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Service innovation projects in which novelty isdsh®n introduction of modern ICT usually imply
cooperation between multiple parties and organaadi Recognizing the specific features of service
innovation projects, this paper presents the rasaftcase study research of four innovation pragject
conducted in Serbia. The features and duration rofepts’ phases were compared and analyzed.
Simultaneity in implementation of the same phasas been found in all cases. Regarding
management, defining user requirements and trainglahem into project requirements have been
found as the most critical phases. It was confirriiied in case of innovation projects, managersufc
was on interactions and networking, with a sigmifitdegree of freedom and creativity.
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1. INTRODUCTION cially when the novelty is based on the introductio

Service innovations are defined as introduction ¢if medern ICT, are usually realized in practice as
new services to the market and significant improvd2novation projects that involve cooperation betwee
ment of the existing ones. Modern information anfultiple parties and/or organizations. NSD as & pro
communications technology (ICT) enables morteCt in the modemn economy requires a wide range of
efficient and effective approaches in providingséixi technological expertise that is very often above th

ng services and the emergence of entirely new S&)gper_tise Igvel .of service providgrs. Thereforanit '
vices in different industries. The innovation presés Creasingly implies connections, linkages, cooperati

a set of related activities that lead to only on8f Several organizations with specific roles infefif

innovation or to more interconnected innovations.  'ent project stagei8]. These projects have to be ma-
Similarly to innovation process, we can define thgaged having in mind their complexity and unpredic-

innovation project. Innovation project is a specet table nature.

pf actl\{|t|es that I.ez-ﬂ.d to the reall_zatlon pf certa 5 \EW SERVICE DEVELOPMENT PROCESS

innovation[1]. Definition of innovation project can . . .

be taken from the generally accepted definition by Innovation process usually begins by observing

which the project is seen as a “complex unique bertain needs and generating ideas on how needs can

siness venture that is undertaken in the futuerder 0€ satisfied. Identified problems in existing preses

to achieve goals within the projected time and gfost¢an be impulse for generating ideas. The initiad-ph
12]. ses of development, related to needs and problem de

. cription, generating ideas and defining concepasofr
New service development processes (NSD), eSP&rucial importance for the success of the next ghas
of NSD[4]. Collected ideas go through selection pro-
cess taking into account various criteria sucheas f
sibility and potential profitability.

Through the next steps, NSD projects are cha-
racterized by specific features that distinguistnth
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from new product development (NPD) proje®. and selection, through concept development, testing
Raw materials are rarely used, while tools and-equaind commercialization.
pment can be used is small extent. The outputef th
design process is a concept and process descripti%n'CT AND SERVICE INNOVATION
Service design may be based on standards, but they The development of ICT brought a changed and
are usually few, and deviations from standard aan Inore intensive provider — user interactions. Irgern
a part of the process and do not necessarily make tas led to the emergence of new forms of communi-
wanted consequences. cation, form text exchange (SMS, e-mail) to video
Services can be tested through a test run, througbnferencing. New forms of communication and inte-
imitation of the procedure, but each performandé wiractions are continuously developing. Their impleme
be different when being tested and in actual implextation is overcoming time and space barriers.
mentation, due to the presence of different cliemis The service feature that is especially evident
service providers. One of the important differenceghen analyzing ICT based service innovation is that
between NPD and NSD is that in the case of product§eating and consuming services are carried otlieat
as design progresses, the changes are becomingsiime time. The introduction of ICT reduces the need
creasingly expensive. This is usually expressed fgr direct interaction of service providing staffcathe
85/15 rule, which indicates that approximately & p client. The quality of services is affected by thea-
rcent of the costs of the product are determinethby ity of these interactions (direct or indirect).
decisions made in the first 15 percent of the desig |cT pased service innovations are one of the most
process. In the case of services, the design istriot  jhortant areas of global competition. This carsbe
and rigid document, modifications and adaptationg, from widely known examples in different fields,
are pc')ssmle.and sometimes deswaple in order & M€, ch ag9]: search engines (Google), auctions (eBay),
the wide variety of demands and client needs. The Smes (World of Warcraft), music (iPod), and travel
changes are usually not as expensive as in themasgervices (Hotels.com). Accérding to Bygsfﬁ]ﬂthese
prodicts Houever s can brig he K halabenovatons hav rarey occured spontaneousiy e
me can result in decline of the quality and valiie heed infrastructure for innovation, as evidenced by
) cGoogle in which scalable infrastructure enabletefas
serviceq6]. flow of product development. The balance between
There is a significant interaction between NSDhfrastructure and innovation is needed.
process and service delivery. Their connectionds m Management of NSD projects must keep track of
re intense thar] in the case (?f NPD and .pro.ducmg?fectiveness and efficiency of new services. Servi
Processes. Projects dealing W'th_NSD require IlaEeQrdevelopment process must be shortened, having in
tion betvyeen needs of new service operations and Rocus the service quality and user needs and expe-
ocess with the needs of current operations. lteis bctations. Taking into account the dynamics of the
lieved that the cqmpatibility between new s_ervinel a1cT, the speed in service innovation processshe-
current system is more important than in case Qfaning the innovation process, is emerging asaine
production. _ the key demands. Very often there is a pressuea-to
This means that front and back office must worlgy the market before the competition and certaia p
integrated to overcome their differences in goald a ses of innovation process should be handled ima i
differences in time horizon. Activities such as eomeq period of time. In some cases, the individus-p
munication, coordination and conflict managemenieg shall be omitted. That is usually the case tnéth
in the case of NSD projectg]. end of the process, i.e. before the launch phase.

