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Jan Sibold, Branch Manager for Mechanical and Plant Engineering, Staufen AG

Editorial
1

Innovative service is the key 
to business success
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To survive in today’s business world, it is crucial that mechanical 

and plant engineers recognize that service is to be approached 

as a strategic business. The product innovation business is one 

that	 is	 highly	 competitive	 and	 subject	 to	 fluctuations.	 Business	

based only on the sale of technology-based products is becoming 

increasingly demanding, as customers expect these products to 

come with a full range of services. The long-standing driving force 

behind service – the business of maintenance and replacement 

parts – will no longer be enough to make a company stand out 

from its competitors.

This is why mechanical and plant engineers devote themselves 

to	implementing	new	technologies,	expanding	their	service	offe-

rings and developing new business models. To this end, digitaliz-

ation	presents	a	world	of	opportunity.	Innovative	offerings	such	

as remote services and predictive maintenance promise to be ad-

vantageous to both machine manufacturers and their customers. 

For customers, these digital services are the key to an uninter-

rupted and dependable value chain.

Overall, there is still a lot of potential for the service industry. Ho-

wever, successfully transitioning from product provider to soluti-

on provider with product-related services requires a clear missi-

on. It also requires a holistic approach in which not only service 

strategies and new business models are developed, but where 

processes, organization and leadership performance are optimi-

zed as per Lean Management principles.

This	study	identifies	success	factors	in	accordance	with	Staufen’s	

lean service model and, based on this, determines recommenda-

tions for action for companies that are upgrading their service 

business	and	wishing	to	make	it	more	profitable.	It	goes	without	

saying that German mechanical and plant engineering companies 

are in a period of transition. The direction and organization of the 

service industry play a role in determining the future success of a 

business. The objective is to keep customers interested by provi-

ding lasting service excellence.
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For the study “Lean Service in German 
mechanical and plant engineering 
businesses”, Staufen surveyed 
154 German mechanical and plant 
engineering companies in 2016. 
The study was based on Staufen’s 
Lean Service Model. The eight fields of 
action of the model form the frame of 
reference (see p. 16).

About
the study 

2
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77

About
the study 

The goal of the study was to identify success factors for service 

excellence and to determine recommended actions for German 

mechanical and plant engineering companies.

The	 importance	of	 the	 individual	fields	of	action	was	evaluated	

based on the economic key performance indicators of growth and 

profitability.	The	evaluation	methods	were	expanded	to	 include	

the qualitative component of customer satisfaction. The direct 

impact	of	the	fields	of	action	on	customer	satisfaction	was	evalua-

ted based on the experience of Staufen AG’s branch and service 

experts as well as on selected interviews.

EVALUATION
METHODS 

USED IN 
THE STUDY

154 Businesses	took	part	in	the	study,	of	which		

  53  percent have more than 500 employees.

  92  percent of respondents are service managers, from department level upwards.
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Mechanical and 
plant engineering 
companies' 
transition to 
service providers 

3

The results of the study show that
German mechanical and plant
engineering companies have
recognized the potential behind
offering additional services.
Many companies are currently
transitioning from only manufacturing 
machines to also providing solutions.
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15 %

20 %

Today in 5 years

Only mechanical engineering

Number	of	companies	by	%

Only services

In the next 5 years, the majority of the companies surveyed 

see themselves transitioning from only manufacturing ma-

chines to offering integrated products and services. Howev-

er, the transformation of German mechanical engineering 

companies has just begun. This study documents the leading 

topics that mechanical engineering companies will be paying 

particular attention to in the years to come.

The transition from offering only products to
offering solutions
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A significant majority of 92 percent of the companies surve-

yed rates the service industry as important or essential to 

their success.

The service industry’s high degree of relevance will lead to 

future developments in the service sector and will change 

the distribution of sales in favor of the service business. The 

average revenue share currently lies at 10 to 20 percent, and 

based on industry estimates, it will climb to an average of 20 

to 30 percent in the coming 5 years.

Very important

Important

Less important

Not important

How important is the service business to the success of
your company?

1 %

73 %

19 %

7 %
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For some time now, customer purchase decisions have no 

longer been based just on the quality of the machines, but 

also on the best integrated product and service solution. This 

is why the services offered are playing an increasingly import-

ant role in the purchase of a machine or plant. Shortcomings 

in this field are one of the main reasons customers search el-

sewhere. For mechanical engineering companies, this means 

that in the future, a comprehensive service offering must in-

clude improvements that safeguard the customer’s machines 

both at the technical and organizational level.

Increased revenue share for the service business

If the mechanical engineering company does not yet have a 

sufficient level of expertise with respect to offering an inte-

grated service for their machines, they can, for example, esta-

blish a partnership with a service provider to increase their 

service offerings.

According to the companies surveyed, developing services to 

cover more than maintenance and the supply of replacement 

parts is a key contributor towards achieving their goals of in-

creasing revenue.

0 %

5 %

10 %

25 %

30 %

35 %

40 %

45 %

<	5 % 5 %	–	9 % 10 %	–	19 % 20 %	–	29 % 30 %	–	39 % >	40 %

15 %

20 %

9 %

16 %

8 %

1 %

41 %

25 %

Current share of service revenue Share of service revenue in 5 years

How high was the share of service sales in relation to total revenue 
in the last fiscal year, and how high should it be in five years?
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Which service-related topics will you focus on most in the next 
three years? (Multiple answers possible)

For half of the companies, improving process and reaction 

speed is at the top of the list. It’s obvious that responding 

quickly to customer demand makes manufacturers stand out 

from their competitors and increases customer satisfaction. 

Greater customer satisfaction leads to higher customer reten-

tion, which is an important focal point for 49 percent of the 

surveyed companies in the years to come.

One of the ways to ensure customer retention is to offer a 

more comprehensive range of services. Forty-four percent 

of the companies surveyed are striving to expand their ser-

vice portfolio. This is the logical result of aspiring to increase 

service revenue. Nevertheless, one fourth is also making it a 

priority to globalize its service business. Doing so, German 

mechanical and plant engineering companies are responding 

0 % 20 % 30 %10 % 40 % 50 % 60 %

Quality	of	service	offerings

Improvement of process and 
reaction times

Train service personnel

Expand service portfolio

Increase customer retention

Use Industry 4.0 solutions for service

Globalize the service business

Reduce service-related costs 

35 %

44 %

49 %

51 %

24 %

37 %

16 %

35 %

to the demands of international customers for a worldwide 

service network. 

One third of the surveyed companies will increasingly be 

counting on Industry 4.0 solutions and new technologies to 

drive their service business. This includes solutions for pre-

ventative and conditions-based maintenance, but also tools 

for more effective technical service calls, such as smart glass-

es and mobile devices.

On the other hand, the reduction of service-related costs 

plays a minor role for companies; this topic is only important 

to 16 percent of the respondents. Companies are focusing on 

service growth, developing new markets and improving ser-

vice quality, with the goal of making service the foundation for 

sustainable company success. 

Topics and future challenges 
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Status quo of
German mechani-
cal and plant
engineering
service businesses 

4

The current situation of German 
mechanical and plant engineering
service businesses was assessed on
the basis of growth and margins.
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The service revenue growth rate averaged at 12 percent in the 

last	fiscal	year	for	those	companies	surveyed;	however,	there	are	

significant	differences.	Thus,	one	quarter	recorded	rates	of	more	

than 20 percent, and another quarter is also reaching a percen-

tage that is in the double-digits. However, the growth rate of ser-

vice businesses for about half of the companies remains at less 

than 10 percent. Therefore, many companies are currently una-

ble	to	reach	targeted	growth	objectives	in	the	service	field.

What was the average growth of your service business 
in the past fiscal year?

0 % 20 % 30 %10 % 40 % 50 % 60 %Percentage of respondents

0	–	9 %

30 %	and	higher

20	–	29 %

10	–	19 % 24 %

18 %

6 %

51 %

Growth of service businesses

The total average is 12 percent. 



STUDY: LEAN SERVICE        15       

The	 heterogeneous	 image	 is	 also	 reflected	 in	 service	 business	

margins.	The	average	value	might	be	26%,	but	once	again,	it’s	the	

particularly successful businesses that raise the average – with 

values sometimes reaching substantially more than 30 percent. 

However, four out of ten respondents are below that, and 20 

percent of these are in a single-digit percentage range.

Percentage of respondents

How high on average were the margins of service businesses
last fiscal year?

0 % 10 % 15 %5 % 20 % 25 % 30 %

40	–	49 %

20	–	29 %

10	–	19 %

0	–	9 %

30	–	39 %

50	–	59 %

60 %	and	higher

19 %

14 %

20 %

9 %

7 %

7 %

24 %

Service business margins 

The total average is 26 percent.
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The eight fields
of action for
lean service 

5

Staufen AG’s Lean Service Model, with 
its eight fields of action, provides the 
framework for an integrated implemen-
tation of lean philosophy in the service 
field. In order to establish the long-
lasting success of a service business on 
the market, companies should take all 
fields of action into consideration and 
introduce measures accordingly – from
service strategies to training service 
personnel. 
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The eight fields
of action for
lean service 

Service processes:
Avoid waste through lean service processes with 

short lead times and low problem resolution times for 

customers. 

Service organization:
Develop an autonomous service organization derived 

from the ideal process that guarantees a maximum 

degree of customer focus.

Management and leadership:
Lead based on numbers, data and facts through

visual service management; encourage your service 

organization to focus on lean.

Products and services:
Analyze	the	profitability	of	your	services	and	develop	

a portfolio that gives you a competitive advantage and 

allows for a targeted increase of service-related revenues.

Tools:
Establish supporting service systems and measurable 

indicators that steer the service business on a path of 

continuous improvement.

Focus on replacement parts management:
Apply lean principles and lean logistic processes to ensure 

a high degree of availability and the dependable delivery 

of replacement parts.

Service strategy:
Operationalize a service strategy based on lean principles.

Expand your business model from production provider to solutions provider.

Qualifications:
Continuously develop the competencies of personnel and management through 

training and coaching using the mentor-mentee principle.

The importance of the fields of action 

The	 two	 fields	 of	 action,	 “Products	 and	 Services”,	 as	 well	 as	

“Management	and	Leadership”,	have	a	 very	positive	effect	on	

growth	 in	 the	 service	 field.	 Companies	 also	 influence	 service	

business growth considerably by putting together, expanding 

on	and	organizing	a	service	portfolio.	In	particular,	offering	in-

novative	services	also	has	a	significant	positive	effect.	However,	

the role of management and leadership is also an important 

one, not least because they serve as an interface to and deci-

sion-makers	for	further	fields	of	action.

