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Dear Reader,
Successfully navigating an organization into the future first requires that you define
your location. That gives you an orientation from which to set objectives and plan
potential paths towards achieving your goals quickly and reliably. That is why the
new title of our magazine is “Horváth Directions”. The refreshed content and
design offer specific paths and guiding perspectives, with this issue focusing on the
digitization of sales. In research conducted by Forsa on our behalf, more than 80% of
German decision-makers surveyed stated that digitization has already arrived in key
organizational areas; the changes this brings are particularly noticeable in sales. But
what does this mean? From the hype of digital transformation, is there a new identity
emerging, closer to the principles of Silicon Valley than the distinctively German and
European self-confidence that has grown from long expertise? Or does this result
demonstrate that the combination of engineering skills, product range and Internet
intelligence has advanced further than we think? Working with our customers has
shown us that the path to an authentic digital agenda is just as challenging for
people as it is for organizations; because on the one hand, expectations for the
optimization potential of big data are high, while on the other, inherited silo thinking
and established structures stand in the way of using digital sales tools. We are
convinced that the profound changes brought by digitization harbor more
opportunities than risks. So this issue will be focusing on all facets of digital customer
experience management and predictive analytics.
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PINBOARD

Publication

“The Controlling Concept”
The guidebook uses numerous case studies to explain
how controlling can be efficiently implemented in
practice. It helps readers to assess existing accounting
and planning systems from a controlling perspective
and establish efficient controlling.
Vahlen, 2017, ISBN 978-3-8006-5380-5

Study
Eightieth Birthday

Happy Birthday,
Péter Horváth!
Regarded as one of the pioneers of controlling, and highly respected internationally
as a scientist and management consultant, Prof. Dr. Péter Horváth, holder of multiple
honorary doctoral degrees and founder of Horváth & Partners, turned 80 on February 3. The Doctor in Industrial Engineering was born in 1937 in the Hungarian city of
Sopron. In 1973, he established the first academic chair in Germany for controlling at
TU Darmstadt; from 1981 to 2005, he held a professorship for controlling and general
business economics at the University of Stuttgart. Today his students still use his reference
book, “Controlling”, which was first published in 1979 and is currently available in the thirteenth edition. Péter Horváth holds honorary doctoral degrees from Corvinus University in
Budapest, the European Business School in Oestrich-Winkel, the University of West Hungary
in Sopron and Tartu University in Estonia. In his private life, he has long been committed to
culture and science at the International Performance Research Institute (IPRI) and a foundation named after him.
Details of his life’s work can be found at
www.horvath-partners.com en peterhorvath

“Technological Trends
for Industry 4.0”
Experts from Horváth & Partners closely examined 39 Industry
4.0 technologies. They investigated participants’ degree of maturity
with regard to technologies in four areas: smart factories, smart
operations, smart products and data-driven services in the production
industry. The “Technological Trends for Industry 4.0” study shows
that medium-sized companies are leading innovation in these technologies and demonstrates that companies with above-average success
are distinguished by a significantly higher degree of maturity in their
production systems. 106 companies of different sizes and with great
expertise in the area of Industry 4.0 participated in the study.

Publication

“Sales Performance Excellence”
On the occasion of his birthday, the management consultants of Horváth & Partners honored their
company’s founder with the celebratory colloquium, “Digital Controlling Challenges 2017” at the
University of Stuttgart with over 500 participants. The new Horváth & Partners book, “Digitalisierung
der Unternehmenssteuerung” ("Digitization of Corporate Performance Management" - available only
in the German language) published by Schäffer-Poeschel was also released at the event.
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The authors, Prof. Dr. Ronald Gleich, Sabine Hartje, Mike
Schulze and Thorsten Lips, demonstrate how efficient
sales controlling improves financial results. Using examples
from business practice, they explain new concepts for sales
management, for flexible planning in dynamic markets and for
transparent reporting.
Haufe, 2016, ISBN: 978-3-648-09313-9
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DIGITAL CUSTOMER EXPERIENCE MANAGEMENT

NEW

WORLDS

IN CUSTOMER

UNDERSTANDING

The world is changing – and with it, our needs and demands. In the digital
age, customers mainly expect transparency, simple processes and close
dialog. So far, so challenging for companies. But the world being in a state
of change also offers decision-makers unprecedented opportunities to gain
high-profile customers over the long term and improve a company’s own
sales performance. The doorway to this world is known as digital customer
experience management.
6
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T YPIC AL STAGES ALONG THE CUSTOMER JOURNEY

An ideal product experience across
all sales channels is essential in the
digital world.
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Social networks

ADVOC ACY
Blog
Promotions

Online shop

T

he “special something” makes the difference. In
times of digital transformation, it is no longer
sufficient to meet customer expectations; one
has to exceed them. This requirement is made
more difficult as the number of contact points
where customers and companies come together continues to increase. The objective for the company is to know
and recognize all of these touchpoints and to serve them with
consistently high quality content.
				
Digital customer experience management (DCXM) offers a comprehensive approach for managing the customer experience –
with a clear focus on the digital world. Companies can use it to
identify, classify and actively adapt to customer needs and expectations. Client retention should be reinforced over the long term;
satisfied customers should become loyal clients. At the same
time, this creates enthusiastic and authentic ambassadors for
the brand and its products.				
TOP SPOT ON THE DIGITAL AGENDA
DCXM has tremendous strategic significance for companies,
because the knowledge surrounding customer needs and
predictions about their behaviors creates the basis for customized product and service offerings and effective marketing
campaigns. It therefore currently holds the top spot on the
digital agenda of most companies. E-commerce in all its
facets, digital customer tracking – also with regard to the use of
digital platforms – through to customer relationship manage-
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ment (CRM), is permanently changing sales strategies and structures. With the assistance of digitally determined values about
certain experiences, products and services are holistically coordinated with each other, emotionally charged and then presented
on Internet sites, where the customer is searching for, expects, or
is led to this content. Although customer experience often also includes offline experiences, customers are significantly influenced
by what they experience in the digital landscape, because they
are constantly online with mobile devices. The tracking methods
used to analyze their desires and expectations are becoming
increasingly sophisticated. “Transparency in digital media forces
companies to adopt a critical approach to their own subjects and
products,” says Prof. Dr. Robert Daubner, sales expert at Horváth
& Partners. “This brings them closer to customers. Those who
successfully create a feeling of emotional connection between
consumers and products through authentic communication,
lend a high degree of authenticity and credibility to their
customer relationships.”					
			
