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ABSTRACT 
 
There is a type of business offering gaining much attention, both in the media and in 
financial figures, which provides the customer with something extra, something to be 
remembered. This offering is a commercial experience. It is claimed that commercial 
experiences are different from traditional industry and mass-production and even 
separated from goods and services. The possibility of creating something extraordinary in 
order to gain profit is of increasing interest in today’s business world. Consumers are 
seeking for experiences to reach a higher level of personal growth, an experience that 
create personal identity and lead to long-lasting memories. This is something an increasing 
amount of consumers are willing to pay money for - the commercial experience market.  
 
The purpose of this thesis is to contribute knowledge about and a deeper understanding 
of commercial experiences, both in general and especially with regard to how customer 
value is created. The focus of the research was also to strengthen and support 
organizations that offer commercial experiences. In order to fulfill the purpose, two case 
studies were conducted with different focal points. The first aimed to find best practice 
and explore excellent ways of working when providing commercial experiences. The 
second study aimed to identify the needs for improvement to strengthen organizations 
offering commercial experiences. 
 
According to my findings, there seems to be several distinctions between commercial 
experiences and goods and services. These include; the level of price, the time spent by 
the customer, the customer affect as strongly emotional and maybe most importantly, the 
finding that commercial experiences create a higher level of customer value than goods 
and services. All this proves that the commercial experience is to be considered an 
offering on its own, a refined customer offer of higher value. Since commercial 
experiences are said to engage customers in an inherently memorable way, reaching a 
higher level of customer value than goods and services, is seen as a critical factor. 
Understanding what the customer really wants, needs and what builds customer value 
when offering commercial experiences then become particularly important as drivers of 
success. When studying a particular organization for best practice, several similarities 
between providing commercial experiences and working according to the core values of 
TQM were found and established as a factor of business excellence. Further when it 
comes to providing commercial experiences storytelling, theming and a creative 
environment stood out as additional factors of business excellence. Moreover, selecting 
the right co-workers based on their values rather than merely their skills and academic 
qualifications was seen as an important factor of success. The co-worker is often the co-
creator of the experience together with the customer and therefore has an important part 
to play in the organization. Creating a corporate culture with co-workers sharing the 
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values is seen as essential in order to run a successful business. It appears that any type of 
organization can provide an experience for the customer, the key is adding on the extra 
value to reach the level of attractive quality. The commercial experience is described as 
deeply affecting both the feelings and senses of the customer, resulting in new memories; 
it is a memorable event the customer is willing to pay for. The commercial experience 
contains elements of engagement, personal relevance, novelty, surprise and learning and 
is not limited to certain types of businesses. The fact that this is an area of increasing 
business interest but as yet a poorly explored one indicates that there is a need to develop 
improved ways of working, tools and methods, tailor-made for providing commercial 
experiences. Improved tools for identifying customer expectations and measuring 
customer satisfaction are clearly needed, especially since this is a growing industry that 
cannot be ignored. Welcome to further explore the experience economy where new 
memories are so highly valued that people are prepared to pay for them! 
 
 
Keywords: Commercial Experience, Customer Value, Customer Expectations, Customer 
Satisfaction, Total Quality Management, TQM 
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SAMMANFATTNING 
 
Det är en ny industri på växande frammarsch som får allt större uppmärksamhet i 
massmedia både utifrån erbjudandet och genom allt mer betydande ekonomiska resultat. 
En industri som erbjuder kunden något extra, någonting att minnas, en kommersiell 
upplevelse. Det finns de som hävdar att den kommersiella upplevelsen skiljer sig från 
traditionell industri med massproduktion och att den till och med är skild från varor och 
tjänster. Att kunna erbjuda sina kunder någonting extraordinärt för att nå en ökad 
vinstmarginal är av allt större intresse bland företag idag. Allt fler kunder letar efter en 
upplevelse som tar dig till en högre nivå av personlig utveckling, en upplevelse som skapar 
en personlig identitet och leder till minnen för livet. Detta fenomen är något som allt fler 
människor är villiga att betala pengar för, en kommersiell upplevelsemarknad. 
 
Det övergripande syftet med licentiatuppsatsen är att bidra med kunskap och skapa en 
djupare förståelse för kommersiella upplevelser, både på ett generellt plan men även med 
avseende på hur kundvärde skapas. Ett ytterligare fokus för forskningen är att stärka de 
organisationer som erbjuder sina kunder en upplevelse. För att uppnå syftet har två 
fallstudier med olika fokus genomförts. Den första fallstudien innebar att leta efter ett 
föredöme och belysa goda exempel på arbetssätt som kan användas för att skapa en 
kommersiell upplevelse. Den andra studien syftade till att identifiera behov för att 
utveckla och stärka de organisationer som erbjuder sina kunder en kommersiell 
upplevelse.  
 
Utifrån mina observationer i fallstudie 1 så verkar det finnas flera saker som skiljer en 
kommersiell upplevelse från varor och tjänster, som t.ex. prisnivå, kundens spenderade 
tid, kundens emotionella beröring och kanske mest betydande att den kommersiella 
upplevelsen når en högre nivå av skapat kundvärde än vad varor och tjänster gör. Allt 
detta bidrar till att klassificera kommersiella upplevelser som ett eget fenomen, ett 
erbjudande med ett förädlat kundvärde. Eftersom kommersiella upplevelser påstås beröra 
kunder på ett minnesvärt sätt, uppnås också en högre nivå av skapat kundvärde än för 
varor och tjänster. Detta är en kritisk faktor för den kommersiella upplevelsen. Att förstå 
kundens behov, och vad det är som skapar kundvärde, blir därmed av extra vikt för att 
lyckas för de organisationer som erbjuder en kommersiell upplevelse.  
 
Vid studien av en framgångsrik organisation hittades flera likheter i de arbetssätt som 
användes för att på ett framgångsrikt sätt skapa en upplevelse med de värderingar som 
beskrivs inom TQM. Ytterligare arbetssätt som utpekas som framgångsfaktorer är 
storytelling, tematisering och att skapa kreativa arbetsmiljöer. Utöver arbetssätten 
belystes också vikten av att bygga en organisationskultur baserad på värderingar som 
fokuserar på att skapa kundvärde. Att rekrytera sin personal baserat i huvudsak på 
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värderingar i stället för enbart på kompetens anses vara ytterligare en framgångsfaktor, 
detta eftersom medarbetaren ofta skapar upplevelsen i ett möte tillsammans med 
kunden. Att skapa en organisationskultur som bygger på gemensamma värderingar är 
viktigt för att nå framgång inom upplevelseindustrin. Det är inte begränsat till en specifik 
typ av organisation att erbjuda kommersiella upplevelser, det är i stället vikten av att lägga 
till det extra kundvärdet för att uppnå attraktiv kvalitet som är essentiellt för framgång.  
 
Den kommersiella upplevelsen beskrivs som något djupt berör kundens känslor och dess 
sinnen med ett resultat i nya värdefulla minnesbilder. Det är ett minnesvärt ögonblick som 
kunden är beredd att betala för. De ingredienser som används för att beskriva en 
kommersiell upplevelse är engagemang, personlig betydelse, nyhetsvärde, överraskning 
och lärande. Egenskaperna är inte begränsade till att enbart gälla för en viss typ av 
organisation eller bransch. Det faktum att intresset för att erbjuda kommersiella 
upplevelser är växande, och att området är relativt outforskat indikerar att det finns flera 
behov av utveckling, framförallt i att hitta bra arbetssätt och metoder för att identifiera 
kundens förväntningar och mäta kundnöjdhet. Varmt välkommen att här vidareutforska 
upplevelseindustrin, där nya minnen värderas så högt att människor är beredda att betala 
för dem. 
 
 
Nyckelord: Kommersiella upplevelser, Kundvärde, Kundförväntningar, Kundnöjdhet, 
Offensiv kvalitetsutveckling, TQM 
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1. INTRODUCTION 

In this chapter the background, purpose and research questions are presented along with 
delimitations and the structure of the thesis, giving the reader an introduction to the 
research process and identified problems. 
 
1.1. Background 

There is an economy currently evolving, that has been given a variety of labels. Earlier it 
has been referred to as the “information society” or the “knowledge society”, where 
knowledge was claimed to be more important than capital, (Jensen, 1999 and O'Dell & 
Billing, 2005). Today, people talk about a “new economy” and give it labels such as the 
“network society”, the “creative industry”, the “dream society” (Jensen, 1999) or the 
“experience economy” (Pine & Gilmore, 1999). In this experience economy there is a type 
of business offering gaining much attention, both in the media and in financial figures, 
providing the customer with something extra, something to be remembered, a 
commercial experience; an experience separate from the manufacture of physical 
products and the delivery of services; a commercial experience the customer is willing to 
pay for.  
 
Providing the customer with an experience is not completely new and unique as a 
business offering. The new aspect might however be that it is of growing interest among 
many organizations within different types of business, and has therefore now become a 
growing industry that cannot be ignored. “Experiences represent an existing but previously 
unarticulated genre of economic output” (Pine & Gilmore, 1999). This is not saying that all 
companies must or even should stage an experience to be profitable (ibid). The 
commercial experience is even predicted to be the foundation for future economic growth 
and it is part of a new economy, far from traditional industry and mass-production, 
(Jensen, 1999; Pine & Gilmore, 1999; Löfgren, 2003 and O'Dell & Billing, 2005). In Sweden 
alone, the “experience industry” generated 4.8 percent of total GDP during 2001 and 
employed 280,000 people, corresponding to 7 percent of the total Swedish labor market 
(Upplevelseindustrin, 2008). Annual growth between 1995-2001 was as high as 6.4 
percent (ibid). A recent study of the same segment in Sweden reports that the number of 
employees increased to 434,000 in 2005 (Kolmodin et al., 2008). Today, interest is still 
high, a fact confirmed by the statistic that the 2008 number one Christmas gift in Sweden 
was an experience (Årets Julklapp, 2009). Even though the area of commercial experiences 
is of both financial importance and high interest for many customers, it seems to be fairly 
unexplored. 
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Customer value is stated to be of immense importance when it comes to commercial 
experiences, as they engage customers in an inherently memorable way, (Voss, 2003; 
Sundbo, 2004; Poulsson & Kale, 2004 and Pine & Gilmore, 1999). Understanding what the 
customer really wants, needs and what builds customer value in an organization therefore 
becomes important in order to be successful. Customer value is even considered to be the 
source of all other values in an organization (Heskett et al., 1994 and Hammer, 1996). The 
statement that customer value is of extra importance when providing a commercial 
experience obviously sparks an interest in further studies. 
 
Poulsson and Kale pointed out in 2004 that there was a remarkably scant understanding of 
what actually constituted commercial experiences, and that a clear definition was 
seemingly nowhere to be found (2004). Because of the growing interest among 
organizations in providing commercial experiences, both building a theoretical frame of 
reference and a deeper knowledge about commercial experiences becomes important. 
Setting a clear definition of the concept is needed to further study what builds customer 
value in a commercial experience. Existing methods and tools for organizations are 
developed mainly focusing on goods and services. Studies are needed to find out if the 
existing tools are enough for building the high level of customer value into an organization 
providing commercial experiences.  
 
 
1.2. Purpose and research questions 

 
The main purpose of this thesis is to contribute knowledge about and provide a deeper 
understanding of commercial experiences, both in general and especially regarding how 
customer value is created. The focus of the research is to strengthen and support 
organizations providing commercial experiences. 
 
Research Questions: 
 
RQ1 How can commercial experiences be defined and what are the distinctive 

characteristics? 
 

RQ2 How can successful organizations work to build customer value when 
providing a commercial experience? 
 

RQ3 Is there a need for support and development for organizations when 
creating customer value in a commercial experience, and if so, what needs 
do organizations seem to have? 

 



3 

1.3. Delimitations 

The commercial experience focused on in this thesis is one that is provided by an 
organization and received by a customer. Commercial is referring to an experience paid 
for by the customer. 
 
1.4. Thesis structure 

Chapter 1 gives an introduction to the area of focus and presents the purpose of the 
research and the research questions. It also mentions delimitations.  
Chapter 2 presents and discusses the theoretical frame of reference, comprising the 
history of quality, introducing theories about commercial experiences and customer value, 
all given as a base for future results. 
Chapter 3 presents the methods chosen for the research study, collecting data and also 
treats issues of validity, reliability and generalization. An overview of the research journey 
is also presented. 
Chapter 4 gives a brief summary of the main findings from appended papers and further 
findings from Case Study 1 and 2. 
Chapter 5 presents the conclusions and a discussion related to the overall purpose and the 
research questions. A methodological discussion is also presented in this chapter. 
Chapter 6 presents ideas of future research. 
 
The thesis ends with a list of references and the appendices. 
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2. THEORETICAL FRAME OF REFERENCE 

The purpose of this chapter is to provide the reader with the theoretical framework 
relevant to the research and which is applied in the upcoming analysis and conclusions of 
the thesis. Furthermore it introduces general concepts and definitions. The chapter starts 
with the most central concept, describing commercial experiences, followed by customer 
value. Additionally describing the concept of “quality” and “organizational culture and 
values” in order to further understand how customer value can be created in commercial 
experiences. 
 
