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The power of strategy
12

Times of disruption do not signal the end of strategy work, but rather give it new momentum. Now more
than ever, forward-looking organizations – from agile start-ups to established major corporations – need a
convincing plan for how to tackle the future. They can only be unbeatable if they are always distinct and
being better than their competitors; strategy creates the conceptual framework for aligning the entire
organization to those goals.
With that in mind, this issue of Horváth Directions is dedicated to the question of how strategy work
meets today’s requirements for speed, customer focus, and adaptability. Companies would be well-advised to
establish an integrated strategy process built around the three essential components of being unbeatable:
The organization’s corporate statement, business model, and power to implement. My colleague Dr. Oliver
Greiner describes this in “Touchdown!”, his practice-oriented strategy book, which takes an entertaining and
focused approach in demonstrating ways to build both conceptual and implementation-oriented strength.
In Horváth Directions, we shed light on additional aspects as well as specific examples of implementation
in companies.
Today, economic success is closely linked to a company’s overarching purpose. You can read the latest findings in our guest commentary, in which Christa Gyori, CEO of Leaders on Purpose, sets a course on this
topic. In the Best Practice case studies you can see how good strategy work supports leading companies
in successfully positioning themselves; in this issue we take a look at the organizational transformation of
DEKRA and the digitization of Plansee Group. In an interview, Dr. Niels Lorenz, CEO of Radeberger Group,
provides insight into how Germany’s largest brewery is being distinct and becoming better. He explains how
his business successfully does away with the industry’s traditions, while also relying on digital ecosystems.
You can also access this article and additional information online at www.horvath-partners.com magazine.
Happy reading!
Best regards,
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A new member in Scandinavia

Valcon strengthens
Cordence Worldwide
Expanded executive management team
b

Six new partners

a

e
c

f
d

Horváth & Partners opened the current business year with six
new partners. Matthias Deeg (a), Head of the Utilities Competence
Center, Klaus-Martin Jäck (b), Head of the Risk Management &
Compliance Consulting Segment, Dr. Igor Radisic (c), Head of the IT
Performance Management Consulting Segment, David Statna (d), Head
of the S 4HANA Transformation Practice in Switzerland, Attila Vári (e),
Head of the Automotive and Consumer & Industrial Goods Competence
Center in Hungary, and Achim Wenning (f), Head of the CFO Strategy
& Transformation Business Segment, joined the executive management
team of the consultancy company as new members on April 1. Altfrid
Neugebauer, Member of the Horváth & Partners Group Management Board,
emphasizes: “These new members of our top executive management team
bring fantastic skills and entrepreneurial achievements to the table,
and we are delighted to have them on board.”

Denmark-based consulting company Valcon is now part of the
Cordence Worldwide international alliance; Valcon will reinforce
the Cordence Worldwide presence in Scandinavia in particular. With more
than 200 employees across three sites in Denmark (Copenhagen) and
Sweden (Gothenburg and Stockholm), the company advises organizations
in a range of industries as well as the public sector. Horváth & Partners’
customers will also benefit from this new accession, just as they benefit
from the local expertise and international best practice solutions available
from all Cordence Worldwide companies.
For more information on Cordence Worldwide,
please visit www.cordenceworldwide.com

A future-focused website

Access more content
even more easily
New web app

Change management
at a glance
It is now possible to access extensive Horváth & Partners information
and tips on professional change management support, from reorganization,
cultural change in companies, and other topics at a single source: The new
Change web app. The web app offers deep insight into the expertise, working
methods, and solutions offered by the Change Management Team at Horváth
& Partners; it enables interactive self assessment of readiness for transformation; and it illustrates how change can be successfully handled in a company.
The Change web app is available at
www.horvath-changemanagement.com/en
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Contemporary design, intuitive navigation, and appealing
content – the Horváth & Partners website relaunch has resulted
in a user experience that is improved in every respect. Visitors to
www.horvath-partners.com are not only greeted with up-to-date,
high-impact imagery in a contemporary layout, but also a technically
cutting-edge website. The content overall is even more consistently
aligned to the needs of website users; whether in visually appealing
infographics or comprehensive studies, the focus is on content that offers
clear added value to all target groups of the consultancy company.
This also applies to new functionalities such as the advanced training
radar, which interested parties can use to search for appropriate seminars
and conferences, as well as the new careers area that sets out what it’s
like to work at Horváth & Partners, and enables visitors to quickly search
for suitable positions.
www.horvath-partners.com
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THE
MIGHT
OF
STRATEGY
The undisputed importance of good strategy has faltered. In fact, it is
increasingly the case that strategy work is even perceived as an obstacle
for future-oriented, agile organizations. But in times of upheaval it is
particularly important that companies have a convincing answer to
the question of how they intend to approach the future: Good strategy
delivers the blueprint for this and lays the foundation for unbeatability.

6
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T H E U N B E ATA B I L I T Y
PRINCIPLE
Companies are always unbeatable if they are consistently distinct

T

and better, on the basis of a convincing mission statement! Whether a corporation,
business unit, or functional area, there are three components that make

he strategy lies in pieces on the ground. The
remarkable book by Belgian economic philosopher
Frederic Laloux, “Reinventing Organizations”, presents a woeful picture of this discipline that should
be supreme in management – it is a stab through
the heart for any strategist. It had been standing so recently:
A giant machine in the form of a person, still on its feet. Right
at the top, on a kind of viewing platform, managers would scan
the horizon for the right direction. As soon as they glimpsed the
North star – setting their course for the future – they would start
issuing commands to the interior of the machine, where countless employees toiled: “Turn right!” “Faster!” “More precise!”

In our fast-paced world, applying a consistent behavioral pattern seems outdated, particularly in light of the various young
savages on the market who are teaching major companies the
meaning of fear. Very few of these disruptive start-ups have a
fixed idea of how they want to achieve their success right from
the outset. Instead, they apply a trial-and-error method, with
plenty of room for creative testing. Then established companies
are effectively forced to adopt the pace of their agile attackers –
with everything getting quicker, they find themselves wondering
if detailed planning is at all necessary.

