready for your services? 

o Do your clients have clear requirements? 

ど Are your customers involved in the service delivery process? 

o If they are involved; to what extent and in which way? 

ど How are your competitors performing with their services? (locally and/or 

globally) 

ど Are you considering yourself to be in the forefront in service development and 

value based pricing of these services? 
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ど Do you have a clear goal with your pricing philosophy, e.g. improving gross 

margins, etc? Is the goal aligned with the company’s strategy? 

ど If you change your pricing strategy, which stages in the organization are 

important to focus on? 

Interview questions to Saab Systems’ customers 

ど How long have you been a customer to Saab Systems? 

ど Which services are you purchasing? 

o Spare parts 

o Maintenance 

o Corrective maintenance 

o Training 

o Support 

ど Where in your business are these services used? 

ど What costs do you have? 

ど Do you feel that it saves time and money to buy these services? 

ど How do the services contribute to your profitability? 

ど Is it more advantageous to use Saab Systems’ service than to provide the service 

itself? 

o If yes; why are they more advantageous? 

ど What options do you have for these services, i.e. what is your opportunity cost? 

ど What is your opinion on Saab Systems’ price level? 

ど Do you have a great need for customized solutions? 

ど Does the actual delivery time of services correspond to the agreement you have? 

ど Are you pleased with your contact at Saab Systems? Do you receive any 

feedback? Is it smooth or can things be improved? Do you feel that Saab 

Systems treat you well and that they understand your needs? 

ど What do you think Saab Systems is good at? 

ど Is there anything that Saab Systems should change? 

ど Is there something Saab Systems does not provide that you suggest they should? 
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