2.1. Commercial experiences 

 
2.1.1 Describing the commercial experience, character and definitions 

Commercial experiences are claimed to be part of a new economy, diverse from 
traditional industry and mass-production, an economy given labels such as a “creative 
industry”, a “network society” a “dream society” and an “experience economy”, (Jensen, 
1999; Pine & Gilmore, 1999; Löfgren, 2003 and O'Dell & Billing, 2005). “Experiences have 
become the hottest commodities the market has to offer” (O'Dell & Billing, 2005). 
 
There have been some theoretical attempts, mainly to describe what the experience 
economy is, often from a business economic point of view. One well-known book is the 
popular bestseller “The Experience Economy: Work is theatre and every business a stage” 
written in 1999 by James Gilmore and Joseph Pine. The authors provide a broad picture of 
the business area and use four realms to divide experiences; entertainments, educational, 
esthetic and escapist, see Figure 2.1. Within these realms, the customer can have either 
passive or active participation and the customer is either absorbed into the experience or 
immersed. All areas have an impact on human senses and the greater number of senses 
stimulated, the stronger the experience. When all four realms are included in the 
customer experience, and all five senses are touched, this is when you hit the sweet spot 
(Pine & Gilmore, 1999), see Figure 2.1. Examples of absorbing experiences are watching 
television and the contrary immersion can be playing a computer game. An example of 
active participation is skiing and the passive participation can be visiting the opera, 
listening to the music. 
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Figure 2.1. The four realms of experiences, in the centre the sweet spot (from Pine & 
Gilmore, 1999). 
 
There is no clear definition in Pine & Gilmore’s book of what this commercial experience 
really is, only a vague description of the business of working to provide a commercial 
experience, saying that experiences are inherently personal, and that they are 
“memorable, rich in sensations created only in the mind of an individual who has been 
engaged on an emotional, physical, intellectual, or even spiritual level”. “Personal” in the 
way that no two people can have the exact same experience, (Pine & Gilmore, 1999).  
 
Pine & Gilmore (1999) frequently refer to the Walt Disney Company, when describing 
commercial experiences and especially when using a theatrical vocabulary to explain how 
to provide commercial experiences. The theatre is a powerful metaphor and often used as 
a model for building effective experiences, and staging the experience as if it were theatre 
is nothing new (Voss, 2003). For instance the Walt Disney Company has long viewed its 
theme parks as a stage, the customer as a guest and the employees as a cast (Voss, 2003).  
There are also companies using drama as a guide for setting “the stage” which can be 
fruitful bearing in mind that the experience has a beginning and an ending. Freytag’s 
pyramid is a model occasionally used as a guide for experiences, see Figure 2.2 (Freytag, 
1863). 
 

Figure 2.2. Freytag’s pyramid, describing the structure in drama (from Freytag, 1863). 
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Storytelling and theming are also important key words often referred to when describing 
how organizations work with providing commercial experiences (Mossberg, 2003 and 
Mossberg & Johansen, 2006). Storytelling concerns stories, myths and fables which can be 
oral, written or visual, or a combination of the three (ibid).  Theming can be an idea, a 
subject or a main thread that permeates something, e.g. a restaurant or an exhibition 
often visualized in a setting where the experience take place (ibid). Theming has been 
extensively used as a focus of experiences (Voss, 2003). This is not to say that theming is 
always needed to build an experience (ibid). Both storytelling and theming are described 
as useful tools in order to differentiate a business, build a brand and be in front of 
business competition, especially within the segments of marketing and business 
administration. A competence needed of an experience provider is stated to be the 
competence to create memorable events (Mossberg, 2003 and Mossberg & Johansen, 
2006). 
 
There have also been some other theoretical attempts to describe experiences. 
Csikszentmihalyi (1990) describes the optimal experience as “when we feel a sense of 
exhilaration, a deep sense of enjoyment that is long cherished and that becomes a 
landmark in memory for what life should be like”. Mossberg (2003) describes that 
experiences should include an element of surprise, of getting something extra and 
unexpected, a “wow-feeling” and the Lapland Centre of Expertise for the Experience 
Industry” (Tarssanen & Kylänen, 2005 and Kylänen, 2006) describes the experience as 
“multisensoral, memorable, positive and a comprehensive emotional experience that can 
lead to personal change in a subject person”.  
 
Despite this there are currently very few clear and accepted definitions of what a 
commercial experience really is and the classification of business segments varies 
between different countries. The only operational definition of commercial experiences is, 
according to the author’s knowledge, proposed by Poulsson & Kale (2004) They defined a 
commercial experience in the context of marketing as “an engaging act of co-creation 
between a provider and a consumer, wherein the consumer perceives value in the 
encounter and in the subsequent memory of that encounter”. Further, the authors 
describe an experience as proving meaningful utility; it should be perceived as personally 
relevant and should include elements of novelty, surprise, learning and engagement 
(Poulsson & Kale, 2004). 
 
For a commercial experience to result in strong emotions as being memorable, novel, and 
strongly engaging theories concerning patterns of use in emotional language have been 
studied. Two independent factors that support the description of strong emotions and 
affection are found (e.g Feldman, 1995; Larsen & Diener, 1992; Russell, 1979 and Russell 
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et al., 1989). The two factors can be described as positive and negative affect, or 
pleasantness and activation (Watson & Clark, 1997). This is also known as the two-factor 
structure of affect or the circumplex structure of affect (Watson & Tellegen, 1985) and can 
be used in order to illustrate strong human emotions. Strong engagement appears as a 
critical driver of both high positive and negative affect resulting in feelings of arousal, 
astonishment and/or surprise. See Figure 2.3. The two-factor structure clearly illustrate 
that both high positive and high negative affect have a component of the factor strong 
engagement, which is located at the top of the structure. The strong positive emotion 
excited can for instance be seen as a combination of pleasantness and surprise. Basically, 
the structure shows that strong engagement is a critical driver of both strong positive and 
strong negative affect, critical for reaching upper quadrant of strong engagement. 
 
 

 
Figure 2.3. The two-factor structure of affect, also known as the circumplex structure of 
affect (from Watson & Tellegen, 1985). 
 
 
2.1.2 Separating commodities, services and commercial experiences 

Pine & Gilmore (1999) write, “The newly identified offering of experiences occurs 
whenever a company intentionally uses services as the stage and goods as props to 
engage the individual”. In the same way goods or “tangibles”, appear as props in service 
offerings. The commercial experience concept therefore has a wider scope than the goods 
and service concepts, and can therefore be seen as something separate from regular types 



9 

of service. It should be noted that experience providers by no means have to be service or 
goods providers, even though this might be a common situation. Pine & Gilmore (1999) 
also claim that “experiences are a fourth economic offering, as distinct from services are 
from goods…”, see Figure 2.4. They also write, “While commodities are fungible, goods 
tangible, and services intangible, experiences are memorable” (Pine & Gilmore, 1999). It is 
further stated that “the experiences must leave indelible impressions”, which clearly 
emphasizes that memorable refers to “remembered” rather than “likely to be 
remembered”. Smith et al. (2003) state that “A moment’s thought should convince you 
that memory is the most critical mental facility we posses with regard to our ability to 
operate as humans. We make almost all decisions about what to do based on a memory of 
one sort or another”. It is not surprising that there is evidence that memories of emotional 
events have a persistence and vividness that other memories seem to lack, see e.g. 
Christianson (1992). The enhanced memory capability observed for emotional events is, at 
least in part, due to the amygdala’s influence on the encoding and storage of 
hippocampal-dependent memories (Phelps, 2004). The Cambridge Advanced Learner’s 
Dictionary (2009-08-26) even defines the noun “experience” as “something that happens 
to you that affects how you feel”. 
 
Another difference between experiences and goods and services is price, a price that 
claims to be higher than for a service (Mossberg, 2003 and Pine & Gilmore, 1999), see 
Figure 2.4. This can be illustrated by giving the example of a birthday cake. The 
commodities of flour, eggs and sugar are fairly cheap when baking a homemade cake, the 
goods as a cake mix at the grocery store costs a little bit more, still giving you an 
opportunity to bake your own cake. Then the service provided by a bakery or café with a 
pre-made cake is more expensive. And finally the most expensive offering, the commercial 
experience, which can be when the customer pays for the whole birthday party to take 
place at an activity center, playing games, eating cake and sharing the moment with your 
friends, paying an even higher price. Several authors agree on the distinction between 
traditional goods and services and experiences (Voss, 2003; Sundbo, 2004 and Poulsson & 
Kale, 2004). 
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Figure 2.4. Refined value of experiences (from Pine & Gilmore, 1999). 
 
If price is one difference, time seems to be another. Several goods and services are 
developed to help solve a problem and reduce the consumer’s time and effort, e.g. pre-
prepared frozen dinners, child-care and a car wash (Berry et al., 2002). Many researchers 
characterize time as a limited and scarce resource for the consumer, something to be 
valued (Berry et al., 2002). There is a difference between services saving time for 
consumers, or services that consumers want to spend their time on. The research 
differentiates between “utilitarian” and “hedonic” services (Jiang & Wang, 2006). 
Generally, hedonic consumption designates those facets of consumer behavior that relate 
to multi-sensory, fantasy and emotive aspects of one’s experience with products, whereas 
utilitarian consumption is focused on the functional consequence of consumption (Jiang & 
Wang, 2006). Hedonic services provide consumers with hedonic values such as excitement 
and playfulness (e.g. theme parks, vacation resorts, and night clubs). Utilitarian services, 
on the other hand, provide consumers with certain functional utilities or solve practical 
problems, such as car repairing, tax return filing, banking and health care. The distinction 
between hedonic versus utilitarian services will help to predict and explain the different 
impact of affect on perceived quality and satisfaction, (Jiang & Wang, 2006). The focus of 
this thesis is on hedonic services or “time-investment services”, referred to here as 
commercial experiences. 
 
In order to distinguish commercial experiences from goods and services, it is also 
instrumental to take a closer look at some standardized frameworks of quality dimensions 
for goods and services. They provide a general description of aspects that relate to how 
goods and services in general provide value for consumers. Brucks et al. (2000) have for 
example developed a generalizable typology of six quality dimensions for durable goods 
that include ease of use, versatility, durability, serviceability, performance, and prestige. 
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Concerning service quality, the research of Berry et al. (1988) and Parasuraman et al., 
(1991) showed that the criteria used by customers in assessing service quality fit ten, later 
reduced to, five, dimensions such as; tangibles, reliability, responsiveness, assurance and 
empathy. These findings served as the foundation for developing an instrument called the 
SERVQUAL used when measuring customer satisfaction. 
 
 
2.1.3 Reasons why we want to buy experiences 

There are few presented theories on why this increased interest in commercial 
experiences has appeared. Gelter (2006) and Mossberg & Johansen (2006) raise an 
interesting point of view. They and others advocate that one of the reasons for the 
emergence of the experience economy is a consequence of people in developed countries 
having reached the top of Maslow’s Hierarchy of Needs, to the level of self-actualization, 
(Maslow, 1968 and Maslow, 1987) see Figure 2.5. The lower levels of needs have been 
fulfilled and there is a need for further challenges. 

 
Figure 2.5. Maslow’s Hierarchy of Needs (from Maslow, 1987, earlier presented 1968). 
 
From the customer’s point of view, creating new memories and reaching a higher level of 
personal growth seem to be topics of interest, learning something new and creating our 
identity by experiences, leading to new memories for life. Several authors state that 
experiences provide higher customer value than services as they engage customers in an 
inherently memorable way, (Pine & Gilmore, 1999; Voss, 2003; Sundbo, 2004 and 
Poulsson & Kale, 2004).  
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2.2. Customer value 

 
Understanding what the customer really wants, needs and what builds customer value in 
an organization seems to be important for business success. Customer value is even 
considered by some as the source of all other values in an organization (Heskett et al., 
1994 and Hammer, 1996). Delivering customer value requires a clear understanding of 
exactly what kind of value is desired by customers; importantly, customer value is not 
inherent in products as goods or services themselves; it is rather experienced by 
customers as a consequence of using the supplier’s goods and services for their own 
purposes, (Woodruff & Gardial, 1996). Value can be very individual, as the customers 
perceives it, so every organization must find ways of extracting from customers how they 
see value - both now and in the future (ibid). Zeithaml (1988) defines value as ”perceived 
value as the consumer´s overall assessment of the utility of a product based on perceptions 
of what is received and what is given”. Kotler (2000) defines it as “the difference between 
total customer value and total customer cost”, were customer value is the benefit the 
customer expects to get from a given product and service. According to Woodruff 
(Woodruff, 1997), customer value is “a customer’s perceived preference for and evaluation 
of those product attributes, attribute performances, and consequences arising from use 
that facilitate achieving the customer’s goals and purposes in use situations”.  
 
Customer expectations are closely linked to the customer’s perception of delivered value. 
The Kano model, see Figure 2.7 (Kano et al., 1984 and Kano et al., 1996) is also called “the 
theory of attractive quality” and is said to provide an understanding of how customers 
evaluate an offering (Bergman & Klefsjö, 2003). The model shows that by satisfying the 
customers’ basic and expected needs, an organization can achieve expected quality but if 
a company wants to create attractive quality, to satisfy the “excitement needs”, the 
customer must be given something extra and unexpected (Bergman & Klefsjö, 2003). Lilja 
(2005) concludes that attractive quality can be describes as “…creating customer value by 
increasing the customer’s positive affect”. He also claims that within TQM much of the 
focus is on reducing negative affect and that TQM could benefit from addressing the 
positive affect perceived by the customer. The area of attractive quality is where 
commercial experiences can be found, requiring something extra being offered to the 
customers in order to delight them, (Tarssanen & Kylänen, 2005).  
 