But now the strategy is broken into 1,000 pieces, overgrown
by mighty trees – managers and employees use the branches
to keep progressing, still moving towards their destination, the
North star. Frederic Laloux summarizes this by saying: “Agile
organizations achieve extraordinary development without
a central plan in place. Wouldn’t it be much more effective
for an organization to constantly seek out new opportunities and adapt to them, rather than developing a major
strategy every few years and sticking to it in the interim?”

Of course, an elaborate blueprint for the future is not essential
when initially starting entrepreneurial activity. Missteps and
wrong turnings while seeking the right path form part of the
process, especially for young companies and new products. And
of course, established companies should also use new developments as an opportunity to constantly develop themselves
further rather than always inertly following the same procedures.

LONGING FOR RENEWAL
The age of digitization, which simultaneously brings entirely
new technical possibilities and entirely new competitors, means
that managers are confronting the decision of how they want
to develop their companies. In order to survive, organizations
must undergo constant change. Existing logical approaches to
leadership and organizational logics are applied here, and the
very necessity of strategy work should also be called into question – not least because in many cases it has deteriorated into a
merely ritual process. So there is an opportunity to ask: Should
a new concept of strategy work be developed to suit the current
age? Do we need a kind of strategy that functions more quickly,
more flexibly, more creatively, and that is smart and agile?

8

organizations unbeatable:

1. A CLEAR, MOTIVATING AND FUTURE-ORIENTED CORPORATE STATEMENT
This conveys the organization’s fundamental aim (purpose/mission), the success to which
it aspires (vision), as well as guiding principles and values as strategic frameworks.
PAGE 14 15

MUDDLING THROUGH IS NOT A STRATEGY

However, anyone who feels committed to the future of the
company must not rely on just successfully muddling through:
The survival rate for start-ups is 1:10 at best. When considering
responsible management in established companies, a 10% likelihood of success cannot be the standard.

Forward-looking companies
require a blueprint for the
future that functions as a
conceptual framework, guiding
the entire organization towards
consistent action.

2. CONTINUALLY BEING DISTINCT
Organizations constantly reposition themselves and fundamentally
change the nature of their business model.
PAGE 18 19

3. CONTINUALLY BECOMING BETTER
Organizations fulfill selected performance criteria requested by the customer,
or do so at lower cost than the competition.
PAGE 26 27

In this process,
unbeatability is not an actual state but a mindset.
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decision-making and communication, seeking to bring together
strengths, look to the future, and move the company to an attacking position.

COMPANIES MUST HAVE A CLEAR OBJECTIVE IN TERMS OF WHY THEY
WANT TO BE DISTINCT AND BE BETTER!

M
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s

AGILIT Y IN THE INTEGRATED STRATEGY PROCESS

The conceptual
strength of the
business model

t
rke e s
Ma aliti
re

The power to successfully
implement goals

PRE-EMPTING SUCCESS
Laurence Fink, CEO of BlackRock, the world’s largest asset manager, emphatically called for clear strategies right back in 2015.
In a letter to the CEOs of the largest market-listed companies,
he wrote: “It is critical, however, to understand that corporate
leaders‘ duty of care and loyalty is not to every investor or trader
who owns their companies‘ shares at any moment in time, but
to the company and its long-term owners. Successfully fulfilling
that duty requires that... they clearly and effectively articulate
their strategy for sustainable long-term growth.”
Despite such prophecies of doom, in principle strategy – when
correctly applied – continues to be the supreme discipline in
making a company unbeatable, especially in disruptive times.
Of course, monolithic strategies that are developed and followed with surgical accuracy and based on historic data are no
longer relevant. Nonetheless, in times of upheaval more than
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ever, companies still need a convincing answer to the question
of how they want to approach the future. In other words, there
comes a point at which companies need a clear blueprint for
the future if they want to achieve successful growth. A blueprint
that functions as a conceptual framework, guiding the entire
organization towards consistent action. Strategy functions as
a plan of this type, and as such forms the basis on which a
company mentally sets its path to long-term success. Strategy
work should also be oriented in a way that acknowledges how
important this is: It should be a structured process of thinking,

In conducting strategy work,
strict differentiation must be
made between “being distinct”
and “being better”.

But what format should that strategy work take, to result in
convincing content while also meeting today’s requirements for
customer orientation, speed, participation, and adaptability?
The answer can be found in the integrated strategy process. This
focuses on shaping a company’s corporate statement, business
model, and power to implement – three considerations that are
central to good strategy. The statement addresses the question
of why an organization wants to develop in a certain direction.
The business model stipulates how it can be distinct from its
competitors, while the power to implementis targeted at how it
becomes better. If these three aspects build on each other in line
with the market, the foundation for unbeatability is laid.
All companies should strive to positively set themselves apart
from the competition, whether through prompt commissioning,
conceptual features that underline how the company is distinct,
or through exemplary implementation – being better. As such, it
is surprising to realize that in their strategy process, many organizations fail to differentiate between being distinct and becoming better. In the worst case, they just conduct a SWOT analysis, on the basis of which they create a strategic action plan. We
refer to this abbreviated approach as a “strategic short-circuit”,
as those who apply it have invariably engaged insufficiently with
the mission statement, the business model, and the target system. The outcome is a program that purely resolves weaknesses
and pretends to be a strategy.
A STRICT DIFFERENTIATION BETWEEN “BEING
DISTINCT ” AND “BEING BETTER”
In conducting strategy work, strict differentiation must be
made between “being distinct” and “being better”. This may initially seem surprising as both characteristics are rather blurred
together by the market – because to customers these are components of an integrated service package that they do or do
not prefer to other service packages. However, from an internal company perspective, being distinct and being better are
two sharply defined factors for differentiation, each of which
raises fundamentally different questions for corporate management. Anyone wanting to be distinct must promote the brilliance, foresight, and courage of a few individuals to find the

