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Now that suitable services, service modules and default combinations have
been identified, they need to be developed in more detail. An in-depth
description of this development is provided in the following chapters.

6.3 Specify Service Processes and Resources

The objective of this step is to specify the processes and resources necessary
for the provision of services. A tool that is able to support this specification
is the Service Blueprint. A service blueprint is a presentation of the chro-

Application of the Blueprinting Method in Example 3 »Social Housing«

The social housing example test resulted in the development of a new service concept, a half-
day seminar with a consultant on energy-saving options for tenants. A service Blueprint
helped to define underlying processes and necessary resources in more detail (see figure 19).

Figure 19: Service blueprint for a new service in the Margaritas building
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nological sequence of activities in the process of service provision, comparable
to a process flow diagram (see figure below). The big plus of this tool is that
the activities are classified according to their visibility to the customer: Some
service activities are performed by the customer alone (line of external inter-
action), some by customer and service provider together (line of visibility),
some by the service provider alone and some by the service providers collabor-
ating with internal teams (line of internal interactions). The blueprint helps to
get a good understanding of the different activities involved in a service and of
how customers will (or will not) perceive them. Valuable additional
information, as some of the steps not noticed by a customer may require some
communication activities to keep customers on track of developments.

A Process Flow Diagram (PFD) is a
diagram that illustrates the sequence of
the different process steps in the provision
of a service. It highlights the start and end
points, steps in the process and decision
points. Additional information, such as
documents and databases to be used, can
also be included.

Process Flow Diagrams and Blueprints can
be enhanced by an analysis of the
resources needed to perform the services.
A Resources Matrix details the necessary
human, operating and IT resources for
each element of a service (see example
below for details).

Figure 20: Process flow diagram
(source: www.rff.com/process-flow-
diagram.htm)
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6.4 Elaborate Marketing Concept

The marketing concept aims at providing a framework for communicating a
service combination to its target group. For most services, especially in the
construction industry, the price of a service is one of the major factors. For its
definition, different factors have to be considered. This includes the internal
costs of the service proposition, the requirements situation, the customer
view, the competitive situation and the corporate objectives (figure 21).

Application of the Resources Matrix in Example 3 »Social Housing«

The resources necessary in the different process steps of the Service Blueprint prepared for the
social housing example were further specified in a Resources Matrix. Resources are defined for
the preparatory phase, the marketing phase, the actual supply of the service and its subse-
quent assessment (see table below). Resources were detailed according to employees, oper-
ating resources and IT.

Table 9: Example
of a resources
matrix for an
information day on
energy saving
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Information on the event X X X X X X

Information on the consultant X X X X X X

Consultancy/training concept X X X X X X X

Equipment check (individual) X X X X X X

Marketing

Information on homepage X X X X X X

Leaflet at building entrance X X X

Application forms X X X X

Supply of service

Half-day face-to-face seminar X X X X X X

Equipment check in a flat (individual) X X X X X X

Assessment

Feedback collection from tenants X X X X X

Feedback collection from consultant X X X X

… … … X X X
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In order to set a suitable price for a service (and its different alternatives), all
five aspects have to be considered. The following Service Price Check helps
to cover all these aspects.

– Traditional accounting methods can help to analyse the internal costs of a
service; Blueprints and Resources Matrices also offer good support.

– The requirements situation (how strong is the demand for the service?)
can be addressed by considering market analyses.

– The customer view (what are customers willing to pay?) can be analysed
in discussions or interviews with customers. This is not an easy task, as cus-
tomers are often unwilling to talk about, or unaware of, the real price they
might pay for the service.

– Assessing the competitive situation involves a market analysis that looks
at substitute service offers from competing providers.

– The pricing strategy as a whole has to fit the overall corporate objectives
(low-cost provider, high-quality provider, niche service provider, etc.) and
the position of the service provider in selected markets.

The marketing concept not only has to determine the price of the service, but
also has to provide a communication concept on how to address potential cus-
tomers (distribution channels, marketing media, etc.). This should be done in a
thorough analysis of the key customer groups: How can they be contacted in
the best possible way (Internet, flyers, newspaper ads, etc.)? What kind of
information will they be specifically interested in (costs, benefits, references,
etc.)? And how should it be presented (detailed, simple, etc.)?

