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Summary 
 
 
Learn a “Value Spectrum” approach for measuring the extent to which service meets needs of 
beneficiaries of the service.  Use the approach to envision, specify, measure, market, or improve the 
value of service requested, provided, received, or co-created.  Use the approach to, for example, … 
 

 Specify or request services needed by you or other entities. 

 Measure the impact of services received by you or other entities. 

 Evaluate or improve services you or other entities offer. 

 Facilitate clients’ and providers’ agreeing on how to support each other. 

 Develop marketing messages for products or services. 

 Develop prices for products or services. 

 Help providers help their clients benefit from the providers’ products or services. 
 
 

Example 1 
 
 
You want to capture an opportunity.  For example, … 
 

 You lead a business and want to develop new products that will help improve customers’ 
success. 

 You lead a project and want to ensure that a task gets done with appropriate quality and 
timeliness. 

 You are concerned about improving people’s learning and want people in your community to 
evaluate alternatives for improving education programs. 

 
Consider that the face on the right of the following figure represents you.  The face on the left represents 
a service provider.  The provider has opportunities to support your cause and to benefit by so doing.  The 
provider and you want to agree on support the provider will provide. 
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The following list illustrates 6 categories for support the provider may provide.  Generally, you need to be 
concerned with a category (after the first category) only to the extent the provider (or community of 
providers) does not satisfy needs in previous categories. 
 

 Outcomes service – The provider generates (or ensures the generation of) results (“Outcomes”) 
sufficient to capture your opportunity.  You do essentially none of the work.  You appreciate the 
extent to which the opportunity is captured. 

 Possibly, each of the provider and you reuses Outcomes. 

 Implementation service – The provider performs (or ensures the performance of) key steps 
toward achieving needed Outcomes. 

 Possibly, each of the provider and you ensures the generation of Outcomes, based on 
Implementation steps. 

 Insight service – The provider suggests plans or provides risk analyses regarding possible 
Implementation scenarios. 

 Possibly, each of the provider and you selects plans or other Insight to use for 
Implementation. 

 Information service – The provider provides knowledge (“Information”) needed for formulating 
possible plans, selecting preferred plans, or otherwise generating Insight. 

 Possibly, each of the provider and you analyzes the extent to which Information is useful 
or trustworthy for generating Insight. 

 Transaction service – The provider finds, captures, synthesizes, stores, or communicates data. 

 Possibly, each of the provider and you determines the extent to which to treat 
Transactions data as Information. 

 Infrastructure service – The provider supplies people; skills; computing, telecommunications, or 
transportation systems; or office space. 

 Possibly, each of the provider and you deploys the Infrastructure to effect Transactions. 
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Commentary 
 
 
The following comments illuminate significance of the 6-category list (Outcomes service, Implementation 
service, …, Infrastructure service) in Example 1. 
 

 Generally (but not always), a client associates more value with a service associated with a 
higher-listed category than with a subsidiary service associated with a lower-listed category. 

 Exceptions can occur, for example, if the client derives, from the subsidiary service, value 
other than the value associated with the higher-listed service.  Such other value can, for 
example, be associated with other uses (“Reuse”) of the subsidiary service. 

 Needs to achieve results for any category can point to needs for achievement in subsequent 
categories.  Thus, one can “plan downward.” 

 Achieving results in any category can support achieving results in previous categories.  Thus, one 
can “work upward.” 

 To the extent a provider’s service completely meets a need associated with a category, clients 
may be able to avoid dealing directly with supporting activities associated with subsequent 
categories. 

 
 

Value Spectrum 
 
 
“Value Spectrum” denotes either of the following. 
 

 A hierarchical network of (actual or potential) services for which, … 

 For each service (“reference service”) … 

 A need for the reference service points to needs for other “subsidiary” services. 

 Or, … 

 An attempt to provide a subsidiary service influences the success of the 
reference service. 

 A banding of such a hierarchy into service levels. 
 
The following observations pertain. 
 

 Such a hierarchical network of services is fully connected if … 

 For each pair of services there is a chain connecting the two services in which the chain 
is composed of “links between pairs of services,” with each link representing a “service 
and subsidiary service” relationship. 

 Example 1 illustrates such a banding. 