When correctly applied,
the strategy is the supreme
discipline for making the
company unbeatable, especially
in disruptive times.
spaces that competitors have not yet occupied. This includes the
basic assumption that the essential features of today’s business
logic (business model) should never be considered immovable,
for example in terms of products, customers, and distribution
channels. On the other hand, anyone wanting to be better must
activate their entire organization, because extraordinary performance – whether in terms of quality, speed of implementation,
service orientation, or costs – is only possible when all forces
interplay successfully.
THE FUTURE BELONGS TO MARKET CHAMPIONS
We have created a term for the companies that have the capability to continuously be distinct and be better based on a convincing mission statement: “Market champions” are the companies
that are able to survive in their industry for a long time and
with great success. They are not necessarily the largest or coolest or most sophisticated companies, but those that in the overall picture have found solutions that make them distinct and
make them better on their own playing field. Companies that
are never satisfied with the status quo, who want to constantly
develop, and to which complacency from success is alien. They
take strategy work seriously, and in this way they make themselves unbeatable.				
Find out more at
www.horvath-partners.com strategy

Dr. Oliver Greiner
OGreiner @ horvath-partners.com
Tel. +49 711 66919-1268
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FALLING BEER CONSUMPTION, SURPLUS CAPACITY,
MASSIVE INVESTMENT PRESSURE AND TOO MANY SPECIAL OFFERS: HOW DO YOU WORK STRATEGICALLY IN
AN ENVIRONMENT LIKE THIS?
				
LORENZ
By not only focusing on upcoming operational challenges, but also pursuing a clear target structure from a strategic perspective. We reformulated our strategy back in 2015,
and since then have consistently stayed on the path that it
requires. Essentially, it’s about taking a proactive approach to
shaping the beer market as a market leader, and at the same
time self-confidently positioning our group of companies within
newly created markets and ecosystems.
HAS RADEBERGER GROUP CHANGED SO MUCH
OVER RECENT YEARS?
It has – and that’s a good thing. It was essential
for us to move even further away from the traditional supplier
mindset, and to develop a new understanding of ourselves as a
provider of solutions. The market no longer demands individual
services, but integrated solution concepts from a single source.
That’s why we are already working on new and comprehensive
service offerings for our partners in the commercial and catering
sectors, for instance by way of drinks platforms and cross-sector
collaboration. We continue to build on our established values,
with high-quality beer still the focus of our brand core – effectively
our DNA. However, our beers and our fantastic brands now need
to be integrated into holistic solutions.
LORENZ

We must „
think ahead

„

Radeberger Group takes a proactive approach to shaping change
in the German beer market. That means that they positively think outside
the box – and in doing so also discard the sector’s outdated traditions
and beliefs. In this interview, Dr. Niels Lorenz, Spokesperson for the
Executive Board, reports on how the largest German brewery group is also
taking a very targeted approach to leveraging the opportunities offered
by digitization.
12

DRINKING BEER IS RATHER AN ANALOGUE INDULGENCE.
IN LIGHT OF THAT, DOES DIGITIZATION PLAY ANY ROLE
FOR RADEBERGER GROUP?

A SOLUTIONS PROVIDER, ECOSYSTEMS AND DIGITIZATION: DOES RADEBERGER GROUP HAVE THE RIGHT
SKILLS ON BOARD TO MEET THE CHALLENGES AHEAD?
There’s no question that we have had to and still
need to build new knowledge in various areas. On the other
hand though, we don’t need to do everything ourselves – rather,
we need to bring together the right partners and concepts. That
said, we will continue to rely on the abilities of our proven market experts and market players; after all, that’s the only way to
create concepts that perfectly fit for the needs of our customers
and consumers. Relevance is a hot topic right now. In this changing market environment, the winning supplier is the one that
delivers the most relevant and most comprehensive solution.
LORENZ

SO RADEBERGER GROUP IS BEING DISTINCT.
IS IT ALSO BEING BETTER?
That’s for others to decide – and perhaps the long-term
situation won’t be clear for a few years yet. For that reason, I’ll just
say that I’m convinced that we are on the right track, have done
our homework, and have created the necessary momentum. To
ensure that we don’t lose our way on the path that our group of
companies has taken, we follow a strategic map that very clearly
defines our goals. And yes, there are still a few objectives that
we have not yet quite achieved – and even topics that we have
pushed ahead with but have not yet sufficiently operationalized.
But I trust in our ability to make plans reality. We have the right
team, with everyone pulling together and pursuing the same
goal: Making Radeberger Group fit for a market that is in a state
of change. And I have no doubt that with this team in place,
we’ll continue to take the market by storm.
LORENZ

Of course, and a more fundamental one than you
might initially think. Transferring analogue processes and
business models to the digital world radically changes our
company’s structure. To cite just two examples, our joint venture
with Transgourmet Germany offers caterers a comprehensive
digital service package associated with foodstuff and drink.
And with Durstexpress in Berlin, we have established a
lightning-fast delivery service based on artificial intelligence
and digital forecasting models, from picking to delivery.
LORENZ

13

ORIENTED TOWARDS THE FUTURE

ORIENTED TOWARDS THE FUTURE

1. CORPORATE STATEMENT

NORTH STAR ON
THE HORIZON

S

ince 1933, Illy Caffè has held its own in the espresso
market against giants such as Nestlé, Lavazza and
Massimo Zanetti, by pursuing one simple measure
for success: It is motivated by the dream of making
the best coffee in the world. To put it another way,
it seeks to delight people, all over the world, who prioritize quality of life with coffee of the best possible quality. This determination drives the company to compete with the major players
every single day. Its success impressively exemplifies that a clear
understanding of the company’s core direction delivers an internal strength that enables organizations to hold their own even
in difficult market environments.
The most significant waymarkers for long-term business success
should be embedded in a convincing statement that should
ideally encompass five core elements: The company’s contribution to a better world (purpose), its customer-related aim (mission), its future standing (vision), as well as its policies (guiding
principles) and expectations for its employees’ behavior (values).
Creating a corporate statement is a standard task in strategy
building. However, frequently the reality is that statements are
trivial and not applied in practice – so it’s no surprise that very
few employees can communicate their own company’s corporate
statement. And now we have finally reached the point where
this is not a weakness that can be overlooked. Quite the contrary, in fact: Today, weak mission statements jeopardize the prospect of long-term market success.
CREATING PURPOSE AND GIVING DIRECTION

To keep achieving success on the market and to conquer the
competition in the long term, companies need a clear corporate statement.
This serves to steer all the energy in the organization in a common
direction, and provides a fundamental compass bearing for corporate
performance management. Such guiding principles are more important
today than ever.

