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B2P (Business-to-Professionals) is the new B2B. Consumerization 
in the B2B buying journey is not a trend that stops in the 
manufacturing industry. CEOs, Sales Executives and CIOs in this 
industry need to take this trend seriously to succeed in 
increasingly competitive business environments. Global markets 
put additional pressure on costs and profit margins.

As challenging as the situation is for Manufacturers, there are 
plenty of opportunities arising from moving to service-based 
business models, strengthening the after-market business and 
succeeding in operational excellence. All with the ultimate goal to 
become more agile and increase competitiveness. 

In this whitepaper, we will analyze those trends and opportunities 
and discuss how sales digitalization and IT system, such as CRM, 
CPQ, Q2C and E-Commerce approaches can support continuous 
growth, business model expansion and margin optimization.

Key Take-Aways:
Growth potential in Manufacturing Industries:

• Innovation: Bringing innovation to customers is a competitive 
differentiator in manufacturing. Sales Digitalization speeds up 
this process. There are differences between go-to-market, 
product, business model and co-innovation approaches, but 
overall the different innovation models guarantee to stay ahead of 
competition.

•  Enhanced product discovery: Digital sales, consumption and 
product offerings are crucial to withstand the competitive 
pressure in machinery and directly affect top and bottom line.

• Operational excellence: Companies with top values in 
operational excellence achieve an EBIT margin of 7 percent and 
sales growth of 10 percent p.a.

• After-sales: Easy to consume after-sales services can greatly 
reduce churn and promise additional growth and a competitive 
advantage.

• Standardization and Modularization: The implementation of 
a standardization and modularization strategy can reduce lead 
times by more than 70 percent and lower costs by more than
35 percent.

• Internationalization: Together with an agile, digital approach to 
adapting the offering to local market demands, internationaliza- 

 tion can drive higher growth compared to other market expansion  
 strategies.

Against the backdrop of rising global competition, commoditiza-
tion, and the accompanying price pressure, sales digitalization is a 
no-regret move for manufacturers.
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Challenges and 
Opportunities of 
Industrial Machines 
Industries

Digitalization promises huge benefits to gain additional market 
share and increase profits. Figure 1 shows the focus areas of the 
Machine Manufacturing industry (cf. [2]). Digital solutions are 
available and have been successfully put into practice to improve 
the ten key value drivers in operations, which are segmented as 
internally and externally focused drivers. The industry is currently 
focused on external value drivers, which help to differentiate a 
company’s product offering versus its competitors’ offerings, and 
which are more visible to others. The most commonly used levers 
are “customization” and “sales.” Two-thirds of the equipment and 
machine system providers have already implemented customization 
drivers, reflecting their high importance. In this chapter, we will 
walk through value drivers and opportunities of the machinery 
industry and relate them to digitalization challenges.

We will start with summarizing the key challenges and 
opportunities by evaluating a report [1] of McKinsey and VDMA – 
the German Mechanical Engineering Industry Association.
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Figure 1: Focus of Digitalization Strategies of European Machine Manufacturers [2]
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Table 1: Opportunities and IT Challenges
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We will relate them to various sales digitalization opportunities 
from further reports [3], [4]. The challenges, opportunities and 
strategies hold true for most regions of the world including US and 
China. The opportunities and IT challenges of the reports [1], [3] and 
[4] are summarized in Table 1. 

Industrial machinery companies face exciting chances to innovate 
and grow. Our experience in working with manufacturing 
businesses has helped to identify where the main source of value 
is. A digital strategy is the core to overcome the challenges that go 
hand-in-hand with those opportunities. In the following we will 
go deeper into those opportunities and analyze key drivers and 
digital assets to embark on continuous growth and bottom line 
optimization in the different areas.

Innovation as Criterion for Competitiveness
Innovation in manufacturing is two-fold: driven from customer 
side and driven from a product innovation point of view. Both have 
different challenges.

Co-innovation can reach from slight product adjustments in more 
standardized industry verticals, beyond configure-to-order, to very 
specialized machinery, e.g. for automotive or mining equipment, 
which is more engineer-to-order. It can even extend to new 
business models and go-to-market approaches, such as service-
based consumption.

Go-to-Market for Product Innovation
While digital product and service offerings are key to succeed in the 
machinery industry, hardware innovation remains a key pillar of 
any innovation agenda. According to a recent manufacturing report 
[5], one of the key challenges in product innovation is to bring those 
innovations to market. Our experience shows that preparing IT 
systems and the entire sales force for new products and features 
can take between three months to one year – depending on the 
complexity of the product and maturity of the organization. This 
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extended time frame is valid even after the product innovation is 
generally available for purchase.

Becoming more agile in making product innovation accessible to 
the customer is key in a digitalized world. Technical platforms that 
allow the business (rather than IT) to manage product content can 
play an important part in becoming an innovation leader.

