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ABSTRACT  
Purpose: To consider the role of independent service providers (ISPs) in terms of developing and 
delivering advanced services. 
Design/Methodology/Approach: A comparative case study using secondary data.  
Findings: ISPs are well-placed to offer advanced services by having many of the ‘service-focused’ 
processes already. However, lack of product incumbency may prevent suitable outcome-based 
offerings from being viable.  
Originality/Value: This paper considers two ISPs to demonstrate how they are providing advanced 
services and the limitations of this approach for them.  
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1.  INTRODUCTION  
Considerable recent research about servitization has focused on advanced services; that is, the 
provision of outcome-based offerings that involve a degree of risk-sharing between suppliers and 
customers (Baines & Lightfoot 2014). Multiple challenges facing manufacturers offering advanced 
services have been identified, limiting their uptake; for example, limited financial success and 
uncertainties around managing risks (Benedettini et al. 2017). While solutions to these challenges are 
proposed, it is appropriate to consider whether other actors may be better placed to offer advanced 
services. For example, independent service providers (ISPs) are conceived as companies that do not 
manufacture products and operate independently from manufacturers, so are not tied distributors of 
particular manufacturers’ products (Burton et al. 2022). ISPs are overlooked actors in servitization 
despite early conceptualisations contending that it was appropriate for service and product companies 
(Vandermerwe & Rada 1988). Addressing the lack of focus on ISPs in prior literature, this study aims 
to answer the research questions (RQs):  
1) How do ISPs develop and deliver advanced services? 
2) How does this provision differ from that of manufacturers?    
 
2.  LITERATURE REVIEW  
Differences between base/intermediate and advanced services have been discussed, with increasing 
value creation identified from the latter as suppliers assume greater risks in outcomes from their 
provision (Baines & Lightfoot 2014). However, this change in value creation (i.e., from maintaining the 
product condition to improving customers’ operational processes) takes many manufacturers beyond 
their existing capabilities and is challenging (Alghisi and Saccani 2015). It seems likely that some ISPs 
are adept at addressing challenges customers face by optimising their operational processes, so are 
well placed to offer advanced services. However, ISPs can lack the deep technical knowledge that 
manufacturers possess about products and may need to address this (Burton et al. 2022). Summarising 
the capabilities for advanced services required by manufacturers, Story et al. (2017) identify the need 
to balance product and service innovation, focus on developing customer-focused through-life service 
methodologies, cultivate customer intimacy, develop distinct, yet synergistic product and service 
cultures, coordinate and integrate third-party products/services and have localised service delivery. 
Thus, for manufacturers, developing advanced services is part of a change process (Kohtamaki et al., 
2021), which may take them to contradictory positions, such as offering customers the ‘best’ solution 
even if this does not include their products. 
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Improvements in digital technologies mean that digitalisation plays an important role in the 
provision of advanced services (Martín‐Peña et al. 2019). The ability to capture product usage data 
and invoice customers accordingly means that advanced services can be more easily managed 
(Kamalaldin et al. 2020). However, as digitalisation may also require capabilities manufacturers do not 
possess, it is important to consider an ecosystem of facilitating actors (Sklyar et al. 2019). For example, 
intermediaries which provide an interface between manufacturers and customers may need digital 
capabilities that exceed those of the manufacturer in terms of being able to deliver customer solutions 
(Raddats et al., 2019). It could be that ISPs also need this expertise in digitalisation or they too require 
input from other companies to develop and deliver advanced services.  
 
3.  RESEARCH METHODOLOGY  
This paper uses an analysis of secondary data from two global companies, Sulzer Services, an 
engineering company in the energy sector, and DXC Technologies, a provider of IT solutions. These 
companies were selected to provide comparative cases (Yin 2002), with one ISP that has a strong 
product heritage (Sulzer Services) and the other with a strong services heritage (DXC Technologies). 
Yin (2002) envisages a wide range of data collection techniques to develop case studies, including 
documentation, archival records, interviews, and observations. While this paper presents information 
about the first two, further data collection via interviews is planned in advance of writing a full paper.  