Figure 21: Factors
which influence
the price (see
www.fit2solve.de)
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7. Phase 4: Configuration of Customer-Specific Solutions

Phase three ends with the facility manager’s complete service portfolio. At this
stage, all services are available, both self-provided and sub-contracted ones.
The customer comes into action in phases four and five. Phase four starts with
the customer selecting the service in a configuration process, supported by the
facility manager. This includes the identification of the services needed and the
decision on which service alternative to choose for each service type. The
process could be done in a face-to-face situation between the facility manager
and customer, using printed and/or online documents (and databases). Final
users selecting the services they need could also do this on their own on the
facility manager’s homepage.

A general contractor could, for example, offer different services (and service
alternatives) to their customers (developed in phases one to three). One of
these customers, an advertising agency (office example), could discuss service
options with the general contractor (phase four) when planning a new
building. The contractor will offer its overall portfolio and help the agency to
identify the best combination of services (and service alternatives) for its par-
ticular purposes.

A social housing provider could have applied phases one to three to develop
new services needed by the housing objects under its responsibility: childcare
and catering. In phase four, the task of the social housing provider is to
support the service selection process of their customers (the building users) in
the best possible way.

At the same time, the service provider will collect feedback on the services
selected by the customers: What are typical service combinations chosen by a
specific customer type? Do customers mention an interest in services not
offered so far? Collecting this information will help to see if the services (and
the default combinations) developed in step three match the needs of the cus-
tomers.

7.1 Customise Service Solution

Phase four starts with the facility manager offering his service portfolio to the
customers. The customers select the service (module) combinations according
to their needs in a configuration processes supported by the facility manager.
This step needs to be carefully prepared, as it is not easy for customers to
identify the optimum service mix. They cannot always present a list of required
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services and how these services need to be provided. One of the reasons for
this is that customers are often not even aware of all the options available in
the market. In addition, some customers may not be familiar with some ser-
vices yet, so it is hard for them to specify the requisite frequency and quality of
the service, for example.

A typical configuration process will start with a short assessment of the cus-
tomer data (see figure below, blue boxes). This will include information on the
building functionalities (office/school, etc.), the user types (full-time/part-time
workers, etc.) and the building design (square metres, number of floors, etc.).
The assessment could be conducted in an interview or an online question-
naire. The next step will be to propose the service portfolio offered by the
facility manager. This will include presenting the various service types. In the
next step, a typical combination of services for the specific customer type
should be offered (for example »cleaning« and »maintenance«). For each
service type, this offer should include information as to how the service should
be provided, i.e. the specific configuration of the service (»monthly« cleaning).
Alternative options should be highlighted (»weekly« cleaning).

Figure 22:
FM services configur-
ation process (based
on Piller 2008)
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The customer now selects the service types (and configurations) according to
his/her needs; the result is presented in a visualisation of the complete sol-
ution. At this stage, service contracts can be concluded if the customer is
happy with his/her choice. If not, the configuration could go back to the
selection of service types (and configurations) to enable a change of choices.
In some cases, service options discussed and decided on may also have an
impact on the building’s design. Security services may, for example, require the
installation of cameras. Catering could require specific premises. There is thus
a second, optional feedback loop to the building design.

During the configuration process, the facility manager uses his/her
information database to support the process and collects customer
information as new input to it (figure above, grey boxes). Data provided
include the facility manager’s overall service portfolio and the default combi-
nations offered for this customer group. Data collected include general cus-
tomer data such as the building functionality, but also the final service choices
made.

The following Configuration Checklist presents an overview of the tasks to
be considered in a service selection process (based on Piller et al. 2003a).

– Presentation of the company and its competencies. The configuration
process is the first point of contact between the customer and the facility
manager. It is therefore important to start by presenting the FM team in a
suitable way.

– Presentation of the company’s complete solution portfolio. As ser-
vices are intangible, it is hard to illustrate them properly. It is, however,
important to give customers a good overview of the complete service port-
folio offered right at the beginning of the configuration process, by means
of illustrations, descriptions, etc. In a face-to-face consulting process, this
overview (as well as the general profile of the facility manager) could
already be offered before customers actually turn up to discuss options (for
example on the homepage or in a flyer).

– Identification of standard configurations. One of the core tasks of con-
figuring is to start with a suitable basic configuration. This aspect can dra-
matically reduce the complexity of the process for the customer and ensure
that the offer optimally fits both the customer’s and the provider’s needs.

– Customer-specific consulting. Suitable configuration processes excel in
capturing clients’ needs. Customers are not always aware of what form a
suitable service package for their needs should take, nor can they always
articulate their needs explicitly (the so-called »sticky information«). Thus,
the facility manager should always ensure that support is provided in iden-
tifying and explaining suitable choices for a specific customer. This step
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could, for example, include showing standard configurations and/or best
practice solutions of similar clients.