As such, senior management has to draft and implement the 

equally	influential	service	strategy	or	provide	the	guidelines	for	

a successful service organization.

With	respect	to	profitability,	it	is	clear	that	efficient	process	and	

operational	structures	have	a	significant	effect	on	service	busi-

ness	margins.	To	optimize	the	effect	of	process	design	and	pro-

cess structures, these should be supported by the appropriate 

tools and systems. This applies in particular to the processes 

related to replacement part management.
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Management and leadership

Qualifications

Strong,	positive	effect Positive	effect No	direct	effect

Service organization

Replacement parts management

Service processes

Tools

Service strategy

Products and services

Effect	on	 Effect	on	margins Effect	on	customer
satisfaction

The	following	fields	of	action	are	of	particular	significance	in	order	to	improve	customer	

satisfaction: service processes, products and services and replacement parts manage-

ment. Lean and disruption-free service processes improve a company’s ability to adhere 

to schedules and therefore, increase customer satisfaction. A far-reaching service pro-

duct	portfolio	that	meets	customer	needs,	together	with	efficient	replacement	part	ma-

nagement,	also	has	a	positive	effect	on	customer	satisfaction.
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Service strategy

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Results based
on the eight fields
of action 

6

Service strategy 
A clear mission and a service strategy that is based on 

the company strategy form the foundations of a successful 

service business. The strategic approach as well as focused 

service activities ensure structured and proactive market 

development. This leads to increased service revenue.

A strategic alignment of the service organization and a 

target-oriented implementation of limited service resources 

within the service organization increases the profitability 

sustainably.

6.1 
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A professional service strategy has the following 
characteristics:

Key findings:

The	future	service	business	has	a	clearly-defined	vision

and mission.

The	service	business	field	has	its	own	strategy,	one	that	is	

based on the company’s strategy.

A target system with concrete measures and that is based

on the service strategy ensures that the service strategy is 

implemented.

The focus of the service strategy is to increase customer 

retention and boost customer loyalty.

 

To align the service strategy with customer demands, the 

degree of customer satisfaction and customer expectations 

should	be	assessed	on	a	regular	basis	and	findings	should	be	

used as the baseline for continuous improvement.

of	the	companies	have	defined	a	

service strategy.

of the companies use service to develop

customer retention and loyalty. 

of the companies regularly conduct surveys to

analyze customer satisfaction with respect to

the services they provide. 

55 %

72 %

40 %

Businesses with a separate service strategy are 23 % more profitable and the growth rate of their 

service business is 18 % higher.
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Strategically aligning the service business

Service links mechanical engineering companies and customers. 

The results of the study show that most of the companies are 

aware of the strategic importance of service, but that this is not 

yet	reflected	in	a	separately	defined	service	strategy.	Of	the	sur-

veyed companies, only 55 percent have a separate service stra-

tegy that is based on their company strategy. Companies aiming 

to	transform	from	a	company	offering	only	machines	to	one	that	

provides solutions cannot do so successfully without having a cle-

ar strategic focus. 

Do you have a separate service strategy that is based on
the company strategy?

Yes

No

55 %

45 %
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Average margin and growth for service businesses in the last
fiscal year

 0 %

5 %

10 %

25 %

30 %

35 %

Margin Growth

15 %

20 %

26 %

32 %

11 %

No service strategy Separate service strategy

13 %

Businesses	with	their	own	service	strategy	have	a	service	busi-

ness	 that	 is	 substantially	 more	 profitable.	 A	 target-oriented	

application of resources and appropriate structures makes it 

possible for companies to attain a margin of 32 percent in their 

service business. This gives them a six percent advantage over 

those competitors who forego this. Companies with a separate 

service	strategy	also	have	a	slight	lead	of	two	percent	in	the	field	

of growth. 

The strategic orientation of service businesses leads to an increase in the margins and 
growth for the service business. 
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Simply formulating a service strategy will not ensure a sustain-

able competitive advantage. In fact, goals and measures have 

to be determined that will guarantee that the service strategy 

is	 implemented	effectively.	However,	one	quarter	of	 the	 com-

panies are not implementing a systematic strategy. As a result, 

resources	are	not	being	used	effectively	and	efficiently,	and	the	

service goals are not being attained. A successful implementa-

tion of the service strategy is carried out in several phases and 

is administered on an iterative basis.

It is important that long-term, medium-term and short-term 

objectives and measures from the service strategy. Strategy 

implementation is closely tied to the evaluation of objectives. 

To	this	effect,	exemplary	companies	have	defined	a	clear	imple-

mentation plan for their service strategy and actively follow the 

stages	of	implementation	for	the	measures	they	have	defined,	

e.g. using a service project roadmap that spans several years.

Did you systemically operationalize the service strategy
(e.g. using a roadmap)?

0 % 20 % 40 % 100 %60 % 80 %

55 % 22 % 23 %

Applies Applies somewhat Does not apply

Create
objectives

Evaluate
objectives

Conduct strategic 
analysis

Formulate a
strategy

Implement the
strategy

Almost half of all surveyed companies do not adequately operationalize their
service strategy
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2016

Central and global activities: Controlling, training, auditing, problem solving, etc. 

2017 2018 2019

Operative service excellence

Service strategy and reorganization

New Services 
(active marketing of service)

Roll-out Germany

Roll-out China / USA

Transfer

Project 1

Project 2

Project 3

Project 4

Project 5

Project 6

Service roadmap

Sample roadmaps with three year horizons, derived from the service strategy



STUDY: LEAN SERVICE        25       

The biggest focus of service businesses for the companies surveyed was to increase
customer retention and loyalty

However, a strategy and its implementation is only as good as 

its contents. The results of the study show that services are pri-

marily introduced to develop customer retention and loyalty. 

Through regular contact between service technicians and cus-

tomers, companies have the opportunity to better understand 

customer expectations and requirements. Services act as mar-

ket	 “sensors”.	 Yet	 half	 of	 the	 companies	 are	 not	 consistent	 in	

their approach.

Direct	feedback	through	experiences	gained	in	the	field	in	up-

stream sectors can substantially contribute towards improving 

the process structures and developing market and service-ori-

ented machines. In the long run, companies that systematically 

and	 consistently	 use	 this	 valuable	 information	 can	 offer	 total	

solutions that are superior to that of their competitors. 

For what reasons are you systematically and deliberately promoting 
services?

0 % 20 % 100 %60 % 80 %40 %

To develop customer retention
and loyalty

To support the product business

To stand out from our competitors

To better understand customer
expectations and requirements

To better understand our process and
product development through feedback

To create long-term
company growth

23 % 43 % 27 % 7 %

31 % 11 % 8 %19 % 31 %

27 % 14 %21 % 35 %

28 % 8 %22 % 41 %

29 % 10 %22 % 38 %

Totally applies Applies somewhat Does not really apply Does not apply at allMore or less applies

43 % 29 % 19 % 9 %

1 %

1 %

3 %



26     STUDY: LEAN SERVICE

To evaluate the alignment of the service strategy, it is important 

to regularly survey customers and evaluate their level of satisfac-

tion. Results acquired in this way lead to measures that actively 

increase customer satisfaction. Four out of ten companies are al-

ready doing so on a regular basis. However, almost just as many 

indicated that they did not evaluate customer satisfaction at all.

While organizations often survey customers about their machines 

and plants, they neglect to survey them about the services they 

offer.	As	a	result,	there	is	no	foundation	on	which	to	base	sustain-

able improvement in this area. 

Do you regularly survey customers and evaluate their degree of
satisfaction with respect to the services you provide and then use 
this information to implement measures?

0 % 20 % 40 % 100 %60 % 80 %

40 % 23 % 37 %

Applies Applies somewhat Does not apply

More than one third of the companies surveyed either do not or inadequately survey
customers to evaluate their level of satisfaction with respect to the services they provide
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Recommended actions

Acknowledge that service has the same value as business 

generated through new machinery, and create a company-wide 

service	culture	that	maximizes	profitability	through	integrated	

business models.

Always gear yourself towards the market and your customers 

and take into consideration their expectations and future

requirements, in order to tailor the service business accordingly.

Formulate a separate service strategy that is derived from the 

company strategy.

Prioritize objectives and measures to systematically apply service 

strategies and monitor their successful implementation.

Provide services for the purpose of retaining customers,

increasing	customer	growth	and	differentiating	yourself	from	

your competitors and establish a clear focus through your

service strategy.
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Service processes

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Service processes
Waste-free service processes make it possible to provide 

services quickly and efficiently. They reduce process step 

lead times and make it possible to respond quickly to

customer demands and machine breakdowns.

Quick reaction and problem resolution times positively 

affect customer satisfaction. Waste-free service processes 

lead to a profitable service business with high margins. 

6.2 
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Disturbance free service processes are the basis for a

dependable service business.

Orders are input on a consistent basis, planning is based

on balanced capacities.

The	key	processes	of	the	service	business	are	clearly	defined	

and documented.

Waste-free processes are designed to align
with lean principles and are identified by their high 
proportion of value added:

Services processes are continuously improved and

measured	using	defined	process	indicators.

Sequential	process	steps	are	linked	efficiently	and	allow

for	a	continuous	work	flow.

The reduction of waste in service processes creates space 

for growth through proactive service.

Key findings:

of companies focus measures on disturbance-free

service processes. 

of	companies	have	defined	objectives	and	measures

for process improvement.

of	companies	have	fully	defined	and	documented	their

service processes.

of companies use structured problem solving for

service cases.

	of	companies	differentiate	between	first	and

second level support.

14 %
65 %
91 %
31 %
46 %
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Services lacking in lean processes 

Clearly-defined	and	 lean	service	processes	 form	the	foundation	

for excellent service. Only in this way can the service strategy in 

question	 be	 operationalized	 and	 followed.	 Sixty-five	 percent	 of	

companies	 surveyed	 have	 fully	 defined	 and	 documented	 their	

service processes. Approximately one quarter has at least partially 

done so.

Efficient	service	processes	are	aligned	with	the	four	characteristics	

of	lean	processes:	disturbance-free,	flow,	rhythm	and	pull.	These	

four characteristics build upon one another. Disturbance-free 

processes make repeatable and stable work processes possible. 

0 % 20 % 40 % 100 %60 % 80 %

65 % 23 % 12 %

Applies Applies somewhat Does not apply

Are the most important service processes defined and documented 
(replacement parts process, complaints process ...)?

