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1 General introduction

This document provide educational support, to animate an interactive session of service-
oriented diagnosis of enterprise innovation opportunities. The approach is more adapted
to SMEs, with quite integrated decisional hierarchy, than to large companies. It is
dedicated to industrial companies looking to develop service oriented business to
transform their business model in the context of Industry of the Future. The whole
interactive training is proposed to be applied in only one company for each training
session.

The innovation context is considered here as ‘Product-Service-System’ innovation (PSS).
That means that the service opportunities or developed along the life-cycle of industrial
products, and can also lead to new economic models were the product is fully sold as a
service (PaaS — Product as a Service).

The overall objective of the whole ‘service innovation session’ is to bring various
complementary competencies of the company to work collaboratively on both strategic
diagnosis and perspective development, so as to identify key strategical factors and
incentive/resistance for service development and key opportunities for initiating the
servitization transition. This approach can, thus, serve both as ‘vocational training’ of
some key managers of the company concerning transition towards service, and as first
strategical diagnosis to launch the internal innovation process.

The following document is an educational support, to help implement this approach
locally. The document provide explanations and support to implement the four modules
which structure the diagnosis. Each of these modules correspond to half a day of
training/diagnosis session. The animators have to plan intermediary work between each
module, to analyze the information collected and provide analysis insights.

In the following explanation we call ‘service innovation session’ the full set of 4 modules.

2 Module 1: Understand the strategic innovation
context of the company

2.1 Introduction

The objective of this module is to understand and depict the context in which the company
operates and within which its service strategy is integrated.

At the end of this module, participants will have a clear vision of this context, especially
of the opportunities it offers to the company regarding the service development.

Outputs:

- Outputs of this context analysis can be presented by classical conceptual tools
such as PESTEL and SWOT representations.

Page 3



Public Educational Material D32 — MOdUIe EMSE 06

Module .
I Explanation
specification
Modu_le 4 hours
duration
Module ¢ Capture the key strategical factors to understand the innovation context of a
objective company (SME)
Mod'e'of Directly in industrial context (by a company)
provision
Time (min) Objective Performed by?
Neede'd time for Objective that need to be obtained Who perform in this
this part part
' .Cap'ture strategical innovation PSS Experts + Company
90 min situation and factors from the Top Top Manager
Management (SME Manager)
Laboratory Capture strategical innovation PSS Experts + Managers
structure 90 min situation and factors from the of Marketing and R&D
Marketing and R&D departments departments
Capture strategical innovation PSS Experts + Managers
60 min situation and factors from the of Production and Sales
Production and Sales departments departments
At the end of this module key contextual factors for strategic innovation are
synthesized in the form of PESTEL and SWOT diagrams.

2.2 Module content

The capture of the strategic innovation context needs to be performed working closely in
collaboration with the company’s managers. Strong interactions and several face-to-face
exchanges are needed to properly understand the context. This stage should really not be
considered as anecdotal; rather it is clearly indispensable to build a trust-based
relationship with the company’s managers, to raise awareness of services and PSS among
them, and finally to be able to make relevant and suited proposition to the company.

Interviews are based on a questioning guide, which has to be specified according to each
specific studied case could. This questioning guide is of course adapted to the 3 type of
actors interviewed in the 3 steps of the module. The guide should notably include the
following questions:

¢ Internal context of the company/the department (marketing, R&D, production,
sales)
o Activities and core competences, products and technologies, internal
organization, key figures
o Strengths and weaknesses

e External context of the company/the department (marketing, R&D, production,
sales)
o Market, customers, competitors
o Opportunities and threats

e Focus on services
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o Do competitors offer services? Which ones?

Do customers need and ask for services? Which ones?

o Existing services: What are they? How have they been developed? What
is the underlying commercial organization? How are customer needs
identified and answered? Who are the key “service people”?

o Possible future services: Has a service strategy been formulated? Which
one? Which services could/should the company develop in future years
(short, medium, long term)?

o

PSS experts should also gather additional information regarding the market, the
customers, the competitors, and the overall environment. All the information gathered
could be synthetized based on tools such as a SWOT matrix or a PESTEL
diagram.Examples from a company in the agricultural machinery sector are below.