FOUR CORE PROJECTS FOR TODAY
AND THE FUTURE
In practice, digital customer experience management
comprises four elements: the digital customer journey, the
digital user experience, digital touchpoint management and
omni-channel management (see the article on page 16). All
companies that sell products and services will make these
elements their core projects today and in the coming years,
if they want to be future-oriented and use digitization to
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interaction with customers, which was limited to one touchpoint. Rather, all information will flow through all sales channels to a central office in the sales organization.” Content and
customer interactions will be evaluated according to recency
and touchpoint; customers will be automatically redirected
and given additional content. From the customer perspective,
the transitions between different sales channels are no longer
visible; instead customers are presented with a holistic
customer experience.
						
TAILORED TO USER NEEDS

The way content is handled
and distributed needs to
be defined as part of the sales
strategy.
develop further. Successful sales organizations are taking matters
into their own hands and organizing a customer journey from the
perspective of the customer. The journey precisely defines
which channels are used at the different touchpoints between
customers and companies and when proactive signals from
the company are to be employed. Focusing customers’ digital
habits and applying new digital opportunities in a targeted
manner have long since become mandatory sales tasks. Those
who are familiar with the path of the customer to the product
can use this data to increase sales performance.
Monitoring tools plot and evaluate the behavior of individual customers and entire target groups. “These insights offer
companies the opportunity to continually adjust the customer
journey and even to predict it,” emphasizes Thorsten Lips, Head
of the Sales consulting segment at Horváth & Partners. “Sales
excellence in the future will include far more than traditional
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The user experience is not based on a company’s marketing
and PR strategies, but rather on the customer’s information
needs. These needs are critical to answering the question of
which content needs to be provided on what channels and in
which formats. A constant real-time dialog with customers and
the correct tools for evaluating customer interests with continuous adjustment of marketing and PR communication – those
are the key factors for sales. E-commerce companies provide
orientation during the search for the right content strategy.
They have identified the key to an optimal digital user experience: Storytelling with composition, channel, design and
language content elements that are so coordinated with each
other that the stories told evoke genuine emotions.

02

03

DIGITAL USER EXPERIENCE

DIGITAL TOUCHPOINT
MANAGEMENT

All content on the web that customers
come into contact with in connection
with a brand or product
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DIGITAL CUSTOMER JOURNEY

OMNI-CHANNEL MANAGEMENT

The entirety of digital channels
that customers use to search and
find information about products
and services

The bundling of all sales and
communication channels to optimize
the customer experience and the
company’s success

It has now become imperative for companies in every industry
to develop content strategies and to ensure that the digital
content is organized, coordinated to meet the needs of the user
and appropriately aligned with business objectives. The focus
of such strategies is on website content, in particular that on
landing pages. These offer the highest degree of interaction and
thus rank among the most important touchpoints. In the course
of mass distribution of mobile devices, the significance of a
professional content strategy continues to increase. Since Google
recently began favoring the mobile version of a website, sales
must learn which content influences the ranking, how the content
appears on mobile devices, which business objectives are being
pursued and how production and publication plans for content
work. A good content strategy creates a high conversion rate
and transforms as many landing page visitors as possible into
buyers. The prerequisite: A perfect user experience.

THE FOUR
KEY ELEMENT S
OF DCXM

WHERE ARE THE TOUCHPOINTS?

To serve multiple sales channels, dynamic markets and heterogeneous target groups require new strategies and access to
customers. Networking the diverse communication channels
and serving all target groups simultaneously is an important
task for companies. The customer does not attach importance

Digital touchpoint management includes the coordination of
all digital content activities that are intended to give customers an outstanding experience at each interaction point on the

The organization of customer
touchpoints with the products and brand
on the customer journey

customer journey. A key objective for sales consists of constantly
optimizing the customer experience at individual contact points.
Existing customer relationships can be solidified in this way;
new business can be generated in customer-to-customer dialog.
“The analysis of all interactions at the touchpoints provides
information about which touchpoints are most important for a
company’s turnover and enable corresponding prioritization of
the future content strategy,” Thorsten Lips explains.

to the sales channel, but rather values an ideal product experience. Omni-channel management combines all sales and communication channels or uses them in parallel in a network. The
prerequisite for ensuring that sales works across all channels
is efficient CRM technologies and consistent data. Uniform
CRM should be provided with a dialog interface that sales
can use to administer content and incorporate information
from interaction with customers as well.		
				
DETERMINING THE RIGHT TOUCHPOINTS
Horváth & Partners supports companies from diverse industries
as they implement DCXM. With innovative methods from digital
marketing and the analysis of customer flows, marketing experts
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Efficient CRM technologies and
consistent data are prerequisites
for linking all sales channels.

STUDY
PROCESS ADJUSTMENT S THAT HAVE ALREADY
BEEN MADE IN THE COURSE
OF DIGITIZATION IN GERMAN COMPANIES

IT processes

Customer service processes

Marketing processes

Sales processes

provide the strategic context that companies can use as a basis
for mastering the massive upheaval and new challenges resulting
from digitization. “One of our most recent tasks for a customer
in the insurance industry was to identify relevant touchpoints,”
explained Robert Daubner. “Until now, they did not have a tool
to find out which of more than 100 identified touchpoints were
significant for the target groups. More than a year had already
been dedicated to the search for the essential customer journeys
so far.” Horváth & Partners determined the three most important customer journeys and also the key influencers for four to
five insurance products. The key influencers are highly respected
among the customers that are to be mobilized and are digitally
very well networked within the target groups.		
A paradigm shift will need to take place in many industries to
successfully use DCXM. “The insurance industry is not the only
one that tends to want to define touchpoints themselves,” said
Mr. Daubner. “But in reality, the point of view has to be the perspective of the customer. Because the customer decides how he
or she would like to contact the company. For companies, this
means the inverse: They have to provide appropriate content
at all touchpoints, if possible.” The concept of DCXM may have
originated in the B2C sector, but its mechanisms also apply to
B2B business.
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STRUCTURAL CONSEQUENCES
DCXM impacts the overall corporate structure and culture.
It means introducing completely new and sometimes unfamiliar processes. Possible repositioning of products and
content requires agile process methods, editorial content
planning, orchestration of all sales channels, and high tolerance for errors in management.			