Customer Co-Innovation and Engineer-to-Order
In many B2B industries, co-developing products with a customer 
or distribution partner is common and a fundamental source of 
innovation [4]. Especially in capital intensive target industries, such 
as Automotive or Mining joint innovation is more practice than 
exception.

Joint innovation with customers and partners is also often a critical 
buying journey but tends to operate in a governance vacuum [1]. 
A collaboration platform is a crucial IT capability to keep track 
of discussions and agreements, as well as cost estimates and price 
agreements. Maximum benefits can be expected when integrated 
with operational back-end systems like SAP.

Those market trends cause a shift in value concentration to digital 
technology. Machine manufacturers need to accept the challenge 
and comprehend digitalization as a matter of “how,” not “if.” Still, 
only a few machinery and plant manufacturing companies have 
fully realized and accepted the digital challenge and are proactively 
trying to steer the future development of their organization in this 
direction. Digital sales, consumption and product offerings are vital 
to stay ahead of the innovation pressure in machinery. 

Enhancing Product Discovery and Customer 
Decision Journey 
Business-to-Business buyers are increasingly demanding a better 
experience. In recent McKinsey surveys [3] and [4] of 1,000 B2B 
decision makers, lack of speed in interactions with their suppliers 
emerged as the number-one pain point, mentioned twice as often as 
the actual price. Digital solutions loom large in executives’ thinking 
as the key to make routine tasks more efficient and therewith tackle 
the customer experience problems. Indeed, B2B is far behind B2C 
with respect to digitalization as shown in Figure 4.

Business Model Innovation 
Machinery companies must radically rethink their strategies to 
evolve traditional products, as well as to develop new products, 
services, and business models. A report [3] states that “Process and 
business model innovations are just as important (…) as product 
innovations.”

Machinery hardware is becoming more and more a commodity. In 
certain parts of machine manufacturing it is substituting specialist 
knowledge with software. This does not only apply to the products 
themselves, but also to the sales and especially usage of the product. 
Software and services, which promise higher margins, are becoming 
an essential part of the product offering and require new, easy to 
consume digital platforms. Also, sales representatives need ways to 
easily sell those new services together with the traditional portfolio. 
Even machinery-as-a service is becoming a viable business model. 
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Figure 3: Industrial machinery business models are shifting to digital [5]

Figure 2: Biggest Innovation Challenges according to [5]
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Figure 4: B2B Sales Digitalization lacks far behind [4]

Figure 5: ROI of investing into digital product discovery and customer journey improvements [3]

However, B2C commerce models and systems do not easily adapt to 
B2B, especially manufacturing industries, simply because:

• Relationships often go deeper in B2B, which requires 
more CRM style data, also in e-commerce like channels

• Longer, more complex B2B journeys involve more individuals 
and/or teams

• Customization is more widespread in B2B
• The stakes are usually higher in B2B deals

Still, Sales Digitalization in B2B promises to directly affect top and 
bottom line as shown in Figure 5.
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For industrial machine manufacturers, a modern Configure-Price-
Quote system to automate the critical part of the sales process and 
streamline all tasks involved within one system can be the answer 
to many challenges. A CPQ solution provides all sales relevant data 
and routes successful quotes all the way to ERP systems, such as 
SAP ERP, whilst providing deep integration into front and back-end 
systems. 

To transform B2B journeys, a range of defined digital and human 
interventions are indispensable to earn the investment into digital 
as shown in Table 2.

Operational Excellence 
Operational excellence is and has always been a main driver to 
profit optimization. While the back-office is the central place to 
optimize operations, exposing to mechanisms to the front-office 
and leveraging data from front-line processes is one of the pivotal 
techniques to succeed in this area.

This goes far beyond implementing IT tools and increasing the level 
of automation. Next-level administration means using advanced 
analytics to not only increase efficiency, but also improve and 
speed up management decisions. Depending on cost and revenue 
structures the benefits can vary. According to [1], “Companies with 
top values in operational excellence achieve an EBIT margin of
7 percent p.a. and sales growth of 10 percent p.a. Companies with a 
need for operational improvement, however, only achieve an EBIT 
margin of approximately 5 percent and likewise sales growth of
5 percent p.a.”

The authors of a report [1] used three KPIs when measuring 
operational excellence:

1. Delivery reliability, 
2. And number of customer complaints - indicator for process and 

product quality -, 
3. The Selling, General and Administrative Expenses (SG&A) 

cost ratio - indicator for efficiency of indirect areas influencing 
operational excellence. 