Political
Economic

* EcoPhytoll plan &
regionalroadmaps | « productivity growth

* Publicfunding (grant, * Instablility
taxation)

Legal
Socio-cultural
* Reinforced supervision
and control * Farmersageing

* Professional » Skillimprovement
certification reform (operations
manager)

nvironmental
* Agro-ecologyand

organicfarming * Decision-support
tools

Technological

* Operatorsand
neighboring protectio * Digital farming

Technological innovation capability Dependence on the French market
Internal knowledge and skills Distance to end-users

Dealers loyalty Product variety

Leader (or almost) on several market sectors  Lengthy time-to-market

Export Lag on digital technologies

Support from the corporate group
Brand strength
Equipement reliability

US market access Young farmers
Willingness of dealers to develop services Pressure from full- and long-liner competitors
Rise of digitalization, ecology, health and from the distribution network
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3 Module 2:

approach to an innovation project

3.1 Introduction

Apply a creativity design-thinking

For module 2 and further modules, the training and creativity sessions do focus on a
specific innovation project of the company, and not on a general development of services.

The objective of this module is to create product-related service ideas and discuss them
before implementing a deployment plan.

Outputs:

- Service opportunity catalogue: create imaginative new service-oriented offers,
linked to a potential innovation project (on their proper business).

- List of prioritization criteria for service opportunity deployment

- Ranking of the service opportunity catalogue.

Module .
e . Explanation
specification
Module
. 3,5 hours
duration
Module ¢ Put the key innovation actors of a company in situation to create imaginative new
- service-oriented offers, linked to a potential innovation project (on their proper
objective .
business)
Mode of . . .
.. Directly in industrial context (by a company)
provision
Time (min) Objective Performed by?
Needed time for — . Who perform in this
. Objective that need to be obtained P
this part part
Share the objectives and structure
15 min J. . PSS experts
of the session with all actors
Make explicit the open usage
. p p. 8 PSS Experts + Company
30 min expectations from different .
- . Innovation Actors
categories of clients
Laboratory bSS E P
. . xperts + Compan
structure 15 min Synthesize and share the results P . pany
Innovation Actors
. Create innovative PSS offers, PSS Experts + Company
60 min . . .
through a design thinking mode Innovation Actors
45 min Synthesize and share the results of PSS Experts + Company
creativity session Innovation Actors
Make explicit prioritization criteria
. P p . PSS Experts + Company
45 min and strategies concerning the Innovation Actors
potential deployment of PSS offers
At the end of this module, the results should be synthesized in a structured ‘service
opportunity catalogue’, where each service opportunity is characterized by its
priorization criteria.
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3.2 Module content

Objective Subject Duration
9:00- . . N ,
9:15 Welcome  plenary = Presentation of the day and its objectives 10
plenary Epr?in':che rules of the day (put yourself "out of 5
routine")
9:15- Customejr Session "breaking ice" : What keywords to define ,
expectatio o 5
9:45 ns services in company?
Creativity session: Presentation, explications.
Breakdown of participants into subgroups
Several | (corresponding to the main types of clients).
subgro | Each subgroup identifies by being the typical 25’
ups customer the expectations of services towards the
company.
9:45- o . . ,
10:00 Plenary | restitution of each sub-group and discussions T5 : 15
10:00 . . .
i Panel of Introduction for how create innovative PSS offers, 10
11:00 services through a design thinking mode
) Individual work, ideas on colored post-it, in
roups connection with the cards. Role play: | put myself in 10’
group the client's shoes and | imagine what he is "waiting"
Filling the collective support: the Empathy Map
2 support. Everyone comes to post his post-it and 20
groups | comments.
We eventually complete
11:10
11:15 break
11:15 . A .
_— Joint return: exhibition and explanation of the two ,
- Restitution = plenary heads 30
11:45
Make explicit prioritization criteria and strategies
11:45 o concerning the potential deployment of PSS offers.
Prioritizati . . o . p
- on plenary = Resumption of identified services 25
12:10 Prioritization of services by ranking the most
important ones to develop for the company
12:05 . o ,
12:10 plenary @ Closing debriefing 5

Design thinking focuses on empathy, listening and observing customers. It is about
better understanding customer expectations, identifying levers to improve the customer
experience. We use some tools of design thinking and some PSS tools:

= Bring out ideas from persona and empathy map :

It's about being human-centered so that it is possible to identify with clients/users. We
seek to create an understanding of the client through the creation of a sense of empathy,
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to put ourselves in the client's shoes, to see through the client's eyes, to understand his
positive or negative emotions, his beliefs, his environment...

o Persona :

A persona is a fictional character that represents a type of customer or user of a service
or product. We're looking for a description of personas. Ideally, this portrait should fit
on an A4 page and summarize all relevant information: a name, a surname; an age; an
activity; a historical context ; an economical context; his needs; his goals...

o Empathy map :

The empathy map seeks to determine how the client's ecosystem impacts their needs
and expectations. It can be broken down into six points:

- the client's environment

- the influence of this environment on the client

- customer concerns

- the customer's attitude and discourse

- the customer's points of suffering

- the gains and values targeted by the client.