Controlling processes

Recruitment and development processes

Supply chain processes

DCXM is an important transformation step for sustainable growth
for any company. How content is handled and placed becomes
the core task in the context of the sales strategy. In many companies, digital sales performance can be significantly increased by
implementing important individual subjects like omni-channel
management without immediately triggering restructuring of
the group – however, this must be done with foresight in such
a way that the concept also fits within future company-wide
realignment. Organizing the digital customer experience is not
a one-off process – rather, it is subject to constant change and
adjustment. 		
			
Thorsten Lips
TLips@horvath-partners.com
Tel. +49 211 577908 -1327

49%
41%

40%

Production processes

39%

Management processes

37%

Learn more about the study at
www.horvath-partners.com study-digitization
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“Energy can do more”

INTERVIEW WITH DR. MARKUS SPITZ, THÜGA ENERGIE

In 2009, Thüga Energie emerged as a result of the
merger of three in-house Thüga AG operations: Gasund E-Werk Singen, Thüga Rheinhessen-Pfalz, and
Thüga Erdgas Allgäu-Oberschwaben. The 100% subsidiary of Thüga AG in Munich supplies over 100,000
households with electricity, natural gas, and heat. The
company offers customers and communities comprehensive consultation for energy projects. The energy provider markets renewable energies, offers new products
like photovoltaic systems with storage batteries and is
involved in plants that harness wind energy. Thüga Energie
operates local heat grids with highly efficient combined
heat and power generation. Thüga Energie supplements the
product portfolio with services for high-performance broadband
telecommunication. The company employs around 90 staff
members and operates regional centers in the towns of Singen,
Bad Waldsee and Schifferstadt. The headquarters are in Singen.

DIGITALLY
BREAKING NEW
GROUND
State regulation, increasing competition, declining margins – many
energy providers have to hold their
ground in this tense environment.
Digitization provides opportunities
to meet these challenges. Thüga
Energie GmbH in Singen, Germany
optimized communication with its
customers using digital processes and
thus shaped new business models.
Managing Director Dr. Markus Spitz
describes the opportunities for sales
in this interview.
14

WHERE DO YOU SEE THE GREATEST CHALLENGES
IN THE ENERGY SECTOR?		
Energy provision is indeed going through a period
of change. Customers switch providers more often, customer
loyalty is decreasing. Thanks to online retailers like Amazon,
customers are getting used to simple and guided online
processes – direct communication with us as a provider is
dropping. As a result, digitization and networking processes are
playing an increasingly large role in the energy sector. With the
new metering point operation law (Messstellenbetriebsgesetz,
or MsbG), further processes are gaining momentum, such as
installation of smart meters and the construction of intelligent
power grids. In the Thüga Group, we are developing concepts relating to this, which we can immediately offer our customers as
soon as the regulatory framework is defined.		

MR. SPITZ

HOW DOES THÜGA ENERGIE MEET 		
THESE CHALLENGES?
On the one hand, we compensate the many
customers willing to switch providers with a dynamic online
brand that is agile enough to digitally guide customers to an

MR. SPITZ

increasing degree. We very successfully launched online sales
three years ago. With a service platform that offers energy
concepts, contracting, private generation of electricity with
photovoltaic systems, through to individual energy consultations, we want to offer our customers true added value in
addition to a cost-efficient energy supply. Moreover, we align
our products more strongly with selected target groups: we
offer communities special services in the fields of energy
and telecommunication, for example public wifi and charging stations. The objective is to be the “all-round” provider
for selected customer groups.

WHERE DO YOU SEE FURTHER DIGITIZATION
OPPORTUNITIES?
Thanks to automation, we are able to generate
invoices and orders that are very transparent. But first and
foremost, we can also address the customers more individually.
We can find out when and why a customer interrupts an order
process. One year ago we were not at all concerned with these
types of processes.

MR. SPITZ

WHAT DOES IT MEAN FOR THE ORGANIZATION?
FOR INDIVIDUAL EMPLOYEES?

HOW DO THEY REACT TO DIGITIZATION?
Just like in any organization, there are only a few
people with knowledge in areas of IT, content management,
or online marketing. In addition to these we use external
providers for change processes that are still in progress. But
we also benefit from being part of the large Thüga Group
network where we can fall back on expertise. This is how we take
on and successfully implement highly complex challenges.

MR. SPITZ
MR. SPITZ
We have a clear strategy, and use digitization
as an opportunity to take radically different routes towards
customer satisfaction. Using methods from industry, we want to
automate customer processes to such an extent that only very
few manual operations are required, and we have already
started to make progress in this regard: At the moment,
the current industry standard is 15 days from the order being
placed to the contract beginning. We are in the process
of reducing this to less than three days.
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CROSS-CHANNEL
MAN AGEMENT

CUSTOMER
JOURNEY WITHOUT
OBSTACLES

As is generally known, many roads lead to Rome – and to
customers too. Today, the customer journey is a complex process;
many touchpoints guide the digitally networked buyer during
the decision-making process. Holistic coordination is needed so that
all channels can be optimally used in the course of integrated
overall communication – or in other words: omni-channel management.
The objective is for the customer to no longer perceive
changes between the individual channels at all.
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T

oday, the customer journey is considered the
starting point for all questions concerning
digitization of customer interaction. In this context,
omni-channel management is considered to be
state of the art. But how do we actually understand this term? How is omni-channel different from multichannel and cross-channel management?		
To put it plainly, the fact that products today are presented
and sold across diverse channels is 'old hat'. Multi-channel
strategies have long been established in the corporate landscape; they were learned by the customer. “Multi-channel”
describes parallel distribution across several channels that are
largely self-sufficient. There is usually no interaction between
the channels; in this model, it is not possible for the customer to perform the process across channels from the information
phase to the purchasing phase. So he or she is usually bound
to the path they initially choose. In multi-channel management, the accumulation of individual elements does not provide any added value for the provider of products or services.