Individual process steps are linked; under ideal conditions, a 

continuous	workflow	makes	 it	possible	 to	process	orders	with-

out waiting times. A customer-centric rhythm leads to integrated 

order processing and therefore improves the balancing and plan-

ning of resources. To achieve this, the amount of unplanned and 

reactive service-related jobs has to be minimized. Implementing 

an informative system of indicators and control loops provides 

companies with the support they need to ensure continuous im-

provement.	Pull	in	the	area	of	service	signifies	that	the	processing	

of orders and material logistics align with demand.
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The four characteristics of lean service processes

Technician has what is needed for each job (replacement parts, kits, IT)

Structured error analysis through trouble-shooting diagrams and checklists

Clearly-defined	jobs

Defined	tasks,	competencies,	responsibilities	and	interfaces

Continuous order processing  

Job	segmentation	by	capacity	and	qualifications	

Order	intake,	service	workshop	and	field	service	are	linked	

Planning is aligned with capacity

Consistent integration of service jobs

Market-driven workshop and replacement parts planning

FIFO in order processing

Order-related material logistics

Meaningful indicators

Control loops and continuous improvement

Regular meetings 

Disturbance-free

Flow

Rhythm

Pull

1
2
3

4
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Shorten problem resolution through waste-free processes

Current process

Lead time = 5 days

Lead time = 14 days

Target process

Before:	

After:

Companies that have unclear service processes that are not 

being	 pursued	 are	 at	 a	 definitive	 competitive	 disadvantage.	

These companies have to focus on continuously improving their 

processes in accordance with the above-mentioned character-

istics.	 This	was	noted	by	a	 significant	majority:	Nine	out	of	 ten	

companies have set in place objectives and measures for process 

improvement. However, most of the companies are far from 

aligning themselves with all four characteristics. 

Added valueWaste



STUDY: LEAN SERVICE        33       

“Everything which does not
serve for the creation of value 

is waste.”  
Henry Ford

Unnecessary,

obvious waste

Necessary

waste

Adding value

Unnecessary,

hidden waste

Machine repairs and maintenance

Quick installation of replacement parts

Problem solving and consultancy services

Warrantee handling and service documentation

Stockpiling and transporting replacement parts

Travel time for service technicians

Queries and unnecessary communication due to many interfaces in the process

Lack	of	internal	agreement	and	feedback	from	the	field

Different	levels	of	information	(e.g.	with	respect	to	technical	changes)

Poor personnel and route planning

Wait times due to lack of system support

Overstocking of spare and replacement parts

Adding value

Necessary waste

Unnecessary hidden waste

Unnecessary obvious waste
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0 % 20 %10 % 30 % 50 %40 % 70 %60 %

Problem resolution time
for disruptions

Response and delivery times

On schedule

Availability of services
(e.g. replacement parts)

Lead time of service processes

Stable and disturbance-free 
service processes

For none of the above
process variables 

31 %

64 %

66 %

14 %

64 %

9 %

45 %

For which process variables have you defined objectives and
measures for improvement?

First and foremost, companies focus on the speed of their 

service processes. Also high on the priority list: Delivery perfor-

mance in terms of timeliness and availability. However, process 

stability measures are neglected. The correct thing to do would 

be	to	first	establish	disturbance-free,	 lean,	waste-free	service	

processes.  

Companies focus on the speed of service processes, but neglect process stability

By	 removing	 waste	 and	 increasing	 the	 amount	 of	 added 

value in the process, service process-related lead times would 

automatically drop. Companies that only build up capacity using 

additional employees to improve process speed and delivery 

performance are not operating in accordance with lean man-

agement principles.
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When communicating with customers regarding issues and
breakdowns, how often do you:

A key process of the service business is the processing of 

service-related issues. The process for dealing with issues 

is	 very	 complex	 in	 a	 lot	 of	 companies,	 and	 usually,	 different 

service technicians are involved. The process begins on receipt 

of an order to resolve an issue. The problems are then resolved 

in a manner of ways – on site or remotely. Paperwork is done 

when the service is complete.

The way in which the order is accepted is essential to perform 

rapid and satisfactory problem solving activities. For one third 

of the companies, telephone communication is always or often 

conducted	following	a	pre-defined	protocol.	Almost	half	of	the	

companies	 differentiate	 between	 diagnosing	 and	 processing	

customer issues – this makes it possible for the companies to 

 

0 % 20 % 60 % 100 %80 %40 %

Systematically record and analyze 
complaints?

Differentiate	between	level	1	and
level 2 support?

Follow	a	pre-defined	problem	solving	
protocol (i.e. through problem

solving diagrams)?

15 % 31 % 23 % 13 %18 %

12 % 19 % 22 % 12 %35 %

22 % 17 %28 % 31 %

Always Sometimes Rarely NeverOften

2 %

Companies focus on the speed of service processes, but neglect process stability

Two thirds of companies do not have a structured procedure to resolve problems
over the phone

deal	with	the	problem	much	more	quickly	and	efficiently.	Short-

er wait times and quick problem resolution by the right techni-

cal experts reduce equipment downtime, which leads to higher 

customer	satisfaction.	Efficient	remote	service	also	significantly	

reduces the amount of reactive service in response to equip-

ment issues and breakdowns. This enables companies to run 

a service business that is stable, consistent and especially, one 

that can be planned in advance.

In turn, continuous improvement of service processes is only 

possible with proper record keeping and analysis. Already 59 

percent of the companies surveyed are aware of this and regu-

larly analyze customer issues and complaints. 
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Level 1

Customer

Customer

Front Desk

Service technician

Technical expert 2 Replacement part order

Equipment downtime

Technical expert 3

Technical expert 1

Level 2

A	service	business	can	differentiate	between	different	support	levels.	Level	1	

support includes accepting the call, an initial screening, and diagnosing the 

customer’s problem. Issues that are not as complex can be resolved at level 

1. More complex issues for specialized technical experts, on the other hand, 

have to be transferred to level 2 support. If a service technician is required, 

information that has already been gathered is transferred directly to the re-

sponsible service technician. Some companies also have a level 3 support, 

with designated technical experts.

Level 1 and level 2 support
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Amount of remote service can still be expanded

Among	those	companies	surveyed,	two	different	approaches	to	

using	remote	services	were	identified.	On	the	one	hand,	there	

are companies who only have a minimal amount of remote 

services and therefore only resolve a small number of service 

issues remotely. For these companies, the customer hotline 

serves primarily to clarify the issue, but does not often resolve 

the customer issue.

Reactive resolution contrasts with consistent, strategic remote 

service, something one third of the companies surveyed is al-

ready doing. This allows them to resolve more than half of the 

service issues without making a service call. The problem solving 

is	quick	and	cost-effective.	In	this	field,	companies	usually	used	

advanced technologies, e.g. remote service solutions, continu-

ous condition monitoring and virtual reality. However, custom-

ers must agree to allowing remote access to their equipment. In 

this context, data protection and security must be guaranteed.

What percentage of service issues do you resolve remotely 
(e.g. through teleservices, remote services)?

  

Problems not resolved remotely

Percentage of 

Problems only resolved remotely

11 %

17 %

24 %

12 %

3 %

13 %

7 %
10 %

2 % 1 %

Minimal deployment of remote services Strategic deployment of remote services

0 %

5 %

10 %

25 %

30 %

15 %

20 %
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When there is no travel distance or time, problems can be resolved 

quickly and machine downtime is reduced.

Issues	can	be	transferred	to	the	most	qualified	service	technician	and	if	

required, other technical experts can be called in.

Direct remote access to machines and plants makes it possible to quickly 

transfer and analyze operational and diagnostic data.

Less	coordination	efforts	and	a	more	 lean	resolution	of	service	 issues	

free up the service technicians‘ capacities.

Immediate, standardized recording of customer communications and 

service	 issues	 is	 simplified,	 which	 increases	 the	 level	 of	 transparency	

when resolving issues. 

Advantages of remote service

The transition from reactive to proactive service

Capacities	 gained	 through	 effective	 remote	 service	 can	 then	

be used for proactive service calls. These include preventative 

measures, e.g. health checks, maintenance and upgrade activ-

ities, that can be carried out on a planned and regular basis, 

when there are no acute existing service issues. Currently, al-

most 90 percent of companies are still carrying out more than 

half of their service calls on a reactive basis. This results in in-

calculable capacity requirements through unnecessary service 

calls and unplanned trips, as well as an imbalanced workload 

distribution and the ensuing strain on service technicians. 
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What is the percentage of proactive service calls 
(e.g. maintenance, health checks, upgrades)?

When transitioning from unplanned reactive service calls to 

proactive service calls, it is best to adopt a step-by-step process 

in order to eliminate waste from the resolution process. A struc-

tured approach can increase the rate of remote problem solv-

ing. For example, troubleshooting diagrams or A3 reports can 

be	used.	Acquired	 capacities	 increase	 the	flexibility	of	 service	

organizations and are to be implemented gradually in order to 

develop proactive customer service.

Proactive service calls then lead to structured day-to-day oper-

ations for service technicians and lead to a high level of employ-

ee motivation. If there are no immediate time restrictions when 

resolving a problem, the level of service quality improves. Con-

tinuous maintenance reduces the risk of future machine down-

times and increases machine availability for the customer. This 

increases customer satisfaction and customer retention rates, 

which sustainably improves customer relations.

  0 %

5 %

10 %

25 %

30 %

No proactive service calls

Percentage of 

100 %	proactive	service	calls

15 %

20 %

16 %

21 %
23 %

15 %

7 %

14 %

0 %
2 %1 % 1 %

Reactive service calls Proactive service calls
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Recommended actions

Increase employee awareness of creating added value and 

waste	in	the	field	of	service.

Consistently	direct	your	activities	towards	benefitting	the

customer	by	following	the	definition	of	lean	processes.

Establish and visualize lean key processes in order to reduce 

lean times, reduce costs and free up resources for additional 

growth.

Continuously improve service processes in order to

consistently implement lean criteria.

Subdivide support into level 1 and level 2, in order to quickly 

resolve service-related issues. 

Reduce the amount of reactive service calls in favor of

proactive service calls, to increase machine availability. 

Increasingly establish quick problem resolution through

remote services. 
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Service organization

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

The service organization
An excellent service organization is based on an ideal

process and aligns itself along the value streams of the

service business. When an organization places equal

emphasis on the service field and the production of new 

machines, company-wide awareness of the service busi-

ness is increased, and opportunities for growth are more 

easily achieved. The synergistic effects and the efficient 

implementation of resources through a centrally-driven 

service organization increase the profitability of the service 

business.

6.3
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An excellent service organization meets the
following criteria:

The service organization is value stream driven and based on

the ideal service process.

The service is organized as an independent business unit and 

directly reports to top management.

The organization facilitates regular information exchange

on interfaces, particularly with production, development and 

distribution.

The service is represented on a global level. Regional service 

representatives ensure the required customer proximity and 

enable quick response and delivery time.