The result of building customer value can be measured by customer satisfaction. Fulfilling 
customer expectations has a positive effect on customer satisfaction measurements, and 
exceeding expectations has an even better result. A high level of customer satisfaction is 
said to be one of the most powerful indicators for the future of a successful business 
(Matzler et al., 1996). Customer satisfaction is, according to Woodruff & Gardial (1996), “a 
customer’s positive or negative feeling about the value that was received as a result of 
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using an organization’s offering in specific use situations”. This positive or negative feeling 
can be a reaction to an immediate use situation or an overall reaction to a series of use 
situation experiences. Too often, organizations conduct customer value research and 
satisfaction research separately (or even more commonly conduct only one, typically 
satisfaction) and overlook the opportunity to combine these efforts, (Woodruff & Gardial, 
1996).  
 
There are a variety of models for measuring customer satisfaction. They are often used in 
order to collect information and learn about what builds customer value in order to fulfill 
customer expectations, and with the result measured in customer satisfaction. A study by 
Seth et al. (2005) shows that there does not seem to be one well-accepted conceptual 
definition and model of service quality nor a generally excepted definition of how to 
measure service quality. Instead there seems to be a variety of models and definitions that 
support the view of evaluating customer expectations by means of their perception of the 
quality the customer has experienced. One model which draws support from other 
researchers (Seth et al., 2005) is the Gap-model developed by Zeithaml et al., ( 2009), see 
Figure 2.6. A description of the Gap Model is presented in Appendix I. Since there seems 
to be no model developed specifically for either commercial experiences or hedonic 
services, instead the most suitable and found models measure service quality. The 
different studied models measure customer satisfaction, or more accurately customer 
dissatisfaction, and there does not appear to be a model on how to handle and measure 
attractive quality, i.e. excitement needs in the form of unexpected and unspoken needs 
that are important in commercial experiences. 
 

 
Figure 2.6. Gaps Model of Service Quality (modified from Zeithaml et al., 2009). 
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2.3. The evolution of quality 

 
Quality is still an important issue in the modern competitive business world, (Dahlgaard et 
al., 2002). Quality is also a wide concept which is expressed and described differently by 
different people (Dahlgaard et al., 2002); for instance value for money, fitness for use 
(Juran, 1951) or conformance to requirements (Crosby, 1979). Sometimes quality is 
equivalent to the absolute characteristics of a product and to some it is a feeling 
compared with beauty or sweetness (Dahlgaard et al., 2002). Early on, this separation of 
quality was described as objective quality “an objective reality independent of the 
existence of man” and subjective quality “a subjective reality where we think and feel or 
sense as a result of the objective reality” (Shewhart, 1931) This separation inspired the 
development of describing quality in different dimensions leading to different levels when 
measuring customer satisfaction. A theory presented by Kano (1984) describes a two-
dimensional model, see Figure 2.7. From the basic and unspoken customer needs 
described as a level of “must-be-quality”, these quality elements are taken for granted and 
absolutely expected of the customer and with a result of dissatisfaction when not fulfilled. 
In the center of the model, the one-dimensional expected needs lead to what Kano refers 
to as “expected quality”. They result in satisfaction when fulfilled and dissatisfaction when 
not. The final category is “attractive quality”, where quality elements lead to customer 
satisfaction but where unfulfilled are still acceptable.  

 
Figure 2.7. The Kano-model describing two dimensional quality (from Kano, 1984). 
 
The definition of quality that has been used as a base of this thesis is “the ability of a 
product to satisfy, or preferably exceed, the needs and expectations of the customer”, 
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(Bergman & Klefsjö, 2007). There are many theories on how to operate in order to 
succeed as an organization in fulfilling and maybe also exceeding the needs of the 
customer.  
 
Describing how to work with the concept of quality in order to become a successful 
organization is also a wide and enormous area of diverse information. Working with 
quality in an organization can be important in order to keep a competitive advantage on 
the market and organizations have for many years focused on quality in order to improve 
their products and become successful (Eriksson et al., 2003). Different ways of improving 
the quality has evolved over the years, see Figure 2.8. Starting in the early twentieth 
century, the focus was on quality inspection, meaning that the way of working was to 
check that manufactured products met defined specifications. Later, quality control 
developed and organizations tried to identify faults that occurred during the production 
process and could be corrected before reaching the quality inspection stage. Quality 
assurance can be described as the practice of planning and preventing problems at source 
before starting to manufacture products. Today’s focus is on Total Quality Management, 
TQM, which involves the application of quality management principles to all aspects of the 
organization, including internal and external customers and suppliers and their integration 
with the key business processes (Dale, 1999 and Eriksson et al., 2003). 
 

 
Figure 2.8. The evolution of TQM (from Bergman & Klefsjö, 2003). 
 
Different definitions of TQM have been presented over the years and the opinions on 
what TQM really is vary considerably (Hellsten & Klefsjö, 2000). These differing opinions 
have led to different views on the aim of TQM. A known criticism of TQM is that many 
organizations fail to implement it due to vague and diverse definitions, (Eskildson, 1994). 
One theory is that TQM should be seen as a continuously evolving management system 
consisting of values, methodologies (earlier called techniques) and tools, the aim of which 
is to increase external and internal customer satisfaction with a reduced amount of 
resources (Hellsten & Klefsjö, 2000).  
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Another definition of TQM presented by Kristensen et al. (1995) is “quality is a culture of 
the organization and the culture is focused on customer satisfaction and continuous 
improvements”. In this thesis a combination of the two has been the basis for further 
reasoning. Meaning that TQM is a corporate culture focused on customer satisfaction and 
that TQM is consisting of values, methodologies and tools in order to increase the 
customer satisfaction. 
 
The core values of TQM or the cornerstones are; focus on customers, base decisions on 
facts, focus on processes, improve continuously, let everybody be committed and 
committed leadership (Hellsten & Klefsjö, 2000), see Figure 2.9. Deciding and evaluating 
the quality of a product is in the hands of the customer. This calls for full attention to be 
paid to the customer and his/her needs and only the customer-focused organizations can 
fully succeed with the philosophy of TQM. 
 
 

 
Figure 2.9. The values of TQM referred to as cornerstones (from Hellsten & Klefsjö, 2000). 
 
 
The six cornerstones or core values, breifly summarized 
1. Committed leadership 
Commited leadership is considered a requirement for succeeding with quality 
improvement and as such the most important value in TQM (Dale, 2003; Bergman & 
Klefsjö, 2003; Hansson, 2001). Foster (2004) and Deming (1986) stress that committed 
leadership is a critical factor for success with quality work. Research shows that the 
commitment of top management to quality empowers employees which in turns impacts 
on their ability to deliver high-quality service (Clark et al., 2009 and Ugboro & Obeng, 
2000). 
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2. Focus on processes 
Bergman and Klefsjö (2003) defines a process as “a network of activities that are repeated 
in time, whose object is to create value to external or internal customers”. According to 
Egnell (1999), the advantages of focusing on processes are: decreased risk of sub-
optimizing and discrepancy between different functions in the organization, fewer 
unnecessary activities,  higher work satisfaction, reduced costs, clearer aims and higher 
inclination to do the right thing from the beginning.  
 
3. Base decisions on facts 
It is important not to let random factors rule the way decisions are made. One of the 
cornerstones is hence “base decisions on facts”. Bergman & Klefsjö (2003) state that data 
of both numerical and verbal character are needed as well as systematic tools for the 
structure and analysis of these data. To improve products and processes it is also 
necessary to be aware of variation and know how to separate random causes of variation 
from systematic causes.  
 
4. Improve continuously 
According to Bergman & Klefsjö (2003), requirements on products constantly change. This 
leads to a need for continuous improvements to fulfill customer needs and expectations. 
Deming (1986) states that one should “improve constantly and forever the system of 
production and service” and advocates the use of ‘the improvement cycle’ (also called ‘the 
Shewhart cycle’ , ‘the Deming cycle’ and PDSA-cycle) with the four stages: Plan, Do, Study 
and Act.  
 
5. Let everybody be committed 
For a successful quality strategy, it is essential to create the conditions for the 
participation of all members of the organization. To create these conditions the keywords 
are; communication, delegation and training; Bergman & Klefsjö (2003). All of these 
elements aim to give the co-workers knowledge about their place in the organization, 
where the organization is going and its ability to carry out necessary improvements. 
 
6. Focus on customers 
Focus on customers is the central core value in TQM and should be supported by the other 
core values to work as a system. Understanding what the customer really needs and what 
builds customer value in an organization therefore becomes important for business 
success. Customer value is even considered as the source of all other values in an 
organization (Heskett et al., 1994 and Hammer, 1996). Delivering customer value requires 
a clear understanding of exactly what kind of value is desired by customers, importantly, 
customer value is not inherent in products or services themselves; rather it is experienced 
by customers as a consequence of using the supplier’s products and services for their own 
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purposes, (Woodruff & Gardial, 1996). Customer value is as the customer perceives it, and 
every organization must therefore find ways to elicit from customers how they see value, 
both now and in the future (ibid). Zeithaml (1988) defines customer value as ”perceived 
value as the consumer´s overall assessment of the utility of a product based on perceptions 
of what is received and what is given”. Kotler (2000) defines value as “the difference 
between total customer value and total customer cost”, where customer value is the 
benefit the customer expects to get from a given good or service. Proposed by Woodruff 
(1997) customer value is “a customer’s perceived preference for and evaluation of those 
product attributes, attribute performances, and consequences arising from use that 
facilitate achieving the customer’s goals and purposes in use situations”. 
 
Many companies that have succeeded in adopting the core values above have received 
quality awards, such as the American Malcolm Baldridge National Quality Award and the 
European award EFQM Excellence Model. These quality awards are based on values that 
are widely considered to be the building blocks of effective TQM implementation 
(Hendricks & Singhal, 1999). It is also claimed that the achievement of world-class quality 
and TQM via roadmaps, e.g. Lean and Six Sigma, will never work without an organizational 
culture characterized by the core values/principles of TQM (Dahlgaard & Dahlgaard-Park, 
2006). Working with the organizational culture is of importance when implementing TQM 
and the culture needs to permeate all levels of the company (Dale, 2003). Furthermore, 
TQM provides an opportunity to influence behaviors and attitudes but there is also a 
shortage of information and guidance on how to make this cultural change (ibid). 
 
TQM as a successful management system has received a fair amount of criticism, 
discussed by, among others, Hellsten and Klefsjö (2000). This criticism has focused in 
particular on the difficulties experiences by organizations in implementing the core values 
into their work procedures. A model on how to implement TQM is described by Hellsten & 
Klefsjö (2000) in Figure 2.10. 
 
 
 
 
 
 
 
 
 
Figure 2.10. Role of core values, techniques (later called methodologies) and tools, 
describing how to implement TQM (from Hellsten & Klefsjö, 2000). 
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2.4. Organizational culture and values 

 
A common set of values within an organization is often referred to as the company or 
corporate culture. Pinder (1998) states that organizational culture consists of the shared 
beliefs, norms, values, knowledge, and tacit understanding held by members of an 
organization or organization subunit (Sackmann, 1992). In fact, values (or shared values) 
are the very essence of cultures and of organizational cultures in particular (O’Reilly et al., 
1991). 
 
Rokeach (1973) defines values as “an enduring belief that a specific mode of conduct or 
end-state of existence is personally or socially preferable to its opposite or converse mode 
of conduct or end-state of existence”. A value can also be described as a type of social 
cognition that facilitates a person’s adaptation to his or her environment, and have 
implications for his or her behavior (Fishbein, 1975 and Wiener, 1988). Values are 
consequently something that guide us in our choices, govern our actions and help us 
adapt to our environment. Values are something held by us as individuals, thus 
organizations do not possess values, (Pinder, 1998). So “Organizational norms and values 
are a group product; even though all members of the group would not have the same 
values, a majority of active members would agree on them and members of the group 
would be aware of the group’s support for a given value” (Katz, 1978 and Wiener, 1988).  
 
A strong corporate culture implies that there is uniformity among the employees 
regarding values (Pinder, 1998). In theory there seems to be two strategies, selection and 
socialization, that together provide a tactic for working with shared values to attain a 
strong corporate culture (Chatman, 1989). The best affect is when integrating the two 
strategies (ibid). Values has to be considered during both the selection when the 
organization is recruiting new members, and later when maintaining or reinforcing values 
by socialization via for instance training, orientation and other methods. O’Reilly et al. 
(1991) state that “if there is no substantial agreement that a limited set of values is 
important in a social unit, a strong culture cannot be said to exist”. According to Chatman 
(1989), the most successful recruitment is made when there is a match between the 
individual values and the organization, which leads to a “person-organization-fit”.  
 
According to Yukl (2006), resistance to change is a common phenomenon for both 
individuals and organizations and change that appear to be inconsistent with strong values 
and ideals will be resisted. Schein (2004) argues that the organizational culture needs to 
be analyzed and understood at three different levels, see Figure 2.11. The first level is 
“artifacts”, that which can be observed on the surface, e.g. language, products, clothing, 
stories told about the company and organization charts. These can be easily discerned but 
are hard to decipher. The second is “espoused beliefs and values”, e.g. strategies, goals 
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and philosophies, which underpin the artifacts. They often leave large areas of behavior 
unexplained and to gain a deeper understanding you have to discern the “underlying 
assumptions”, which are the third level of organizational culture. These are unconscious 
and taken for granted, and therefore tend to be difficult to change. Members of the 
organization, not sharing the preferred values are sometimes given notice. This is 
described as “screen out those who do not fit” by Chatman (1991). 
 