Identical Information Across All Channels
Cross-channel management represents a significant further
development when compared to multi-channel management.
Companies also usually serve several sales channels in parallel
with cross-channel methods. The critical difference in comparison
to multi-channel approaches is that the customer can change
information and sales channels during his or her customer journey. Because cross-channel strategies always present identical
information about products, whether the platform is the website, brochures or catalogs, or a salesperson in a store. During
the purchasing process, the buyer can easily switch between
different information and communication paths.
This can be illustrated with an example: An advertisement in a
magazine generates the customer’s interest in a product. As a
result, he turns to the Internet to inform himself about the
object of his choice and to compare it with other products.
As a locally connected person, he finally visits the retailer he
trusts and buys the item there. In cross-channel management,
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the challenge for the provider is to ensure consistent information about the products across all channels. Central
coordination of product information is essential for achieving this. However, sales channels often continue to remain
separate, both technically and organizationally.
Seamless Transitions Between Channels
Omni-channel management represents the additional, currently
most advanced development step in this series of sales strategies.
Optimal use of all sales channels is at the core of omni-channel
management. Similar to cross-channel management, communication and the purchasing process take place across channels.
All data management with regard to the products or services
and the customer are controlled using a central system. In this
way, the buyer has access to all product information – independent of which channel he or she is currently using. This is why
it is also called “no-line” commerce or seamless commerce. The
customer can seamlessly switch from one channel to another
without crossing a dividing line. Because customer data is also
synchronized, a personal account is usually required.		
						
No-line commerce is certainly the objective of sales channeling: Online and offline channels are combined into one continuous, limitless purchasing experience for the customer. The
level of information and purchasing processes are synchronized in real time on all channels. The buyer feels like shopping is one single process that takes place independent of
the platform used. Sophisticated CRM systems that run in the
background make it possible to synchronize data, compress information and gain understanding from this information that
can be used to optimize sales processes.		

INTERVIEW

“Cruise Passengers’
Customer Journey”

In practice, omni-channel management requires more than simply breaking up conventional sales and commission structures.
It also requires that marketing and sales merge. Customer convenience always takes center stage in this process. The objective
is to present all information about products and services as well
as about the customer and his or her behavior, on every possible
sales channel at the right time.
Companies from all industries should open themselves to the
insight that the customer can only be controlled to a limited
degree when he or she is selecting their path to a product. In
the future, growth will only be achieved sustainably if all sales
channels are designed to be equally simple and transparent
and include identical information. Omni-channel management
requires in-depth analysis and evaluation of the customer journey to achieve sequenced synchronization of the sales channels – through to uniform incentives for the sales team.

Kai Bisgwa
KBisgwa@horvath-partners.com
Tel. +49 89 544625 -1210

Omni-channel management requires sound
analysis and evaluation of the customer
journey. Identical information across all
sales channels must be ensured.
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AIDA CRUISES DIGITAL CHANNEL:

Smart devices and mobile devices play a critical role. For example, a customer can place an item in the online shopping cart
on his laptop; at the same time, this process is registered in the
shopping app on his smartphone. He can then complete the
purchase using his tablet, desktop computer, or smartphone. An
analysis of the individual customer journey can help anticipate
the customer’s purchasing process in the future.		
						
Merging Marketing and Sales

Questions for Gerlinde Leichtfried-Dehn,
Senior Vice President of Marketing & E-Commerce at AIDA Cruises

HOW DOES AIDA CRUISES
ORGANIZE DIGITAL TRANSFORMATION IN THE CONTEXT
OF THE CUSTOMER JOURNEY?
Digitization
has enriched the entire added-value chain
for us. The cruise industry still has considerable growth potential. We have to
inform all prospective customers about our
product in authentic and striking ways.
Digitization of the cruise experience
with VR (virtual reality) technology, like
360-degree tours of ships, drone flights
and more, make it possible for us to help
people experience the fascination of
AIDA at various touchpoints. Due to the
diversity of experiences on our ships, we
have the opportunity to captivate guests
with different content. In the age of
digitization, 'word of mouth' has once
again gained an entirely new signifi-

MS. LEICHTFRIED-DEHN

cance. User-generated content in the
form of travelogues, recommendations,
but also criticism, needs to be managed.
The opportunities we have through
digitization drive the simplification of
classic processes on board, like seamless
check-in, for example.
ON AVERAGE, CRUISE PASSENGERS
ARE 50 YEARS OLD. HOW CAN
THIS TARGET GROUP BE REACHED
SUCCESSFULLY?
				
MS. LEICHTFRIED-DEHN
Due to the
complexity of the “cruise” product,
customers have a strong need for information before they book. Nearly 100%
of our guests research our website several
times before booking. We hope to make it
as easy as possible for customers to make
the decision using conventional and
digital channels. We want to reach all

target groups on different channels with
relevant content that is emotional and as
personalized as possible. This also means
that we coordinate different content elements with the relevant channel strategy.
HOW WILL YOU APPROACH THIS
ISSUE IN THE FUTURE?
		
MS. LEICHTFRIED-DEHN
All signs point
to growth in the cruise industry. By 2021,
the available bed capacity on cruise
ships worldwide is expected to increase
by more than 28% when compared
to 2016 (Cruise Industry News 2016).
AIDA Cruises will put three additional
ships into operation in this time frame.
Digitization of sales becomes particularly meaningful in this process to increase
demand. Our approach is to authentically
present the AIDA brand in all formats and
inspire people to go on vacation.
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FROM

RELATIONSHIP BANKS
TO

RETAILERS

Banks are under pressure. Most notably from historically low
interest rates. Meanwhile, digital ecosystems are giving them the
opportunity to establish new, attractive business models. Similar
to a natural environment, they create space for profitable interdependencies between different companies and their clients. Credit
institutions can offer services and products from partners on these
platforms and ensure their future viability by creating new roles.