14

One reason for this is in the new demands faced by organizational structures. The traditional model of command and control, characterized by a pyramid of decision-making hierarchy,
has become outdated. Instead, the high adaptability, speed of
development, and customer focus that companies must demonstrate require that employees and teams play a much greater part
in organizing themselves. Ensuring a consistently coordinated
approach in an environment of this type requires a few clear and
persuasive statements of the company’s purpose and direction;
these should be reflected in the overall mission statement.
Companies’ missions are also changing. For a long time, managers have based their approach on the principle of shareholder value, which states that a company’s central purpose is
achieving profit. American economist Peter Drucker, however,
has concluded that profit may be a result but not the purpose
of a company, leading to increased importance being attached to customer value thinking. In this mindset, the most

Sustainable success requires
a few clear and persuasive
statements of the company’s
purpose and direction.
important task for a company is to “create” customers; economically responsible action to prevent negative impacts – such as
environmental damage and societal tensions – is a subordinate,
secondary condition here.
FROM SHAREHOLDER VALUE TO EARTH VALUE
						
The current discussion about purpose now specifically places
the outcome of action at the core of the corporate direction.
The thrust of this earth value thinking is that it is worthwhile
for companies to engage with their own impact on ecology and
society. Doing so draws attention to new, long-term development
potentials and facilitates greater added value for customers –
thereby resulting in high levels of profit over the long term. This
approach is not only of interest to strategically oriented investors. Many employees would also like to understand a deeper
purpose in their work; for up-and-coming talented employees in
particular, it is often more important that the company improves
society than that it generates high levels of short-term profit.
Purpose defines a company’s motivation, and it not only takes
into account profit and customers, but also the contribution of
creating a better world. For example, the purpose of contact lens
manufacturer Cooper Vision is to improve vision worldwide. Its
mission – that is, its customer-related aim – is to supply contact
lenses to give customers “the best view” every day.
Many corporate statements are no longer relevant in the context of this new understanding. The pressure for a changed approach is coming not only from employees and socially engaged
customers, but increasingly also from strategically oriented
investors, driven by the concept of long-term value. In view of
these developments, we should critically question existing corporate statements – and make them the guiding star in corporate performance management.

Nikolai Brosch
NBrosch@horvath-partners.com
Tel. +49 89 544625 -1345
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Making
sustainable
profits with
purpose

There is a close link between
the new leadership approaches
and the financial success of an
organization

B Y C H R I S TA G Y O R I

Secondly, corporate responsibility is increasingly embedded in
the core strategy of organizations. These companies accept the
challenge of developing a strategy for the future based on the
global sustainability goals defined by the United Nations in
2017. The remarkable discovery was that a long-term, sustainable perspective pays off. According to Grant F. Reid, CEO of
Mars, they achieve “growth they can be proud of” and “business
impact that benefits all stakeholders, not just shareholders.”

THREE QUESTIONS
FOR
C H R I S TA G Y O R I

Expectations of the business world have changed. Even the world‘s largest fund
company, Blackrock, now stresses the importance of a purpose, i.e. the overarching
purpose of the organization, for corporate management. It is good news that companies
can be economically successful and contribute to the common good at the same time.
There will be no avoiding this way of thinking in the future.

In its latest risk report, the World Economic Forum stressed
that the private sector must take a leading role in the fight
against current social, political and environmental challenges.
International corporations that reach several million consumers
every day have both the opportunity and the responsibility to
establish a new business logic that is also committed to the
common good. It would be wrong to expect companies to solve the
world‘s problems on their own. But even a first step towards
a solution is worth it to them, because it opens up tremendous long-term business opportunities and unleashes the full
potential of their organizations. But how can managers reconcile short-term economic goals with a sustainable social and
environmental contribution from their companies?

16

CORPORATE RESPONSIBILIT Y
STRATEGICALLY ANCHORED		
As part of our study “North Star: Purpose-driven Leadership for
the 21st Century,” we asked CEOs of leading companies such as
Danone, Siemens and Mastercard, who are at the forefront of
the so-called “Purpose-Movement”, about this issue. In summary,
the responses yielded four important findings. First, top leaders
are increasingly aware that the success of their organizations in
a larger context is inextricably linked to the future of our planet. In a time of growing political isolationism, they are striving
for strategic partnerships across industry boundaries in order to
advance steps towards greater sustainability.

What does “purpose” mean to you?
For us, the term goes far
beyond the question of “why.” It
describes a purpose embedded in the
global context for the benefit of the
organization, society and the environment. It is not easy to define such an
authentic purpose, but it is worth it.
GYORI

SUSTAINABILIT Y MUST BECOME MEASURABLE
Our third finding is that change to a long-term approach requires new indicators oriented toward a company‘s higher purpose.
Feike Sijbesma, CEO of the chemical group DSM, suggests on top
that “companies negotiate international metrics which account
for environmental and social impact, rewarding good corporate
stewardship with lower cost capital and tax cuts.”
Our fourth insight is, in my opinion, the most important. It
demonstrates a close link between the new leadership approaches and the financial success of an organization. These approaches represent a new leadership paradigm that transforms corporate cultures, structures, processes and sourcing strategies to
unleash the purpose and a high degree of agility throughout
the organization.					

Why is “purpose” so
important today?
			
GYORI People today are very well informed, but at the same time their confidence in institutions and politics is
waning. Today‘s technology also enables
more transparency. Both of these factors
mean that more and more consumers
and interest groups expect industry to
play a more active role in promoting
social interests. It is not only companies
that should be the driving force behind a
positive development, but especially their
CEOs and managers as well, who act as
mentors for certain topics.

What reasons are there
to be optimistic?
I think we have everything today
to fight hunger, climate change and poverty. And there are already good programs
that make a difference. We also have an
unprecedented opportunity to steer our
future in a sustainable direction through
innovation. Fortunately, an increasing
number of investors are also supporting
organizations that are committed to the
long-term common good. While there is
still much to be done, it is an intelligent
and rewarding investment for companies
in their long-term competitiveness.