 Generally, … 

 A banding is complete if each instance of service falls into a band. 

 Often, a band can be further subdivided into (sub-) bands. 

 A banding is unambiguous to the extent each service falls into exactly one band. 
 
The following Value Spectrum parallels Example 1 and includes a Reuse band.  The 7 categories suggest 
a hierarchy of value. 
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 Value Spectrum 

1
  

     
  Reuse. 

 Outcomes. 

 Implementation. 

 Insight. 

 Information. 

 Transactions. 

 Infrastructure. 

 

   

 
 
The following figure illustrates defining the above bands with respect to an endeavor to define, pursue, 
and capture opportunities. 
 
  

   
 Service Categories for 

Defining, Pursuing, and Capturing Opportunities 
 

   
  Infrastructure includes resources that can pursue opportunities or that can be 

used to pursue opportunities. 

 Examples include people, skills, funds, computing and 
telecommunications systems, transportation systems, cars, fuel, other 
tangible products, and work environments. 

 Transactions include communicating and processing data through which 
resources can pursue opportunities. 

 Examples include sending, receiving, synthesizing, processing, and 
storing communications and data – between or by resources. 

 Information includes knowledge about an opportunity. 

 Examples include messages and data which people and information 
systems use to, for example, to set direction or solve problems. 

 Insight includes analyses and decisions regarding the extent to which to pursue 
the opportunity. 

 Examples include potential goals, potential plans, risk analyses, 
recommendations, and stated principles, goals, and plans. 

 Implementation includes doing activities to capture the opportunity. 

 Examples include performing activities that people anticipate will help 
further principles or achieve goals. 

 Outcomes are results associated with work to capture the opportunity. 

 Reuse features creating and pursuing opportunities based on further uses of 
Infrastructure, Transactions, Information, Insight, Implementation, or Outcomes. 

 

   

 
  

                                                      
1
 This Value Spectrum is an application of the Direct Outcomes tool known as Achieve Progress.  This 

and other applications of Direct Outcomes are Copyright © 2007-2008 (or other years) Thomas J. 
Buckholtz. 
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The categories provide a hierarchy.  Increasing capability in a category can lead to improved results in 
closer-to-Reuse categories.  Failure within a category can limit results in closer-to-Reuse categories. 

 

 Infrastructure facilitates conducting Transactions. 

 Transactions support working with Information. 

 Information supports generating and adopting Insight. 

 Insight supports Implementation. 

 Implementation supports generating Outcomes. 

 Infrastructure, Transactions, Information, Insight, Implementation, and Outcomes can provide 
bases for Reuse. 

 
 

Value 
 
 
Generally, a client would prefer to be constructively lazy, that is to receive service that is as close to 
Outcomes as feasible and that supports as much useful Reuse as feasible. 
 

 Generally (ignoring Reuse services), to the extent a client rates one service “closer to Outcomes” 
than a second “closer to Infrastructure” service and to the extent the client is not directly 
concerned with other uses (Reuse) for the second service, the client would likely prefer the first 
service to the second one. 

 
To help people achieve value (for example, gain impact and save time), service providers can … 
 

 Provide services that are as supportive of client-centric Reuse and Outcomes as feasible. 
 
 

Example 2 
 
 
Consider as a client a person who consumes food.  The following represent services corresponding to the 
various service bands. 
 

 Reuse – The client has a healthy life. 

 Outcomes – The client obtains nutrition or pleasure via the food. 

 Implementation – The client eats or drinks the food. 

 Insight – Someone plans a meal. 

 Information – Someone learns about nutritional value or allergies associated with ingredients. 

 Transactions – Someone transports ingredients. 

 Infrastructure – Someone produces agricultural products useful as ingredients. 
 
 

Example 3 
 
 
Consider as a client either one of the following. 
 

 An organization that has goals or standards for a line of business and wants to outsource the line 
of business. 

 A project leader, in a situation in which … 

 Project team members understand the goals of the project. 

 A project task needs to be started and completed. 

 The project leader wants to delegate as much of the task as possible. 
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The following are possible service relationships. 
 

 “Outcomes:”  The client outsources the line of business or delegates the task.  A provider runs 
the line of business or ensures completion of the task. 

 “Implementation:”  The client integrates work elements.  Possibly, the client performs work 
elements.  A provider does some of the work.  