Comparison of NPD and NSD recognize the im-  \when it comes to testing, Kuusigtbd] has ide-
portant roles of user, service provider staff, @i @s ntified two approaches of customer involvement. Ac-
less standardization in NSD proje¢#§. NSD is co- cording to one, development of new services iglfirs
operative, interactive process that is not striétlit  conducted by innovating firm and pilot customers ar
malized, and includes participants from differeattp seen as those who evaluate the service and provide
of the company, but also from the external sourcefedback for further specifications. In the secapd
Stakeholders may also play a significant role in groach, the development and testing will coincide w
variety of ways and can be included in the inn@rati th providing the service. “In case of ICT services;
procesq8]. Customers can have a significant role imcrete work input from customers was needed in de-
service innovation process. They can be involved Welopment: detailed requirements have to be cagture
different parts of the process, from idea genematidorm customers and ultimately customers have to tes
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the service — either explicitly (when errors or imiscessing, as opposed to sequential. Stage-gate model
matches are found) or implicitly (when things rurfrom its inception to the present, has experienced
smoothly for the first time in real life)]’10]. significant changes, primarily due to increasing ab
Research results confirm the findings of Gagd)eW technologies and the internet in the innovation
and Rubalcabfl1] that ICTs play an important role Proces$16].
in enabling business innovation. As stated by Eva- Management of innovation projects in organizati-
ngelista and Sweeng¢2] ICT plays a special role in on is based on a clearly defined innovation process
customizing services and a special attention shoeld with recognized phases and key operations. In this

paid to factors influencing ICT adoption. way, it is possible to define the needed investsent
and to allocate the resources in different stabas:
4. SERVICE INNOVATION PROJECTS man, material, financial. This is also important $e-

g timelines and outcomes that are clearly lthke
articular phase. Financing the innovation ptsjec
ether from internal or external sources, is Ugual

Development of new products and processes tn
the mid nineties in most of the companies was bas8

on sequential development. The process consisted db | dv th b d
a number decision-making points in which manageﬁ:':’pporte y a clear study that will be presented t

made decisions whether to move to the next phaseHOtem'al investors. The study covers a detailegtr-ov

o back to previous stage for revision, or to gtup V1w Of all the necessary investments, with a proje
groject P 9 cted income of innovation activities. It is the isa®r

the decisions related to investments. Consent and

. Organizations that were faced .W'th the Shortco'upport of the management in innovating organinatio
mings and problems of the sequential approach-to § needed, as well as the interest of externalstove