The service organization is centrally coordinated.

Key findings:

of companies that have organized service to be an 

independent	business	unit	achieve	a	32 %	higher	margin

in their service business.

of companies have the service department report directly

to top management.

of companies have regional service representatives

in Germany.

of companies have regional service representatives in

North America.

of companies only have a factory service center.

62 %

54 %

72 %

68 %

21 %
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Strengthen service through independence

The results of the study show the following: Many companies 

have not placed service on the same hierarchical level as de-

velopment, production and distribution. For 38 percent of 

companies, service does not report directly to the board or top 

A value stream-oriented service organization with a clear organiz-

ational	and	hierarchical	structure	and	a	service-specific	employee	

base	allows	for	more	efficient	task	allocation	and	processing.

Yes

No

From an organizational 

perspective, service reports 

directly to the board / top 

management

38 % 46 %

62 % 54 %

Average margins and growth of service business in the past
fiscal year

 0 %

5 %

10 %

25 %

30 %

35 %

Margin Growth

15 %

20 %

Service not separate Independent business unit

management. Almost half of the companies have not organized 

service as an independent business unit. These companies have 

a margin that is eight percent lower and the growth of their ser-

vice business is four percent less. 

25 %

33 %

10 %

14 %

Service is organized

as an independent

business unit

(e.g. as a profit center). 

Services	 are	 first	 segmented	 and	 each	 segment	 is	 assigned	 a	

value stream with all associated activities. The organization is 

then structured based on these value streams.
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Value stream-driven service organizations

Value stream team 1

Value stream team 2

Value stream team 3

Distribution Design Job preparation Procurement Logistics Manufacturing Assembly Shipping

If the business model is to transform successfully to that of solu-

tion provider, companies have to adapt their structure accord-

ingly and establish the hierarchical position of the service to be 

at the top. Its business function has to be separate from that 

of production and distribution and the service manager must 

also be at the top from a hierarchical standpoint. In practice, 

this	 is	often	done	through	a	profit	center.	This	makes	 it	possi-

ble to evaluate the service business based on performance, 

making	it	easier	to	manage	the	service	in	terms	of	profitability	

and achieving objectives. To avoid process disruptions, waste-

free organization of the interfaces to other business units is of 

paramount importance.

Divisions that participate in the service process
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Giving a service organization equal status

Managing director

Managing director

. . .

. . .

Production

Production

Development

Development

Distribution and 
service

Distribution Service

54 %

46 %

In addition, companies have to deal with organizing themselves 

geographically, as well with managing and coordinating the 

service	 organization.	 In	 essence,	 there	 is	 a	 differentiation 

between a centralized and a decentralized organizational 

approach. To manage their service business, smaller compa-

nies primarily use an approach that is fully centralized. The 

bigger the company, the more decentralized the management 

approach. However, directive-based decisions are made cen-

trally, regardless of company size.
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Based on a scale that ranges between centralized and
decentralized, how is your service organization managed?

0 % 10 %5 % 15 % 25 % 35 % 45 %20 % 50 %30 % 40 %

Centralized

Decentralized

Percentage of 

8 %

8 %

4 %

27 %

28 %

22 %

9 %

10 %

30 %

46 %

22 %

49 %

26 %

8 %

Entire company 500 employees and up 0 to 499 employees

2 %

Companies mostly use a centralized approach to manage their service organization
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A centralized approach to managing and controlling a service 

business	enables	a	more	efficient	use	and	better	coordination	

of	 global	 resources.	 In	 this	 way,	 an	 organization	 can	 benefit	

from	synergistic	effects	and	a	better	balance	between	service	

departments and employees that operate either above or be-

low capacity. Uniform standards and methods across countries 

also facilitate work and ensure that the company presents itself 

consistently to customers.

0 % 20 %10 % 30 % 50 %40 % 80 %70 %60 %

Europe

None (only factory service)

North America

Germany

Asia

South America

Elsewhere

61 %

72 %

21 %

33 %

68 %

30 %

62 %

In which sales regions do you have regional service representatives?

However, the central management of the organization does not 

conflict	with	 the	 regional	 service	 technicians	 and	 representa-

tives. A division of areas that is balanced and does not overlap 

also makes quick response possible, just as it does for regional 

replacement part warehouses. Service technicians with local, 

regional roots also enhance the degree to which customers 

identify with a company and make it possible to overcome lin-

guistic and cultural barriers. 
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The study shows that companies mostly have regional service 

representatives in their key sales markets. Three quarters of the 

German mechanical and plant engineering companies maintain 

regional service stations in Germany, closely followed by North 

America, Asia and Europe. At this point, South America and oth-

er sales regions play only a minor role. 

It is worth noting that 21 percent of the companies surveyed 

do not have any additional service representatives, but instead, 

rely on factory services. This can mostly be attributed to small-

er companies; with very few exceptions, larger operations have 

regional service representatives

Recommended actions

Establish service as a business unit and anchor it organization-

ally at the same hierarchical level as development, production 

and distribution.

Align your service organization with the value stream and 

avoid interfaces.

Develop the necessary interfaces to areas such as production, 

development and distribution so that they are as waste-free as 

possible.

Rely on regional service technicians in your key sales regions, 

in order to establish a regional presence and guarantee rapid 

service. 

Use a centralized management approach for your service or-

ganization,	in	order	to	avoid	inefficiencies	and	ensure	that	your	

organization presents itself consistently towards customers
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Management and leadership

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Management and leadership
The category “management and leadership” includes

employee leadership and development as well as continuous 

process improvement. Actively pursuing continuous

improvement increases efficiency within the service

organization and leads to improved service margins.

The resources that are freed up as a result and the time 

gained for strategic work on the part of service management 

form the foundation for the sustainable growth of the

service business. 

6.4
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Key findings:

of service managers are available for less than one hour

per day for strategic planning.

of service managers have less than 15 minutes per day to devote 

to employee development.

of service managers have less than 15 minutes per day to devote 

to continuous improvement.

37 %

88 %

37 %

Leadership in accordance with lean management 
principles is on-site and is characterized by the
following:

Management has time for strategic planning and promotes 

continuous service improvement.

Service management acts in accordance with mentor-mentee 

principles and has enough time to enable employees.

Short-cycle, regular communication that cascades across all 

levels and visual management ensures transparency when 

there are deviations and guarantees structured problem 

solving.

Service-relevant indicators form the foundation for a continu-

ous improvement process.
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There is hardly enough time for leadership-related 
tasks

Successful management starts with the leadership team. After 

operating the business, few have much time for strategic ac-

tivities. Only 12 percent of managers can devote one hour or 

more per day towards this. This also applies to centralized man-

agement tasks, such as developing employees and continuous 

improvement. Overall: for the most part, service management 

should be released from tasks related to business operations 

and not have to micro manage.

Please estimate the average amount of time per day that service 
management has for the following activities:

 

0 % 20 % 60 % 100 %80 %40 %

Strategic activities

Employee development

Continuous improvement

8 % 15 % 37 %37 %

7 % 18 % 37 %36 %

20 % 27 % 41 %10 %

> 2 hours 30–60 min 15–30 min < 15 min1–2 hours

2 %

2 %

3 %

Most managers have less than half an hour per day for important management activities
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Shop floor management in the service field 

Leadership happens where value is added and managers act 

as mentors for service technicians. An approach for successful 

shop	floor	management	in	the	service	field	can	be	found	in	the	

Staufen leadership model. This consists of a recurring loop with 

five	elements.	Regular	communication	that	cascades	across	all	

levels of an organization provides up-to-date indicators and an 

integrated situational overview, thereby increasing transpar-

ency and ensuring the continuous standardization of service 

processes. Active deviation and problem solving management 

promotes process stability and makes it possible to continu-

ously improve the actual processes. It is particularly important 

that	field	services	be	able	to	effectively	manage	from	a	distance	

and to promote knowledge exchange. When combined with a 

cooperative leadership culture and the active development of 

employees, this approach will result in less micromanagement 

in	the	service	field	and	free	up	management	capacities.	

Managers as
mentors

Process	confirmation Visual management and
regular communication Prioritization

Structured 
problem solving

Go & See

1 2 3 

The five elements of the Staufen leadership model



STUDY: LEAN SERVICE        53       

Asia Europe America

Operational service

Service management

Management

7.00am

8.00am

8.30am

9.00am

Recommended actions

Ensure that your service managers have enough time for 

strategic tasks and drive for continuous improvement, in order 

to	achieve	defined	targets	for	growth.

Service managers should act as mentors and have enough time 

to	help	improve	service	technician	qualifications.	Promote	active	

knowledge exchange between employees – both within the 

department	and	company-wide	–	in	order	to	benefit	from	syner-

gies and improve standards.

Introduce short-cycle regular communication that cascades 

across all levels of the organization and also introduce visual 

management	to	your	service	field,	in	order	to	make	deviations	

transparent and ensure structured problem solving.

Establish service-relevant indicators to form the foundation 

of	efficient	control	of	service	resources	and	a	basis	for	a	continu-

ous improvement process.

International service management based on a globally designed regular communication that cascades across all levels
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MANAGEMENT AND
LEADERSHIP IN

INDUSTRIAL
SERVICE  – INTERVIEW WITH  

MARCO PEDERCINI, 
CUSTOMER SERVICE 
DIRECTOR, PAMA S.P.A.

Mr. Pedercini, the service business unit is very important for 

Pama.	 Please	 describe	 briefly	 why	 the	 service	 business	 plays	

such	a	significant	role	in	Pama’s	success.

We	were	 experiencing	 a	 significant	 and	 continuous	 decline	 in	

sales due to changing customer requirements in the machine 

tool market – those machines impacted the most were the drill-

ing and milling machines. However, customer surveys showed 

there	was	potential	for	the	service	field.	In	the	end,	this	became	

the	 starting	 point	 for	 our	 current	 service	 offerings.	We	 know	

that service is the biggest leverage point for a high degree of 

customer	satisfaction	–	this	also	has	a	positive	effect	on	the	ma-

chine	manufacturing	business.	Having	a	good	service	offering	

gives us a competitive advantage.

How did you proceed to reposition your service business? 

In order to develop the service separately, we separated it from 

the sales department. The only function it was serving there 

was as a type of rebate service for the machine manufactur-

ing	business.	Today,	the	service	field	is	set	up	as	a	profit	center	

and reports directly to the CEO. This allows us to ensure that 

service has the same priority in our company as it does for cus-

tomers. The current model is aligned with company objectives 

and is therefore much better than the old organization. We now 

have	healthy	internal	competition.	But	above	all,	we	have	seen	

a marked increase in customer satisfaction when it comes to 

purchasing and application. 