GYORI

Find more information at www.horvath-partners.com purpose_en
CHRISTA GYORI
is CEO and co-founder of Leaders on Purpose, an organization originated as a research collaboration with
intellectual pioneers from Harvard University, the World Bank and the London School of Economics. Leaders
on Purpose brings together experts from business, politics, academia and non-profit organizations to unlock
growth potential in organizations through innovative approaches and sustainable leadership. Christa Gyori
has 20 years of experience as a top manager of international companies, including Unilever, where she held
various management positions. She is a lecturer for manager training at Harvard University and has been
awarded numerous prizes.
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2. BECOMING DISTINCT

COURAGE TO BREAK
THE RULES

A

company grows to its current size by applying
a business model that originally clearly differentiated it from competition. If it wants to
also be successful in future, it must constantly
adapt its distinctive features to changing conditions. In practice though, companies often fail to adapt the
business model at a sufficiently early stage – with detrimental
consequences: A weakening product portfolio, a decline in the
target customer segment handled, a diluted brand, an eroded
interface to the customer, and outdated production logistics –
any of these result in a company becoming less attractive and
customers turning to more interesting competitors.
THE LIGHT SWITCH OF STRATEGY
This is why strategy work also always includes systematic further
development of the business model. This requires fundamental
decisions as to what the company should and should not do:
Which customers should the company serve, and which not?
What markets should the company conquer, and which not?
What stages in the value chain should be revised, and which
not? These decisions to rule things in and out make an organization distinct in terms of their characteristics.

What distinguishes company A’s business model from that of
company B? That’s often difficult to say because competitors frequently
use virtually identical approaches in the fight to win customers.
However, the business model that achieves success in the long-term is
the one that sets itself apart from the others. In order to be distinct,
visionaries in the organization must make bold decisions.
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However, there is often not a suitable set of instruments in place
for this. The 7C Principle implemented by Horváth & Partners
provides a construction kit for strategy work, offering a consistent framework around which work on the business model can
be structured in the context of the strategy process. It focuses on
the strategic core, that is, the company’s service portfolio, customers, and regional markets. Six additional drivers of strategy
are arranged around this central component. “Customer perception” and “customer interface” put the focus on customers, while
“value chain” and “collaborative partners” concentrate on the
provision of services. The “concepts for the future” aspect is
about aligning the innovation portfolio – an important starting
point that is nonetheless absent from many concepts. The 7C
Principle identifies “human capital” as the sixth component, as

each business model can only be successful when implemented
by the right employees.
BOLD VISIONARIES ARE SOUGHT-AFTER
When organizations want to be distinct, more than anything
they need visionaries and rule breakers in different areas;
people who have the courage and environment to make strategic
decisions for the benefit of the company and its customers.
Being distinct needs creative minds, whether inside special units
intended for this purpose, such as Research & Development,
Marketing and Strategy, or beyond them. Appropriate management instruments such as incentive systems, independence to
act, and being equipped with the necessary resources are crucial
to motivating these employees to top-level performance.
It is undeniable that being distinct means adapting or even eliminating business logics that have been fondly regarded in the
past. Which isn’t always easy. But the only way companies can
remain unbeatable in the long term is by always responding to
the market and remaining distinct from competitors.
Find more information at
www.horvath-partners.com 7C-Video

Svenja Stöveken
SStoeveken@horvath-partners.com
Tel. +49 711 66919-1399

To achieve long-term success,
companies must constantly
adapt their business models
to changing conditions.
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PL ANSEE GROUP DIGITIZATION STRATEG Y

SOLID
GROWTH
WITH
SMART
TUNGSTEN
AND
MOLYBDENUM

PL ANSEE GROUP DIGITIZATION STRATEG Y

W

hen Austrian technology pioneer Paul
Schwarzkopf founded Metallwerk Plansee
Ges.m.b.H. in Reutte almost 100 years ago,
for the purpose of producing molybdenum
and tungsten wires for light bulbs, he lay
the foundation for an international success story. Plansee Group,
consists of Plansee Hochleistungswerkstoffe (Reutte, Austria),
Global Tungsten & Powders (Towanda, USA), the joint venture
CERATIZIT Hartmetalle und Werkzeuge (Mamer, Luxembourg)
and a holding in Molymet (Santiago de Chile, Chile), operating
worldwide with more than 14,000 employees and annual sales
of €2.4 billion.
The impetus for its success comes from the company’s will to
constantly develop itself further; it has relied on innovation from
the outset, and in doing so has grown to become a modern and
international industrial concern. Over its history, Plansee Group
has covered the entire value chain from the production of metal
powders to components and tools that are ready to install. Its
clear objective is to be the global leader in terms of quality and
performance for all of its products.
A STRATEGIC DEPARTURE INTO THE DIGITAL ERA

Plansee Group knows how to continuously develop its business model.
As a specialist in metallurgical powder production and processing
for tungsten and molybdenum, as well as the further processing of those
materials to create semi-finished products, tools, and molded parts,
it has been enjoying global success on the market since 1921.
This Tyrol-based company has now put in place a digitization strategy
to set itself up for further growth.
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To differentiate itself from international competitors on a longterm basis and to maintain its leading position, Plansee includes
digitization among its strategies. Above all, the company sees
an opportunity here to better meet increased customer requirements for flexibility, speed, and service quality. The corporate
group identified the possibilities offered by digital networking
at an early stage: Various areas have embarked on initiatives
associated with the new technologies. However, these endeavors remained isolated and untidy to start with, because of the
absence of an overarching digitization strategy. To address the
risk of a digital patchwork, the Executive Board decided in 2016
to develop a strategy for digital transformation. In this concept,
digitization is to be understood as the smart, interactive connection of data, things, and people, and it should make a significant
contribution to Plansee Group’s growth and economic success.