velopment exceeded to partially parallel model ef d in innovation project. This process involves a ideth
veIopmenF propes{al3]_ Later, the model of concu- analysis of planned investments to review and
rrent engineering appeared, that was supposed d9aluate all the risks connected to the project.
enable organizations to shorten the development pro Managing innovation proiects includes olannin
cess and avoid costly and lengthy iterations amon Iemen%ati%n and contrl?)l é f all phases oF; innovg,-

the development phases. Simultaneous engineering{. . . i
the development model in which some or all of delon Process in accordance with set targets, but is

velopment activities are at least partly overlagpin SPECific to a few key aspeqts7]: _ .
Although there is not enough empirical support fot ~ innovation projects often start with poorly defi-
claims about connection among development speed Ned, sometimes very ambitious goals that develop
and competitive advantage, many benefits arise as a and become clearer during the project conducti-
result of shortening of development process, especi 9
lly in very competitive marketgl4]. * innovation processes are of experimental and ex-
Shortening the development time, or enter the ploratory character and rarely follow a strict line
market before competition, can bring benefits sash ~ @r path;
increased profitability by extending the life cyade * project teams are typically made up of experts
the product, the ability to dictate the prices and from various fields with a strong degree of mu-
benefits related to development and productionscost ~ tual trust; innovation projects are characterized
In markets that are developing fast with short life by uncertainty and high degree of risk of failure;
product and process cycles, development speed and project teams are actively involved in risk mana-
shortening the innovation process are necessachh Su gement and achieve high level of flexibility and
markets are the ICT market, and markets of products responsiveness by constantly seeking for new
and services, that are rapidly developing based on options;
ICT implementation. « innovation projects need to be “sold” to the pro-
It has been shown that parallel activities and par- ject sponsors and financiers.
tially overlapped phases of the innovation process The innovation processes are characterized by
could bring benefits, but it should also be notieatt uncertainty and seemingly random nature, but it is
in certain situations, simultaneous models caneincrstill possible to find a basic form of success. Tém
ase the risk or cost of development process. The mg that many innovation projects result in failubey
del that seeks to minimize these risks is the Stagsome of them make a huge success and profit to or-
gate model developed by Cooljé&f]. Key activities ganizations and individuals. Regarding NSD project
are identified and grouped into stages, and aswtre management, it was shown that successful ICT based
many activities at every stage are taking placthet service innovations were not a result of strictdng
same time. Stage-gate model involves parallel prof the project (focused on costs, time and qualbity)
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of professional project managers. A negative rehati development was conducted through outsourcing. The
ship is found between flexible project planning anébur selected projects represented me-too innavstio
innovation project performance, whereas flexible-pr i.e. services that were already present in devdlope
duct specifications are found to contribute positiv countries, but they were new to Serbian market.
[18]. Successful service innovation projects were pré&pen-source models and imitation strategy were used
sent if there was a strong integration among servi@s a response to innovations that have already been
provider and external service usg9k introduced in the environment. Increased globali-nat

Innovation success depends on two key element§: of telecommunications made the ideas quickly sp-

the organization’s resources (people, knowledge, ok ad on the market. Imitation and adaptation of suc

uipment, money) and the organization's ability & m cessful products and services have become univer-

nage them. Anayis o the economic efecs of mnd ) [SS0017E0 meveer seacaes [l T
vation activity involves analysis of the costs aede- 9

nues of the innovation process and precise ideatifi ew for selected projects and structured interviaivs

tion of its key stagefl7]. Cost Analysis of indivi- th project managers.

dual phase allows adequate planning, as well as red '€ Projects selected for the study were:

cing the risk of unforeseen events. In real lifeages 1. Development of teletext

of the innovation process overlap and occur simul- The project referred to development of a service
taneously, including cooperation of several organprovided by broadcasting companies which allowed
zations. This makes the cost analysis for individugearching information of different types (natioriat,
phases more complicate. ternational and sport news, weather, TV programs,

The innovation projects that do not generate tHgC-): Project participants were: leading TV sttio
expected profits in a given period can be seen ding sports betting firm, small software develop

important for long-term success and competitivene&Enent firm, and small hardware development firm.