How do you currently lead and direct your service technicians?

For operational service management – in other words, the re-

placement parts business, service and machine refurbishment 

–	shop	floor	management	is	our	key	instrument.	We	have	estab-

lished an organizational model with local disciplinary responsi-

bility and centralized coordination, to link the service branches 

with company headquarters.  

We have put in place clear global guidelines and communicate 

regularly	across	all	hierarchical	levels	in	the	service	field.	Shop	

floor	management	in	the	service	field	is	integrated	with	the	lean	

structure of the company, which substantially reduces the co-

ordination	efforts.	The	 IT	department,	which	still	needs	some	

improvement, provides us with additional information that is 

complementary, rather than redundant.

Which departments take part in regular communication?

Engineering, assembly and procurement. This makes it possible 

to quickly recognize and resolve common topics and problems, 

which	improves	the	final	product.	We	conduct	regular	commu-

nication sessions daily, which allows us to optimally monitor in-

itiated measures; response times are shorter.

What are some of the concrete improvements that resulted 

from this reorganization?

In	 addition	 to	 a	 decrease	 in	 coordination	 efforts,	 our	 degree	

of transparency has increased considerably, particularly in the 

operational service business. We have a much higher market 

awareness and can identify opportunities much earlier. Our an-

nual service audit shows a higher degree of customer satisfac-

tion due to improved quality. This shows a clear connection to 

the increase in revenue: 15 percent in two years. 
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Marco Pedercini, Customer Service Director, PAMA S.p.A.

Other indicators have also shown a very positive develop-

ment. On average, the delivery time for replacement parts has 

dropped by one working day.

Which indicators do you set in place to regulate your service 

business? 

We	have	different	categories	for	service	calls	and	the	replace-

ment parts business. For service calls, for example, our focus is 

on response time: We have taken it upon ourselves to respond 

to as many requests as possible within 24 hours. For every call, 

we	determine	the	difference	between	estimated	and	actual	re-

quired time, which improves our prognoses. We also track the 

amount of service-external resources used, e.g. from assembly 

or engineering. We also try to reduce the amount of distur-

bance. Furthermore, we have a category for so-called hot cases, 

for which no immediate solution was found, technicians were 

not available or materials were lacking. Of course, we want to 

cut these cases back. 

Indicators for replacement parts are similar, but the focus is 

more on the time factor – for example, the time between order 

intake and order delivery. The goal is to gradually increase the 

number of parts delivered on the same day.

In	addition,	we	of	course	also	have	financial	indicators,	such	as	

monthly revenue and margins by product.

Those are quite a few indicators. To what extent are your meas-

ures derived from these indicators?

In the past, we actually did levy many of our indicators as only 

being an end unto themselves. Today, we base our concrete 

measures on these indicators, and we focus mainly on process 

improvements and topics related to the service organization. 

Often, tool improvements can also be a good solution.

Tools and processes are one success factor; leadership is anoth-

er. In your opinion, what constitutes a good service leadership 

team?

A knowledge of the product and the relevant market are most 

definitely	 the	 foundation.	 What	 is	 most	 important,	 however,	

is to understand actual customer requirements. However, it is 

also important for a leadership team to be able to deal with un-

usual	and	unplanned	events	–	especially	in	the	field	of	service.

To recap: In your opinion, what are the factors behind good 

management	and	successful	leadership	in	the	service	field?	

Having a clear image of everyone’s vision, mission and goals. 

Having	the	proper	qualifications	and	a	good	understanding	for	

our	products	and	services.	But	also,	providing	further	develop-

ment to our employees through appropriate training. It is also 

important to anchor the service strategically within the entire 

organization and in particular, to also align with company goals.
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Products and services

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Products and services
Services and their related products define the service portfolio. 

They form the basis of the service business. Offering addi-

tional services attracts new customers and makes it possible 

to serve existing customers more comprehensively, thereby 

increasing the growth of the service business. Innovative 

services that significantly improve the reliability and produc-

tivity of machines and plants and for which customers are 

willing to pay for have a positive impact on the profitability of 

the service business. A broad product and service portfolio 

forms the cornerstone for a strategic transformation from 

product to solutions provider. Integrated solutions for customer 

problems increase customer satisfaction sustainably.

6.5
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Excellent portfolio management is geared
towards the following:

The service and service-related products are developed 

systematically, are coordinated with one another and are 

geared towards customer requirements.

A broad service portfolio that includes innovative services is 

already	being	offered	that	significantly	increase	the	reliability	

and productivity of machines and plants.

All	services	are	defined	and	documented	systematically. 

They are evaluated on a regular basis with respect to competi-

tive edge, new technologies and customer expectations.

There is an independent service sales division to build up 

long-term customer relationships, e.g. through maintenance 

contracts.

Service has a strong market presence and is supported by 

service-specific	marking	activities.

Key findings:

of companies predominantly sell service through their own service 

sales division.

of companies predominantly sell service through online

distribution channels.

of companies have a fully documented service portfolio.

of companies do not include customer expectations in the analysis 

of their service portfolio.

of	companies	offer	predictive	maintenance	solutions.

of companies at least partially support their service business 

through in-house marketing.

11 %
50 %

31 %

39 %
29 %

62 %
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Traditional services dominate the service portfolio 

0 % 20 % 40 % 100 %80 %60 %

Data-based diagnostics

Maintenance contracts

Initial setup and assembly

Consultation

Replacement and spare parts

Service and maintenance

Customer	training	and	qualification

Teleservice

Retrofitting	and	updating

Software

Rental and leasing

Web platforms /
visual online support

39 %

78 %

72 %

97 %

74 %

98 %

37 %

60 %

96 %

17 %

57 %

87 %

Which of the following services do you offer your customers?

Companies rely on traditional services. Only a few make use of innovative services

German mechanical and plant engineering companies rely most-

ly on traditional services such as replacement parts, maintenance 

and	repair	activities,	as	well	as	the	training	and	qualification	of	

customers. On the other hand, so far, only some companies use 

innovative, so-called smart services, such as predictive mainte-

nance, web platforms or visual online support. 
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Applies Applies somewhat Does not apply

Is your service portfolio completely ...

0 % 20 % 40 % 100 %60 % 80 %

39 %

29 %

31 %

48 %

50 %

57 %

13 %

21 %

12 %

... priced?

... documented?

... categorized?

In order to be able to regularly evaluate a service portfolio, it 

must	be	fully	defined	and	documented.	The	majority	of	compa-

nies surveyed documents their service portfolio at least partially. 

However, only just under one third documents all the services 

they	offer.

Portfolio analysis Portfolio development Marketing concept

Study results show that the scope of the service portfolio pos-

itively impacts the service business. A broad service portfolio 

will generate additional service revenues. In addition, it has 

been shown that innovative services in particular result in high-

er margins, as they are not subject to the same competitive 

intensity	and	offer	additional	customer	benefits.	

Optimally, companies manage their service portfolio separate-

ly. Good portfolio management includes portfolio analysis, 

portfolio development and an appropriate marketing and dis-

tribution concept. 
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How often do you evaluate your service portfolio with respect to the 
following?

 

0 % 20 % 60 % 100 %80 %40 %

New technologies

Competition	(offer,	quality,	price)

Customer expectations

29 % 25 % 16 % 30 %

28 % 25 % 18 % 29 %

18 % 24 %33 % 25 %

Annually or more often Every 3 years or less Does not get evaluatedEvery 2 years

In	order	 to	be	able	 to	offer	 the	customers	 services	more	effi-

ciently, and to attain higher service revenues, the service port-

folio must be categorized. A comprehensive price list of all 

services increases awareness for the value of the services and 

prevents the free distribution of services.

In order to increase service revenues, companies should begin 

by thinking about properly putting together their service port-

folio. This should always be driven by customer requirements 

and	the	market.	Therefore,	analyzing	your	portfolio	is	the	first	

step to success.

When evaluating a service portfolio, new technologies are those 

that are highlighted the most. About one third of the companies 

regularly evaluate their portfolio at least once per year. A few 

less evaluate their service portfolio at least once per year with 

respect to competitive edge and customer expectations. 
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What is worrying from the perspective of strategic alignment 

in	 the	 service	 field	 is	 the	 large	number	 of	 companies	 that	 do	

not carry out any kind of standardized evaluation of their ser-

vice	portfolio.	They	are	 in	considerable	danger	of	not	fulfilling	

customer requests. And without a supporting service portfolio, 

even the actual machines lose value, and customers decide to 

turn to the competition. 

The correct services are developed based on the evaluation. 

However, only a minority of the companies surveyed have a 

structured process to develop new services and service-related 

products. More than one third of companies do not have any 

kind	of	structure	set	in	place	to	develop	new	service	offerings.	

Only three out of ten companies systematically include their 

customers in service development. In this case, the companies 

are throwing away potential opportunities.

If a company has set up an appropriate service portfolio, it has 

to	 then	 market	 it	 successfully	 and	 effectively.	 The	 marketing	

concept includes distribution, setting prices and marketing the 

service appropriately.

How do you develop new services and service-related products?

0 % 20 % 100 %60 % 80 %40 %

New service-related products are
developed following a structured 

The customer is included in the
development	of	new	service	offerings

13 % 16 % 39 % 24 % 8 %

Applies completely Applies somewhat Does not really apply Does not apply at allMore or less applies

7 %16 % 27 % 21 % 29 %
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There is great potential for companies with
maintenance contracts

Most companies still deal with services on a case-by-case basis. 

Billable	maintenance	contracts	are	not	the	norm,	even	though	

three	 out	 of	 four	 companies	 indicated	 that	 they	 offer	 this 

option. In addition to companies having issues accepting these 

contracts, this is evidence of a sales strategy for service busi-

nesses	 that	 is	 not	 yet	 fully	 developed.	 Greater	 effort	 results	

because cases are dealt with on an individual basis, and also, 

there is a lack of integrated customer support, due to frequent 

services calls. A possible solution would be service contracts 

that	are	offered	in	phases	based	on	the	extent	of	service,	timely	

availability, and response time. In this way, the company could 

differentiate	between	different	types	of	service	contracts,	such	

as gold, silver and basic contracts. This way, customers can be 

dealt with individually and can be retained over the long term 

through a contract. 

 

0 % 20 % 60 % 100 %80 %40 %

Individual, by service case 
(based on time and materials)

Through long-term maintenance
and service 

For free (e.g. as a promotion
for new machines)

5 % 23 % 37 % 14 %21 %

21 % 40 % 15 %24 %

8 %27 % 63 %

Always Sometimes Rarely NeverOften

2 %

How often do you invoice for services as follows?