 “Insight:”  The client establishes goals for work elements.  Possibly, the client performs analyses 
to support setting goals.  A provider performs analyses and makes recommendations. 

 “Information:”  The client uses information key to setting goals.  A provider provides and qualifies 
some such information. 

 “Transactions:”  The client points a provider to data and techniques for synthesizing data.  The 
provider finds or synthesizes data.  

 “Infrastructure:”  The client upgrades a computer system that processes such data.  A provider 
provides technology needed for the upgrade. 

 
 

Developing Agreements for Win-Win Relationships or Value Co-creation 
 
 
The following figure suggests a process for using a Value Spectrum to develop win-win relationships or to 
co-create value. 
 

 For example, in a relationship in which you are a client or potential customer, use the method to 
specify services you need from providers and to specify support you offer to providers.  Use the 
specification to agree with providers regarding “who will do what for whom.”  Then, measure 
progress, measure results, evolve the specification, and co-create value and mutual satisfaction. 
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 Develop Win-Win Relationships 

or 
Co-create Value 

 

     
 Perform the following activities.  Feel free to backtrack or otherwise deviate from the 

sequence. 
 

 Note who are the constituencies for an opportunity. 

 Consider including entities such as clients, providers, facilitators, 
regulators, and so forth. 

 For each constituency, use a hierarchy of value to develop a list of needed 
results. 

 Consider using “Reuse, Outcomes, … , Infrastructure” as the hierarchy. 

 Consider starting from or near the top of the hierarchy and not including 
items for which the constituency need not have direct involvement. 

 For each constituency’s list, develop a table in which – for each needed result – 
people can note the following. 

 The entity in charge of ensuring the result is achieved. 

 Each entity expected to contribute to achieving the result. 

 Use the tables to generate agreements between constituencies for win-win (or 
“value co-creating”) relationships.  The following items provide advice. 

 If an entity is in charge of a result (call the result the “primary result”) and 
is the only major contributor to the result, consider eliminating from a list 
other results that support only that primary result, especially to the extent 
other entities do not contribute significantly to the “other results.”  (Such 
other results likely lie “farther from Reuse and closer to Infrastructure” 
than does the primary result.)  

 Consider iterating until each party feels comfortable with the value it 
receives, the work for which it is responsible, and the work it needs to do. 

 Consider not going into so much detail that creativity and flexibility are put 
at too much risk. 

 

   

 
 

Other Instances of Value Spectra 
 
 
Other Value-Spectrum expressions have been developed.  Yet more expressions can be useful. 
 

 I developed a 13-band version for a “results and action”-oriented approach to intelligence and 
knowledge services.  (Thomas J. Buckholtz, Innovate Incisively: Gain Impact. Save Time., page 
39. 

2
) 

 I used a 5-band version to outline the book Information Proficiency: Your Key to the Information 
Age. 

 Entities developed “technology stacks” providing subdivisions of the Infrastructure band 
presented above. 

 
 

                                                      
2
 See http://thomasjbuckholtzcom.wordpress.com/books/ or http://stores.lulu.com/ThomasJBuckholtz.) 

http://thomasjbuckholtzcom.wordpress.com/books/
http://stores.lulu.com/ThomasJBuckholtz
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Other Uses for Value Spectra 
 
 
Uses, other than those stated above (for example, in the section titled Summary), for Value-Spectrum 
expressions include the following. 

 Measure and balance skills that a team possesses.  Ensure skills adequate for activities 
throughout a Value Spectrum. 

 For example, consider the extent to which a team lacks needed Insight, Implementation, 
Outcomes, or Reuse skills corresponding to leadership, marketing, or sales. 

 Measure people’s proclivities regarding types of work. 

 For example, consider the extent to which a team lacks desire to perform routine 
processing (Transactions) or innovative planning (Insight). 

 Advance the state-of-the-art for various fields including the following. 

 Service science. 

 Knowledge services (or knowledge usage or knowledge management). 

 Intelligence services (including business intelligence and national-security intelligence). 

 Information systems. 

 Information technology. 
 