We implemented an embedded case analysis (Yin, 2002), focused on the service offerings of the two 
companies. Most of the information for the study has been garnered from the company websites, 
which are an essential form of corporate communication (Whiteside et al. 2012; Wheeler & Elkington 
2001). In particular, information for investors is well regulated and controlled and provides a source 
of reliable information (Marston & Straker 2001). Scott (1990) assesses the utility of documents as a 
source of research data and provides four measures of quality: authenticity – is the evidence genuine; 
credibility – is the evidence-free from error and distortion; representativeness – is the evidence typical 
of its kind; meaning – is evidence clear and comprehensible. These measures were taken into account 
as far as possible during data collection. 
 
4. FINDINGS  
The initial findings from each case study are presented in sections 4.1 and 4.2 and this is followed by 
a comparison of how each company develops and delivers advanced services compared to the 
approach undertaken by manufacturers (4.3).  
 
4.1. Sulzer Services  
4.1.1 Introduction 
The evolution of the past 20 years of Sulzer Services (today a division of Sulzer) is described in Figure 
1 (Sulzer.com) and shows sales growing from just under 200MCHF to over 1,300MCHF between 2001 
and 2020. The evolution of the service business takes place within the broader context of a primarily 
manufacturing firm. Today, Sulzer focuses on three divisions (Chemtech, Flow Equipment and 
Services). Sulzer Services started with the acquisition of an independent service business (Hickham) 
by a former division of the company, Sulzer Turbo (which was sold in 2000). Hickham was not branded 
as ‘Sulzer’ and continued to offer OEM and non-OEM services as it had done since being founded in 
1972. From the initial acquisition of Hickham to today, Sulzer Services continues to develop along the 
lines of an ISP. 

In 1995 a new facility (Hickham Indonesia) was opened to support the localisation of the existing 
services. In 1996, an ISP Repco was acquired by Sulzer Turbo to provide local support in the 
Netherlands’ gas fields and refineries. Repco continued to provide mostly non-OEM services. In the 
same year, EnPro was acquired. It was a non-OEM field service business to the oil and gas industry. 
EnPro continued to provide non-OEM field services to equipment owners and operators and provide 
local services for some OEMs. The acquisition of EnPro provided Sulzer Services with a more significant 
field service capability and access to new competencies.  
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Figure 1: Evolution of the Sulzer Service division over 20 years 
 

 
 
After the sale of Sulzer Turbo, Sulzer took the strategic decision to grow Sulzer Services. At this point, 
a new Sulzer Turbomachinery Services (STS) division was formed. Another company Elbar was 
acquired by STS that year, which had worked with Hickham as they had complementary capabilities, 
know-how, and customer bases. Elbar expanded their ‘repair factory’ to Poland to improve their cost 
base. In 2007, STS opened another service business in Canada to provide non-OEM services. The 
rationale was to be ‘close’ to customers and provide advanced services. The acquisition of Capime in 
2008 provided a geographic expansion in South America and came with several existing advanced 
service contracts. Capime had been initially established to support a UK-based OEM, although it had 
always operated independently from the OEM. 

In 2010, Sulzer Services acquired 30% of Dowding & Mills (via the acquisition of Castle Support 
Services, the holding company). Dowding & Mills provided a range of mechanical, electrical, electronic, 
instrument and calibration services. The acquisition provided Sulzer Services with a new range of 
services that were ‘adjacent’ to the existing range and provided a broader geographic footprint. 
Further geographic expansion came with a new joint venture (JV) (Ha Rui Jiangsu) in 2014, and in this 
case, the partner was also a customer of Sulzer Services. Grayson was acquired in 2014 and was like 
Dowding & Mills, primarily a non-OEM repair business and it provided a local market entry. The 
acquisition in 2015 of Precision Gas Turbines Inc. provided additional technology competency for 
Sulzer Services, allowing it to provide advanced services as an ISP. Later in the same year, Expert 
International Pompe Service was acquired again to expand the firm's geographic footprint. At the 
same time, the service businesses of a sister company, Sulzer Pumps,  were absorbed into Sulzer 
Services, and the business model was predicated on both OEM and non-OEM services. 
 