In	six	out	of	ten	companies,	it	is	currently	common	to	offer	ser-

vices for free, in order to stimulate machine manufacturing. In 

so	 doing,	 companies	 give	 away	 additional	 profits	 from	 what	

would otherwise be a service business that generates above 

average returns. It is therefore recommended that machine 

manufacturing and service be clearly separated. A possible 

solution can be found by creating an independent service sales 

division that consists of specially trained employees. 

The distribution channel used the most by the companies 

surveyed is the in-house service. In most cases, this service 

responds reactively to customer requests, e.g. by sending 

replacement parts as needed
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How often do you distribute and sell services as follows?

0 % 20 % 100 %60 % 80 %40 %

Through the in-house service

Through our own service sales division

Through sales (of new machines)

Through service technicians

Through retailers and
distribution partners

Online (e.g. through a
replacement parts shop)

50 % 11 % 39 %

21 % 32 % 47 %

24 %46 % 30 %

69 %11 % 20 %

12 %65 % 23 %

28 %38 % 34 %

Always or frequently Sometimes Rarely or never

Service technicians play a minor role in promoting services. 

However, because they deal directly with the customer, they are 

in the best position to assess the customer’s service needs. As 

on-site problem resolvers, they have the customer’s complete 

trust. Online distribution, e.g. through a replacement parts 

shop, currently plays a minor role. It is impersonal, but enables 

quick delivery of standard services that require little explana-

tion. The automated order processes reduce the amount of 

manual	effort,	which	provides	service	technicians	more	time	to	

resolve customer issues.

Four out of ten companies target their service through market-

ing-related activities. Considerably less have established their 

own market presence for their service business. A strong mar-

ket presence makes it easier to sell services and increases the 

value of the service business within the company. Companies 

can establish a market presence for their service business using 

their own name, slogan or a separate service logo.
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Is your service supported by a separate market presence and do you 
carry out your own marketing activities?

Recommended actions

Systematically develop service-related products and services. 

Base	your	products	and	services	on	customer	expectations;	

base your service portfolio on what competitors are doing and 

on new technologies. 

Expand	your	offerings	with	customer-specific,	innovative	

services	and	offer	a	service	package	that	is	as	comprehensive	

as	possible,	in	order	to	significantly	improve	the	reliability	and	

productivity of machines and plants.

Systematically	define	and	document	all	offered	services	and	

price	your	entire	service	offering.	This	will	give	you	a	good	start-

ing position to plan your service business. 

Reduce	the	number	of	services	offered	as	part	of	your	sales	

pitch and use an independent sales and marketing department 

to build up long-term customer relationships, e.g. through main-

tenance contracts.

Support your service through a strong market presence and 

through	service-specific	marketing	activities.

0 % 20 % 100 %60 % 80 %40 %

Marketing	activities	(flyer,	advertisment)

Market presence (name, logo, design ...)

Applies Applies somewhat Does not apply

31 % 12 % 57 %

38 %42 % 20 %

Most of the companies advertise their service
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Tools
Service tools support the various service-related activities 

and tasks. This includes IT systems and technologies to 

digitalize the service industry. An important leverage point, 

particularly for off-site service technicians, is to equip them 

with mobile devices, tools and replacement part kits. 

The use of service-related tools to make service and data 

evaluation efficient supports the implementation of lean

service processes. This positively effects the profitability 

and rate of growth of a service business. 

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Tools

6.6
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of companies that implement an independent service manage-

ment	system	have	service	business	margins	that	are	15	%	higher.

of companies equip their service technicians with mobile devices. 

The optimal support of a service business through 
the use of appropriate tools can be described as
follows:

All IT, data and software solutions for individual service-related 

activities are part of an integrated service management system.

Relevant machine data are saved in a digital machine folder and 

continuously evaluated using a diagnostic system.

Service-related information technology is tied into the compa-

ny-wide IT environment and conforms to the most up-to-date 

technological standards.

Communication with the customers is supported by 

software and administrative systems. The customer 

folder is used to record all past communications with 

the customer, as well as any incidents. 

Service-related tools support leadership processes and 

allow management to quickly make the right decisions, 

based on existing data. 

Off-site	service	technicians	are	fully	equipped	and	con-

nected with mobile devices.

Key findings:

62 %
46 %

	 Of	these,	85 %	use	their	mobile	devices	to	access

 information.

	 Of	these,	84 %	use	their	mobile	devices	to	record

 service-related activities.

	 Of	these,	71 %	use	their	mobile	devices	for	dynamic

 operational planning.
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Efficient off-site service with mobile devices

An independent service management system forms the foun-

dation	 for	 efficient	 process	 support.	 46	 percent	 of	 German	

mechanical and plant engineering companies are currently 

implementing an equivalent solution. In particular, these consist 

of special service modules within the company’s IT system or 

service-specific	developments,	which	can	access	 the	company	

software through dedicated interfaces.

However,	 the	 initial	 investment	 and	 effort	 required	 to	 switch	

over to such a system pose a hurdle for many companies. 

Instead, many companies use separate, standalone solutions 

for their various service-related tasks and/or they rely on tem-

porary solutions, e.g. Microsoft Excel.

Do you use an independent service management system?

Yes

No

54 % 46 %
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An	effective	IT	structure	is	absolutely	essential	for	upgrading	the	

service business. Service-related tools support the management 

process. They enable management to quickly make the right de-

cisions, based on data. Digital customers and folders form the 

foundation for comprehensive knowledge management and 

make it easier to work with service technicians. The evaluation of 

field	data	collected	using	intelligent	algorithms	makes	it	possible	

to simultaneously create new business models and it is also the 

prerequisite for conditions-based maintenance. Furthermore, an 

effective	IT	structure	enables	quick	customer	response	times	and	

the shortest possible resolution times if there is a disturbance.

A service management system	 is	 beneficial	 to	 the	

management of all service-related resources and prod-

ucts. The IT system consists mostly of several modules, 

to plan, document and automate service processes. 

Examples include digitally planning service technicians’ 

routes and operations, recording customer commu-

nications, networking machines and plants, as well as 

analyzing machine-related data. A clear overview of the 

most	 important	parameters	ensures	effective	and	effi-

cient process, resource and customer management.

Yes

No

38 %

62 %

Are your off-site service technicians networked via mobile devices 
(e.g. tables and mobile internet access)?
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The full potential of a service management system can only be 

reached when service technicians have the appropriate mobile 

devices, such as tablets, at their disposal. These devices are vi-

tal	to	off-site	service.	The	study	showed	that	almost	two-thirds	

of the companies surveyed equip their service technicians with 

mobile devices.

The devices are used in a variety of ways. In 85 percent of cases, 

off-site	 technicians	 use	 them	 to	 access	machine-related	 data,	

e.g. operating and wear and tear data, or service history. Almost 

How do you use your mobile networking? 
(Conditional question: Use of mobile devices = Yes)

0 % 20 % 100 %60 % 80 %40 %

To document service-related
activities on-site

So technicians can access digital 
machine-related	files	(including	operating	

data, service history, …)

For dynamic operational planning and 
to manage service technicians

Yes No

71 % 29 %

16 %

15 %

84 %

85 %

Mobile devices enable more effective and efficient off-site work and network service
technicians via a service management system

as many companies indicated that service-related activities are 

recorded on-site, electronically. Good systems solutions make it 

possible	to	invoice	service	cases	on	the	spot,	thereby	finalizing	

the service. 71 percent of companies use the devices for dynam-

ic operational planning and to manage their service technicians, 

in order to optimize travel times for unplanned service cases.

By	 providing	 a	mobile	 connection	 to	 technicians	 and	 digitally	

evaluating	the	service	call,	off-site	service	technicians	can	be	au-

tomatically provided with the appropriate spare or replacement 

part and the required tools.
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Average service business margins in the past fiscal year

 0 %

5 %

10 %

25 %

30 %

35 %

Marge

15 %

20 %

No mobile devices Use of mobile devices

24 %

33 %

The study showed that service technicians that are networked 

via	mobile	devices	work	significantly	more	effectively	and	effi-

ciently. Service margins are nine percent higher than those of 

competitors not using mobile tools. However, an excellent ser-

vice management system is a prerequisite.

The	use	of	software	and	IT	systems	off-site	ideally	supports	lean	

project execution. The work of service technicians is facilitated 

by being able to easily access information; the use of service-re-

lated tools and administrative systems can reduce the likeli-

hood of human error. Considering that machines are becoming 

increasingly complex, administrative systems ensure quick and 

error-free problem solving.

The increasing use of software and supporting IT systems can 

be	seen	across	all	companies.	However,	the	service	field	is	de-

veloping disproportionately quickly. IT solutions and new tech-

nologies are being implemented both to improve the service 

process and as a component of new customer business models. 
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Recommended actions

Integrate all IT, data and software solutions for individual ser-

vice-related activities into a holistic service management system 

that is optimally linked to the company-wide IT environment.

Analyze your service processes and verify the implementation 

of suitable IT solutions, as well as possible service-related tools, 

to enable management to quickly make the right, data-based 

decisions.

Save relevant machine-related data digitally into a machine-

specific	folder	and	evaluate	it	using	diagnostic	systems.

Support customer communications using software solutions 

and administrative systems. Record any previous communica-

tions with customers as well as any issues in a digital customer 

file,	to	improve	customer	relation	management.

Network technicians with each other and central operational 

management using mobile devices. The spare and replacement 

parts available to service technicians, as well as the appropriate 

tools,	should	be	well-defined,	to	ensure	that	service	technicians	

are adequately equipped.
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DIGITALIZING
THE SERVICE BUSINESS – 

INTERVIEW WITH
PROF. DR. HANSJÖRG 
FROMM  

Mr. Fromm, within the scope of your professorship at the Karls-

ruhe Service Research Institute, you are working on the digi-

talization	of	industrial	service.	Could	you	please	briefly	explain	

what you understand beneath that?

Digitalization has made great strides in today’s society, and ex-

tended	its	reach	into	the	service	field	quite	some	time	ago.	The	

increased networking of mobile end-user devices, products and 

plants opens a whole new world of possibility for the industrial 

service	sector.	But	first,	 intelligently	enhancing	this	field	–	and	

that is the main focus of our research – will lead to a true break-

through,	 resulting	 in	 more	 efficient	 service	 and	 new	 service	

business models. 

What trends have you noticed?

Leading	 industrial	 companies	 currently	 offer	 their	 customers	

teleservices (remote maintenance, teleconsulting) and have 

equipped their service technicians with mobile intelligent 

end-user devices. Systems that can conduct dynamic opera-

tional management of service technicians are available on the 

market. Predictive maintenance stands on the threshold: data 

analysis processes and intelligent algorithms are currently be-

ing tested and selectively implemented. 