Based on the approach of Horváth & Partners, the company
structured its strategy work associated with the core elements
of the digital business model into two levels: The first level concerned concrete digital use cases that create added value to
customers, and the second level dealt with “enablers” as the key
requirement for success in those use cases – which include digital
technologies and employees with digital expertise, for example.
The corporate strategy was the point of reference for all strategic questions. The digitization core team, made up of employees
from various departments, went through an integrated strategy process, in which it first analyzed the initial situation and
defined a digital mission statement. Based on the core elements
of the digital business model, the team then organized the use
cases and enablers by subject; defined the courses of action; and
derived specific measures.
THE TRANSFORMATION BEARS FRUIT
Since then, Plansee has been consistently implementing the
digitization strategy, while also updating it on an ongoing basis.
“We have implemented new structures and methods to drive
forward the development of digital business models, products,
and processes,” says Karlheinz Wex, Member of the Executive
Board at Plansee Group. The goal is for digitization to be driven by the operational units, and centrally coordinated. In this
process, the operational units have a high degree of freedom,
and at the same time they must develop ideas and advance
projects. However, Plansee has deliberately not designated a
specialist digitization team or a Chief Digital Officer. Instead,

Digitization requires
courageous decisions and
specialists who advance
the subject in terms of both
content and technology.
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PERFORMANCE MANAGEMENT OF DIGITAL BUSINESS MODEL S

a centralized, interdisciplinary committee that meets once a
month functions as an entity to challenge, drive forward, and
coordinate processes, as well as releasing additional resources.
The transformation bears its first fruit. Plansee Group has
established its first fully digital subsidiary in the form of the
Matmatch (www.matmatch.com) materials platform. In the
framework of this new business model, it brings together

STUDY

materials experts, material science knowledge, and customers
to create added value. In addition, pilot projects that facilitate
more intensive collaboration with customers are also running
in parallel, with the objective of providing very targeted service
and even better products, as well as developing new business
models – all based on data. Plansee Group has also invested
in a fund that supports industrial digitization and start-ups,
which represents another way of staying at the cutting edge.

USE OF DIGITAL SOLUTIONS AND PRODUCT S IN
PERFORMANCE MANAGEMENT S YSTEMS

12 %

BIG DATA AND
SMART DATA

THREE QUESTIONS FOR

MEMBER OF THE EXECUTIVE

KARLHEINZ WEX,

BOARD OF PL ANSEE GROUP

34 %

ADVANCED
ANALY TICS

VIRTUAL CLOUD
SERVICES

44 %
31 %

20 %

24 %

What are the most important
drivers of digitization at Plansee?

Where do you see the biggest
challenges in that?

Our key drivers are our customers’
changing needs. On the one hand, they
demand faster and more flexible services,
and we have to make that possible in
our organization, perhaps with the aid
of IT, but also through revised processes
and better collaboration with customers.
On the other hand, customers also experience digitization in the personal environment and want to transfer the advantages it offers into their everyday working
lives. If I use Amazon for my personal
online shopping, that’s my benchmark
for all webshops. And if I rely on pay-peruse solutions increasingly often, I’d like
to also do so in a B2B environment. We
must adapt to meet these preferences.

WEX

WEX
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Digitization requires courageous
decisions and specialists who advance the
subject in terms of both content and technology. That said, this is a subject that
affects the entire company. All employees
are challenged to create momentum
and deliver new ideas, and to pour their
energy into supporting implementation.
Plansee has been so successful for almost
100 years because our employees have
always been able to overcome the many
challenges we have faced. Digitization
is the next one, but it certainly won’t be
the last. This is why we have to take our
employees with us and utilize all of their
potential. Achieving that requires training, as well as raising awareness of new
topics and ways of implementing them.

When it comes to implementing
digitization, how do you ensure
coordination?
Many sub-projects are executed
in individual areas of the company, with
each digitization-related topic being assigned to operational units. Interaction
with the customer is handled by Sales and
Marketing, for example, while Production
is responsible for optimizing the manufacturing process. We also have a centralized
committee that monitors project progress.
With this configuration, we ensure that
project execution is coordinated, as well
as that projects are a good fit for both
the business and digitization strategy,
and that sufficient resources are available for them. We only push forward select
topics on a centralized basis, such as
shared IT platforms for all business segments and joint ventures.		

22 %
19 %

48 %

WEX

16 %

ROBOTIC PROCESS
AUTOMATION

NONE OF THE
SOLUTIONS
MENTIONED

16 %

BU S I NES S MO D EL T YPE

analogue

4%

digital

SELF-LEARNING
METHODS

More about the study at
www.horvath-partners.com study_digiBM
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G E T T I NG F I T F O R THE WO R LD
OF ECO S Y S T E M S
B Y P R O F. D R . J U L I A N K AW O H L

The digital transformation is upending traditional business
models in all sectors. In digitized ecosystems, it is necessary
for companies to position themselves, and to do so they need
to develop their organization and portfolio. Only through

Another way to do this is to collaborate with start-ups.
Many companies rely on special start-up programs,
such as accelerators and incubators, to attract young
companies as early as possible. However, only a
tiny proportion of start-ups become “unicorns” and
attract a market valuation of billions. Finding the truly
successful ones requires a great deal of staying power
and broad investment in many start-ups. Companies
can minimize risk and resource expenditure if they
invest in young companies in later phases, or acquire
100% of their shares – though this of course also
comes at a cost. Though it’s not possible to make a
general statement about which option is better, with
sufficient financial resources, a combination of the
two is the most useful approach.
THE SMART CATEGORICAL IMPERATIVE

change is future success possible.