Find below an example of Empathy Map :

Perspective Client

Before

After
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= PSS typology :

A PSS Typology is proposed to guide creativity on service opportunities. This
typology is presented in [Boucher & Peillon, 2015]. As presented in the figure, the
classification is constituted of two levels, with five service categories on the first
level, further refined on the second one. Each category refers to some opportunity to
develop services associated to an industrial product. Generic examples of each
category have been specified as a creativity support.

Sale of Use or use of a system

1-Traditional after-sale
services

2-Added-Value Services
to increase product
offer

-Recontiguration o

client activities
(processes)

r 4-Use-oriented PSS
Sale of the availability

5-Result-oriented PSS
Sale of a performance,
@ or capacity to provide

aresult

4 Module 3: Anticipate the organizational impacts of
service innovation

4.1 Introduction

At this

stage of the overall ‘Service Innovation Session’, the previous module 2 has

generated a catalogue of service opportunities which has been characterized according to

various

priority criteria.

The objective of module 3 is to build an anticipatory analysis of the organizational
impacts of the potential deployment of this service catalogue, according to the following
points of view:

Organizational obstacles or difficulties for service implementation;

Needs of competence development and acquisition;

Identification of key criteria to organize a progressive deployment of the
catalogue over time (potentially a long period).
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Thus, the overall objective is to make the decision-makers aware of key change
management issues linked to service deployment.

Outputs:

- List of success factors and organizational obstacles associated to the service
catalogue ;

- Representation of the ‘to be’ life-cycle of the innovative PSS

- Map of competence requirements for the innovation project

- List of criteria for a progressive deployment of servitization.

Module .
e . Explanation
specification
Module -
. 3 hours as a minimum
duration
Module Make explicit the organisational impacts of developing innovative PSS offers, both
objective on internal and external collective competencies
Mode of
L. Directly in industrial context (by a compan
provision y (by pany)
Time (min) Objective Performed by?
Needed time N . Who perform in this
. I Objective that need to be obtained P ! !
for this part part
Analyse the key organisational obstacles
. y yore . PSS Experts +
60 min and success factors induced by an .
. . . Innovation Actors
innovative service catalogue
Analyse the new requirements of internal | PSS Experts + Managers
Laboratory . .
structure 60 min and external competencies all along the of key departments of
life cycle of the new PSS offer the company
Discuss the priorities and progressive PSS Experts + Top
60 min strategies, for organisational change Management + key
management innovation actors
AT the end of this module all information available should be synthesized in a
specific format to support module 4. This includes competence maps and
transformation trajectories as emphasized in module 4.

4.2 Module content

Pre-amble: to support the analysis a representation of the life cycle of the PSS offer can
be useful. Before further analysing deployment obstacles or requirements for competence
development and acquisition, a preparatory work by the expert consists in providing a
graphical representation of the life-cycle of the PSS offer under innovation. This life-
cycle view makes it easier to position all service opportunities along the various life-cycle
stages. An example of representation if provided below in section 4.2.2.

4.2.1. First step: Organizational obstacles and success factors.

The initial Input to analyze obstacles and success factors is of course the catalogue of
service opportunities resulting from module 2. The service catalogue can be first refined
by specifying if distinct service levels for the customers should be considered at the
implementation stage.

The conceptual model of the service catalogue becomes more detailed:

Page 10



Public Educational Material D3.2 — Module EMSE 06

Service component
(Required skills & activities)|

Service is part o Service
Catalogue Opportunity

is characteri.

Service levels

J

\

Organizational Obstacles

J

Organisational Success factors

J

111

Based on this catalogue, experts proceeds to a systematic identification of the impacts
generated by the development of new services in each phase of the PSS life-cycle, on the
following organizational factors: network of partners, customer relationship management,
design of the technical system, and manufacturing or service processes. The identification
is based on dedicated interviews of technical actors of the company for each stage of the
life-cycle. This analysis intends to provide a quite exhaustive identification of local
transformations affecting the organization, which can be classified in terms of
organization obstacles or success factors.

4.2.1. Second step: requirements for internal and external competencies

This steps anticipates the impacts of new service development on competencies, either to be
developed internally or to be acquired by collaborations.