4.1.2 Advanced services 
Sulzer Services provides a range of basic and advanced services, primarily on rotating industrial 
equipment, turbines, compressors, motor generators, and pumps. It grew through acquisitions, joint 
ventures and organically via sales of basic services, conversions, modifications, upgrades, and 
advanced services. Today it provides these services as an ISP and as an OEM. Sulzer Services’ most 
advanced service contracts are based on performance commitments (outcomes) underpinned by 
remote monitoring. It also provides intermediate services via more traditional 'time and materials' 
based agreements. Other quasi-advanced services include the relocation of units and upgrades of 
existing machines, which are provided as an ISP. OEM services are provided as well on its pumps and 
those of other manufacturers.  

The acquisition of Capime added advanced service agreements to Sulzer Services’ portfolio of 
contracts. Sulzer Services later grew these advanced service offerings (for gas and steam turbines) 
based on outcome-based contracts and rate-based agreements. The acquisition of Precisions Gas 
Turbine Inc. extended the range of machines that the advanced services could be provided on by giving 
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access to reverse engineered parts and reducing the need for external supply chain partners. Alba 
Power expanded Sulzer Services’ advanced service offerings further by adding aero-derivative to its 
competencies. Relocations and rerates were considered by Sulzer Services as advanced services. The 
company would purchase old machines, refurbish and re-engineer them so that they could be installed 
in new locations and performance commitments (outcomes) offered to customers. It also offered unit 
rerates, where the fluid pathway of the equipment is redesigned to improve its performance.  

As an ISP, Sulzer Services works with ecosystem partners for spare parts supply and some technical 
competencies. It also works with OEMs to repair and overhaul equipment, partnering with the OEMs' 
customers to enter new markets and invest in innovation associated with service development and 
service operations management. This is important as Sulzer Services is not the OEM for most of its 
services. Thus, Sulzer Services has collaborated with different manufacturers in its ecosystem to fill in 
gaps in its capabilities. This collaboration supports the localisation of services and provides the 
opportunity to integrate new resources within the firm. Sulzer Services has provided the parent 
company with the platform to grow services, localising their provision via its expanding service 
network. Co-creating innovation with customers has provided the company with a competitive 
advantage, with digital technologies supporting advanced service delivery.  
 
4.2 DXC Technology  
4.2.1 Introduction  
DXC Technology is a US-based global provider of mission-critical IT infrastructure services. In 2021, it 
had a turnover of $17Bn and operates in over 70 countries. It was formed in 2017 by the merger of 
Computer Sciences Corporation (CSC) and Hewlett Packard’s Enterprise Service (HPES) division. The 
company reports sales in two divisions: Global Business Services, which provides technology solutions, 
and Global Infrastructure Services (GIS), which provides ‘predictable outcomes and measurable results 
while reducing business risk and operational costs for customers’ (DXC Technology, 2021). It adopts a 
‘technology-independent’ approach, with a ‘partner ecosystem’ comprised of suppliers with whom it 
works, such as cloud providers (e.g., AWS, Microsoft Azure), hardware providers (e.g., HP, IBM), and 
software providers (e.g., Oracle, ServiceNow).  
 
4.2.2 Advanced services  
Advanced services are provided as part of the company’s ‘IT Outsourcing’ offering (part of the GIS 
division). The company aims to reduce customers’ IT operating costs by up to 30% and in its 2021 
financial report terms these ‘performance obligations’, which may contain embedded leases. It is a 
complex process to determine how revenue accrues against each performance obligation and lease, 
whether they should be treated separately, and the timing of when revenue can be recognised (i.e., a 
sale has been made). The company notes how the revenue attributed to each contract often differs 
markedly from what was originally estimated because of differences in volumes and changes in 
technology, for example.  