– Guiding through the configuration process. In the configuration, the
facility manager should guide the customer clearly through the different
steps of the process, from a customer’s perspective. This means that the basic
steps in the configuration should be explained, along with their output.

– Creation of a flow experience. So-called »flow experiences« emerge if
customers feel that they actively design their own solutions in the configur-
ation process. To make this happen, the configuration process should not
be too complex, and should provide prompt visualisation of the configur-
ation results, for example through an online or print overview of the port-
folio options selected.

– Plausibility checks and solution completion. The configuration process
should include both plausibility checks and some sort of auto-completion
of a solution to ensure that every configuration process will result in a
feasible, complete concept. For FM services, this means that there should

Figure 23: Key tasks in the service configuration process (Piller et al. 2003a)
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be a final check as to whether all service categories necessary for the spe-
cific building functionality and each user type have been addressed in one
way or another. It could also mean highlighting choices that are very rare or
unusual.

– Visualisation. Good visualisation is key to all configuration processes –
both product-related and service-related – as the final product is not
available at the time of purchase. The visualisation aspect is often the most
difficult task of configuration.

– Support in entering customer data. Users often refrain from entering
personal data in configuration processes. This implies that this process not
only has to be as easy as possible, but also that it has to demonstrate trust-
worthiness.

– Surrogate solutions. As the final service package is not available to users
at the point of purchase, users need some sort of illustration of the solution
finally agreed upon which they can take home. This surrogate could be a
paper printout detailing the solution, for example. If customers have to
wait for some time before the provision of service commences, there
should be an automatic update on the status of their order.

– Generation of aggregated customer know-how. Facility managers
should collect and analyse the information in each configuration process to
discover how they can improve their service portfolio (and the configur-
ation process): What do specific customer groups typically select? Which
new services have some customers asked for?

Configuration of Services for Advertising Agency in Example 1 »Office Building«

The configuration of a customer-specific solution was tested in the »office building« example.
An advertising agency plans a new building together with a general contractor, and also starts
discussing related service offerings.

The first step in the service configuration stage is the collection of key data on the agency (see
figure below). This includes data on the building functionalities, the user types and the
building design (CAD drawing of building design). The building in application example one is a
four-storey office building with an overall floor area of 4000 m2 (each floor comprising
1000 m2). There are two lifts and two main staircases, as well as two additional emergency
staircases in the immediate proximity of each lift. The building includes office rooms of dif-
ferent sizes as well as 3 kitchenettes and 3 conference rooms on each floor. Furthermore, it
has a large reception hall with a desk staffed from 7 am to 7 pm. There is no residential area
nearby that could offer restaurants, laundries, etc.
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The building’s main users are the agency’s designers (male and female), who have highly
flexible work schedules. Most of them are young (average age: 25), some have small children.
The main building visitors are the customers of the agency. The agency runs a number of large
marketing events each year to acquire new customers.

The service provider could offer repair & maintenance, cleaning, security and catering services
as a standard set of services for office buildings. Because of the family status of the office
users, the provider could also choose to offer childcare services. Plant watering could be
attractive because of the flexible work schedules.

The agency itself could decide that just childcare and catering are needed, as they have
another service provider for cleaning, security, etc. that already takes care of other agency
buildings. At this point they could, however, decide that they not only need the typical
package for the office users (childcare during main working hours, breakfast and lunch
catering), but that childcare and catering support would be excellent for their marketing
events. They would thus select these alternative service modules for their final configuration.

Figure 24: Potential complementary building-related services
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7.2 Collect Configuration Feedback

The last item on the Configuration Checklist is already part of the second step
in phase four. The collection and analysis of information in the configuration
process is a key success factor for the provision of a suitable service portfolio,
as only the continuous assessment and – if needed – adaptation of the service
offering can ensure that the portfolio fits changing user requirements. Adap-
tations can include the re-definition, extension or removal of service types
(and modules). The outcome of this step will be fed into the previous three
SEA phases when the service portfolio is updated.



54

I3CON
Step-by-step Development of Facility Management Services

8. Phase 5: Services Operation and Assessment

In the fifth phase of the SEA Approach, the customised services are provided.
During service provision, feedback should again be gathered to gauge
whether customers are content with the services and if some services have to
be adapted. The findings of this step will be fed into phase four (to adapt the
portfolio selected) or the three previous phases of the SEA (to work on the
portfolio as a whole).