IT

giants like Apple and start-ups like the
mobile bank N26 have discovered that
financial services can be a lucrative business area. While banks cut jobs, merge,
or downsize their branch networks in
the course of the interest rate crisis, new competitors are
demonstrating that digitization offers attractive income
opportunities. Digital business models open up growth potential to companies and provide added value for their customers –
and, first and foremost, they are attractive to the growing target
group of digital natives.				

are currently in the process of opening this treasure chest with
the help of new platforms: digital ecosystems.

Apple Pay, for example, revolutionized mobile payment using
iPhones based on Near Field Communication (NFC). The
mobile bank N26 offers convenient and cost-effective account
management via smartphone. Business models like N26 in
particular, use stored customer data to send appropriate automated product recommendations that are customized to fit the
current needs of the customer. These customized additional
offers, also known as “next best offers”, guarantee a high probability of closure with minimum sales costs.

ADDITIONAL BUSINESS WITH NEW ROLES

Based on ecosystems in nature, the digital versions are platforms that banks can use to offer their customers complementary products and services from partners in addition to their
own offerings. This enables credit institutions to expand their
business above and beyond their established financial and
insurance portfolios. They receive explicit permission to use the
transaction data in their general terms and conditions. This data
creates an ideal basis for individual recommendations.

This offers banks the opportunity to position themselves in
a new role in their customer relationships. For instance, if a
customer purchases an iPad, the digital ecosystem recognizes this
and sends an automated recommendation for suitable screen
protection insurance or a warranty extension. The bank’s offer
reaches its customer at the ideal point in time: The customer perceives this as added value and is happy to take advantage of it.

ADDED VALUE WITH THE WORLD WIDE WEB
A business model tailored to banks. After all, they have a vast
amount of customer data. All local banks that manage the
essential accounts of a customer gain a very complete picture
of a customer’s spending and consumer behavior through
payment and transaction data. Pioneers in the finance sector
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Digital ecosystems offer banks the
opportunity to generate additional
business and position themselves in
new roles towards their customers.
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GROW TH IN THE DIGITAL ECOS YSTEM

10
1
2
3
4
5

DIGITIZATION REALIT Y CHECK

RULES
FOR
SUCCESS

Horváth & Partners has devised a
list of the essential design principles
of a bank’s digital ecosystem.

EXPECTED EFFECT S OF DIGITIZATION FOR CORPORATE
PERFORMANCE MANAGEMENT

6

Develop a modern personal finance
management system (PFM)
Update your terms and conditions to
allow the use of transaction data.

7
8
9

Ensure that the system gives users a
unified cross-channel impression.
Create a positive, consistent customer
experience.
Make it possible for users to
customize the default screens.

10

Banks achieve higher completion rates and position themselves
as a provider of an unlimited number of products and services.
Using transaction data, the bank can also present itself as a
“financial optimizer” by analyzing a selected customer’s spending blocks and suggesting alternative offers for electricity or
mobile communication services, for example. Customers save on
costs and the bank receives a commission. In turn, analyzing
spending data allows insights into further customer cost blocks,
for example for flight expenses. In this case, the bank can act
as an agent and point out the discounts offered by an airline’s
loyalty program. If the customer becomes a member, the bank is
rewarded with a commission.
“GEORGE” MODEL FOR SUCCESS
As a pioneer in the financial sector, the First Bank of Austria
established a digital ecosystem with its online banking application, George. George offers a personal finance management
22

STUDY
Efficiency enhancement

Offer additional services that are subject
to charges, such as digital safe deposit boxes
(e-safes) or longer revenue histories.
Make it possible to integrate different
accounts, even from other banks.
Provide a powerful
search facility.
Within the application, analyze all customer
data such as personal data, transaction data,
search queries, or data from third parties.
Offer your customers recommendations for
further banking and insurance services or
complementary products and services.

solution that customers can use to categorize and graphically
view their account and credit card transactions. As customers
receive an overview of all their financial activities, the bank
receives additional data. During installation of the banking
app, customers give their explicit permission to use this data.
Within one year, First Bank had gained over 500,000 customers for the new banking platform, including many new customers in addition to existing clients. In future, the platform
will also be opened up to third-party developers.

Application of mobile solutions

Stronger future orientation
(due to use of predictive analytics)

Automation, e.g. during
forecasting, planning

89%

85%

80%

Improved support during the
decision-making process, e.g. owing
to better fact preparation

82%

79%
Self-service supply of
information for decision-makers

Integration of big data

77%

62%

Other

1%

The example shows: Digital ecosystems open up new ways
for banks to collect additional earnings from complementary
products and services. They become a retailer, or a “buy bank”.
The industry is thus ensuring its future viability by reducing
sales costs.
			
Learn more about the study at
www.horvath-partners.com study-digitization
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Evaluate results, prepare projections, develop
strategies – we are very familiar with these processes
when it comes to small amounts of data. But we
quickly hit our limits when processing large, complex
volumes of data. Thanks to digitization, increasingly
massive amounts of data – big data – are available.
To exploit the information potential therein,
entirely new approaches to forecasting are needed –
especially in sales.

B Y S A B I N E H A R TJ E , T H O R S T E N L I P S ,
A N D T H O M A S - L U D W I G M AY E R

P
DIGITAL
REVOLUTION
IN SALES
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lan, implement, quantify, assess – that is how the
controlling cycle usually works. The strengths
of big data and smart analytics primarily come
into play during the assessment phase, because
a key element in that process is the estimation
of future developments. A particularly significant added
value can be obtained if the turnover forecast in sales is
optimized with digital methods. In addition to the benefits
that precise projections provide for sales functions, other
operational functions – such as purchasing or production – can
also benefit.					
Today, turnover forecasts are usually created by sales employees and managers, sometimes with the help of projections and
simple statistical techniques. The drawback: The creation
processes are resource-intensive and, at the same time, the
quality of the preview information does not always meet
the expectations of management. In this way, different
experiences and underlying conditions for the participants,
such as incentives, can lead to subjectively influenced
forecasts and thereby produce differing forecasts for the
same initial data. In addition, a great deal of coordination is needed to consolidate a forecast across the different
levels. Those are just a few of the reasons why companies
usually only perform comprehensive forecasting a few times
a year. This means that it is not always possible for manage-

ment to make operational business decisions based on
forecasts. In addition, the inconsistent quality of projections
limits their possibilities for use by corporate management.
More Flexible, More Precise, Faster
To better manage a company or department with less uncertainty, decision-makers require continual forecasts that
provide high-quality preview information on the basis of all
available data. If this type of model is automated, the costs
for creating the forecast sink rapidly. In addition, consistent
forecasts across all regions, divisions, and functions can be
ensured methodically in this way.
With advanced mathematical-statistical models, external
and internal company information can be used to help make
computer-aided predictions about incoming orders and other
parameters that affect turnover, for example. These automated projections are given to sales employees so that they can
be corrected, if necessary. These expert estimations help the
learning forecast model to constantly improve the quality of
preview information.
As they are used more often and are able to collect an
increasing number of data points and additional
information dimensions, the computer-based models will
25
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Digital forecasts with a
uniform data base can
replace resource-intensive
forecasting processes.