In your opinion, what is the driving force behind increased digi-

talization and networking in the industrial service sector?

The foundation for digitalization and networking was estab-

lished through initiatives such as Industry 4.0 What was initially 

intended	to	benefit	production	then	proved	to	be	a	tremendous	

opportunity	for	the	service	field.	Cost	reduction,	increased	effi-

ciency, greater customer satisfaction and reaching a competi-

tive edge are in the forefront. 

Hansjörg Fromm studied computer science at the University of 

Erlangen - Nuremberg and in 1982, wrote his thesis on model-

ling and analyzing the performance of computer systems. Until 

2014, Professor Fromm was the Director of the Karlsruhe Ser-

vice Research Institute (KSRI) at the Karlsruhe Institute of Tech-

nology	(KIT),	where	he	leads	the	“Service	Innovation	&	Manage-

ment”	research	group.	Now	retired,	Hansjörg	Fromm	continues	

to work in the role of honorary professor at the KRSI. Dr. Fromm 

is currently occupied with the increasing digitalization in the 

service	field	and	is	conducting	research	on	service	quality	and	

productivity, as well as service analytics.
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The	survey	sent	out	as	a	part	of	the	Staufen	AG	“Lean	Service”	

study showed that to this point, only 39 percent of the compa-

nies surveyed carry out predictive maintenance, and only 17 

percent	 offer	 visual	 online	 support.	 How	would	 you	 evaluate	

these results?

I’m not even really sure whether the 39 percent of companies 

truly understand predictive maintenance as we scientists do. 

This requires sophisticated sensors for condition monitoring 

and intelligent algorithms for predictive analytics. Neither of 

these	are	available	yet	as	comprehensive	technologies.	Besides,	

issues such as data security and the business model have to be 

resolved. I see predictive maintenance as the next innovation 

wave	in	the	field	of	technical	services.

The survey shows that 62 percent of companies equip their ser-

vice technicians with mobile devices. How would you rate this 

percentage? 

This is as I would have expected. Whereby a mobile device could 

be anything, from a simple smart phone to a fully equipped de-

vice with intelligent applications such as dynamic operational 

planning or visual online support.

What	has	been	preventing	companies	from	offering	and	imple-

menting	more	Industry	4.0	solutions	in	the	service	field?

For me, Industry 4.0 is not concrete enough. Everyone has a dif-

ferent	idea	of	what	it	is.	But	even	if	you	set	aside	the	lofty	visions	

of a self-driven factory, and limit yourself to achievements such 

as sensors and connectivity, Industry 4.0 is already the corner-

stone for many innovative solutions, such as remote mainte-

nance, teleconsulting, visual online support, etc.

What opportunities do you see for new technologies like predic-

tive	maintenance	in	the	service	field?

There are experiential reports that show that predictive main-

tenance cuts costs by more than 55 percent as compared to 

preventive maintenance, and by almost 70 percent compared to 

reactive maintenance. 

Do you think that increased networking by mechanical and 

plant engineering companies will give them a competitive edge?

Through increased networking, mechanical and plant engineer-

ing companies can provide their customers with new solutions 

that	will	benefit	both	the	customer	and	the	provider.	Benefits	for	

customers including avoiding downtime, reducing maintenance 

costs, but also acquiring new knowledge by analyzing machine 

data	using	appropriate	data	mining	processes.	The	benefits	for	

providers	include	increasing	service	efficiency	and	the	proverbi-

al	“customer	connection”.	Remote	maintenance	already	makes	

it	possible	to	offer	services	that	extend	beyond	the	borders	of	

Germany, to the entire world. This is a rare example of exporting 

services from a high-wage country!

Prof. Dr. Hansjörg Fromm 
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How would you evaluate the interaction between people and 

intelligent systems? How important will service technicians be 

in the future?

Even the most intelligent algorithms will not replace people, but 

rather, will support them in their work. The value of the per-

sonal contact between the manufacturer and the client is not 

to be underestimated, particularly in the world of mechanical 

and plant engineering, whether this refers to distribution or 

service. In many cases, the service technician is in a position of 

trust, a person who provides the customer with technical know-

how that extends beyond the actual maintenance activities, and 

whose	radar	 is	fine-tuned	to	detect	customer	problems.	 Intel-

ligent systems should support the work of these people in the 

best possible way. 

What	opportunities	do	you	see	for	the	field	of	service	in	light	of	

these changes? 

Services are playing an increasingly important role in the suc-

cess of product and product-driven industries such as mechan-

ical	and	plant	engineering.	The	field	of	service,	even	though	it	

is	highly	profitable,	has	 long	been	 in	 the	shadows,	and	now	 it	

is time for it to emerge. It is time for companies to recognize 

that not only product innovations, but also service innovations 

determine	their	future	and	that	the	field	of	service	can	benefit	

as much from digitalization as, for example, development, dis-

tribution or production. 

What advice do you have for German mechanical and plant en-

gineering companies in view of the increasing digitalization of 

the service business?

The technical foundation for innovation in the industrial service 

sector has been laid. Companies now have to get at it with re-

newed vigor, and develop and modern solutions such as remote 

maintenance, teleconsulting and predictive maintenance to-

gether	with	the	appropriate	business	models,	and	offer	these	to	

their customers. At the same time, they should take advantage 

of the opportunities provided by digitalization to optimize their 

own service business.

What is your perspective on how the service business will look 

in the future?

A lot of the traditional service-related activities such as repair 

and maintenance will be automated in the future and be carried 

out without human intervention. Machines and products will 

monitor their current state or will transfer their data to a cen-

tral and secure monitoring system; they will detect signs of wear 

and tear and will predict, for example, when a part or software 

has to be replaced.

With respect to software, it will be possible to load an update re-

motely, but if a part has to be replaced, human intervention will 

be needed. However, in the best-case scenario, a part might be 

quickly created using a 3D printer and then it will be replaced by 

the on-site machine operator, who will receive visual online sup-

port from an expert located in the service center. In any case, 

the expert will be able to conduct an online diagnosis remotely. 

If a service technician is needed on-site, he will be able to use 

a mobile device for dynamic operational planning and will be 

provided	with	the	most	efficient	route.	Any	other	necessary	pre-

ventive measures in the area can also be taken care of based on 

recommendations made by the system.

By	relieving	the	technicians	of	routine	jobs,	the	service	organi-

zation can shift its focus to value added services such as tech-

nical consultation, installation support, project management, 

application support, employee training, data evaluation and 

performance comparisons.
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Replacement parts
management
Managing replacement and wearing parts includes produc-

tion, stockpiling and distribution. Most German mechanical 

and plant engineering companies generate almost half of 

their service revenue through replacement parts. Companies 

that are able to quickly deliver the right replacement parts 

have a definitive competitive advantage. A customer-orient-

ed warehouse and distribution strategy and lean replace-

ment part processes positively impact the profitability of a 

service business. High delivery performance increases

customer satisfaction and sets the foundation for further 

growth of the service business.

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Replacement parts management

6.7
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These are the characteristics of excellent
replacement part management:

Replacement part processes are address the four characteris-

tics	of	lean	processes	(see	the	chapter	“Service	Processes”).	This	

guarantees quick, on-schedule delivery of replacement parts.

A life-cycle dependent stockpiling strategy reduces inventory 

levels and also increases delivery performance.

Inventory levels of spare and replacement parts are regularly 

analyzed and adapted using indicators such as stock turnover 

rates.

The	production	of	spare	and	replacement	parts	defines

production capacities and is coordinated with manufacturing.

Key findings:

of	companies	have	a	predefined	stockpiling	strategy	for	spare	

and replacement parts. 

of	companies	have	a	predefined	distribution	strategy	for	spare	

and replacement parts.

of companies keep track of the stock turnover rates of their 

spare and replacement parts.

48 %
61 %

57 %
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Unused potential in replacement parts management

Do you have the following for spare and replacement parts?

Approximately 30 percent of companies have clear, strategic re-

placement parts management with clear stocking, pricing and 

distribution strategies. On the other hand, 70 percent of com-

panies surveyed still have some catching up to do. In particular, 

keeping track of stock turnover rates is either not done at all or 

only done partially by 43 percent of companies surveyed.

0 % 20 % 100 %60 % 80 %40 %

Defined	stockpiling	strategies

A method to keep track of stock
turnover rates

Defined	pricing	strategies

Defined	distribution	strategies

28 % 29 % 17 % 14 % 12 %

20 % 10 % 6 %28 % 36 %

30 % 17 % 5 %22 % 26 %

Applies completely Applies somewhat Does not really apply Does not apply at allMore or less applies

30 % 31 % 24 % 13 % 2 %
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Required replacement parts combo

Return

Time

Stockpiling strategies for replacement parts

Many companies do not have a standardized stockpiling strate-

gy	across	all	service	branch	offices.	This	leads	to	unnecessarily	

high inventory levels and costs, weak delivery performance and 

a	high	degree	of	effort	to	coordinate	and	control	inventory.	For	

this reason, companies should design their stockpiling strategy 

deliberately and keep track of stock turn rates for replacement 

parts,	in	order	to	be	able	to	cost-efficiently	fill	requirements	for	

sporadic replacement parts, which are often unpredictable.

Inventory levels for every spare and replacement part should be 

based on the life cycle of the machines and the plants. Changes 

that extend beyond the product life cycle have to be taken into 

consideration. Depending on the phase of the cycle, there will be 

a	bigger	supply	of	other	replacement	parts	and	different	safety	

stocks and inventory levels will be implemented. Machine man-

ufacturers have to take into consideration that current purchase 

decisions in favor of a machine or a plant depend on whether 

the manufacturer can guarantee that replacement parts will be 

available over the product’s life cycle.

Combo 1 Combo 2 Combo 3 Combo 4

Life cycle dependent stockpiling
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Recommended actions

Base	your	replacement	part	processes	on	the	four	characteris-

tics of lean processes to guarantee quick, on schedule delivery 

of replacement parts.

Implement a stockpiling strategy that is life cycle dependent and 

reduce storage costs by putting an inventory level management 

system in place that extends across all regions.

Analyze and evaluate replacement and spare parts regularly 

based on indicators such as stock turn rates, in order to reduce 

inventory levels without compromising delivery performance.

Define	fixed	capacities	for	the	production	of	spare	and	replace-

ment	parts	to	avoid	resource	conflicts	with	manufacturing.

Enable automatic ordering through an online shop to speed up 

replacement part orders, thereby freeing up service technicians’ 

capacities.