of the organization. Strict criteria of economidicf 2. Development of traffic cadastre

ency should consider together with the analysis of The project was related to introduction of modern
their contribution to the organization’s stratedice- ICT in the process of recording, monitoring and ma-
ctions[17]. All positive effects could go beyond theintenance of traffic signals. It implied developrheh
economic short-term unprofitable innovation prajecta system for accurately recording and tracking mai-
Since the services should meet the needs of custometenance actions, their geo- positioning with visua
and preserve the competitive position, it is patie and proposing necessary actions. Project partitspan
rly important to include non-economic indicators fowere: City Department of Transportation, small -soft
the evaluation and cost analysis of innovation geroj ware and hardware development firm.

cts. These indicators could be related to: devetsgm 3. Development of live betting

of innovative environment and innovative culture, The project was directed to development of a sy-
enhancing creative potential, and strengthening cogtem could provide real-time insight into the games
perative competences. in order to determine the preferences of playes an
thus calibrating the offer. The system had to digpl
5. RESEARCH METHOD real-time statistics, the results and costs ofaihes.
Existing theories and understanding of NSD pradt should enable real-time control of 200 bookmaker
cesses are not adequate [19], although service inpwesent in different parts of the world, from onace,
vations represent the key drivers of competitive adn order to reduce costs. Project participants were
vantage in different industries. In order to exp#ma leading sports betting firm, small software anddhar
knowledge in this area, this paper presents thdtses ware development firm.
of research in the Serbian market. Four innovation 4. Development of mobile marketing via Blue-
projects were analyzed through case study methagoth technology
The case study method is recommended as adequatetpe project referred to development of a system
when there is little or no available empirical @8 o mopile marketing. It is a new form of adventigi
relating to a particular topic, i.e. when the SYn® 5t enables the user of mobile portal to learnemor
exploratory [20], [14], [21]. about a particular topic or request any other servi
The unit of the analysis was innovation projecBluetooth technology through wireless data trans-
that met the following: the project was implementedission should enable simpler and stronger connecti
in service industry, it implied the involvement sg- ons among providers and users. Project participants
veral organizations, development and application efere: leading mobile operator and small softwam an
modern ICT was the base for service innovation, ICllardware development firm.
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6. RESULTS AND DISCUSSION » Time needed for generation and evaluation of id-

Comparison of selected service innovation proje- €as and relevant external analysis
cts was done through all stages of innovation mmce*  Time from goals and strategy formulation to de-
Based on the document analysis and managers’ respo- fining user requirements
nses and comments in the interviews, it was concle- Time from defining user requirements to transla-
ded that there was many simultaneous activitieslin ting them into project requirements
projects. Considering the duration of the phages,» System development and testing time
was noted that there were significant differences-a .  Time from defining user requirements to solution
ng them. Time dynamics was analyzed through Gantt presentation
charts. Figure 1 presents a Gantt chart for teletex

, Time needed for training the personnel of service
velopment project [22].

provider and market test

The analysis of Gantt charts for all four projects  Time from goals formulation to launching
has shown simultaneity of the same phases. Based.on Time from defining user requirements to launc-
these findings, the groups of simultaneous actiwiti hing
could be identified. The first group comprisesnege
rating and selecting ideas, and external analysis-i Table 1. Duration of phases and groups of actisiiie
rms of selected ideas. Second group comprises: defi NSD projects

ning user requirements and translating them inte pf Project 1 | Project 2| projectig Project|4
ject requirements. Project _
s Duration (months)
The next group of activities refers to system devephases
lopment and testing, followed by the activitiesttha i 3 16 13 2
are dealing with employee training in service provj ji 3 7 3
ding organization, pilot and market testing. ii a > 5 3
The last group comprise launching and comergis, 9 3 6 3
alization, end-user training and after launch sewi v 13 5 11 6
vi 1 1 2 1
vii 20 - 21 11
vii 17 - 20 6