In terms of how the company develops and delivers these offerings, market analysts Everest Group 
(2021) note that in terms of being an Azure systems integrator, DXC drives innovation through deep 
collaboration with customers and has strong leaders, who are focused on largescale/complex cloud 
transformations. They also note DXC Technology’s delivery and support operations, focus on cost 
reduction and technology independence, through building many OEM partnerships. DXC Technology 
also claims leadership in data analytics and the provision of managed services and strong digital 
transformation practices that facilitate migration to Azure.  

For its IT outsourcing (ITO) offerings, the company notes the scale of its operation and experience, 
with hundreds of thousands of servers and mainframes being managed. While the specific 
performance guarantees are not explicitly discussed, the focus is on managing the on-premises and 
cloud infrastructure. So, if a client currently has predominantly on-premises infrastructure then 
transitioning some (or all) of it to the cloud could realise savings. DXC Technology also has a largescale 
data storage capacity to reduce the need for customers to have their own. In addition to cost savings 
and improved performance, scalability and flexibility seem to be important, and customers may want 
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varying numbers of employees to be able to work in multiple locations (e.g., from home during the 
Covid-19 pandemic) and use different devices (e.g., desktop, tablet, mobile).   
 
4.3 How ISPs develop and deliver advanced services and how this compares to manufacturers 
Using secondary data, Table 1 seeks to provide a comparison of the two companies’ approaches to 
developing and delivering advanced services (RQ1). 
 

Table 1: Comparison of Sulzer Services and DXC Technology’s advanced services 
 

Sulzer Services DXC Technology 

Working with ecosystem partners to fill in 
gaps in capabilities and competencies 

Product independence although an ecosystem of 
partners 

Customers paid for innovation Customer-driven innovation 

Localisation of services via its service 
network 

Extensive delivery and support infrastructure 

Service was at the core of the strategy Leaders driving the company’s (service) focus 

Digital has been used to support service 
delivery 

Digital transformation practices 

Data used to support the delivery of 
advanced services 

Data analytics and managed services skills 

The business was able to integrate new 
resources to transform the business 

Scale and experience of large-scale 
transformations 

Solutions are developed locally shared 
between locations. 

Solutions that are scalable and flexible 

 
Via embedded analysis of service processes descriptions, company service statements and assertions, 
we identify eight dimensions that define how the ISPs develop and deliver advanced services. Working 
with partners is an obligatory dimension for ISPs, given they are probably not an OEM that can rely on 
services from this quasi ‘captive’ source. Thus, genuine product independence but access to an array 
of OEM products to service can provide ISPs with a distinctive market position. Customer innovation 
involves ISPs seeking new co-created solutions with customers. Local service infrastructure 
emphasises the importance for ISPs to have the resources to be able to deliver services where required 
without recourse to service intermediaries. While it may be that an ISP does require service 
intermediaries in some markets (e.g. geographic or vertical), having this capability in-house for core 
markets seems important. Service-focused leadership means having managers at the very top of the 
company whose ‘DNA’ is services. Advanced services provide the ideal platform for ISPs since what is 
being sold is a service rather than products and (base/intermediate) services. Thus, the commitment 
to developing this service focus, through replicable and robust service processes, utilising proven 
service methodologies and service-savvy salespeople is immutable. Data-driven process improvement 
is likely to see these processes improved through using digital technologies; for example, remote 
monitoring of customer equipment can help quickly identify fault conditions and help maintain their 
operational performance. Data-driven customer approaches include service offerings, such as 
predictive maintenance, that employ ‘big data’ technologies to provide customers with improvements 
over what was previously provided. Inorganic and organic growth used to build scale in service 
capabilities may be necessary, be it geographic reach, technological know-how, or sector expertise. 
Finally, offering a range of scalable customer solutions demonstrates high flexibility to align with 
customers’ requirements.  