However, companies must also achieve much more
profound change. The internet giants Amazon, Apple,
Digitization changes everything: How we live, how
we work, and how we think. That’s not a new realization, but many companies in Germany are still taking
too tentative an approach to their digital transformation; our research observed the same results
regardless of which indicators were used to measure
Digital Readiness. Whether in terms of the number
and distribution of activities targeting innovation,
digital projects in company reports, technological
capabilities in job adverts, or IT skills among top
management, we keep seeing the same pattern: Only
a small group at the top is sufficiently prepared for
the digital transformation. This clearly indicates a
need to catch up, in order to align business models
to new requirements.
One obvious route towards change is to review analogue business models for their potential in the digital age, and adapt them accordingly. However, it is
not sufficient to simply expand traditional, hardwarebased business models to include digital components
such as data analysis services or remote maintenance.
To achieve disruptive innovation, companies must set
their focus beyond their core business. Special collaborations and innovation frameworks can help here.
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Facebook, Microsoft, and Tencent, for example, are a
clue to what business models of the future will look
like. They view themselves as digitized ecosystems
for which there are no sector-related limitations, and
which also increasingly eliminate the traditional
business separation into end customers and business
customers. They address the needs of people in key
areas of life, and offer them entirely new solutions
on the basis of digital technologies. With immense
capital reserves, enormous reach on the market, and
investment in the best start-ups, these players function as creators of momentum in the new ecosystem
economy. The upshot is that – in the medium term
if not sooner – all companies will have to face up
to these new assumptions and decide how they will
become ecosystem-compatible. To achieve this, they
must understand what role they and their business
models play in the context of increasing collaboration across the ecosystem. That is the new categorical imperative of change.			

INNOVATING WITH LABS AND START-UPS
In a recent study, we found that most top companies
outsource their innovation activities to innovation
labs or digital labs. These novel organizational units
are empowered to research and experiment with
new business models in a protected environment,
far away from everyday operations, in a setup that
attempts to bypass the “innovator’s dilemma” of
development being mostly incremental. These external entities, mostly located in hotspots such as Berlin
and Silicon Valley, must be given sufficient time and
resources. Furthermore, companies should ensure
that their ideas are implemented in the core units
after the development phase. During this integration
phase, the core requirements are that product
management and sales are appropriately incentivized,
and project management resources made available.

P R O F. D R . J U L I A N K AW O H L
is the only one of Germany’s professors of economics
who is also a former head of strategy of a Euro Stoxx
50 company (AXA German national subsidiary). He
has held the professorship in strategic management
at the Berlin University of Applied Sciences since 2015.
He is the author of wide-coverage studies and contributions, a keynote speaker and moderator of podium
discussions, and senior adviser to companies in various
industries. He specializes in digital management, digital
transformation, and digital ecosystems.

In future, successful
companies will have to be
compatible with digital
ecosystems.
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STRATEGIC POWER TO IMPLEMENT

STRATEGIC POWER TO IMPLEMENT

Companies that are able
to make plans reality align
the interplay of all internal
strengths towards achieving
specific strategic objectives.

3. BECOMING BETTER

ALIGNING ALL
STRENGTHS

B

eing better means being ahead of the competition
in selected areas – and not just pulling level or even
settling for less good performance. There are many
areas in which organizations can be better, including quality, trustworthiness, flexibility, service, reliability, professionalism, likeability, and credibility. Given that it
is not possible to be ahead of the competition in all competitionrelevant areas, the selection of specific areas in which to be better
takes on strategic importance, to avoid the risk of companies
spreading themselves too thin and having an unclear profile.
OPTIMIZING EVERYDAY ROUTINES
It is important to know that being better is not a quick and
easy task. Being better requires everyone in the company to pull
together. Where being distinct requires brilliant decisions by
motivating visionaries, being better is about many forces
working together.
Being able to align the interplay of all internal forces towards
achieving specific strategic objectives is the purest embodiment
of power to implement . It crystallizes over the course of infinite
individual actions in everyday working life. Typically, companies
become better when many people are involved in the process
and when improvements are anchored in daily routines. For this
reason, management instruments such as organizational design,
strategic objectives, planning, budgeting, reporting, remuneration systems, teambuilding, and communication all support
companies in developing their power to implement.

Companies that have the power to implement are able to meet their
customers’ needs more successfully than the competition – or provide
them with what they need at lower cost. To be better, all of an
organization’s strengths must work together, specifically targeting the
right strategic objectives. Often, this requires the entire company
to undergo transformation.
26

THE HYBRID MODEL OF THE POWER TO IMPLEMENT
						
But how can companies systematically become better than their
competitors, and stay better than them? Various aspects need
to be taken into account when it comes to establishing the
power to implement. The linchpin is the strategic target system,
because clear objectives and actions mean that the power to
implement is directed in a manner that all energies in the company can be focused on. Two parallel spheres drive the process of
becoming better on this basis: Configuration and collaboration.

Configuration refers to the company’s structural alignment.
This includes how the organizational structure is designed, the
consistent cascading of objectives and tasks (alignment) and
the distribution of resources (planning). Collaboration, on the
other hand, optimizes personal behavior in the company. This
includes ensuring that managers act as role models and that
employees are willing to approach their work energetically, as
well as interaction in the context of analysis and evaluation of
results.
Both spheres play a crucial role with respect to the power to
implement. They focus the company’s strengths and avoid
companies spreading their abilities too thin. Without the
correct configurations in place, roles and responsibilities remain
unclear, actions are not coherently coordinated, and resources are
incorrectly allocated. But without positive collaboration, becoming better is doomed to failure. If managers are not united, or
if they do not act as effective role models, or if employees are
not prepared to contribute to success, or if there is insufficient
dialog as to whether and how goals will be achieved, companies
cannot be better than the competition.
Only companies that are continually becoming better can maintain success on the market. To prevent this becoming a platitude,
strategies must be aimed at ensuring that energy and resources
are steered, in every case, to areas in which improvements yield
significantly positive effects on the market – even if this requires
the company to undergo a fundamental transformation.
Further information is available at
www.horvath-partners.com WP-OSM

Dr. Tim Wolf
TWolf@horvath-partners.com
Tel. +49 69 2695898-1421

27

THE STRATEG Y PROCESS AT DEKRA

THE STRATEG Y PROCESS AT DEKRA

D

id you know that around 1.2 million people
worldwide die each year in traffic accidents?
And that 860,000 people have accidents
at work every day? And that in the Germanspeaking world alone, there are more than
10,000 fatal accidents at home each year? Despite these
terrifying figures, in some ways the world today is safer than
ever. Testing company DEKRA makes an important contribution
to this, serving a basic human need in doing so. There continues
to be significant demand for safety, including and especially
in the context of technological change and global economic
interaction.
A PARTNER FOR A WORLD WITHOUT ACCIDENTS
In 2015, DEKRA interrogated its founding fathers’ mission to
achieve greater safety and, in devising Vision 2025, aligned it
to the future. Stefan Kölbl, CEO of DEKRA, emphasizes: “The
aspiration to become the global partner for a safe world on the
roads, at work, and at home by 2025 – by which time DEKRA
will have been in existence for 100 years – has been shaping our
self-perception since it was set out.”