Here again, a life cycle vision is useful. A first representation consists in identifying the key
competence requirements along the various stages of the life cycle.

An example is provided below, linked to a company called B-SME, offering BtoB solutions in
the field of chromatography equipment (also called chromatography columns, and LPLC
equipment) for industrial production. The diagram emphasizes key new skills identified along the
equipment life cycle, for the need a developing a ‘Ready-to-use’ market offer (Boucher & Peillon,
2015).

New skills on New skills in 4 New skills on
column transport technology
Package qualification certification

| E Column Package :
v \ & qualitytests ~ v
i - \\\x
Design and Technology On site installation-
manufacturing transport technical
/l\‘ B-SME offer certification
\
r . Ready-To J{
Re-g!anu actr,ltrmg Use PSS
are pa s .
parer Running production
deluvermg =
Traceability
i /
Elimination ‘ End of life full ) Preventive, curative
decontamination maintenance A
A
New solution New Skl_"S in New maintenance New solutions
for End of life decontamination skill s and solutions for
traceability
U
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A complementary useful tool proposed is a structured identification of competence
impacts for the working processes impacted by the innovation. Such competence
identification can be initiated during the meeting, then finished by the company actors as
complementary tasks. An example of competence table is provided below for the case of
the B-SME.

Short term transformation plan Long term transformation plan

Internal technical competencies v Advanced maintenance planning
methods, including: (i) predictive
maintenance, (i) on-distance
supervision of equipment
working conditions

v Need of new maintenance
planning methods, based on
process data provided by the
customers

Internal transversal competencies Legal skills : contractualization of responsibilities and risks

Information System : process and performance traceability

Marketing : marketing of a new offer oriented on predictive maintenance
External skills/relationships Develop new forms of collaboration with an extended network of
providers required to enlarge product functionalities supporting
maintenance.

Customer Relationship Management | Development of an increase level | Co-development with key users of a
of customer data sharing predictive maintenance offer

4.2.1. Third step: prescription of progressive change management, to address the
transformation effort required

This third step is dedicated to question the progressivity of the transformation plan
required for new service deployment. The previous steps provides of course an important
input with the identification of the new skills required. This information can be
synthesized together with the new service catalogue resulting from module 2, to highlight
the panel of new skills to be developed. An example is provided below, for the same case
study of the B-SME.

SERVICE CATALOG for the company (Services Categories 2,3, 4) SKILLS
S1-Training (General training on Purification/ Focus on ‘medias’) [ ]
Before . . . i, .

Sale S2-Diagnosis & recommendations on purification solutions )
S3-Hiring of pre-sale testing platforms —
S4-Technical assistance of requirements specifications (]
S5-Adaptation of ‘ready-to-use’ package to a customised usage [
S6-Backoffice : standardise ‘ready-to-use’ packages —/)
S7-Hiring of inergrated chromatography solutions, for production [ ]

Sale  S8-Deliver ‘media’ & take in charge ‘column package’ [ ]
S9-Administrative and operational management of technology transport )
S10-Installation & launch (]
S11-Optimisation diagnosis (]
S12-Assistance for standard qualifications [ ]
S13-Delivery of media ad spare parts —)
S14-Performance treaceability for solutions implemented [ ]

After- : .

sale S$15-Preventive maintenance [ ]
$16-Curative maintenance (I
$17-End of life management [ ]

Note: ([l = No skills [_J=Weak Skills = Good Internal Skills
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Based of these first inputs, temporal priorities in the deployment of the service catalogue
should be identified by the decision-makers taking into account two key orientations:

v' The effort required to implement the new services (effort in terms of investment,
competence development, change of internal culture...);
v" The acceptability for the external market.

A second important point linked to the temporality and progressivity of the
transformation, is to consider the current strength of the company in terms of service
development. This lead to try and identify in the company a so-called ‘initial driver’ of
service development, that means a first key orientation of service development which
would be both easily accessible and consistent with the current industrial culture of the
company. This initial driver should become a successful pilot project of service
innovation.

5 Module 4: Evaluate and discuss the applicability of
innovation proposals

5.1 Introduction

The objective of this last module, part the whole diagnosis procedure, is to confront the
results and synthesis of the previous modules with the feedback from the key decision-
makers of the company.

This module requires a preliminary work, to present the results of the whole diagnosis
procedure via a synthetic format, to make easier the interaction with decision-makers.

Outputs of the module

- Decision-makers feedback on the innovation plan proposed;
- Final adaptation of the innovation plan, based on this feedback.