The culture of an organization is consisting of the shared norms, values, and beliefs of the 
members of the organization. By establishing a strong culture, leaders can indirectly 
influence the attitudes and behavior of members (Schein, 2004). So the leaders have great 
influence on which culture will be predominant in the organization. How the leader acts 
and behaves influences the attitudes and behaviors of the rest of the co-workers.  
 
 

 
Figure 2.11. Levels of culture (from E. H. Schein, 2004). 
 
It is claimed that the achievement of world-class quality and TQM via roadmaps, e.g. Lean 
and Six Sigma, will never work without a company culture characterized by the core 
values/principles of TQM (Dahlgaard & Dahlgaard-Park, 2006). Having stated that 
organizational values are formed by the values of individuals in the organization it  
becomes important to focus on the co-worker “people, both as individuals and working in 
teams, are central to TQM and without their skills and endeavors continuous 
improvement will simply not occur” (Dale, 2003). 
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3. RESEARCH METHODOLOGY 

This chapter describes the methods applied during the research, the choices made in 
relation to the overall purpose and research questions as well as the ensuing 
consequences. Furthermore it describes the validity, reliability and generalization of the 
research approach. 
 
 
3.1  Research purpose 

 
Research can be classified based on its purpose. The most common classification is 
exploratory, descriptive and explanatory (Yin, 2003 and Saunders et al., 2000). Exploratory 
studies are particularly useful when you wish to clarify your understanding of a problem 
(Saunders et al., 2000). The purpose is to progressively narrow the scope of a research 
topic and transform the discovered problems into defined ones (Zikmund, 2000). 
According to Yin (2003) this is a preferred strategy when the research questions deal with 
“how” and “what”. When the research purpose is to describe characteristics of a 
population or phenomenon, a descriptive strategy is preferred, (Zikmund, 2000). The 
researcher then seeks answers to questions like “what”, “who” and “where”, “why” and 
“how” (ibid). When studying a situation or problem in order to explain relationships 
between variables, an explanatory study is preferable (Saunders et al., 2000). Research 
questions suitable in an explanatory research are often ‘how’ and ‘why’ (Yin, 2003). 
 
The purpose of my research was to contribute with knowledge about commercial 
experiences, provide a deeper understanding in general and especially regarding how 
customer value is created. The focus has also been on strengthening and support 
organizations that providing commercial experiences. Considering the purpose and the 
research questions the choice of an exploratory study was found as the most suitable 
methods. 
 
 
3.2  Research approach 

 
The research philosophy chosen depends on how a researcher thinks about the 
development of knowledge. According to Saunders (Saunders et al., 2000), two views are 
found within literature, positivism and phenomenology. If a researcher has a positivistic 
outlook he or she assumes the role of an objective analyst who makes detached 
interpretations about data that have been collected in a way that appears value-free 
(ibid). A phenomenologist on the other hand argues that the social world is far too 
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complex to be theorized about using definite laws in the same way as, for instance, 
physical science. Phenomenologist argue that rich insights into this complex world are lost 
if it is reduced to a series of law-like generalizations (Saunders et al., 2000).   
 
My background and earlier knowledge comprises of mainly a phenomenology research 
approach which most likely have an effect on results and conclusions. 
 
Induction and deduction 
Traditionally a distinction is made between induction and deduction. Induction has its 
starting point in the empirical and deduction in the theoretical (Alvesson & Sköldberg, 
2008). Deduction is about testing theory and induction about building theory (Saunders 
2000). Induction means that the researcher draws general conclusions based on empirical 
facts and gives theoretical explanations based on empirical findings. Deduction, on the 
other hand, takes its starting point in a general rule and claims that this explains a 
particular case of interest (Alvesson & Sköldberg, 2008). These two models are usually 
considered mutually exclusive but there are other possibilities presented by Alvesson & 
Sköldberg (2008), namely “abduction”, see Figure 3.1. Abduction starts from an 
interpretation of patterns in the empirical material in contrast to deduction, which starts 
from nothing, and to induction, which starts from a theory, (ibid). 
 
In this research an inductive approach has been chosen because of the aim of building 
theory about commercial experiences and finding out more knowledge to theoretically 
describe the phenomenon. 
 
 
 Deduction Induction Abduction 
Theory 
(profound 
structures) 

 
 
 
 

  

Empirical 
regularities 
(surface 
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Empirical 
material 

 
 
 
 
 

  

Figure 3.1 Three research approaches; deduction, induction and abduction (from Alvesson 
& Sköldberg, 1994) 
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Quantitative and qualitative  
A quantitative approach is often proclaimed to be the positivistic approach to develop 
new knowledge and can be described as systematically collecting empirical and 
quantifiable data, which often yields statistical results (Creswell, 2003). The data can be 
analyzed by for instance testing of hypotheses. Ways of conducting quantitative research 
are for instance experiments, surveys and collecting data on predetermined instruments 
(ibid).  Qualitative research is when the researcher studies something in the natural 
environment and tries to describe and interpret a phenomenon on the basis of a meaning 
that society has attached to it (Ryen, 2004). There is not one standard method of 
qualitative research but a variety of methods suitable for different research strategies 
(ibid). Qualitative methods include the interview, observation, analysis of 
documents/texts and audiovisual material (Creswell, 2003 and Ryen, 2004). There is also 
the possibility of using a mixed approach of both quantitative and qualitative methods. 
The purpose of the research and the research questions should always be the basis of 
what method to decide on (Ryen, 2004). 
 
The selected approach for collecting the empirical data, given it was a study to describe 
and interpret something in the natural environment, was qualitative. 
 
 
3.3  Research strategy 

 
It is essential to consider the research questions when deciding upon the research 
strategy, i.e. how to fulfill the purpose of the investigation. The research strategies 
represent different logical ways of collecting and analyzing empirical evidence. According 
to Yin (2003), the various research approaches can be related to five different strategies, 
see Table 3.1. They have distinctive characteristics but can indeed be used for different 
purposes. The ambition is to choose the strategy or strategies most advantageous in a 
given study. There are three important conditions for differentiating among the strategies: 
form of research question, the extent of control the investigator has over actual behavior 
and focus on past versus contemporary events (ibid). 
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Table 3.1 Relevant situations for different research strategies (from Yin, 2003)  

Strategy Strategy  Form of research 
question  

Requires control of 
behavioral events?  

Focuses on 
contemporary events?  

Experiment  how, why?  Yes  Yes  

Survey  who, what, where, how 
many, how much?  

No  Yes  

Archival analysis  who, what, where, how 
many, how much?  

No  Yes/No  

History  how, why?  No  No  

Case study  how, why?  No  Yes  

 
Since the research questions in this thesis are mainly "how”-questions, all five strategies 
are plausible. Considering that the aim of the research questions is to study contemporary 
procedures, a case study strategy was chosen for all studies. Furthermore, the research 
team had no possibility to control behavior of events.  
 
Case studies 
Case studies are considered an exploratory research technique, are in general used to 
investigate a particular and clearly defined phenomenon and are likely to rely on multiple 
sources of evidence (Zikmund, 2000). Case studies are characterized by their focus on the 
recognizable facts, descriptions that enhance the understanding of the reader and 
inductive approaches and can be designed as either single-case or multiple-case studies 
(Yin, 2003). A single-case study is preferred when a well-formulated theory is being tested, 
when the case represents an extreme or a unique case, when the case is representative or 
typical, or when the case is revelatory (Yin, 2003). A multiple-case study has advantages 
and disadvantages compared to a single case study (ibid). The results from a multiple-case 
study can lead to a more robust study and augment external validity as it is regarded as 
more compelling. The rare, critical and the revelatory case can only be designed as a 
single-case study since these cases cannot be explored by performing multiple-case 
studies (ibid). Carrying out a multiple-case study usually requires more resources than a 
single-case study and the decision to design a multiple-case study has therefore to be 
considered carefully (ibid). In my research, different designs of case studies have been 
used and they will be presented as Case Study 1 and 2 and are described in section 3.4.  
 
Data collection 
One characteristic of case studies is that they can rely on many sources of information to 
strengthen the results (Yin, 2003). Yin (2003) discusses six sources of evidence used for 
case studies; Documentation, Archival records, Interviews, Direct observations, 
Participant-observation and Physical artifacts, see Table 3.2. 
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Table 3.2 Six sources of evidence: strengths and weaknesses (from Yin, 2003)  

Source of evidence Strengths Weaknesses 

Documentation  ·    Stable – can be reviewed   
      repeatedly  
·    Unobtrusive – not created  
     as result of the case study  
·    Exact – contains exact  
     names, references and  
    details of an event  
·    Broad coverage – long span  
     of time, many events and  
    many settings  

·    Retrievability – can be low  
·    Biased selection, if collection  
     is incomplete  
·     Reporting bias – reflects  
      (unknown) bias of author  
·    Access – may be deliberately  
     blocked  

   

Archival records  ·    (same as  for   
     documentation)  
·    Precise and quantitative  

·    (same as above for  
     documentation)  
·    Accessibility due to privacy  
     reasons  

Interviews  ·    Targeted – focuses directly  
     on case study topic  
·    Insightful – provides  
     perceived casual inference  

   

·    Bias due to poorly  
     constructed questions  
·    Response bias  
·    Inaccuracies due to poor  
     recall  
·    Reflexivity – interviewee  
     gives what the interviewer  
     wants to hear  

Direct observations  ·    Reality – covers events in  
     real time  
·    Contextual – covers context  
     of events  

   

·    Time-consuming  
·    Selectivity – unless broad  
     coverage  
·    Reflexivity – event may  
      proceed differently because  
      it is being observed  
·    Cost – hours needed by  
     human observer  

Participant-
observation  

·    (same as above for direct  
    observations)  
·    Insightful into interpersonal  
     behavior and motives  

·    (same as above for direct  
    observations)  
·    Bias due to investigator’s  
     manipulation of events  

Physical artifacts  ·    Insightful into cultural  
     features  
·    Insightful into technical   
     operations  

·    Selectivity  
·    Availability  
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The sources used for collecting information in my studies have been interviews, 
documentation, direct observations and participant-observation. 
 
When deciding on collecting qualitative data, the interview is one of the most frequently 
used methods, (Ryen, 2004). An interview can be described as a purposeful discussion 
between two or more people (Saunders et al., 2000). The interview as a way of gathering 
information is suitable when collecting authentic and real knowledge about a 
phenomenon (Ryen, 2004). It is also one of the most important sources of case study 
information, (Yin, 2003). The interview also helps the researcher collect valid and reliable 
data relevant to the research questions and objectives (Saunders et al., 2000). There are 
different types of interviews used in research depending on the research purpose and 
questions. Interviews can be categorized as structured interviews, semi-structured 
interviews and unstructured interviews (Saunders et al., 2000), see Table 3.3. The 
structured interview uses a questionnaire based on a predetermined and standardized set 
of questions. In semi-structured interviews the researcher has a list of themes and some 
questions to cover, but there are also some questions that may vary from interview to 
interview. The order of the questions may vary depending on the flow of the conversation, 
and additional questions may be required to explore the research questions and purpose. 
The unstructured interview is informal. It is used to explore in depth a general area of 
interest (Saunders et al., 2000). 
 
Table 3. 3. Three categories of interviews (from Saunders, 2000). 

Type of interview Exploratory Descriptive Explanatory 
Structured  xx x 
Semi-structured x  xx 
In depth xx   

xx=more frequently applied method,  x=less frequently applied method 
 
The choice of interview method in Case Study 2 was semi-structured interview. The choice 
was due to the research purpose being exploratory and RQ2 finding out the needs of 
organizations. Another reason for the semi-structured interview was the need for 
consistency between the different studied organizations in order to compare the answers. 
 
When analyzing data collected from interviews there are three recommended steps to 
guide the researcher toward the conclusion. According to (Huberman and Miles, 1994) the 
analysis consists of; Data reduction, Grouping into categories and Conclusions.  A similar 
classification is presented by Ryen (2004) as; Categorizing data, Systemizing the data and 
Interpreting the material. The three steps have also been the guideline for my analysis.  
 
The collection of data from documentation can take many forms such as letters, agendas, 
minutes of meetings, written reports, newspaper clippings and articles (Yin, 2003). For 
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case studies, the most important use of documents is to confirm and complement 
evidence from other sources, (ibid). Direct observation can produce a detailed record of 
event or what people actually do. The researcher has a passive role in the situation and 
there are no attempts to control or manipulate the situation - an example being observing 
the direction of a traffic flow (Zikmund, 2000). Participant observation refers to situations 
in which the observer is no longer passive and therefore gains firsthand knowledge by 
being in or around the social setting investigated. It is generally performed using a 
combination of observations and interviewing (Zikmund, 2000). 
 
Summary of methodological choices 
Table 3.4 presents the considered and performed methodological choices made to get an 
overview of the research process. The choices made are shown in italics with grey colored 
background in cell. 
 
Table 3.4 Summary of the considered and performed methodological choices.  