In terms of RQ2,  we can see that many of the capabilities required by manufacturers (Story et al., 
2017) align with the ISP dimensions identified in this study. For example, the need for service 
innovation, the development of improved customer-focused service methodologies, coordinating 
third-party products and services, and localised service delivery. Less important for ISPs is the need 
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for product innovation and developing distinct, yet synergistic product and service cultures. Thus, we 
can see some commonality between the requirements of manufacturers and ISPs for advanced 
services. Yet, it is arguable that some of the difficulties of offering advanced services, such as the 
management of risk are likely to be greater for ISPs since they lack product incumbency. If an ISP is to 
guarantee the performance of an asset then what recourse does it have to an OEM’s technical support 
function should the asset malfunction? This is likely to limit the performance guarantees ISPs are 
willing to make on individual assets. It seems more likely that when assets are part of a broader 
customer process, the opportunities for cost improvement may be greater; for example, DXC 
Technology’s ITO offering that uses the cloud.  
 
5. DISCUSSION 
This paper identifies several dimensions that are important for ISPs to offer advanced services. The 
paper uses comparative cases of one ISP that has a product heritage and one that has a services 
heritage. The main theoretical contribution of this paper is to present more evidence that ISPs are 
well-positioned to offer advanced services to the market. Indeed, ISPs already have many of the 
required capabilities such as customer-focused service methodologies (Story et al. 2017) and can add 
new ‘big data’ capabilities to support advanced services just as manufacturers can (Martín‐Peña et al. 
2019). If developing advanced services is a change process for manufacturers (Kohtamäki et al. 
2021), is it also one for ISPs and if so, what do they have to change? Product incumbency provides 
manufacturers with deep technical knowledge about their products (Burton et al. 2022), however, for 
advanced services it is the risk of taking on outcome-based guarantees that might provide the main 
impediment to what ISPs can offer. This is because ISPs lack product incumbency and consequently 
certainty about what faults may develop, how quickly they can be fixed and the cost of doing so. Thus, 
risk as previously set out for manufacturers (e.g., Benedettini et al. 2017) may need to be re-evaluated 
for ISPs too. ISPs cannot simply have superficial partnerships with OEMs that enable them to offer 
base and intermediate services, they need to develop deeper partnerships to allow them access to 
the technical knowledge and support to be confident in offering advanced services.  

In terms of managerial implications, ISPs may be better placed to offer advanced services than 
manufacturers since the heightened service focus is already present. Several dimensions are 
important to develop the required expertise to offer advanced services. For example, developing 
partnerships with OEMs that enable outcome-based offerings to be provided. These partnerships 
need to go beyond supply arrangements as prioritised access to technical fault resolution is necessary 
for ISPs to have confidence in offering advanced services. Equally, the application of new data 
technologies to both improve core operations and customer offerings.  

In terms of limitations, this paper only uses secondary data and further empirical data collection is 
needed to better understand this matter. The cases selected are not representative of other industries 
although they do provide a comparison of advanced services by a company that is fully independent 
and one that is quasi-independent of an OEM. In addition to this distinguishing feature, further 
analysis of ISPs based on their use of digital technologies would also be interesting to help understand 
how they can help the provision of advanced services to their customers and potentially distinguish 
these offerings from those of manufacturers.  
 
REFERENCES  
Alghisi, A., & Saccani, N. (2015). Internal and external alignment in the servitization journey – 
overcoming the challenges, Production Planning and Control, 26, 1219-1232. 
Baines, T., & Lightfoot, H. W. (2014). Servitization of the manufacturing firm. International Journal of 
Operations & Production Management, 34(1), 2-35. 
Benedettini, O., Swink, M., & Neely, A. (2017). Examining the influence of service additions on 
manufacturing firms' bankruptcy likelihood. Industrial Marketing Management, 60, 112-125. 
Burton, J., Raddats, C., Story, V., West, S. & Zolkiewski, J. (2022). Moving beyond manufacturing: 
Building a research agenda for servitizing service firms and ecosystems. In Smart Services Summit, eds.  
West, S., Meierhofer, J., & Mangla, U.  Springer International Publishing. 