In this context, the production of replacement parts is to be co-

ordinated with manufacturing with respect to resource optimi-

zation and production capacity, in order to guarantee constant 

availability. This is a prerequisite for excellent delivery perfor-

mance and a reliable distribution strategy for high customer 

satisfaction. 

Furthermore, excellent replacement part management implies 

an excellent pricing strategy for spare and replacement parts. 

Increasing	pressure	on	prices	and	margins	in	the	service	field	

calls	 for	a	price	 review	of	all	 services	offered.	 The	 traditional	

separation between in-house and external production compo-

nents when it comes to determining a price is now increasingly 

based	on	a	differentiation	between	replacement	parts	based	on	

their complexity, value and imitability. When it comes to inter-

national service, it is also common for prices to be based on the 

competitive market, customer behavior and regional factors. 

Regular criteria-based price reviews enable additional growth 

and	form	the	foundation	for	a	positive	profit	margins	in	the	ser-

vice	business.	Having	a	fixed	value	for	the	price	of	replacement	

parts is a prerequisite that enables distribution to invoice for 

spare and replacement parts accordingly.
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Qualifications
Service is carried out in close proximity to the customer 

and the service technicians in particular are in regular 

communication with the customers on-site. Highly qualified 

service technicians have a decisive outcome on customer 

satisfaction. In addition to specialized expertise and a high 

degree of competency, social skills are particularly impor-

tant. Customer proximity and understanding customer 

requirements make it possible to increase service revenue 

through the sale of additional services.

Effect	on
growth

Effect	on
margins

Effect	on	customer
satisfaction

Qualifications

6.8
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The following characterizes excellent
qualifications:

The service is characterized by a strong culture of continuing 

education. Management commits itself to training employees, 

and experienced service technicians share their knowledge with 

young and inexperienced colleagues.

A	competency	profile	for	each	employee	is	systematically	

stored	in	a	central	qualifications	matrix	and	is	regularly 

evaluated, in order to ensure continuous further training and 

development and to reduce resource bottlenecks.

A	comprehensive	qualification	plan	for	service	employees	

includes both technical and methodological training, as well as 

topics on social continuing education.

The	contents	and	implementation	of	qualification	offerings 

are regularly evaluated and continuously adapted based on 

changing customer and technological requirements.

Key findings:

of companies neither record nor evaluate the competencies 

profile	of	their	service	technicians.

of companies provide technical training to their service

technicians at least once per year.

of	companies	do	not	offer	their	service	technicians	any	training	

with respect to business etiquette and communicating with 

customers.

of companies do not provide sales training to their service

technicians.

52 %
25 %

20 %

38 %



82     STUDY: LEAN SERVICE

Do you regularly record and evaluate the competencies of your
service technicians (e.g. using a qualification´s matrix)?

0 % 20 % 100 %60 % 80 %40 %

Applies Applies somewhat Does not apply

45 % 30 % 25 %

A qualification plan goes beyond technical
competencies

Having	a	competency	profile	on	file	for	each	service	technician	

lays	the	foundation	for	an	appropriate	qualification	plan.	How-

ever, 25 percent of companies do not have this type of informa-

tion	on	file,	and	30	percent	have	not	consistently	implemented	

measures	 such	as	 these.	 This	makes	 it	difficult	 to	 set	 in	place	

individualized further development measures and promote an 

active knowledge exchange.

To	 consistently	 evaluate	 employee	 qualifications,	 competency	

profiles	can	be	merged	into	a	qualification	matrix.	The	qualifi-

cation matrix makes it possible to visualize upcoming activities 

and	transmit	qualification	requests	for	employees.	This	makes	it	

easier for management to evaluate the service technicians’ com-

petencies	and	to	initiate	qualification	measures	appropriate	to	

each employee.
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A	successful	qualification	plan	must	cover	technical,	methodo-

logical and social competencies. However, at present, compa-

nies still emphasize purely technical topics. This means that ser-

vice technicians in every second company receive training in this 

field	at	least	once	per	year.	However,	further	education	in	meth-

odology and business etiquette is neglected. What this means 

is	that	approximately	20	percent	of	companies	do	not	offer	em-

ployees the opportunity to improve their communication skills. 

Even more frequent: companies do not provide employees with 

Qualification´s matrix

A qualification ś matrix displays the individual employee competencies at a glance

the opportunity to upgrade structured problem solving skills. 

This is a risk that is not to be underestimated, because technical 

knowledge	is	only	effective	when	it	is	used	in	a	structured	man-

ner in problem solving.

Companies wishing to sustainably upgrade their service busi-

ness should also emphasize training in distribution and sales 

techniques. Results of the study show that almost 40 percent of 

the	companies	do	not	place	any	value	on	this	in	their	qualifica-

tion plans, simply throwing this potential out the window.

Status of 

company XY:

Soft Skills

Level	of	confidence	with	customers

Ability to communicate

Competent in sales      

Languages

English

French

Chinese

Russian

Spanish

Technical expertise

Mechanical systems

Software

Hydraulic systems

...
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How often do service technicians participate in training covering 
the following topics?

 

0 % 20 % 60 % 100 %80 %40 %

Technical topics

Communication, business etiquette 
and	conflict	management

Structured problem solving

Sales training

15 % 22 % 43 % 20 %

14 %

8 %

34 %

20 %

29 %

34 %

23 %

38 %

15 %52 % 32 %

Yearly or more often Every 3 years or less We don’t keep trackEvery 2 years

1 %

The	study	results	show	a	positive	impact	of	qualification	measures	

on productivity and particularly, on the growth of the service bu-

siness.	 Based	 on	 these	 findings,	German	mechanical	 and	plant	

engineering companies should realize that their service technici-

ans	and	their	expertise	are	their	most	valuable	differentiators.	In	

every	respect,	competent	and	confident	service	technicians	have	

staying power when it comes to international competition and 

guarantee the company continuous revenue, even in the future. 

Companies provide their service technicians with technical training, but neglect training 
in methodology and soft skills
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Recommended actions

Create a strong culture of continuing education and enable the 

transfer of knowledge from experienced service technicians to 

young and inexperienced colleagues.

Systematically	create	a	competency	profile	for	each	employee	

that	is	stored	in	a	central	qualifications	matrix	and	is	regularly	

evaluated. Individually encourage employees to further their 

training	and	enable	further	qualification	measures	based	on	the	

employees’ competencies.

Define	the	contents	of	further	education	measures	based	on	their	

importance to you and take into consideration technical and me-

thodological topics, as well as soft skills training, in order to reach 

the highest degree of customer satisfaction through courteous 

and rapid problem solving.

Regularly evaluate the contents and implementation of current 

qualification	offerings	and	take	into	consideration	other	customer	

and technological requirements.
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Key points of the 
study 

7

German mechanical and plant enginee-
ring companies are currently in a state 
of transition, from only providing  
machines to providing solutions with 
new business models. The study shows 
the current situation of the branch and 
provides us with a view of future  
developments. The study identified the 
following key points.

In	the	next	five	years,	the	companies	surveyed	want	to	increase	the	percentage	

of	total	revenue	generated	by	service	businesses	from	the	current	16%	to	25%	

on average. 

Although companies see the development of the service business as absolutely 

essential, they are not able to reach their planned growth objectives. Half of the 

companies	recorded	a	growth	rate	of	less	than	10%	in	the	service	field.	

51 %	of	companies	will	be	directing	their	focus	on	improving	processing	and	

reaction speed in the years to come.
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Key points of the 
study 

Companies with a separate service strategy have on average margins that are 

6%	higher	in	their	service	business.	At	present,	45 %	of	companies	still	have	

not	defined	a	separate	strategy	for	their	service	business.

Nine out of ten companies usually use service to increase customer retention 

and customer loyalty.

Companies that organize service as a separate business unit generally have 

margins	that	are	32%	higher	and	achieve	a	growth	in	service	that	is	40%	

higher. At the time of this study, only half of the companies surveyed placed 

service at the same level as the manufacturing business. 

Two thirds of the companies surveyed do not have a structured process in 

place	to	further	develop	their	own	service	offerings.	Only	29 %	of	companies	

actively	involve	customers	in	the	development	of	new	service	offerings.	

Two thirds of companies resolve most of their service cases on site – only one 

third of companies relies on systematically using remote services.

Only	one	in	ten	companies	carry	out	more	than	50%	of	their	service	calls	

preventatively and proactively. 

Four	out	of	ten	companies	offer	new	and	innovative	services	such	as	 

predictive maintenance and interactive web platforms. These companies 

achieve	a	growth	rate	in	their	service	business	that	is	up	to	40 %	higher.

The majority of services are currently invoiced separately, by service case, 

although	74%	of	the	companies	offer	maintenance	contracts.

Six out of ten companies distribute services mostly through the sale of new 

machines, often for free and without a separate invoice.

For nine out of ten service managers, operational tasks occupy almost all of 

their time; they have less than one hour per day for strategic activities,  

employee development and continuous process improvement. 

Companies provide mostly technical training to their employees – training in 

methodology and soft skills is usually neglected. 
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Recommended  
actions to  
implement lean 
service

8

Create a company-wide service culture and create a separate 

service strategy that is based on the company strategy. Prioritize 

goals and measures to systematically operationalize the service 

strategy and monitor its successful implementation.

Increase employee awareness of value creation and waste in the 

service	field.	Consistently	base	your	service	processes	on	lean	 

process characteristics, in order to reduce lead times, cut costs 

and free up resources for additional growth. In the process, 

reduce the amount of reactive service calls in favor of proactive 

service calls and rely more on remote services.

Create a service organization that is value stream oriented. 

Establish the service as a separate business unit and anchor it 

the organization at the same hierarchical level as development, 

production and distribution.
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Recommended  
actions to  
implement lean 
service Ensure that service management has enough time for strategic 

activities and to drive continuous improvement, in order to  

reach	defined	objectives	for	growth.	Service	managers	should	

also act as mentors and should have enough time to enable their 

service technicians. 

Expand	your	service	offerings	with	innovative,	customer-specific	

services	and	offer	extensive	and	comprehensive	solutions,	in	

order to substantially improve the reliability and productivity 

of machines and plants. At the same time, reduce the use of 

services to promote the sales of new machines, and use an 

independent service sales department to build up long-term 

customer relationships, e.g. through maintenance contracts.

Systematically	create	competency	profiles	for	all	service	techni-

cians	and	save	them	centrally	as	a	qualifications	matrix;	assess	

the matrix on a regular basis. Create a culture of continuing 

education within the service business and promote employees 

individually by creating further education measures on topics 

that include technical and methodological training as well as soft 

skills training. 
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All Staufen AG studies can be found online at  

www.staufen.ag/studies

Other great things about Staufen AG: 

Our awards

Your partner on the way  
to top performance
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