Research purpose 
Explanatory Descriptive Exploratory 

      
Research approach 

Positivistic Phenomenological 
      

Abduction Deduction Induction  Quantitative Qualitative 
      

Research strategy 
      
Experiment Survey Archival analysis History Case study 
      

Data collection 
Archival 
records 

Physical 
artifacts 

Documentation Interviews Direct 
observations 

Participant-
observation 

 
 
3.4  Overview of my research journey 

 
My research journey started in September 2006, when I began to focus on the 
phenomenon referred to as the “experience economy”, considered from a quality 
perspective. The research was aimed at the organizations providing experiences for 
customers and how they can work to successfully create a memorable experience for 
them. My purpose and research questions where not predetermined at first, which was 
not only stimulating and difficult but also an immense opportunity to design my research 
for a genuine need, see Figure 3.2. The purpose and RQ 1- “How can commercial 
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experiences be defined and what are the distinctive characteristics?” developed early on 
from looking into theories concerning the experience economy segment, and finding a 
need for definitions and descriptions of a commercial experience. From the theoretical 
literature study, RQs 2 and 3 were formulated and most of the research methodology was 
designed. Case Study 1, a visit to one of today’s most skilled and successful companies 
when it comes to delivering customer experiences, The Walt Disney Company, gave both a 
deeper introduction to the business segment, but also awakened many interesting 
questions to be answered. This called for further studies to explore and investigate the 
information needed for my purpose. Case Study 2 was carried out via interviews of the top 
management in eight Swedish organizations. Following is a deeper methodological 
explanation about the accomplished studies and the choices of research methods used 
throughout my journey. An overview of the selected choices is presented in Table 3 4. 
 
 

 
Figure 3.2. My research journey. 
 
 
Literature studies  
Throughout the research process and in relation to the purpose of each specific case 
study, literature studies have been carried out. Book searches have been done in the 
Swedish national catalogue; Libris and articles have been found in different databases, 
such as Academic Search Elite (EBSCO), Business Source Premier, Emerald and Google 
Scholar. This is a natural part of the research process.  
 
To answer RQ 1, a deeper literature study was conducted. This study was mainly carried 
out during the fall of 2006. The primary purpose of this study was to investigate if there 
was an accepted definition of a commercial experience but also to serve as a base for the 
forthcoming case studies. The literature for this study was found via the databases; 
Academic Search Elite (EBSCO) and Business Source Premier and the search words used 
(both in title and abstract) were; "Experience Economy" and "Creative Industry". This 
search resulted in 80 hits, 12 of which were considered directly relevant to the purpose of 
the research.  
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Case Study 1 
Case Study 1 was performed to answer RQ 2 as a single-case study at the Walt Disney 
Company in Orlando, Florida. The study was conducted in November 2006 by Maria 
Eriksson, Pernilla Ingelsson and Johan Lilja. All three researchers work within the field of 
Quality, Technology and Management at Mid Sweden University. 
 
When deciding to conduct a case study to explore and find the answer to RQ 2;”How a 
successful organization work when offering their customer an experience?” the search for 
best practice started. We were looking for an organization renowned for providing 
commercial experiences that could be seen as a role model, a successful example, 
successful in the way of being a well-known and profitable company with a long tradition 
of and great knowledge about providing commercial experiences, the Walt Disney 
Company came to mind. There were several reasons for this choice. The famous book 
“The Experience Economy…” by Pine & Gilmore (1999) frequently refers to the Walt 
Disney Company as a lodestar not only when describing the experience economy, giving 
examples from their offerings, but also when referring to the theatrical vocabulary the 
company uses to describe the customer as a “guest” and the business as a “stage” on 
which front-line personnel are “cast members” performing a “show”. The Walt Disney 
Company is a worldwide familiar company with a long history of providing commercial 
experiences and the Disney brand is considered one of the ten most valuable and famous 
brands in the world, up there with manufacturing companies such as Coca Cola, Toyota 
and McDonalds (The 100 Best Global Brands, 2009).  
 
The Disney Company has a corporate vision statement; “We create happiness by providing 
the finest in entertainment for people of all ages, everywhere” used to build their 
corporate culture. The activities of the multinational group of the Disney Company range 
from entertainment, consumer products, to parks & resorts and media networks. The 
company employed 150 000 people and had a sales revenue of 34,842 billion USD and a 
net income of 4,427 billion USD in 2008 (Disney Company overview, 2009). 
 
Collecting information 
During Case Study 1, data were collected from different sources of evidence, see Figure 
3.3. Text documents, written reports and articles, direct observations at Disney-owned 
organizations e.g. the Rosen College of Hospitality and participant observation at hotels, 
restaurants and attraction parks. The researchers were also given the opportunity to 
partake in several open seminars receiving information about the Disney organization and 
to ask follow-up questions to both present and former Disney employees. The researchers 
took separate notes and photographs during the whole stay. 



30 

The analysis of data  
After collecting the evidence from the study, the data was analyzed in discussions among 
the research group, at which a consensus was reached. The collected information was 
examined and read by the researchers separately first and all wrote down answers to the 
question “how does a successful organization work when offering its customers an 
experience?”. The researchers then compared the ways of working they each had 
identified and if everyone agreed, it was documented as a way of working for Disney. The 
identified ways of working were then categorized and compared with the cornerstone 
model by Bergman & Klefsjö (2007).  
 
 

 
Figure 3.3. Description of research in Case Study 1. 
 
 
Case Study 2  
Case Study 2 was performed to answer RQ3 as a multiple-case study in which eight 
organizations offering commercial experiences and situated in the Swedish county of 
Jämtland were studied. The county of Jämtland is located in the center of Sweden, with 
127, 000 inhabitants which is corresponding to 1.5% of Swedish citizens (SCB, 2006). The 
case study was conducted in 2008 by Maria Eriksson, Pernilla Ingelsson and Johan Lilja.  
 
The decision was made to study local organizations due to the fact that providing 
experiences is an important and increasing business in the region. Jämtland is pointed out 
as one of four nodes in Sweden involved in a development project together with the 
Knowledge Foundation in order to stimulate the creative industry because of the high and 
increasing interest in this region (Riksantikvarieämbetet et al., 2009). Furthermore, there 
is a great amount of mainly small and some large organizations offering their customer a 
commercial experience in this region. Jonas Persson is the owner of a white water rafting 
company with 20 years of experience as an entrepreneur in Jämtland. He reports that 
during 2008 something occurred in his business; demand increased dramatically and their 
turnover went up almost 50% (Rosenberg, 2009). Jonas continues "and this year (referring 
to 2009) our calendar is more booked up than ever before" (ibid). 
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The main purpose of the case study was to get an insight into how the organizations work 
when providing an experience to the customer and to get a general understanding of the 
regional organizations conditions and possible needs for development. Organizations were 
primarily selected based on their type of experience offering, which was in turn guided by 
the Swedish definition of the “experience economy” developed by the Knowledge 
Foundation (KK-stiftelsen, 2003). A secondary basis for selection was the number of 
employees, years of experience in their business and geographical location (see Table 3.5). 
 
Table 3.5 The eight studied organizations in Case Study 2. 

Organization Type of offer No of 
employees 

Years in 
business 

Comment 

1 Outdoor activities 

center 

3 3 Mostly summer 

season 

2 Outdoor activity 

center 

6+6* 9 Mostly summer 

season 

3 Outdoor activity 

center 

80+500* 8 Mostly summer 

season 

4 Art, craft and 

conference 

13+17* 38 Year round activities 

5 Indoor activity center 15 2 Year round activities 

6 Music and culture 

arrangement 

12+13* 24 Mostly summer 

season 

7 Small-scale food 

production and 

visiting center 

22 8 No. one tourist 

attraction in 

municipality, mostly 

summer activity 

8 Hotel, conference and 

indoor activities 

100 3 Year round activities 

*temporary seasonal employees 

 
 
Collecting information 
Because of the width of the research purpose, interviews were used to obtain as much 
information as possible and an insight into the respondents´ views and opinions. The 
interviews were conducted with top managers in the eight organizations mainly because 
they frequently exert strong influence on the organization but also because some of the 
companies were sole proprietorships. 
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The top managers of the eight organizations were contacted and asked to participate in an 
interview and all those approached accepted. The top managers received a letter before 
the interview containing brief information about the purpose both of the study as well as 
the interview. The design of the questionnaire (see appendix II) was semi-opened and 
based on a SWOT (Strengths, Weaknesses, Opportunities and Threats) analysis (Zineldin, 
1993), but with the opportunities and threats focusing on the future rather than the 
surrounding environment. The researchers purposely did not mention the concept of 
commercial experiences to the respondents since they wanted them to answer as freely 
as possible. The order in which the interviews were carried out was determined by the 
availability of the top managers. There were always at least two members of the research 
team present at the interviews, one leading and one, or sometimes two, facilitating, 
intervening to ask complementary questions and taking notes. The interviews where 
taped and transcribed and the transcripts were then used for analysis of the data. In 
addition, official documents about the organizations were collected, such as annual 
reports and organizational charts. 
 
The analysis of data 
The SWOT analysis was used for data reduction and analysis, each one of the research 
team members read the transcripts individually and identified strengths, weaknesses, 
opportunities and threats as described by the top managers. The group then discussed the 
identified strengths, weaknesses, opportunities and threats until the group reached 
consensus. During this phase of the process, overt values, implied values and discovered 
ways of working were also identified in the same way. The results of the analysis were 
documented and used for further analysis.  
 
To obtain an overview of the current situation, and also to see what common and unique 
strengths and weaknesses the organizations had, the results were analyzed further via an 
affinity diagram. The affinity diagram is one of seven management tools suitable for 
structuring and analyzing verbal data (Bergman & Klefsjö, 2003). The affinity is used to 
structure for instance ideas and opinions in related groups to identify and describe a 
problem and was therefore selected as an appropriate tool. All statements were written 
down on post-it notes and then categorized into groups of common statements along with 
the unique statements. The affinity diagram was created by the three researchers 
together in a workshop. The question to be answered by the affinity diagram was “What 
common strengths/weaknesses do the organizations possess?” This resulted in two 
affinity diagrams and the strengths and weaknesses that could not be categorized into a 
common group were documented as unique or single statements. Consequently for a 
strength or weakness to be identified as common, at least two managers from different 
organizations had to have mentioned them during the interviews. 
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In order to see if the companies focused on the customer throughout the creation of the 
offering the answers were compared with the Gap-model. Each gap was translated into a 
question and the strengths and weaknesses were then placed under the question they 
matched. 
 
 
Does top management consider that the organization has strengths or weaknesses 
regarding:  
1. Collecting information about customer expectations?  
2. Developing customer offerings based on customer expectations?  
3. Working to gain support for customer offering among company 

employees?  
4. Communicating their offerings in an accurate way externally?  
5. Working to establish how good actual service performance compared to 

customer expectations?  
 

 
Figure 3.4. Description of research in Case Study 2 (Ingelsson, P. et. al. 2009) 
 
 
3.5 Validity, reliability and generalization 

 
Yin (2003) discusses four different tests for judging the quality of the research design; 
construct validity, internal validity, external validity and reliability, see Table 3.6. He also 
lists a number of tactics available to deal with these tests; tactics that can be used during 
research design, data collection, data analysis or the compositional phase of the research.     
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Table 3.6 Case study tactics of four design tests. Original source COSMOS Corporation, as 
referred to by Yin (2003) 

Tests Case study tactic Phase of research in 
which tactic occurs 

Construct 
validity 

• Use multiple sources of evidence 
• Establish chain of evidence 
• Have key informants review draft 

case study report 
 

• Data collection 
• Data collection 
• Composition 
 

Internal 
validity 

• Do pattern-matching 
• Do explanation-building 
• Address rival explanations 
• Use logic models 

• Data analysis 
• Data analysis 
• Data analysis 
• Data analysis 
 

External 
validity 

• Use theory in single-case studies 
• Use replication logic in multiple case 

studies 
 

• Research design 
• Research design 
 

Reliability • Use case study protocol 
• Develop case study data base 
 

• Data collection 
• Data collection 
 

 
According to Yin (2003), a concern about case studies is, that they provide little basis for 
generalization from a scientific point of view. This concern covers both single- and 
multiple-case studies, but is of particular importance in single-case studies. Yin (2003) also 
claims that case studies can arrive at broad generalizations; it all depends on the motives 
of the studies and how they are conducted. According to Creswell (2003), generalizability 
does not carry the same connotation in the qualitative research as in quantitative. 
 
In Case Studies 1 and 2, the construct validity is about finding the right measurements for 
the concepts that will be studied and then being able to give a correct picture of the 
organization. One effort to guarantee validity was to formulate open-ended interview 
questions to give the respondents freedom to describe their way of working in their own 
words. Moreover, the research team tested and reviewed the interview questions and 
affinity diagram tool in advance in an effort to assure validity. 
 
In Case Study 2, the members of the research team followed Yin’s (2003) suggestion and 
used multiple sources of evidence, i.e. triangulation, in order to increase validity.  
 
Reliability in this study is a discussion about whether the data collection procedures and 
analysis work can be repeated or performed by others, with the same result or not (Yin, 
2003).  In reality, this would be impossible to accomplish because of individual paradigms, 



35 

perceptions and understandings as well as the research team’s unintentional 
interventions. Also, the individual personalities of the participants from the studied 
organizations, the research team, interaction and uncontrollable factors always affect the 
results in different ways. One precondition for high reliability, which is fulfilled in this 
study, is that the research methods and procedures should be carefully described.  
 