Mission:
Safety
Safety is a megatrend – and DEKRA’s mission is a world without
accidents. This expert organization wants to become the global partner
for a safe world, and is in the process of implementing a future-oriented
transformation in the context of its Vision 2025 program.
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This not only requires changes to products, technologies, and
markets, but also means shining a light on all areas in which the
company could be better. Contemporary approaches to shaping
organizational structures, processes, and IT infrastructures, as
well as new workforce skills and employee expectations, offer
opportunities for this. DEKRA consistently engages with these
possibilities.

a risk that it would not be able to fully exploit its strength in
pursuit of its vision. This is because it was in a situation where
many of its sub-companies working in parallel were not operating on a sufficiently networked basis, resulting in insufficient
technology transfer, a range of different customer approaches in
sales, and an inconsistent data landscape.
In order to become better, DEKRA initiated an organizational
transformation systematically driven by the corporate strategy,
and supported by an intensive change management process.
The core idea was to bring key elements in the value chain
together under standardized management. To this end, DEKRA
scrutinized the existing organizational structures’ strengths and
weaknesses, derived various options based on what it found,
and tested them in the context of strategic requirements. In this
process, the key measures derived were to adapt the regional
structure, and to realign the portfolio using parameters oriented
both on the customer and performance. This work would necessitate the assignment of employees, optimizing of processes, and
adapting of management systems.
BENEFITING FROM THE MEGATREND
Today, eight service divisions that report to a Board of Management work to further develop the content of the company’s services. In addition, responsibility for global business is assigned
to eight regions. Sales and completion are locally executed on
a more standardized basis, enabling concentrated market cultivation and further improving delivery capacity. The company’s
internal cornerstones form the corporate statement that not only
creates an identity but also spells out the company’s purpose.

POOLING ALL STRENGTHS
This includes strengthening collaboration between all employees. In 2018, the company grew for the 15th year in a row
– both organically and through acquisitions. The expert examination, testing and certification company expanded into 30
countries, transacted around 100 acquisitions, and increased
their headcount by almost 35,000. Today, DEKRA is a global
player with a total of more than 45,000 employees in 60 countries, across five continents. Its success is undeniably impressive.
However, looking forward, the company’s growth also posed

The transformation is scheduled to be complete by the end of
2020, enabling DEKRA to continue to benefit from the megatrend of safety in future, and by 2025 to fulfill its vision of being
a global partner for a safe world.			

Dr. Oliver Greiner
OGreiner@horvath-partners.com
Tel. +49 711 66919-1268

The organizational transformation is
consistently driven by the corporate
strategy, with the corporate statement
serving internally as a cornerstone
creating an identity and purpose.
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URBAN AIR MOBILIT Y

INTERVIEW WITH DR. S VEN MURMANN, MURMANN VERL AG

STUDY
“ The benchmark for
corporate strategy”

URBAN AIR MOBILIT Y –
BUSINESS BET WEEN SKY AND EARTH

Publisher Dr. Sven Murmann, owner of Hamburg-based Murmann
Verlag, explains his company’s strategy and why he believes that the
strategy book “Touchdown!” is a work with a lot to offer to readers.

PHASE 1

2025–2034
In major metropolises and on overused
commuter routes from city to countryside,
the first air mobility services will be offered
on pre-defined routes – average capacity:
Two passengers per air pod.

TO WHAT EXTENT IS MURMANN VERLAG UNBEATABLE?
I like the idea that unbeatability is an attitude
in companies. It was important to me from the outset that
Murmann Verlag be established not as “yet another publishing
house”, but rather that it had an unmistakable direction. For
us that means publishing books that have high-quality content,
are produced to be premium tactile objects, and which quickly
become obligatory reading for companies, managers, and
start-up founders. We’re always learning. We want to optimize
our business model and processes on an ongoing basis.
MURMANN

PHASE 2

2035–2049
The passenger capacity increases to four
or more on regular routes, and in smaller
metropolises as well.

CAN YOU PROVIDE AN EXAMPLE?
Our current collaboration with Haufe Publishing
is a good example: Our core expertise is in the conceptualization
and curating of relevant content, for the publication of premium
books. However, when it came to innovative digital publishing
concepts, it was difficult for us as a specialized publishing
house to really be distinct from or better than our competitors.
Our strategic partnership with Haufe Publishing is beneficial
MURMANN

for the added sales potential and digital marketing expertise that our partner brings to publishing projects under the
Murmann | Haufe label. Nevertheless, we also continue to set
our own digital trends, with our online magazine for example –
murmann-magazin.de – and our social media channels.
WHY DID YOU DECIDE TO PUBLISH THE BOOK
“ TOUCHDOWN!”?
It wasn’t a difficult decision. What I particularly
liked from the outset was that the book was different from
traditional strategy books from Germany that we’re familiar
with, both in terms of content and the language used. It is a
very successful blend of American fluency in writing style and
German depth of content. The book also offers many creative
ideas relating to corporate success, making it a real foundational
work. And there was another decisive factor: The success of our
collaboration with the author, for whom the top priority was
always to offer readers plenty to work with – just as it was for us.
Together, we’ve created a book that is beautifully presented, and
will quickly become a benchmark in corporate strategy.
MURMANN

PHASE 3

From 2050
Urban Air Mobility will also be rolled
out in large cities with 600,000 or more
inhabitants. These pods can transport
a large number of passengers, fly up to
150 km and have a service life of up
to 10 years.

Read more about the study at
www.horvath-partners.com study_UAM
30

Oliver Greiner, Touchdown!
Wie Unternehmen unschlagbar werden,
Murmann Publishers, 2018, ISBN: 978-3-86774-609-0
(only available in German)
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