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BUILDING A TEAM OF VOLUNTEERS
TO DESIGN AND LAUNCH A NEW
SERVICE

IMPROVING RELIABILITY AND
EFFICIENCY AND MAKING
OPERATING COSTS MORE
PREDICTABLE

GIVING CUSTOMERS TIME TO
FOCUS ON THEIR CORE BUSINESS
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chneider Electric is a multinational business
headquartered in France, generating €25.7bn
revenue in 2018 and employing over 137,000 people
worldwide, with a presence in over 100 countries. Its
product range covers building automation, industrial
safety and control systems, electric power
distribution and power management, electrical grid
automation and critical power and cooling for data
centres.
Its mission is to lead a digital transformation of
energy management and automation in homes,
buildings, data centres, infrastructure and industry. Its
global brand strategy, Life Is On, aims to show how
the company is helping customers around the world
to transform the way they access and consume
energy.
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n March 2019, Schneider Electric’s VP for Field Services in Australia, Howard
Bowland, set out a new and exciting vision to his team. He had joined Schneider
only nine months before, bringing with him over ten years of experience of
developing and delivering services- led business models in the IT industry. The
following year, Schneider launched its Secure Power as a Service offering to the
market during a global pandemic. This case study charts the story of this
remarkably speedy innovation journey.

THE ORIGIN OF THE SERVITIZATION JOURNEY
VP for Services Howard Bowland is responsible
for field service deliverables across its Industry,
Power Systems, Digital Power and Critical
Power and Cooling business within Australia,
New Zealand and the Pacific Islands. The
customer base is very broad, incorporating
healthcare, data centres, mining, oil and gas,
retail, buildings, education, transport and water
amongst others. Uninterruptable Power Supply
(UPS) and Critical Cooling were chosen as the
first product areas of focus for the innovation of
new advanced services.
Bowland recognised a changing landscape and
an opportunity to put Schneider ahead of the
game. His experience showed customers
increasingly wanted to buy services and
outcomes, not products, and he could see this
model being adopted increasingly in a range of
industries, including critical power and cooling.
The secular shift towards focusing on core
business deliverables, while outsourcing all
non-core business activities, is a visible trend
that required a solution.

services could generate long
term recurring revenue streams
and help to differentiate
Schneider Electric
He also knew that selling these services could
generate long term recurring revenue streams
and help to differentiate Schneider Electric

from the competition, especially in an industry
where hardware is increasingly commoditised
with new players entering the market and
undercutting pricing. He could see that in a
choice between cutting costs or delivering
greater value by better meeting customer
need, the latter was a more sustainable
business model for Schneider.
Not only this, but one of the key enablers for
such services- namely the infrastructure to
collect and analyse data from installed
products- was already in place, Schneider had
been installing this into products for several
years; it made sense to capitalise upon, and
monetise, this technology. Finally- and
crucially- the removal of the pain of product
ownership was something that customers
oricaminingservices.com
wanted and were asking increasingly for. It
was well-known in the company that for
customers, the management of electrical
power and cooling equipment was a
headache; it was far from their core business,
they didn’t have the time or expertise to
dedicate to it, and all they wanted was to
know they would have power 24/7 to allow
them to focus on their core business.
The impetus for this services initiative, then,
came from the top. As a VP in a matrix
organisation, Bowland had the freedom and
authority to pursue outcome-based services
and put the money behind getting the new
business model off the ground.

CHOOSING A SEGMENT
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Uninterruptable Power Supply (UPS) and Critical
Cooling were chosen as the first product areas of
focus for two main reasons. There was a high
level of penetration of digitally-enabled products
already in the field, with more innovations soon to
be introduced in the hardware, services and
digital monitoring solution offers. Moreover UPS
and Cooling are typically under the remit of IT
stakeholders who already consume other
outcomes in an ‘as-a-service’ manner so were
expected to be more receptive to such an
offering.

BUILDING A TEAM
Bowland first pulled together a volunteer team
of Heads of Department and subject matter
experts from across the functions in his
organisation, including finance, supply chain,
marketing, hardware and operations, as well
as consultants from the Mossrake Group who
have led servitization efforts in other
businesses. Using an agile methodology, the
team’s job was to research, develop and
deliver the new business model. Although this
was a team dedicated to the cause, these
were not newly-created roles; everyone was
working on this new initiative on top of existing
responsibilities.
As time went on, new roles were created and
external appointments made. After a few
months, a new and fully-funded role of
Consumption Services Sales Specialist was
created to lead business development for the
initiative. Other dedicated funded roles include
a Customer Success Manager whose role is to
act as the point of contact for customers and
become the expert in how the customer’s
business works, using this information to make
helps the customer consume the value from
the service, building customer loyalty in the
process.. A second role created was an
internally-facing Digital Transformation
Manager role. This person is responsible for
embedding digital across the organisation to

reduce friction in processes, make savings and
enable change. Fundamentally, they are
leading a change in the mindset of the
organisation, to get everyone to think and
work more digitally. New sales people have
been brought in from outside the organisation,
and not necessarily from an industry
background. Selling outcomes is a very
different prospect to selling products. It is
often a longer process, it requires the ability to
build a narrative around the customer’s
problems and how these can be solved, and it
requires dealing with multiple stakeholders,
often up to C-suite level. The approach was to
seek out and recruit people from diverse
career backgrounds
who would be adept at
oricaminingservices.com
building the relationships needed to sell an
outcome to decision makers. Others on the
team still participate on top of their day jobs.