8.1 Operate Services

In the first step of phase five in the SEA, the services are provided to the cus-
tomers. The necessary processes and resources have already been set up in
phase three, and they are now put to work in this stage of the approach.
Service provision includes the coordination of the services, including both
those run by the facility managers themselves and the services outsourced to
sub-contractors. The actual operation of the services may be preceded by
some final tests with single users. Lead User Tests focus on multiple users of
the service type (or field) under consideration. For example, a new catering

Lead User Test of an Energy Use Information
Service in Example 3 »Social Housing«

One of the services developed in example three was a
tool informing tenants of their energy consumption (a
prototype of this tool was actually developed in the
I3CON project). In the SEA application example, the
tool is supposed to be provided by a supplier not only
installing the tool, but also informing users on energy-
saving options (leaflet) and offering information days
on the topic.

EMVS, Madrid’s social housing company which takes
care of the building, has – in the course of the I3CON
project – installed the tool in the apartment of one
(lead) user, who will test the tool over the course of the
next months. Feedback from this test phase is collected
via questionnaires (see figure on the right) filled out by
the user on her own. Figure 25: Questionnaire on energy

use information service (extract)
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service (breakfast) could be tested on an office customer already using the
existing service (lunch) to a large extent (i.e. large group of employees). The
customer to be considered should always be a long-term customer open to
service co-development and ready to offer detailed feedback on the test after-
wards.

8.2 Collect Service Operation Feedback

Feedback on customer satisfaction with the services can be collected by
various means. Interviews (face-to-face or phone) with single customers can
give very detailed insights into service aspects to be adapted, and are also a
very good channel for a free discussion on additional service needs. A good
choice is to contact representatives of typical customer groups at this point.
Surveys covering a large group of customers can be conducted via e-mail,
traditional mail or online. They help to get a broad understanding of the
general level of customer satisfaction, and can help to assess the demand for
new service offerings. A specific group of customers is invited to a feedback
and brainstorming session in what are known as Focus Groups. These groups
are an excellent tool not just for collecting individual feedback, but also for
initiating interactive discussion among the customers. This may help to get a
pulse on common problems and expectations. Future service ideas can also be
discussed in these groups, with the advantage that customers can mutually
comment and expand on each other’s ideas. Customer Complaint Analyses
should always be performed to get a good insight into user expectations. To
do so, customers need a contact point for questions, comments and com-
plaints (hotline number, e-mail address, etc.); the facility manager has to make
sure that all requests coming in through these media are registered for statis-
tical analyses.

It may also be helpful to conduct interviews and surveys, or hold focus groups
with the staff providing the service (own resources or sub-contracted com-
panies). They sometimes have a good insight into the customers’ satisfaction
with a service and may suggest ideas for service improvement. Just like in
product development, including suppliers in the development of a new service
is also often a good idea.

Performance Scans (see figure below) can support the assessment of the
feedback gained by means of interviews, surveys, etc. The scan draws on the
service categories defined in the Kano Model (see phase three) in distin-
guishing basic, benefit and inspiration services (or service elements). Basic ser-
vices simply have to be offered (and in a good quality), as customers expect
them as a basic part of a solution. They will, however, not be interested in any
over-performance of these services. Benefit services can make customers happy
(if well done) and unhappy (if badly done or non-existent). Inspiration services
surprise users, as they are not within the scope of a usual service package.
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Subsequently, poor performance or non-performance of a basic service
(element) requires immediate action, while inspiration services with low quality
may be addressed in future service portfolio adaptations. Over-performing
basic services should be reduced to minimise costs.

The results of the second step in phase five will present opportunities for
adding, deleting, extending or reducing services (and service modules) in the
service. The service portfolio will be adjusted in another round of phases one
to three, aimed at improving the service portfolio. A portfolio check (and
adjustment) should be performed at regular instances and when a specific
need arises (for example a new customer group).

Table 10: Perform-
ance scan for a
technical service
(Source: BPS 2005)

Not-performed Performed Over-performed

Basic Emergency case:
immediate action required

Beware and keep the
level of performance and
satisfaction

Reduce costs: the level
of the performance can be
decreased

Benefit Invest and improve the
performance

Keep the position ahead
of competitors, keep the
level of performance

Enjoy your success☺

Inspiration Develop and be creative Communicate the
performance (make it
public)
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9. Summary and Tools Overview

The SEA process presented in this guide combines Service Engineering and
Mass-Customisation concepts to support facility managers in the structured
development of integrated service portfolios. The resulting portfolios will be
flexible enough to be customised to the needs of different users, while
selection options will be limited to the choice of a few, pre-defined service
alternatives. The guide presents the five steps of the process along with useful
tools for each of the five phases.