Raddats, West, Burton, Story & Zolkiewski 
 

Proceedings of the Spring Servitization Conference (SSC2022) 

Everest Group (2021). Cloud Services Peak Matrix assessment 2022 – Europe. Available at: 
https://www2.everestgrp.com/reportaction/EGR-2021-29-R-4856/Marketing?SearchTerms=cloud 
Kamalaldin, A., Linde, L., Sjödin, D., & Parida, V. (2020). Transforming provider-customer relationships 
in digital servitization: A relational view on digitalization. Industrial Marketing Management, 89, 306-
325. 
Kohtamäki, M., Rabetino, R., Einola, S., Parida, V. Patel, P. (2021). Unfolding the digital servitization 
path from products to product-service-software systems: Practicing change through intentional 
narratives. Journal of Business Research, 137, 379-392. 
Martín-Peña, M. L., Sánchez-López, J. M., & Díaz-Garrido, E. (2019). Servitization and digitalization in 
manufacturing: The influence on firm performance. Journal of Business & Industrial Marketing, 35(3), 
564-574. 
Marston, C., & Straker, M. (2001). Investor relations: a European survey. Corporate communications: 
An international journal, 6(2), 82-93. 
Raddats, C., Story, V., Burton, J. and Zolkiewski, J. (2019).Digital capabilities for advanced services: A 
multi-actor perspective, Spring Servitization Conference, Linköping University, Linköping. 
Scott, J. (1990). A matter of record, Cambridge, Policy Press 
Sklyar, A., Kowalkowski, C., Tronvoll, B., & Sörhammar, D. (2019). Organizing for digital servitization: 
A service ecosystem perspective. Journal of Business Research, 104, 450-460 
Story, V., Raddats, C., Burton, J., Zolkiewski, J., & Baines, T. (2017). Capabilities for advanced services: 
A multi-actor perspective. Industrial Marketing Management, 60, 54-68. 
Vandermerwe, S. & Rada, J. (1988). Servitization of Business: Adding value by adding services. 
European Management Journal, 6, 314-324. 
Wheeler, D. & Elkington, J. (2001). The end of the corporate environmental report? Or the advent of 
cybernetic sustainability reporting and communication. Business Strategy and the Environment, 10, 1-
14. 
Whiteside, M., Mills, J. & McCalman, J. (2012). Using Secondary Data for Grounded Theory Analysis. 
Australian Social Work, 65, 504-516. 
Yin, R. K. (2002). Case study research: Design and methods. Thousand Oaks, CA: SAGE  
Publications. 
 
AUTHORS 
Dr Chris Raddats  
Management School, University of Liverpool, 
Liverpool, UK,  L69 7ZH. 
+44 151 795 3706 
Chrisr@liverpool.ac.uk 
 
Professor Jamie Burton 
Alliance Manchester Business School, University of 
Manchester, Manchester, UK, M15 6PB 
+44 161 275 6508, 
Jamie.Burton@manchester.ac.uk 
 
Professor Judy Zolkiewski 
Alliance Manchester Business School, University of 
Manchester, Manchester, UK, M15 6PB 
+44 161 306 3470 
Judy.zolkiewski@manchester.ac.uk 

Professor Shaun West  
Lucerne University of Applied Sciences and Arts, 
Lucerne, Switzerland, CH - 6002 
+41 41 349 3785  
Shaun.west@hslu.ch 
 
Professor Vicky Story 
School of Business and Economics, Loughborough 
University, Loughborough, UK, LE11 3TU 
+44 1509 228301 
V.M.Story@lboro.ac.uk 
 
 
 
 
 

 

https://www2.everestgrp.com/reportaction/EGR-2021-29-R-4856/Marketing?SearchTerms=cloud
mailto:Jamie.Burton@manchester.ac.uk
mailto:Judy.zolkiewski@manchester.ac.uk
mailto:Shaun.west@hslu.ch
mailto:V.M.Story@lboro.ac.uk