become more precise and reliable. Subjective influence from
people’s different background experiences is excluded in the
process. But it is not just the machine that learns. The employees involved are also able to give increasingly better
market assessments. A further benefit: Digital forecasts can
be generated much more quickly when they are automated
and thus can be used as the basis for process optimization.
Digital forecasts provide very good results for developments
that follow clearly recognizable trends. In contrast, sudden, previously unheard-of events – like the VW exhaust emissions scandal – cannot be predicted with any validity. “Business radars”
that can identify early indicators of disruptive events offer an
ideal addition in this case.		
Components of Digital Forecasts
The effectiveness of digital forecasts is essentially dependent
on three components: The data, the algorithms, and the visualization. Digital forecasts require data from internal – and
sometimes external – sources that is as extensive as possible.
The digital forecasts are then adjusted and enriched using data
cleansing. While conventionally generated forecasts can only
make data manageable using aggregations and simplifications,
the results of machine-calculated forecasts improve when the
available data is more comprehensive and detailed. Powerful
algorithms generate projections on this basis. Visualization,
on the other hand, makes it possible for the user to see the
projections, making it easy to use the information. Ideally,
user interfaces are designed in such a way that the forecasts
– with complexity reduced accordingly – can be called up via a
mobile network and in real time on different devices. If the experts
are able to record their estimations of the forecasts using the
interfaces, this contributes to machine learning and improves
future projections.
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More Accurate Forecasting Thanks to Big Data
With support from Horváth & Partners, KSB, one of the world’s
leading manufacturers of pumps and valves, developed a digital
forecast to predict incoming orders (see page 28). At the beginning of the project, an analysis was made as to which data could
be used for the forecast. In the process it became apparent that
very good projections could be generated just using historical
data from CRM and ERP. Even after a two-month running
period, models and algorithms were available that predicted the
probability of an incoming order much better than previously:
The accuracy of the forecasts with regard to all opportunities
rose from 63% to 79%. Data scientists in the Steering Lab developed the models and algorithms (see page 27).
This and further projects demonstrate that digital forecasts can
be calculated using advanced models and algorithms; these
forecasts outperform previous projections when it comes to
quality and, at the same time, are available more quickly. In
this way, the data from well-curated CRM and ERP systems can
usually achieve at least the quality of manual forecasts. Additional, external data in particular, make it possible to expand
the forecast period, to further increase the quality and thus
improve the sales and operations planning process as a whole.
Now the task is to exploit the use of digital forecasts under
the specific framework conditions of a company and collect
experience from doing so. One thing is certain: In the face of its
enormous potential, digital forecasts will become established as
“good practice” in all companies.

THE STEERING L AB
One team at Horváth & Partners specializes in advanced analytics
from their base in Munich. The Quantitative Business Modelers of The
Steering Lab develop digital value-creation models for companies,
based on big data. Alexander Vocelka, Partner at Horváth & Partners
and Head of the Steering Lab answered three questions for us:

WHAT KIND OF DATA IS NEEDED FOR
A DIGITAL SALES FORECAST?
MR. VOCELKA
Master data, customer requests for
proposals, or offers that contain information about products, volumes, prices and dates. The bid history and
all interactions with the customer are meaningful: How
many offers did they receive, how were they offered,
how many of them were commissioned or rejected, how
did customer communication go starting with initial
contact? The data for this is usually available in the
CRM and ERP systems. Also valuable: External microinformation about customers like sales potential or profitability and macro-determining factors for demand such
as the economy and exchange rates.

HOW IS USEFUL INFORMATION GLEANED
FROM THAT DATA?

Sabine Hartje
SHartje@horvath-partners.com
Tel. +49 89 544625 -1486

MR. VOCELKA
First, target functions are defined
during model scoping. Then data integration and preparation follow, usually through a pipeline of configurable

data cleansing and enrichment algorithms. The data is
subsequently standardized to be logically correct and
have the necessary density and resolution. Afterwards,
two or three different models are chosen and trained
on the data to learn them. In the end, the best model
is used.						

WHAT ARE THE BENEFITS OF
MACHINE FORECASTS?
Machine models form a system of
relevant parameters that is as complete as possible,
including key external determining factors. This makes
it possible to more precisely and objectively describe
the future development of the target dimension with
more detail than is possible through conventional
processes while also reducing effort by 90%. The
models also contain many precisely functioning levers.
This makes it possible to derive strategies and courses
of action for developing the portfolio, adjusting the
offer strategy, or improving customer communication,
for example.				
MR. VOCELKA

27

INTERVIEW WITH WERNER STEGMÜLLER, K SB

“

INTERVIEW WITH WERNER STEGMÜLLER, K SB

Demystification of

Big

“
Data

WHAT WERE THE MAIN OBJECTIVES FOR THE “DIGITAL
FORECAST FOR INCOMING ORDERS” PROJECT?

HOW DID YOU GO ABOUT
DEVELOPING THE PILOT?		

MR. STEGMÜLLER
For a long time KSB has already been
involved with digitization of business processes, as well as
topics such as big data analytics and Industry 4.0. However, we
think it is essential that our employees develop a comprehensive
understanding of these issues. We do this by applying specific
solutions which clearly highlight the practical benefits for KSB.
The “Digital Forecast for Incoming Orders (IO)” project is an
introduction to big data analyses for KSB, and with the help of
a pilot program we wanted to highlight its benefits, make digital
trends tangible, and first and foremost, to establish practical
expertise. It should also contribute to a certain demystification
of the term “big data.”