The modular design of the service alternatives supports brainstorming efforts
on the different options that are offered for one specific service, and the defi-
nition of typical variations for the main user groups. In addition, the concept
helps to clearly define the processes and resources involved in each service
alternative.

»Very often the roots of the difficulties lie in the fact that the services
offered by the companies are not clearly defined, i.e. there are no clear
descriptions of what the service entails, what the relevant processes are
and the resources required.« (Fähnrich and Meiren 2007: 4).

The following tables are the overview of the tools presented in this guide,
including the tools’ names, objectives, and references to where to find them in
this guide.

Phase 1: Identification of Service
Potentials

Step Tool Name Tool Objective Page

Describe building
functionalities and use types

Market Segmentation Definition of the users 19

Summarise existing services Service Portfolio table Detailing of service types 20

Analyse service trends Trend Radar Summary of relevant trends 21

Identify service opportunities SWOT Analysis Identification of service potentials,
based on internal and external
factors

24
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Phase 2: Generation and
Evaluation of Service Idea

Phase 3: Definition of
Service Modules and Default
Combinations

Step Tool Name Tool Objective Page

Generate and collect service
ideas

Lotus Blossom Generation of service ideas based
on discussion of alternatives

26

Customer Activity Cycle Generation of service ideas based
on customer activities

27

Evaluate service ideas Correlation Matrix Validation of service ideas against
customer requirements

30

Innovation Portfolio Check Validation of service ideas
according strategic considerations

30

Assess competences Make-or-Buy Checklist /
Matrix

Consideration of service provision
options

31

Step Tool Name Tool Objective Page

Define service modules Morphological Box Brainstorming on service modules 36

Value Curves Method Identification of service modules,
based on a comparison of existing
services

37

Modularisation Checklist Decision on the number of
modules

38

Create default module com-
binations

Kano Model Identification of module combi-
nation options

40

Service Potential Portfolio Decision on suitable module com-
binations for different customer
types

42

Specify Service Process and
Resources

Service Blueprint Specification of activities involved
in service processes (customer
focus)

43

Process Flow Diagram Visualisation of process steps 44

Resources Matrix Analysis of resources needed for
running a service

44

Elaborate Marketing
Concept

Service Price Check Definition of service price (con-
sideration of the factors influencing
price)

46
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Phase 4: Configuration of
Customer-Specific Solutions

Phase 5: Service Operation and
Assessment

Step Tool Name Tool Objective Page

Customise Service Solution Configuration Checklist Development of a configurator
supporting customers in selecting
their service mix

 49

Collect Configuration
Feedback

Step Tool Name Tool Objective Page

Operate Service Lead User Test Test of new service concepts with
dedicated customers.

54

Collect Service Operation
Feedback

Performance Scan Analysis of customer feedback,
analysis of service adaptation needs

55
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10. Outlook and Further Developments

As mentioned in the first chapter, the SEA approach presented in this paper is
built on a number of existing concepts and guidelines to come up with a
suitable concept for the construction industry. Future developments could
extend the SEA by adding more tools and templates or transfer it to another
service-intensive industry sector.

Further developments could also include the development of IT tools to
support this process, such as an online software tool presenting the different
phases and tools and providing printout templates for them. Another useful
tool could be an IT-based configurator for phase four in the SEA process. The
prototype for such a tool was developed in the I3CON project by the Swiss
company Perspectix (www.perspectix.com). The tool, »Building Services
Configuration Tool«, supports the visual configuration of user and building
services based on a building’s CAD design.

The basic idea of the Configuration Tool (see the figure below) is to associate
each building element with a set of service options. Floor and window types,
for example, are linked to cleaning services. Heater types are related to main-
tenance & repair services. Once the building’s CAD design has been entered
into the tool, it will list the options of every building element, so that cus-
tomers (supported by the facility manager) can easily select the services they
need. The tool offers an easy, intuitive configuration process that helps to
make sure that all important service types for a building element have been
considered.

For each building element, the tool will present different product and service
options and will then help to calculate the costs to be expected for each of the
elements. This will help to illustrate the differences between product and
service types: A carpet may be a cheaper product than parquet floors, but life-
cycle costs (cleaning, maintenance, etc.) associated with it might be much
higher.
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Figure 26: Perspectix Configuration Tool (screenshot)
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