Module .
I Explanation

specification

Modu'le 4 hours

duration

Module ¢ Confront the innovation path proposed, to the experience of the company

objective managers

Mode of . - .

provision Directly in industrial context (by a company)

Time (min) Objective Performed by?
Needed time f Wh f in thi
ee e' ime for Objective that need to be obtained © periorm in this
this part part
Presentation of the service

30 min catalogue and PSS offers resulting PSS Experts

Laboratory from the previous steps

structure 60 min Open discussion Company managers
30 min Presentatlon'ofthe organisation PSS Experts

transformation path proposed
60 min Open discussion Company managers
After this 4 hour session, a final report of the results should be written, by
integrating the feedback from the discussions.
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5.2 Module content

Part 1 - Presentation of the service catalogue and PSS offers resulting from the
previous steps

The catalogue of service opportunities, graphically represented in section 4.2.3, is
presented to the company decision-makers and structured within a deployment
temporality: which package of services should be developed at short-, mid- and long-
term. This temporality can be coupled with the customer typology, highlighting a
differentiation of service packages according to user profiles and expectations.

A presentation of the transformation of the offer life-cycle is an interesting complement
to the service catalogue, to emphasize the new skills to be developed all along the life
cycle.

These two synthetic presentations are the input of the first feedback discussion with the
decision-makers. This discussion should focus on the pertinence and consistency of the
service packages proposed, with regards to the innovation and market strategy of the
company.

Part 2: Presentation of the organisation transformation path proposed

In this part, experts and people from the company will discuss about the restitution made
by the PSS experts about a proposal of a possible trajectory of change to develop services.
During 30 minutes, the PSS experts will present the proposals of possible trajectories for
changing the Company’s services orientation.

Then, for 60 minutes, the experts let the company managers speak and answer questions.
The proposals may be adjusted in the final report in the light of the discussion.

In the presentation, all this information is restructured and presented according to a
progressive plan of transformation, associated with so called ‘maturity degrees’, for the
transition towards a fully integrated PSS solution. The various degrees of maturity
towards the final target are not considered as generic in the approach, but as contextualised
for each company. Indeed, the progressivity of the whole transformation plan deeply depends on
the organizacional context, on the PSS considered, on the external factors, on specific
opportunities: all these aspects are fully link with the context.

As a result for that fourth step, the approach provides:

- A proposal of various maturity degrees, specifically adapted to the firm context;

- A set of matrices, used to characterize each maturity degree by the main changes it implies
on key company collectives capabilities;

- A systematic identification of local transformations affecting the organization, for each
phase of the PSS life-cycle.
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KEY COLLECTIVE COMPETENCIES IMPACTED BY SERVITIZATION
Production
Marketing Design & Logistics After- Information Etc
& CRM Innovation Reverse Sales System -
Logistics
simpactd | ssisvics | worensiise | svwsensvione | swwesnwns |
Degree 1 eImpact 2
*lmpacti | | | o
MATURITY Degree 2 | ............. *Impact j
DEGREE
Degreed | == | moewenr | s | o |
pegrsag | == | e | i | s | st

An example if provided by the B-SME case study. The figure below underlines a graphical
synthesis of some of the results of this final step of the diagnosis. First, a systematic (exhaustive)
identification of local organisation transformations was realized, to take into account all changes
identified in each phase of the PSS life-cycle. Then, this local organisational information was
structured within a progressive plan of enterprise transformation, associated with so-called
‘maturity degrees’ for the progressive servitisation path. The transformation plan is fully
contextualised. As illustrated by Figure 4, four maturity degrees were identified for B-SME. Each
of these maturity degrees was characterised by a so-called ‘Matrix of servitisation impacts on

collective competences’.

Initial Driver
Installed Product Base
&
Maintenance

reconfiguration

oriente

d PSS

e offer
offer of Added-
Value Services on KEY ENTERPRISE COMPETENCIES IMPACTED
the current Manufacturing
technology Marketing & |Innovationand|  Logistics Info. Syst.
Commercial | development Inverse AversSate & Quality
internally the Logistics
Culture of CRM Design of new |Logistic New HR CRM solutions
Service mair bl g t |capacities
Contract Solutions of part required Treaceability
Servitization |buliding components management
Degree: 1. for Flexibility
Increase  |Legal maintenance |management |It solutions for
Service management e-maintenance
> Culture New skills
Cost/revenue required in
models predictive
customisation maintenance
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