NEW ROLES CREATED
Consumption Services Sales
Manager
Digital Transformation Manager
Services Salespeople

UNDERSTANDING THE CUSTOMER NEED
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The team’s first area of focus was to
understand the customer’s problems and
also their interest, experience and appetite
for adopting servitized offerings; what did
the services they already bought look like?

Their pain points in their operations were
explored as well as issues, complaints and
potential improvements relating to Schneider’s
current offering. Customers were asked about
their interest in receiving additional value with an
outcome- based services offering for UPS. The
The consultants were appointed to interview consultants also looked at data held by
existing key customers and reseller partners Schneider; issues and customer experiences
who were seen as supporters of the brand
were identified by looking at work orders
as well as internal stakeholders. They were
created by engineers, and load and capacity
asked about their current experience of
data from the data lake and work orders
buying Schneider’s products in a
highlighted common problems and evidence of
transactional model, as well as the existing
over sizing of equipment.
processes they had in place to acquire as-aservice offerings (such as software etc) and The key take away was that, as suspected, many
the stakeholders responsible for approving
customers didn’t want to own or maintain power
such types of requests.
and cooling equipment. They didn’t want to buy
a product any more, or have to maintain, update
or replace it at the end of its life. And that there
was an opportunity to build a value proposition
to meet these customers’ needs, that would
enable Schneider to win new business,
tendering for highly competitive large contracts,
either with existing or new customers, by
differentiating itself through innovative
consumption services.

oricaminingservices.com
Customers didn’t
want to buy
a product any more, or have
to maintain, update or
replace it at the end of its life.
And that there was an
opportunity to build a value
proposition to meet these
customers’ needs.

IKEY LEARNING POINTS FROM THE CUSTOMER RESEARCH
Customers want to focus on their core
business; most are not experts in
operating and maintaining
uninterruptable power supply (UPS) and
cooling assets. This is a distraction for
them.
Schneider’s customers already consume
many things as a service and are
accustomed to this model.
Many UPS and cooling assets in the
installed base are coming to end of life
and require further capital spent to
modernise them (often CAPEX is very
hard to time right or receive, so there is a
heightened risk of failure between
CAPEX requisition and actual
replacement.)
IT / electrical loads are unpredictable and
oversizing of equipment is a common
occurrence. This leads to inefficiencies
such as excessive CAPEX spend,
spending too much on servicing larger
UPS compared to what they actually need
and poor energy efficiency outcomes
when operating at low capacity
Operating costs are unpredictable and
generally increasing every year, the
customer relies on Schneider Electric or a
third party to tell them what work is
required and what that will cost – it is very
hard to forecast total lifecycle cost
Customers know that what the assets
provide is critical, but in many cases the
asset itself isn’t important to them, all they
want is the peace of mind of guaranteed
power and cooling

Uncertainty about the cost to own,
service and operate UPS and cooling
assets is a problem for customers. It
makes approval for capital expenditure
more difficult to secure and creates
problems for forecasting. Making capital
investment requests for new equipment
consumes valuable time and is a noncore business activity
It can be cumbersome to keep records
of what assets are on which sites and
when they should be maintained or
modernised; operational stakeholders
are often focused on other parts of their
business
Many of the pain points identified would
not be addressable using the existing
transactional model, so this gave further
evidence for the need to change.
However, there are some customer who
will still want to buy and own hardware;
it was important for the services and
outcomes business to be
complementaryoricaminingservices.com
to the product sales
market
It’s important to be transparent and
simple in communicating this new way
of accessing outcomes, both to potential
customers and also to internal
stakeholders, who have to be able to
understand how selling and delivering
outcomes affects their jobs

THE VALUE PROPOSTION
‘Dedicate your time, expertise and capital to your core business – let us
take care of the rest!’
where you can enjoy the outcomes of secure
This is the strapline for EcoStruxure Outcomes
for Critical Power and Cooling. It is described by power without product ownership, paying
monthly fees based on your actual usage.’
Schneider as ‘Essentially…Secure Power as a
Service (SPaaS). EcoStruxure Outcomes aims to
provide a unique lifecycle experience,

No upfront capital investment
As it is an outcome based model, you pay only for what you use with
zero capital investment

Full lifecycle management
Schneider owns, installs, maintains, monitors, operates and
decommissions the equipment with no unplanned / hidden costs. All end
of life assets are disposed of in an environmentally sustainable manner.

Agile and Variable billing
You can align costs to usage by paying for what you need as you use it.

Agile provisioning
Schneider actively monitors load trends and adapts the environment to
match demand (up or down), adding capacity without the typical
procurement cycles.