The results from the eight interviews in Case Study 2 are wide spread and can therefore be 
difficult to view in patterns and group into general conclusions. This might depend on the 
variety of the selected organizations. The described needs can also be specific for the 
eight studied organizations and additional studies on other organizations have to be done 
in order to better describe needs in general. 
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4. RESULTS 

This chapter provides the results of an in-depth study and two conducted case studies. The 
results are presented in a brief summary of the three appended papers and as further 
results from case studies not earlier included in the papers. The chapter is structured thus 
background, purpose, main findings and concluding remarks. Complete versions of the 
three papers are to be found in Appendix. 
 
4.1. Summary of appended papers 

 
4.1.1 Summary of Paper A 
Lilja, J., Eriksson, M. and Ingelsson, P. (2009). Commercial Experiences from a Customer 
Perspective – Elaborated, defined and distinguished. Forthcoming in the TQM Journal. 
 
Background and purpose 
A new type of business offering is currently being paid much attention, a type which in 
some aspects appears to be distinct from traditional goods and services (see e.g. Pine & 
Gilmore, 1998; Pine & Gilmore, 1999;  Voss, 2003; Sundbo, 2004 or Poulsson & Kale, 
2004). These offerings are referred to as commercial experiences and Pine and Gilmore 
argue in their best-selling book “The Experience Economy” (Pine & Gilmore, 1999) that 
“experiences are a fourth economic offering, as distinct from services as services are from 
goods, but one that has until now gone largely unrecognized”. Poulsson & Kale pointed 
out in 2004 that there was a remarkably scant understanding of what actually constituted 
commercial experiences, and that a clear definition was seemingly nowhere to be found 
(2004). With the only exception being the initial steps made by Poulsson & Kale 
themselves, this statement somewhat surprisingly seems to remain true. Although the 
business world appears to be more eager than ever to provide commercial experiences to 
their customers, empirical research in the area can hardly progress in the absence of a 
better understanding, and a clear definition, of what constitutes a commercial experience. 
 
The purpose of the paper is accordingly to elaborate and clarify the commercial 
experience concept from a customer perspective. The paper aims more specifically to 
elaborate, define, and distinguish the commercial experience. 
 
Main findings 
Characterizing the commercial experience 
There are some attempts to describe the character of an experience, sorting out the key 
ingredients. Some of the elements mentioned earlier in the literature are put together and 
presented as five elements of a successful experience by Poulsson & Kale (2004); 
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engagement, personal relevance, novelty, surprise and learning. All the elements appear 
to be related to one underlying mechanism, strong engagement.  
 
Memorable 
Findings in the literature are that commercial experiences are fundamentally 
characterized as always leaving memories in the mind of the customer. They are 
memorable, and therefore are not only likely to be remembered but also to leave a lasting 
impression on the customer. The fact that experiences create memories might therefore 
be the key to their ability to provide uniquely high customer value.  
 
Strongly emotional 
Emotional, or affective, also appears to be a key aspect of the commercial experience. A 
lot of evidence suggests that a truly memorable event is an emotional event. It is not 
surprising that there is abundant evidence that memories of emotional events have a 
persistence and vividness that other memories seem to lack, see Christianson (1992). 
Strongly emotional, is concluded to be an important key when staging commercial 
experiences. 
 
Strong engagement 
The strong engagement factor appears as a critical driver of commercial experiences (Pine 
& Gilmore, 1999). They describe experiences, for example, as “events that engage 
individuals in a personal way”. According to Watson and Tellegen (1985), a strong positive 
emotion such as excitement can be seen as both high positive and high negative affect 
and have a component of the factor strong engagement. This area of strong engagement 
comprises feelings of surprise and pleasantness and is therefore a critical driver of both 
strong positive and strong negative affect. This seems significant for commercial 
experiences. When the customer is experiencing something exceptional or unexpected, 
one would expect strong emotions.  
 
Novelty 
Surprise is about contrasting with the expectations of the customer and closely related to 
the experience of novel stimuli. Novel stimuli of personal relevance such as a frightening 
emergency landing or an exceptionally good meal may however have made some of them 
strongly emotional and hence memorable. Stimuli novel to the customer hence appear as 
a way to reach strong engagement. Novelty is furthermore a basis for learning and 
growing. 
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Defining the commercial experience 
The only operational definition of commercial experiences is, according to the author’s 
knowledge, proposed by Poulsson & Kale (2004). They defined commercial experiences in 
the context of marketing as; “an engaging act of co-creation between a provider and a 
consumer wherein the consumer perceives value in the encounter and in the subsequent 
memory of that encounter”. This definition has been the base for the conclusion.  
 
Distinguishing the commercial experience 
There is a distinction between goods, services and commercial experiences by customer 
affect. Since the commercial experience has to be strongly emotional in order to fulfill 
being something extra, leaving the customer aroused, astonished and surprised. Services 
and goods are more likely to leave customers with more moderate emotions such as 
satisfaction or content. Also a distinction can be made by the scope of offer. Services and 
goods can be seen as props in an experience offer. Pine & Gilmore (1999) write, “The 
newly identified offering of experiences occurs whenever a company intentionally uses 
services as the stage and goods as props to engage the individual”, in the same way as 
goods or “tangibles” appear as props in service offerings. The commercial experience 
concept has then a wider scope than the goods and service concepts. 
 
Concluding remarks 
In relating to previous research, it is hoped that the presented elaboration of the 
commercial experience concept is an appreciated addition to current knowledge base in 
order to further describe the characteristics. The five elements of a successful experience 
as presented by Poulsson and Kale (2004), all appear after the elaboration in this paper to 
be related to one underlying mechanism in terms of the creation of strong engagement. 
More specifically novel stimulus appears to be one way of creating strong engagement, 
given that it is personally relevant, and most typically that the customer is surprised. As a 
result of strong engagement, the experience becomes remembered and a type of learning 
occurs.  
 
The distinctive characteristic of commercial experiences therefore appears to be that they 
are memorable and that they leave indelible impressions. A conclusion is also that strong 
engagement is a critical driver of both strong positive and strong negative affect.  
 
In sum, the conclusion is that it appears as if strong engagement drives high affect on 
emotions which is a key to making an event memorable and hence a commercial 
experience as illustrated in Figure 4.1. 
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Figure 4.1. The process of how strong engagement drives high affect and is a key to make 
a commercial experience memorable (From Lilja, J. et. al. 2009) 
 
The paper furthermore proposes an operational definition of the commercial experience 
concept that we believe is an improvement of the one presented by Poulsson & Kale 
(2004). We define the commercial experience as “a memorable event that the customer 
is willing to pay for”. This definition distinguishes commercial experiences from 
experiences in general and more clearly accentuates that memorable is the distinctive 
characteristic of commercial experiences. It is also remarkable that memorable, strongly 
emotional and strong engagement do not appear among the existing quality dimensions: 
tangibles, reliability, responsiveness, assurance and empathy that are often used when 
measuring the quality on services.  
 
4.1.2 Summary of Paper B 
Ingelsson, P., Eriksson, M. and Lilja, J. (2009). Can selecting the right values help TQM 
implementation? A case study about organizational homogeneity at the Walt Disney 
Company. Submitted for publication. 
 
Background and purpose 
A common set of values within an organization is often referred to as the company or 
corporate culture. A strong corporate culture implies that there is uniformity among the 
employees regarding, for example, values (Pinder, 1998). Total Quality Management, 
TQM, is generally considered to be based on six core values, also known as its 
cornerstones (Hellsten & Klefsjö, 2000). The core values should ideally be conformed to by 
all employees within an organization working successfully with TQM. There is much 
written about the importance of working with the core values of TQM when using tools of 
improvement, but very little focus on how to work with selecting the desired values at the 
beginning (see e.g Hellsten & Klefsjö, 2000; Dahlgaard & Dahlgaard-Park, 2006 and 
Hendricks & Singhal, 1999).  
 
According to Ahmad & Schroeder (2002) there is little attention paid to the impact of 
selection of employees on the effectiveness of quality management. They also state that 
no matter how advanced the statistical methods that are in use, you will not sustain the 
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improvement without instilling the soft skills (such as values) in employees. Employees 
can often attain the technical skills needed relatively quickly ,via training, but developing 
soft skills takes a long time and might even be impossible depending on the employees’ 
personality traits. 
 
The purpose of the paper is to discuss the relevance of achieving shared values within an 
organization and how organizations can work to achieve homogeneity of values. Not 
homogeneity in the sense of every co-worker being an identical interchangeable clone, 
but homogeneity in terms of believing in and sharing the same base of core values which 
in turn leads to desirable behaviors. 
 
Main findings 
In theory we found two strategies, selection and socialization that combined together 
provide a tactic for working with shared values to attain a strong corporate culture 
(Chatman, 1989). As regards to working with achieving TQM values we mostly 
encountered the use of socialization and feel that there is a need for broader thinking by 
putting greater emphasis on the selection process when recruiting new members into the 
organization, but also by selecting among those already working within the organization. 
Two examples of working with the selection strategy were found in a case study at The 
Walt Disney Company and are briefly described as the recruitment process and a 
Leadership Accountability Matrix. 
 
Process of recruiting 
The recruitment process at the Disney Company focuses on hiring personnel with the 
“right” or preferred values to become new members of the organization. This demand for 
great awareness among the leaders, involves knowing which the right values are for the 
organization. Of course competence and skills also are important factors when hiring, but 
does not seem as strong as having the right values. The recruitment process is described 
as a procedure, where the interviewing is maybe the most important part when it comes 
to hiring the right values. Before the personal interview, a “Casting Center” shows all the 
applicants a short film which provides information about the organization, its history and 
organizational culture and of course presents some of their values, which are of great 
importance. The company has worked a lot with their own identity and has a clear picture 
of its own values. This is where the recruitment process seems to be strong. They also try 
to match the behavior of the new cast member with a fitting role in the organization. 
According to Chatman (1989), the most successful recruitment is made when there is a 
match between the individual values and the organization, which leads to a “person-
organization-fit”. The belief within the Disney Company is that values and beliefs are 
reflected in employees’ behavior so if the “right” behaviors (past, present or future) are 
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recognized the assumption is that they are based on the “right” values. This is also the 
assumption underlying Pinder's (1998) argumentation.  
 
Leadership Accountability Matrix 
A second example of the selection strategy is the “Leadership Accountability Matrix”, a 
method used by Disney to compare the behaviors of its leaders in combination with 
accomplished business results. The business result was easily measured for each of the 
leaders and in order to demonstrate the desired behaviors stories were told to exemplify 
these. Leaders that did not fulfill both good business results and had the right behavior 
where either dismissed or more likely transferred to another position of the company. 
This is supported by the theory “screen out those who do not fit” described by Chatman 
(1991). 
 
Concluding remarks 
A strong corporate culture is required when it comes to implementing TQM, and a strong 
culture needs homogeneity among employee values. The described techniques (later 
called methodologies) and tools of TQM are examples of how to work with the 
socialization strategy to train and encourage preferred values. It appears that the equally 
important selection strategy seems to have been neglected.  
 
In order to develop and improve the implementation of TQM in organizations, we suggest 
a strategy of selection based on defined organizational values. This strategy should be 
used both as guidance when recruiting new members but also when selecting among 
already existing employees. Since values are difficult to change, we want to point out the 
importance of beginning by hiring members holding the desired values.  
 
 
4.1.3 Summary of Paper C 
Eriksson, M. and Ingelsson, P. (2009). Closing the customer gap to increase customer 
value. Submitted for publication. 
 
Background and purpose 
Understanding what the customer really wants and what builds customer value in an 
organization seems important for business success. Customer value is even considered by 
some as the source of all other values in an organization (Heskett et al., 1994 and 
Hammer, 1996). Delivering this requires a clear understanding of exactly what kind of 
value is desired by customers. Importantly, customer value is not inherent in the product 
or services itself; rather it is experienced by customers as a consequence of using the 
supplier’s product and services for their own purposes, (Woodruff and Gardial, 1996). 
Kotler (2000) defines customer value as the difference between total customer value and 
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total customer cost, where customer value is the benefit the customer expects to get from 
a given product and service. 
 
Eight Swedish companies, providing commercial experiences were studied to get obtain 
insight into how they work with their offerings in order to create customer value. This was 
done by a semi-open interview based on a SWOT (Strengths, Weaknesses, Opportunities 
and Threats) analysis (Zineldin, 1993). The SWOT was used for data reduction and analysis 
and the results were documented and further analyzed via an affinity diagram where the 
question to answer was “What common strengths/weaknesses do the companies have?” 
In order to see if the companies focus on the customer throughout the creation of the 
offer the answers were compared with the Gap-model developed by Zeithaml et al., 
(2009). Each of the five gaps in the model was transformed into a question where 
statements of strengths and weaknesses were placed. 
 
The purpose of the paper is to study how customer value is created, especially when 
offering commercial experiences. 
 
Main findings 
The result in statements from the eight studied organizations showed that 67 strengths 
out of 85 and 44 weaknesses out of 45 matched with the five gaps of the Gap-model, see 
Figures 4.2. That leaves a total of 23 statements that did not match the questions created 
for the gap model, statements that did not have a direct impact on customer expectations 
and creating customer value. 
 