MR. STEGMÜLLER
Initially, we analyzed the framework
conditions of the “Digital IO Forecast” and defined the scope of
the showcase. Then the algorithms were constructed and tested based on a tree ensemble model. One of the advantages of
the decision tree method of this algorithm is that many hyper
parameters can be used to individually adjust the model. The
data base for the showcase is formed by the opportunities
stored in the CRM system and the historical data sets for incoming orders in the ERP system. The objective was to predict the
probability of incoming orders for every sales opportunity.

WHAT ROLE DOES INTERNAL PERSUASION PLAY
IN PROJECTS LIKE THIS? 				
			
MR. STEGMÜLLER
Support for the divisions is absolutely critical for the successful introduction of a big data application and
sustainable changes to operational processes. Success stories
kindle enthusiasm more easily than purely abstract concepts.
Typical statements in this context might include: “Show me how
the algorithm calculated the order probability of my project
offer from yesterday and I will start trusting you and the algorithm.” We want to report proof with tried and tested solutions.

KSB AG, a globally operating manufacturer of pumps, valves,
and associated services, developed a digital model
together with Horváth & Partners to automatically predict
incoming order volumes. Werner Stegmüller, Member
of the Board at KSB, talks about the development process
and the results of the digital forecast in this interview.

HOW DID YOU PROCEED WITH THE PROJECT
TO OBTAIN RESULTS QUICKLY?				
					
MR. STEGMÜLLER
For agile project work, we put together
a small, effective team with expertise in sales and controlling.
Preliminary results were played back several times and simultaneously used to optimize our CRM system. We also made
a conscious decision to forgo a digital projection of overall
incoming orders and pursued the considerably more specific
approach of model-based plausibility determination to also enable fast, productive use of the model.			
		
WHICH DIGITIZATION PROJECTS WAS KSB ABLE
TO BUILD UPON DURING THE PROCESS?
					
MR. STEGMÜLLER
We tied the forecasting model to previous automation projects for sales processes. For the past
25 years KSB has used configurators in sales to adjust pumps for
individual customers’ needs by using IT. To be able to produce
customized products in batch size 1 using automation, sales
and production configurators are used.		

WHAT WERE THE MOST IMPORTANT
OUTCOMES OF THE PROJECT?
Our forecast model predicted the probability of incoming orders much more precisely than the respective
sellers. Using the algorithm, the success rate increased from
63% to 79%. It is interesting to note that the digital model
more precisely predicted the probability of orders independent
of whether the data for the projects, standard product business,
or services was provided. 					
MR. STEGMÜLLER

WHAT ARE THE NEXT STEPS?
In an expansion stage, we will further
develop the model for integrated, rolling forecasts for incoming orders together with the Horváth & Partners Steering
Lab. A comprehensive forecasting model must differentiate
more strongly between different planning dimensions, for
example, according to sales channels. If the performance
of this comprehensive automated forecast is comparable to
manual forecasting, we could significantly increase the
efficiency of our sales and controlling processes and better
manage the capacities in construction and manufacturing.
With the insights from the showcase, we can identify additional
application cases and further develop the model accordingly.

MR. STEGMÜLLER
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The structure, form and color of crystals in a
kaleidoscope change with every rotation.
Quantitative Demand Management (QDM) offers
a similar polymorphic market perspective: One
could say it is the kaleidoscope of the digital age.

REDISCOVERING
THE

CUSTOMER

30

D

igitization gives us a previously unparalleled
wealth of data. Data made available by the
internet because consumers purchase products,
book trips, and search for recipes, jobs, and
partners online. QDM presents a new, multifaceted perspective on the large amount of data that providers
and customers leave behind in the internet, because it makes
this volume of data useful through the help of quantitative
models for analysis and forecasting. This is the basis for taking the step from supply-oriented economies to the purely
demand-oriented development of goods and services that
defines the principles of the on-demand economy.

disruptive innovations, or new technologies”, explains André
Belitski, Senior Quantitative Business Modeler at the Horváth
& Partners Steering Lab in Munich. Trends are changing at an
ever-increasing rate. Today’s innovations on the market lose their
significance tomorrow with the next development stage. Using
QDM can help keep pace with this rapid development, or even
get ahead of it. Using the data in the internet, it generates the
information that creates the basis for development of needsbased offers in a company’s own business segment.

To make this data useful for the different functional areas
and ultimately for the overall strategy, it must be pulled from
countless sources on the web, organized, and summarized and
evaluated in complete models. In short: Those who can find,
merge and read the myriad of traces that customers leave on
the net have the advantage! QDM, “Kaleidoscope 4.0”, plays
an important role in this process. “The individual request does
not just provide additional sales markets through finer segmentation, but also higher margins. But this is only profitable for
those who have QDM methods and instruments to connect
data traces to demand models, thus gaining insight into consumer behavior, local and global market trends, communities,

This becomes increasingly necessary because the internet has
made consumers into product experts, or even “prosumers”:
Sovereign when making purchasing decisions, because goods
are quickly and globally available; influential, because each
subjectively experienced benefit or drawback can be made
known virally using rating portals. With this critical, sophisticated and emancipated attitude, the customer has significant
influence on the reputation of a product or company. What’s
more, a global paradigm shift is taking place: Ecological, social
and ethical criteria are becoming deciding factors that influence
acceptance and demand for a product or service. As a result,
companies’ credibility and reputations are on trial in front of a
highly sensitized public like never before. 		

Those who proactively discover
the needs of the customer instead
of forcing products into the
market will operate intelligently
and on demand.