EcoStruxure connected
The IoT platform watches over the assets, and proactively advises us of
any potential failures of your equipment. It tracks changes of utilisation
rates and enables upgrading / downgrading of your secure power
oricaminingservices.com
requirements.

Environmental sustainability
Schneider retains accountability for the hardware and monitors it through
its Connected Services Hub, it can ensure it is serviced regularly and
maintained to the proper standards. This increases its usual lifespan and
reduces materials usage due to replacement of equipment. It also means
when equipment has reached its end of life the customer can be confident
the proper recycling processes are undertaken. It provides a Circular
Economy solution for these assets.

PILOTING THE SERVICE
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A pilot was run with an existing healthcare
customer who had a large fleet of assets,
some of which required immediate
replacement. The pilot customer was billed
monthly under the as-a-service model, as
opposed to paying the capital expenditure
of asset replacement. Existing processes
within Schneider Electric were assessed to
establish whether they could deliver the
pilot, with new processes created where
necessary prior to going live, and then
reviewed and refined again based upon the
improvements and discoveries uncovered
through the deliver of the pilot.

two companies approached the customer
together. D&G Solutions helped Schneider
Electric to gather the information needed to
create a proposal, and were appointed to
complete installation services on top of their
commission payment.

“We’ve spent eighteen months
developing this model as a way
to help support the businesses
that rely on us. The delivery of
our first EcoStruxure
One example of a process that had to
Outcomes – Secure Power and
change is billing. The existing ERP is great at
selling assets and dispatching them to an
Cooling as a Service for our
address, but not billing for subscription-style
customer will help us give
consumption based model where the
vendor owns all parts of service delivery,
them and other customers a
including the assets. The question of ‘Bill To’
greater sense of security. It
vs ‘Ship To’ had to be untangled so that
stock could be dispatched to the customer’s
eliminates the potential for any
site without passing ownership to the
unexpected costs and
customer. How to bill consumption
customers in the transactional based ERP is
interruptions to service that
an ongoing challenge, and getting the
can come with owning the
necessary developments prioritised through
the global system is work in progress.
oricaminingservices.com
infrastructure.
This peace of
mind is of great value to them,
THE FIRST CUSTOMER
and I believe many other
In August 2020, Schneider announced its first
customer for secure power and cooling as a
clients, particularly at a time
service, a Queensland-based aged care service
when companies are
provider with over 40 locations Australia-wide.
The service includes installation, monitoring,
navigating an uncertain
maintenance, support, end of life management
economic climate.”
and a commitment to ensuring uninterrupted
power quality for the duration of the client’s
agreement.
Schneider Electric partnered with reseller D&G
Solutions, who brought the lead to them, and the

Schneider Electric VP for Services, Howard
Bowland

SCALING UP THE AS-A-SERVICE
MODEL

LESSONS LEARNED

Having developed and successfully launched
an outcome-based services offering in a year
and a half, attention now turns to scaling up.
The team is in conversation with several other
business units about servitizing more of the
company’s product portfolio. This can present
challenges in adapting the approach to work
with different hardware business teams with
varying Go to Market, procurement and supply
chain alignment strategies, as well as
presenting the need to adapt the service
model for different technologies.

Schneider Electric is a globally matrixed
organisation, which can make collaboration
between businesses easier. Existing
processes and politics may, in some cases,
create issues when attempting to introduce
profound changes - especially for groups of
people who have not been involved in the
project.. Finding a champion for the cause in
each of the associated working groups is
vital to ensuring continued alignment and
priority with the mission at hand.
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In the longer term, there is an opportunity for
the company to develop products and
technology that are designed with
servitization in mind. This will make the
proposition even more compelling.
The change required in the sales organisation
is large and profound and should not be
underestimated. The delivery capability
required is less challenging to put in place
than the transformation of the sales force will
be. The type of sales people, the nature of
their relationships with the customer, the
stakeholders inside the customer and their
ability to provide a compelling narrative that
resonates with the customer are all areas that
need significant development.
As the business scales the current small
innovation team will likely converge with the
greater service business as more customers
opt for a managed outcome rather than a
transactional model of ownership. The shift to
as-a-service models is occurring in other
geographical regions and it is likely this
approach will be adopted more broadly.

Time needs to be invested in influencing
and persuading people who are not directly
involved so that they can see the benefits.
These people can be risk averse and will
change when they see success in others.
The adoption curve should always be back
of mind when attempting to position
anything new in front of internal
stakeholders or customers, especially for
offers like EcoStruxure Outcomes that are
first to market. The position of key
stakeholders on that the adoption curve
should shape the actions and outcomes you
are looking to receive from them.
Finally, the imperative to servitize is strong,
and pressing. On reflection, the team felt
they could have started the initiative even
earlier. The market for servitization of
products is here already and business
owners are looking for more innovative
ways to access outcome-based services.
The offer and sales capability would have
had time to mature, and may have been
extended to other technologies had the
project started earlier.
For more information on Schneider Electric’s
EcoStruxure Outcomes offer, view their web
page www.se.com/au/outcomes
The Advanced Services Group,
Aston Business School
advancedservicesgroup.co.uk