The majority of both strengths and weaknesses were categorized into Gap 3 – “the 
performance gap” in the Gap model- and can be described as fulfilling performance needs 
of the Kano-model. All of the eight companies are represented in Gap 3 and of the 67 
strengths, 30 (45 percent) were categorized within this gap. The relationship for the 
weaknesses in Gap 3 was as high as 27 out of 44 (61 percent). This shows that the main 
focus of the top management, when describing the offer to the customer, is on how 
delivery to the customer is secured. They mainly describe strengths and weaknesses in 
working routines in order to secure delivery of the offer, fulfilling customer needs that are 
expected and spoken. A theory is that the organizations are well developed within this gap 
and it is therefore easy to describe. Also, it can be stated that it easy to describe the lack 
or the fulfillment of quality assurance.  
 
There were hardly no strengths nor weaknesses mentioned by the top management in 
Gap 1, “The Listening Gap”. Also Gap 5 has a low number of statements. The ones found 
that matched Gap 5 “The Customer Gap”, only described measuring the result of 
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customer satisfaction in accordance with performance. Nothing was mentioned about 
fulfilling customer expectations. 
 

 
Figure 4.2. Number of strengths and weaknesses placed within gaps 1-5. 
 
 
Concluding remarks 
The result show that the area in focus for the interviewed top managers is that of securing 
the offer for the customer in Gap 3 this might indicate that the top management’s 
knowledge about this particular area is both broad and profound and as a result, they are 
very likely to be both knowledgeable about and able to describe the company’s strengths 
and weaknesses from this perspective. It could also be the result of the fact that this gap 
focuses on concrete ways of working, e.g. how the employees are trained and how they 
work with routines and standards, and is therefore easy to describe. 
 
That so few strengths and weaknesses are placed in Gap 1 could be explained by the fact 
that, when delivering an experience to the customer, it is more difficult to find out what 
the customer’s expectations are. Not only is the offer often a completely new experience 
to the customer, but also the experience is situated in the area of attractive quality in the 
Kano model, where the customer is not aware of their needs and cannot easily express 
them. The characteristics of a physical product are easier for the customer to describe and 
for the producer to measure. 
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4.4. Further results from Case Study 1 and 2  

Presented are further results from Case Study 1 and 2, not included in appended papers. 
 
4.4.1 From Case Study 1 

 
Background and purpose 
The purpose of the study was to explore how organizations can work to build customer 
value when offering a commercial experience. This was done by studying an organization 
suitable as a good example or role model inspiring others, the Walt Disney Company.  
From collecting documents, observing and interviewing a large amount of data was 
compiled after the visit at the Walt Disney World in Orlando, Florida in 2006. Here 
presenting findings most relevant towards the purpose of the study. The methodological 
approach of the case study is further described in chapter three. 
 
Main findings 
This is an interpretation of the areas of importance pointed out by the Disney Company, 
when describing how to work in order to build customer value when offering a 
commercial experience. Primarily it can be said that the found ways of working, after 
analyzing the collected data, can be connected to the enhancement of corporate values 
within the organization. Values that lead to behaviors that fulfill the corporate vision: “We 
create happiness by providing the finest in entertainment for people of all ages, 
everywhere”. 
 

• Leadership 
The importance of the leader as a bearer of the organizational values and giving 
the co-worker their possibility of succeeding in their role is described. Leaders are 
mostly recruited from within the organization in order to make sure that the 
managers have displayed the behaviors demanded. Leaders are required to 
practice “Management by Walking Around”. All managers are obliged to do at 
least one week as a “trainee” in the operation a year in order to assure an 
understanding of the entire organization. When there is high pressure during 
peak periods managers and administrative staff are in front-line in the parks or 
hotels working. This is called “cross U” which stands for cross utilization. The 
leaders are considered key players when it comes to building the corporate 
culture at Disney; their main assignment as managers is to train the culture. They 
are expected to be role models and “Walk the talk”. “Leaders will get the 
behavior they demonstrate and tolerate” Valerie Oberle, former Vice President at 
Walt Disney World. 
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• Building a corporate culture with organizational values. 
Disney work very hard to build a strong corporate culture, where the co-worker is 
part of the Disney family. This cannot be said enough. Starting by describing 
mission, vision, strategies and goals for the organization and working with leaders 
to spread the values in the organization. Leaders are even measured on how well 
they perform both according to business results but also on how well they live up 
to preferred values. The corporate culture is used as a guide for values and 
behavior of the members of the organization.  

• Recruit co-workers not only on skills but also based on values. 
The front line personnel are very important at Disney and there is a focus on 
placing the right person in the right place. Only being very competent is not good 
enough, you need to share the values of the organization in order to succeed by 
happy, satisfied customers. When recruiting new staff a film is presenting both 
the history of the Disney Company, but also the values of the organization as an 
introduction. The film is followed by an interview based on questions were the 
possible candidate answers how they would behave in different situations. This is 
a base for a new recruitment.  

• Customer Focus 
Disney describes their organization as built on customer focus. They listen to the 
customer and work with measuring customer satisfaction, trying to exceed 
customer expectations. They listen to their customers and work continuously 
with improvements. One example is after studying customers they discovered 
that after a day in a Disney park some did not remember where they parked their 
car. They found a solution by sending their customers to park at special areas 
certain hours of the day, for example if you arrive at 10.30, your car is in section 
D, since almost all their customers did remembered about what time they have 
arrived. “Attention to detail and exceeding guest expectations” is the definition of 
quality at Disney, always with the customer in focus. 
 

• Co-worker Focus 
It is of great importance that the co-worker at Disney is happy and satisfied in 
order to satisfy the customer. The front line personnel is very important, co-
creating the experience with the customer, but also the co-worker behind the 
scene, off stage, is in focus. One example of letting the co-worker understand 
their role and importance is to deploy the values of the company and describe 
them for every individual. For example providing happiness as a mission at 
Disney, what is providing happiness for the person in a basement of a hotel 
ironing the bed linen, the answer is a smooth, clean and even bed sheet, and this 
will make the customer happy. Every co-worker knows how important they are 
and their contribution in the organization. The leaders follow up on performance 
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and co-worker satisfaction monthly with Personal Development-talks. Also social 
activities are frequently arranged for the co-workers, for instance pool-parties 
and barbecues. “…There are really two words that make it work around here… 
quality and pride. If you design, build, operate, and maintain with quality, people 
will take pride in what they do” Dick Nunis, former chairman of the Disney Theme 
Parks and Resorts 

• Processes and Quality assurance. The Disney organization describes working 
with quality as something systematic and there is an attention to every detail. 
They collect information in order to get statistical data and they base their 
decisions of facts. They build working processes with a quality focus. “Quality and 
pride goes hand in hand”, Walt Disney. 

• Creativity 
Working with new ideas and creating a stimulating job environment is of high 
focus being in the business of entertainment. 

• Storytelling 
Disney uses storytelling to enhance all values in the organization. Storytelling is 
used internally between leaders and co-workers in order to tell stories about 
something positive that has happened, they spread good examples with the 
purpose to reinforce values and enhance the corporate culture. Storytelling is of 
course also used towards the customer, this might be one of the Disney 
Companies most famous character, they provide customer experiences with an 
imaginative story filled with fantasy. 

• Themes 
Disney many times applies a theme, as a main thread into the surrounding 
environment, in order to augment the experience. “Their planning and 
maintaining consistency has a predetermined theme, with each and every detail 
designed for effect.” 

 
Concluding remarks 
When describing how to work in order to reach business success eight focus areas are 
presented at the Disney organization. There is a similarity to the areas of focus at Disney 
and to the components of TQM, as described by Hellsten & Klefsjö (2000). The way Disney 
describe the organization can be compared to the cornerstones of TQM. Here a 
comparison between the two, the statement from Disney to the left and the cornerstones 
to the right. 
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Leadership - Top management Commitment 
Customer Focus- Focus on customers 
Co-worker Focus - Let everybody be committed (referring to the members of the 
organization) 
Processes and Quality assurance – Focus on processes, Base decisions on facts and 
Improve Continuously 

 
The remaining areas of focus are interpreted as ways of working; Recruit co-workers not 
only on skills but also based on values, building a corporate culture with organizational 
values, creativity, storytelling and themes. 
 
One conclusion I found pointing out was the way the Disney organization described a 
focus of the co-worker. Lifting the co-worker as the most valuable asset of the 
organization. Starting by finding the right person to recruit, working very hard on 
improving the recruitment process in order to hire people with the “right” (preferred) 
values into the organization. Letting the leaders know that their job is to provide the co-
worker with abilities to do their best performance. They really focused on the co-worker 
as a co-producer creating the experience, together with the customer. A happy co-worker 
was something the Disney Company pointed out as extra important when delivering an 
experience. This is of extra importance when it comes to providing a commercial 
experience, being that experiences often are co-produced in the encounter between the 
customer and the co-worker.  
 
 
4.4.2 From Case Study 2 

 
Background and purpose 
Case Study 2 was performed to answer RQ 3 as a multiple case study in which eight 
organizations in the county of Jämtland, that were considered to offer commercial 
experiences, were studied. The county of Jämtland is located in the center of Sweden, 
with 127, 000 inhabitants which is corresponding to 1.5% of Swedish citizens (SCB, 2006). 
The case study was conducted in 2008 by Maria Eriksson, Pernilla Ingelsson and Johan 
Lilja.  
 
The decision was made to study local organizations due to the fact that providing 
experiences is an important and increasing business in the region. Jämtland is pointed out 
as one of four nodes in Sweden involved in a development project together with the 
Knowledge Foundation in order to stimulate the creative industry because of the high and 
increasing interest in this region (Riksantikvarieämbetet et al., 2009). Furthermore, there 
is a great amount of mainly small and some large organizations offering their customer a 



49 

commercial experience in this region. Jonas Persson is the owner of a white water rafting 
company with 20 years of experience as an entrepreneur in Jämtland. He reports that 
during 2008 something occurred in his business, an increasing demand, their turnover 
went up almost 50% (Rosenberg, 2009). Jonas continues "and this year (referring to 2009) 
our calendar is more booked than ever" (ibid). 
 
The main purpose of the case study was to get an insight on how the organizations work 
when proving the customer an experience and to get a general understanding of the 
regional organizations conditions and possible needs for development. The selection of 
organizations was primary done by their type of experience offering, this was made by the 
guideline of the Swedish definition of the experience economy developed by The 
Knowledge Foundation (KK-stiftelsen, 2003). Secondary the selection was based on the 
number of employees; years of experience in their business and geographical location (see 
Table 3.5). 
 
Main findings 
Presented is a list of the columns and headings of groups from the affinity diagram of 
collected strengths and weaknesses among the eight interviewed organizations. Phrases in 
bold corresponds to the heading of a column containing common statements from the 
organization. Both headings in bold and underlying phrases are groups that contain 
several underlying statements. 
 
Identified common strengths regarding the offer to their customers: 
The organization strive for a financial long term stability (found among 7 out of 8) 

• Have a financial stability 
• Aiming at a stable year-round business 

The organization co-operates with others to develop (found among 7 out of 8) 
• Is part of a network for regional development for indirect  
   development of business 
• Co-operates with others for a direct development of the business 
• Learning from others, benchmarking 
• Close co-operation  with suppliers 
• Carry out some marketing efforts 

The organization is actively working with their offers to the customer 
(found among 6 out of 8) 

• They strive to give the customer something extra 
•  Personalizes their offers 
• There is an understanding about how the different parts of an offer 

 affects each other and strives for a comprehensive overall view. 
• Offers the customer great freedom of choice 
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The organization interacts with the customer (found among 5 out of 8) 
•  Adjusts the business in relation to the demands of the market and   

 the customers 
• Carries out some form of customer study 
• Transparent, disclose the organization and the offer to the customer 
• Have a shop which is a reason for customers to travel 

The organization sees the co-worker as an important resource  
(found among 5 out of 8) 

• Have loyal and committed co-workers which enables flexibility to the 
business 

The organization utilizes internal and surrounding environment  
(found among 5 out of 8) 

• The premises are designed according to the purpose of the business 
• Takes advantage of the geographic placement of the organization 

The organization has a recognized and strong trademark 
(found among 4 out of 8) 
The organization offers unique products (found among 3 out of 8) 
Organization has mission, vision, goals and strategies (found among 3 out of 8) 

• Long-term goals and vision 
• Works in accordance to a clearly defined mission 

The organization has a clearly defined organizational structure  
(found among 3 out of 8) 

• Flat organization and short “decision ways” 
• Clearly defined divisions 
• Products development is done with some systematic 

The organization has external quality audits (found among 2 out of 8) 
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Identified common weaknesses regarding the offer to their customers: 
The lack of established routines for business assurance (found among 7 out of 8) 

• Not working systematically to gather information about the customer 
•Routines for quality assurance is lacking 
•Work more reactive than proactive with customer feedback  

The organization’s geographic placement affects the offer negatively  
(found among 4 out of 8) 

•Perceives other actor offers can affect the customers experience  
   negatively 
•The offer of other attractive actors for complementing own offer is  
   to little 
•Often meet resistance from the municipality when developing new  
  offerings 
•The business is affected by the weather 

The lack of resources and competences to effectively marketing (found among 4 out of 8) 
The organization has an uneven demand, they are seasonal (found among 4 out of 8) 
The organization lacks the understanding how the different parts of the offer affect the 
offer as o whole (found among 2 out of 8) 
The organization does not find time for reflection (found among 2 out of 8) 
The organization experiences external obstacles for attaining preferred organizational 
structure (found among 2 out of 8) 
The organization lacks a common vision and goals (found among 1 out of 8) 
 
Concluding remarks 
Here appointing the most valuable strengths and weaknesses as the ones mentioned by 
the majority of the organizations. The majority of the organizations seem to be open 
minded for being part of a network co-operating with other organizations or partners in 
order to be develop their own business. This is also described as a reason for building an 
environment of several attractive offerings jointly at one location. The organizations also 
takes small steps in order to maintain in business, working with a long term focus, building 
a financially stability e.g. avoiding risk investments resulting in large bank loan and also 
trying to have year around customer offers in order to keep year around co-workers, not 
losing the competence built up during high season. 
 