If one considers all the factors at once – the availability
of data in the internet, consumer emancipation, and the
growing orientation towards sustainability – the following
becomes clear: The balance of power between providers and
buyers is being turned upside down. This makes it all the more
important to shift orientation from supply to demand. This
means proactively identifying needs and placing all energy

DISCOVERING NEEDS INSTEAD OF
GENERATING DEMAND
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into differentiated adjustment of the supply until there are customized offers, instead of forcing available standard products
into the market. Quantitatively differentiated brand, customer,
product, and competitor analysis based on big data, as it is
used in QDM, must lead the way. This can dramatically increase
the quality of many products. This is the only way to achieve
information and controlling sovereignty in highly digitized
global markets. The benefits of QDM are obvious: Only those
who become masters of all available information are able to
recognize and effectively use even the smallest trend fluctuations and weak market signals early on.
INFLUENCE DEMAND WITH CONSUMER INSIGHTS
In doing so, QDM is the path to the customized on-demand
economy of the future. The “average customer” – who has never
existed – gives way to the individual with highly specific needs
and desires. QDM works in wide areas, even on the subconscious side of needs – which has become possible in recent
years thanks to big data and machine learning. Using different
tools (see the adjacent diagram), QDM integrates information
from the relevant functional areas in one’s own company and
combines them proactively with the needs of the market. In this
way QDM combines information from marketing, sales, CRM,
product and brand management, strategy, and controlling,
with external knowledge and data, often from thousands of
sources on the net. The change from needs- and demand-oriented
business models makes significant cost savings possible in nearly all areas of a company, and enables far more efficient sales
and marketing structures: An instrument that is essential for the
profitable, highly customized on-demand economy of the future.
QDM is only at the beginning of its steep potential trajectory.
Because products and services are also becoming smart and
connected to the company through the Internet of Things,
QDM will become the central instrument for marketing and
sales in all modern companies within a few years.
Alexander Vocelka, Partner
AVocelka@horvath-partners.com
Tel. +49 89 544625-1531

32

GUEST COMMENTARY

DEMAND OFFER MODEL
Determines and integrates all
customer data and decisions,
and product data including
competitor data

INNOVATION RADAR
Recognizes relevant innovations
and trends worldwide – differentiated and based on the source

THE FOUR
QDM
INSTRUMENTS

P R O F. D R . A N D R E A S M O R I N G

1
2

4

Addressing customers in a targeted and appropriate way is possible – if Sales
can comprehensively evaluate customer data and link it to key indicators.
Digitization is one of the most important levers relevant for success in sales,

3

if this structured data analysis goes hand-in-hand with meaningful, workable

CUSTOMER
VALUE MODEL
Pools all customer data in order
to identify needs and demand
with the highest resolution, and to
determine customer value
contribution

D I GI TAL
S ALE S
SU P ERVI SORS

instructions.
CUSTOMER
INTERACTION MODEL
Merges all points of interaction
between the customer and
company that serve needs-based
development of the offer portfolio
and realize cross-selling potential

WHAT QDM ACCOMPLISHES
1

Differentiated analysis of market and customers

2

Higher product margins using customized offers

3

Greater effectiveness for innovation and
development

4

Higher product quality

5

Reallocation of sales and marketing costs from
push activities to pull measures

6

More innovation cycles with stable costs

7

Higher turnover with stable sales and
marketing costs

8

Higher brand value among customers and
on the market

Flexible, organized database population and data
structures make it possible for Sales to use digital tools efficiently. Different filter algorithms and
semantic database models form the inventory of a
database to meet a certain objective with regard to
findings or sales. With this analyzed and aggregated information, Sales can be more efficiently aligned
with corporate goals and customer needs.		
					
Clustering databases, relationship recognition,
and sample analyses (predictive analytics) make it
possible to predict customer behavior, evaluate
different scenarios for customer segments and
markets, and provide clear recommendations for
appropriate NBAs (Next Best Actions) for Sales.

foremost, it is important that information design is
based on the relevant sales targets, thus making
it possible for data analyses to be used practically
in the first place. Selection and definition of filing
principles, cache technologies, and corresponding
semantic data models are key to efficient data
analysis and presentation of the results.		
				
The graphical user interface that provides sales
information is the critical point where digitalmachine analysis meets human competence.
Because optimally organizing sales measures and
maintaining personal contact with customers are
not technical issues, rather, they are part of the sales
team’s competency. 			

CLEAR PREPARATION

“ TECHNICAL SALES FORCE” ON THE RISE

To ensure that this works in practice, the data and
the results of its analyses must be provided in such
a way that they are quickly understandable and
usable, primarily for sales experts and not only for
scientists that have specialized in that field. First and

The aspect of evolving man-machine interaction
is often overlooked in sales due to the fascinating abundance of technical options and “magic
tricks”. Machines and technologies no longer only
include the previously familiar tools and programs.
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Instead, they sometimes become autonomous
assistants for the “Human Sales Force” in companies.
Artificial intelligence and bots that act on the basis
of databases and their evaluation will increasingly
be used alongside sales employees. The “Technical
Sales Force” does not simply define the preparation
and legwork of active sales; it actively intervenes.
As a matter of fact, this is necessary: Because the volumes
of data used for evaluation and analysis and the abundance of information that they produce can no longer be
handled and put to good use by people alone. Humans
become overwhelmed by larger volumes of information,
while bots and computers become more effective and
powerful the more data material they have. 		
Information and customer relationships will become
increasingly individualized using these developments.
General sales campaigns for one customer segment
disintegrate into increasingly specific parts. Not only
does that differentiate communication with customers, but also the paths used to gain customer information. The conclusion is that no sales team, no matter
how large, is able to achieve this – not in terms of
time, or quantity, or quality.			

PUBLIC ATION DETAIL S

The added value in pre-sales
and after-sales can be significantly increased. The analysis
of customer data must be linked
with key indicators to do this.
CHANGES IN THE SALES VALUE CHAIN
In contrast, if labor is redistributed between man and
machine, the value chain structures in Sales can be
improved. For example, in the pre-sales sector, the
added value increases if they can individually address
customers and make appropriate offers. The same goes
for the after-sales sector: Individualized services and
user-oriented communication can bind customers and
foster their loyalty, which is often connected to an
increased willingness to pay and thus new sources
of revenue for companies.

P R O F. D R . A N D R E A S M O R I N G
is Head of the BiTS (Business and Information
Technology School) in Hamburg, with courses in Digital
Business & Data Science as well as Communication
& Media Management. His specialties are innovation
management and the development of online business
models. Before his appointment at BiTS, Andreas Moring
worked for the Axel Springer publishing company as a
management consultant, and at a media holding
company in Germany and Europe.
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