 

Other Direct Outcomes Tools 
 
 
Value-Spectrum expressions exhibited above can be considered to be applications of the Direct 
Outcomes achievement tool known as Achieve Progress.  The following table notes 8 Direct Outcomes 
tools and summarizes benefits people can derive via the tools.  (Thomas J. Buckholtz, Innovate Incisively: 
Gain Impact. Save Time., page 8. 

3
)   In general, people can use the tools to solve problems and create 

opportunities. 
 

                                                      
3
 See http://thomasjbuckholtzcom.wordpress.com/books/ or http://stores.lulu.com/ThomasJBuckholtz.) 

http://thomasjbuckholtzcom.wordpress.com/books/
http://stores.lulu.com/ThomasJBuckholtz
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Endeavor >  

1

(Examples of Uses)

… to …

 State alternative scenarios.

 Compare the “so what” (impact or value) of alternatives.

 Select an alternative.

 Measure or appreciate impact achieved.

 Organize or lead an endeavor.  Measure progress.

 Determine “what” support to seek or offer.

 Provide support valued by recipients.

 Market support well.

 Determine “what” a coalition needs or wants to achieve.

 Simplify decision-making.

 Gain support for decisions – communicate “why.”

 Help people make follow-on decisions.

 Assemble effective coalitions.

 Determine “who” constitutes a coalition.

Themes

So what

How much

How

What

How far along

Why

What

Who

(Achieve …)

Use the tool …

Impact

Progress

Purpose

Group
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(Examples of Uses)

… to …

 Determine a relationship between coalitions.

 Help coalitions form agreements about relationships.

 Ensure teamwork between parties to a relationship.

 Ensure endeavors include appropriate activities.

 Develop mutual support between activities.

 Determine “how” or “how well” to provide support.

 Measure efficiency, behavior, or proclivity.

 Market support well.

 Determine “how to” provide support.

 Select, extend, or integrate tools.

 Achieve effectiveness.

Themes

With whom

How

How complete

How well integrated

How

How well

How to

(Achieve …)

Use the tool …

Relation

Synergy

Style

Method
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Other Systems or Techniques 
 
 
Other systems or techniques provide bases for measuring value.  Examples include Maslow’s hierarchy 
and financial quantification techniques (such as net present value). 
 
Consider the extent to which using a Value Spectrum and another system together can lead to useful 
results.  In general, one can use Direct Outcomes (including applications of Achieve Progress) to select, 
augment, or integrate systems – including Value Spectra specifically, Direct Outcomes in general, and 
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other systems or techniques.  The following figure indicates benefits.  (Thomas J. Buckholtz, Innovate 
Incisively: Gain Impact. Save Time., page 70. 

4
) 

 
 

Extend or Integrate Traditional Tools 
        

With … Use Direct Outcomes tools to … 
        

“Habits or strategies” general skills … 

Systems thinking … 

Time management … 

Communication or negotiation skills … 

“Soft skills” … 

Deploy situation-specific approaches for using 
or benefiting from the skills or techniques. 

Mission-specific programs … Reuse practices or results. 

Quantitative techniques* … 

 

* For example, statistical process control, 
scorecards, or Six Sigma. 

Decide what to quantify. 

Select quantification techniques. 

Involve people not adept at using quantitative 
techniques. 

Project management … 

Productivity … 

Process improvement … 

Anticipate needed outcomes. 

Focus on the most important work. 

Organize project phases. 

Complete work by using appropriate work 
techniques. 

Creativity or problem-solving tools* … 

* For example, TRIZ. 

Turn concepts into innovations. 

Behavior proclivity analyses … Understand other types of proclivity. 

Knowledge usage… 

Knowledge services … 

Knowledge management … 

Provide context or goals. 

Organize information. 

Design metadata. 

Customer relationship management … 

Supply chain management … 

E-commerce … 

Enterprise resources planning … 

Information systems development … 

Envision, plan, market, develop, realize, or 
benefit from as-close-to-client-outcomes-as-
practical support-programs. 

 

 
 

Further Information or Support 
 
 
Please feel free to contact me via … 

 1 650.854.7552 (telephone). 

 Thomas.J.Buckholtz@gmail.com (e-mail). 
 
 
 

                                                      
4
 See http://thomasjbuckholtzcom.wordpress.com/books/ or http://stores.lulu.com/ThomasJBuckholtz.) 
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