Referring to the strengths as a description of the purpose on how the organizations work 
when providing the customer an experience, the weaknesses applies for identifying needs 
of development. The main issue described among the organizations is building a solid 
ground of routines and structure in order to assurance the delivery of the commercial 
experience. Many good ways of working were described, but the systematic and regular 
development of said routines was lacking. 
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5. CONCLUSIONS AND DISCUSSION 

This chapter provides the conclusions drawn from and a discussion of the theoretical and 
empirical findings presented in Chapters 2 and 4. The conclusions are first presented for 
the three research questions and then related to the overall purpose of the thesis. At the 
end, a methodological discussion is presented. 
 
RQ1 - How can commercial experiences be defined and what are the distinctive 
characteristics? 
The conclusions drawn in order to answer Research Question 1 are mainly based on 
findings in Paper A and to some extent on findings in Case Study 1.  
 
I start by describing the distinctive character of the commercial experience. According to 
Poulsson & Kale the key elements describing a successful commercial experience are; 
engagement, personal relevance, novelty, surprise and learning (2004). A commercial 
experience is also described as deeply affecting both feelings and senses of the customer 
and resulting in new memories. The conclusion is that the elements described by Poulsson 
and Kale are essential but there is also a need to further describe the commercial 
experience as memorable. The conclusion is that the most distinctive characteristic of 
commercial experiences appears to be that they are memorable and that they leave 
indelible impressions. But for something to be truly memorable, it being strongly 
emotional appears to be a key. Novel stimulus is one way to create strong engagement 
and feelings such as aroused, surprised and astonished can occur. Strong engagement is 
also a critical driver of both positive and negative affect. In sum, the conclusion when 
describing the characteristics of a commercial experience is that while it being memorable 
is a distinctive characteristic, it being strongly emotional is the key and it provoking strong 
engagement is the critical driver of the commercial experience. 
 
After characterizing the content of an experience a clear definition is also needed to 
further study what builds customer value in a commercial experience. The base of my 
knowledge was the definition proposed by Poulsson & Kale, (2004) namely that “an 
engaging act of co-creation between a provider and a consumer wherein the consumer 
perceives value in the encounter and in the subsequent memory of that encounter”. The 
conclusion drawn is that the suggested definition is lacking somewhat and the concept 
should therefore be further described. The definition of a commercial experience as “a 
memorable event that the customer is willing to pay for” was additionally developed. 
This definition was done in order to distinguish commercial experiences from experiences 
in general and more clearly accentuates that being memorable is the most important 
distinctive characteristic for commercial experiences. The conclusion is that both 
definitions combined together provide a more complete picture of the concept of the 
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commercial experience. Vital information is that not all commercial experiences are co-
created in a meeting between the customer and the provider, e.g. playing a virtual reality 
game where the customer is immersed into the experience. Mainly experiences, when the 
customer is closer to absorption then immersion, are co-created in a meeting between the 
customer and the front line personnel of the organization providing the commercial 
experience.  
 
Furthermore, one finding pointed out both in the literature and in Case Study 1, namely 
that commercial experiences provide a higher level of value to the customer. Several 
authors agree on that experiences provide a higher customer value than services as they 
engage customers in an inherently memorable way, (Pine & Gilmore, 1999; Voss, 2003; 
Sundbo, 2004 and Poulsson & Kale, 2004). Reaching a higher level of customer value is 
described by Kano (1984) as providing attractive quality. 
 
RQ2- How can successful organizations work to build customer value when providing a 
commercial experience? 
The conclusions drawn in order to answer Research Question 2 are mainly based on 
findings in Case Study 1, the Disney Company study, and findings in Paper B. 
 
Looking at Disney as one of the most skilled organizations and seen as a role model with 
considerable experience of providing commercial experiences, a conclusion is that several 
similarities were found between their ways of working and the values of TQM, as 
described by Bergman & Klefsjö (2007). These similarities include working with goals and 
strategies to work towards an overall vision statement of the organization and is part of a 
successful concept. Also to work with customer focus, both externally and the internal co-
worker, with attention to every detail, is concluded as an important factor for success. The 
studied organization collects information to base their decisions on facts and continuously 
work to improve their processes, this is also concluded as a successful way of working. In 
sum the conclusion is that working with the six core values of TQM when building basic 
routines and standardized ways of working as a foundation should be seen an important 
part of being successful also for organizations providing commercial experiences.  
 
The leaders at the studied organization are concluded as key players when it comes to 
building the corporate culture. By establishing a strong culture, leaders can indirectly 
influence the attitudes and behavior of members in an organization (Schein, 2004). The 
leaders therefore exert great influence on which culture will be predominant and how the 
leader acts and behaves influences the attitudes and behaviors of the rest of the co-
workers (ibid). A conclusion based on Case Study 1 is that recruiting new co-workers based 
on values and also selects among its existing staff in order to have the right person in the 
right position is an important way of working and is concluded as an important factor of 
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their success. This should be seen as an inspiration to organizations providing commercial 
experiences, especially since the experience is often co-created in the meeting between 
the customer and front-line personnel. The selection of co-workers, sharing the values of 
the organization, is concluded as of extra importance when offering a commercial 
experience. The co-creation of the experience is also confirmed by Poulsson & Kale (2004). 
The studied organizations corporate vision is to create happiness. A conclusion is that this 
is done by building values into the organization, creating a corporate culture with shared 
values, where everyone works to provide happiness to the customer. This is seen as their 
way of working to create the customer value needed to provide something extra, a 
commercial experience reaching the level of attractive quality.   
 
The organization pointed to how they worked to achieve shared values as a key driver of 
their success. Their use of the two strategies selection and socialization when building a 
corporate culture consisting of shared values is supported by Chatman (1991). Their way 
of working are also seen as applicable when implementing and reinforcing the values of 
TQM, since a strong corporate culture is recommended to successfully implement and 
work according to TQM (Hendricks and Singhal, 1999; Dayton, 2001 and Shin et al., 1998). 
In addition to describing ways of working matching the values of TQM, three elements 
were found distinguished from the core values of TQM. These elements; storytelling, 
theming and establishing a creative environment, are concluded as especially suitable for 
organizations providing commercial experiences. This has also been verified as necessary 
in the literature (Mossberg, 2003; Mossberg & Johansen, 2006 and Pine & Gilmore, 1999). 
 
RQ3 - Is there a need for support and development for organizations when creating 
customer value in a customer experience, and if so, what needs do such organizations 
seem to have? 
The conclusions drawn in order to answer Research Question 3 are mainly based on 
findings in Case Study 2 and Paper C. 
 
Among the needs identified in Case Study 2, the main issue was concluded as the scarcity 
of basic routines and structure in order to guarantee performance and delivery of the 
commercial experience. This indicates that there is a need to develop improved ways of 
working in order to secure the offer e.g. how the employees are trained and how they 
work with routines and standards. 
 
A further conclusion from Case Study 2 is the need to develop working procedures both to 
measure the result from customer satisfaction but also to map out customer expectations. 
Aiming for a higher level of customer value this is concluded to be of extra importance in 
order to become successful. The conclusion is therefore that it is of importance to find out 
the expectation of the customer and systematically measure the result of customer 
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satisfaction to reach business success. This is especially important since commercial 
experiences are stated to provide a higher level of customer value (Pine & Gilmore, 1999; 
Voss, 2003; Sundbo, 2004 and Poulsson & Kale, 2004). Not only is the offer often a 
completely new experience to the customer, but also because the experience is situated 
in the area of attractive quality in the Kano model, where the customer is not aware of 
their needs and cannot easily express them. This implies for either deeper knowledge of 
the use of existing methods or the need for developing new methods and tools more 
suitable specifically for commercial experiences. 
 
The conclusion that provides an answer to the research question is that organizations 
seem to have several needs to help them improve when providing commercial 
experiences. This is true when it comes to both training and disseminating information 
about existing TQM tools and methodologies and to developing new ways of working, 
specifically suitable for commercial experiences. 
 
Overall conclusion 
The overall purpose of this thesis was to contribute knowledge about and a deeper 
understanding of commercial experiences, both in general and especially with respect to 
how customer value is created. The focus of the research was also to strengthen and 
support organizations that provide commercial experiences. 
 
According to findings in the existing literature, there seem to be several distinctions 
between a commercial experience, goods and services. These include the level of price, 
the time spent by the customer, lack of existing quality dimensions, the customer affect as 
strongly emotional and the scope of offer. All these distinctions prove that the commercial 
experience is to be considered an offering on its own, a refined customer offer of higher 
value. 
 
One conclusion based on the characteristics and the proposed definition of commercial 
experiences is that there does not appear to be a single specific type of organization that 
delivers them. This does not simply depend on WHAT type of offering the organization 
provides but instead very much on HOW it chooses to provide the offer, adding on value 
to goods and/or services. One example of this is a computer installation and repair firm in 
Minneapolis called the Geek Squad, described by Pine & Gilmore (1999). They refer to 
their co-workers as “special agents” and they are dressed in white shirts, black ties and 
carry badges visiting their customers with a “license to solve” computer problems. This is 
an example of adding extra value onto a regular service, turning it into a commercial 
experience. Instead of focusing on finding a specific type of organization, best suited to 
providing an experience, the overall conclusion is that the corporate culture, the values, 
the knowledge, the ways of working and the methods and tools, in addition to the values 
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of the members of the organization, are the important drivers of success. A crucial 
competence needed by the experience provider is the ability to create memorable events 
(Mossberg, 2003 and Pine & Gilmore, 1999). 
 
Looking at the results from Case Study 1 and 2, one question arises, describing what the 
eight studied organizations can learn from the Disney Company. This might also be 
important knowledge to other organizations providing commercial experiences. First the 
way Disney builds a corporate culture based on the values of the members of the 
organization. These are values that are focused on creating value to the customer. 
Reinforcing the corporate culture can for instance be achieved by recruiting new members 
to the organization based on their values. Second, the use of storytelling to enhance the 
corporate culture seems successful. The use of storytelling to spread good examples and 
describe preferred actions and behavior in different situations is considered an excellent 
tool. 
 
Methodological discussion 
One reflection from Case Study 1 is that obtaining correct information from a successful 
organization may be very difficult. They generally like to keep secrets of success to 
themselves and researchers may therefore have limited access to valuable information 
(Zikmund, 2000). The information provided is controlled by the organization studied, 
which then selects what it wants to reveal. An attempt to avoid misleading information 
was that the research group asked follow up questions to different members of the 
organization, for instance to verify data given by leaders the co-workers were asked to 
confirm. 
 
Another reflection is that the interviewed managers in Case Study 2 might not give 
accurate information to the interviewer for a variety of reasons. This phenomenon is 
theoretically described by Zikmund (2000). The result can therefore be considered to be 
controlled by the managers and have an effect on the results and conclusions drawn.  
 
The results from the two conducted case studies, one in the United States and one in 
Sweden, are likely to be affected of cultural differences between the two countries. The 
results should not be generalized to fit all organizations providing commercial 
experiences. The cultural differences should also be considered when comparing results 
from organizations in other countries. This is reinforced by the small number of 
organizations, providing insufficient information to be generalized. Further studies are 
desirable to strengthen the results.  
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Selecting another eight organizations in another region might or might not lead to 
different results. The methodological choices during the research process have doubtlessly 
affected the outcome. 
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6. FUTURE RESEARCH 

This chapter presents ideas for further research. 
 
There are many interesting subjects that can be further investigated in order to find more 
answers, especially since the concept of commercial experiences seems to be fairly 
unexplored. Some of the key areas discovered during my research process are presented 
below.  

• When describing the character of the commercial experience, one finding was 
that some of the most important factors are the experience being memorable, 
strongly emotional and engaging. These elements are not included in the existing 
dimensions used when measuring quality (tangibles, reliability, responsiveness, 
assurance and empathy). There is a need to develop the existing instrument that 
it is also suitable for measuring the quality of commercial experiences. 
 

• Since Case Study 2 resulted in almost no statements to describe how customer 
satisfaction is systematically measured and maybe even more important how 
customer expectations are identified this is an area of potential improvement. 
Disseminating knowledge of existing theories, models and instruments of 
measurement to organizations seems important but there is also a need to 
further develop the existing instruments to make them more suitable to 
commercial experiences. 

 
• Further studies of organizations offering commercial experiences in other 

countries are also recommended in order to provide generalizable results.  
 

• The interesting claim that commercial experiences reach a higher level of 
customer value is recommended for further study to decide the reasons behind it 
and the ensuing consequences. 

 
• The majority of the organizations studied in Case Study 2 were positive to being 

part of a network co-operating with others in order to be develop their own 
business. This is also described as a reason for building an environment of several 
attractive offerings jointly at one location. Further studies have to be conducted 
in order to see what effect a network has on commercial experiences. 

 
• Storytelling, theming and building a creative environment are pointed out as 

ways of working specifically used for providing commercial experiences and 
would make interesting objects for further studies. Are these elements the key to 
creating something extra, something with a superior customer value? 
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