Time analysis showed the following: Generation
and selection of ideas and external analysis (imge
of selected ideas) are interconnected phases which
may take place in a period of a few months to @aver
year. The duration of these phases in analyzed pro-
jects depended on the degree of novelty and com-
plexity of innovation. Longer duration of these pbs
was observed in the case of traffic cadastre, where
service is a complete novelty that requires sigaiit
> changes in current business practices. In the chse
: e live betting longer duration came from special natu
Figure 1 - Gantt chart for NSD project - Teletext of the service, where imitation strategy was not po
The observed overlapping and grouping of activesible, and Where'da'Fa protection and gliminat'mg e
ties, as well as many feedback loops that occurimit "Ors were of CrUC|_aI |mp0rtanc_e. Certain amount of
the group should be taken into consideration ireordtime has to pass since formulation of the projeetg
to improve management actions. Primarily, it is @mp .tl|| de'f|n|t|on of user requirements. In analyzerbp
rtant to note the duration of certain groups of-act/€Cts it was a period of three to seven months.
vities. One of the approaches to measure NSD suc- Defining user requirements and translating them
cess related to time dimension is given by Vosg [2tto project requirements implied interactive work
who identified the following: concept to service laover a period of several months. Development of a
unch time, concept to prototype time, prototype teystem according to the requirements was doneaver
launch time, time to adopt new concept form outsideeriod of three months (cadastre and mobile marke-
the firm. For analyzed projects, it is importaniio-  ting) to nine months (teletext). According to mana-
nitor the duration of following phases [22]: gers, the duration of these phases depended pl§mari
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on well prepared project requirements, and understanderstanding of all participants are determiniag f
nding of user requirements. In the case of teléted tors.
rtain requirements were not sufficiently well-defifi From end-user perspective, commercialization
and the work was done “based on the assumptionsiase could be considered as crucial for serviop-ad
which later required a return to the previous stdge  tion and success. However, the research has shown
various changes. that key stages were the phases related to defining
It was noted that it has been 13 months from deser requirements and translating them into project
finition of user requirements to solution presdotat requirements. Fulfillment of user expectations depe
past 13 months in case of teletext and 11 monthsds on this phases. This phases imply many human
case of live betting. In case of the projects whbhee interactions and any misunderstanding and wrong
requirements were "very well defined" as it waspecification will have the influence on projeand
traffic cadastre and mobile marketing the durattbn and costs. Determining the specifications depemds o
same phases was only 5 to 6 months. ability of employees more than on norms and stan-

Staff training in service providing organizationdards, especially for development of completely new
and market testing (if necessary) took place irrtshgervices.
period in all projects - 1 to 2 months. From gdals From the perspective of management, research
mulation to launch of new service passed 20 to 2fas shown that, although for each project thereewer
months (teletext and live betting), and only 11 then responsible managers in service provider, as veell a
(mobile marketing). in ICT developing firms, management was not based
The documentation analysis and conducted intepn solid project management (focused on cost, time
views enabled certain conclusions. The phases-of ded quality). A degree of freedom and creativityswa
fining user requirements and their translation intgllowed, and the focus was on interactions and metw
project requirements had approximately the same diking. Finding the right balance between project ma
ration in all four cases. On the other side, thetesy Nagement with defined stages, time and resources on
development and testing had different duration iine side and creativity for innovation on the other
compared projects. It was to a smaller extent thll continue to be a challenge for researchers and
result of project complexity, but rather the resfit Practitioners in this field.
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REZIME
MENADZMENT INOVACIONIH PROJEKATA U USLUGAMA ZASNOVANIH NA IKT

Projekti inovacija usluga kod kojih se novina zasnna uvdenju savremenih IKT o#o podra-
zumevaju kooperaciju izrfe razlicitih ucesnika i organizacija. Prepoznajuspecifinu prirodu ino-
vacionih projekata u uslugama, ovaj rad predstaviaultate istraZivanja metodom studije cglja
koje je obuhvatila’etiri inovaciona projekta sprovedena u Srbiji. Up@ene su i analizirane speci-
ficne karakteristike i trajanje faza posmatranih pk@éa. Simultanost u sprodenju odrefenih faza
uocena je u svim projektima. Sa aspekta menadZmesandjznaanije faze ozn&ne su definisanje
korisnickih zahteva i njihovo previenje u projektne zahteve. Pategno je da je kod inovacionih pro-
jekata fokus projektnih menadzera na interakcijannanrezavanju, sa zidajnim stepenom slobode i
kreativnosti.

Kljuénereli: razvoj novih usluga, inovacioni projekat, infornata i komunikaciona tehnologija
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