The highest profitability was measured for companies with a 
delivery reliability of over 80 percent and less than 2 percent 
customer complaints with respect to the total number of delivered 
products. This accounts to 2 percentage points higher than for 
companies with a need for operational improvement. The highest 
profitability – with an EBIT margin of up to 1.5 percentage points 
higher – was seen with an SG&A cost ratio of 10 to 15 percent of 
revenue. In contrast, companies that focus on cost savings i.e. with 
an SG&A cost ratio of less than 10 percent of revenue show the 
lowest profitability.

Figure 6: Key indicators for operational excellence - SG&A cost ratio and 
customer complaints vs. profitability cf. [1]

www.inmindcloud.com | 07

Table 2: Range of digital and human interventions to succeed in B2B digital user journeys
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An end-to-end process digitalization is particularly important 
when it comes to offering customer-specific solutions. Whereas 
operationally excellent component providers are 1 percentage point 
more profitable, solution providers with operational excellence 
achieve well over 2 percentage points higher margins. 

After-Sales Growth Potential 
With a revenue share of 15 percent, the after-sales business plays 
only a minor role in Europe’s mechanical engineering compared 
to other industries today. It is seldom used as a separate business 
model. According to the report [1], only Textile Machinery and 
Food Processing and Packaging Machinery seemed to have 
mastered after-sales business models so far, and therefore operate 
higher margins in this area. Meanwhile for instance Robotics and 
Automation companies, that are high margin businesses on the 
hardware side, are operating in after-sales up to 4 percent below the 
margins of the core business (see Figure 7).

The opportunity lies in professionalizing the after-sales/service 
segment by maintaining a separate after-sales business unit. 
Medium-sized businesses in particular can increase revenue 
and profitability in this way. A close coordination between the 
product sales and after-sales is crucial. Ideally, an after-sales service 
agreement should be offered automatically with each hardware sale. 
A common digital sales platform for both, hardware sales and after-
sales, is a winning element to succeed in operational excellence. 
Spare parts and consumables business together with the right 
service packages promise additional growth and a competitive 
advantage.
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Figure 7: Profitability difference of after-sales services compared to hardware business [1]
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Standardization and Modularization
Mass Customization - the ability to modify a mass-produced design 
to meet requirements of a specific subsegment of customers or an 
individual customer; achieved through flexible and data-driven 
development and production processes - is not only an Industry 4.0 
buzz word. Operational efficiency and flexibility for mass
customization remain key requirements to succeed in Machinery.
One of main drivers for digitalization according to a report [2]. The
core of any standardization and modularization strategy is a less 
complex portfolio with lower variance and cost levels, while retaining 
the breadth and individuality of the offer. The number of identical 
components and parts is increased, modularization is applied across 
the entire value chain, and standard packages are developed with 
individually priced variants. 

Standardization and modularization should not preclude customized, 
engineer-to-order style offerings. The sales and production process 
should explicitly support individualized offerings. This means 
benefits can be achieved even in low-volume mechanical engineering 
– even or especially when demand for customized system solutions 
increases. 

According to a report [1] the implementation of a standardization 
and modularization strategy can reduce lead times by more than 
70 percent and lower costs by more than 35 percent. Material costs 
alone can be reduced by 6 to 7 percent. Reduced assembly times, 
lower stock of incomplete products, and shorter development times 
are further positive effects of this strategy. Forecasting capabilities 
can further improve bottom line costs. If Sales and Production go 
hand in hand, pipeline gaps can be avoided and reduce under- or 
over-utilization of the production assets.

Figure 8: Best practices of a standardization and modularization strategy [1]

Report [1] provides a suitable summary of best practices when 
implementing a standardization and modularization strategy –
see Figure 8.

From a digitalization perspective, a company’s ERP is the central 
system to support a standardization and modularization strategy, 
especially when it comes to production scheduling, supply chain 
management, logistics and billing.

SAP Variant Configuration (SAP LO-VC) for instance is a common 
and very successful technology to put a standardization and 
modularization strategy into practice. It is very well suited to run 
all post-sales processes from sales order to production, fulfilment 
and invoicing. For front-end processes and engineer-to-order use 
cases, specialized Configure-Price-Quote (CPQ) solutions for 
manufacturing should be leveraged [9]. This does not only empower 
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a company’s sales force to work more efficiently, but also allows 
to remove barriers to potential customers. In case the solution 
is deployed to a company’s website, it enables e-commerce like 
product discovery.

Internationalization as Growth Driver
One of the major opportunities in Machinery is to grow beyond 
your established markets and internationalize the business, either 
via regional partners or agents or by expanding the direct sales 
force into new regions. According to a report [1] internationalization 
of existing business sectors has a greater effect on growth than 
diversification of the portfolio.

In general, market expansions always follow three steps:
1.  Establishing an export business
2.  Ramp-up local resellers or sales representatives
3.  Open sales and service offices and scale local sales force
4.  Local assembly shops, to improve customer proximity and avoid 

tariff trade barriers 
5.  Establish a local production to improve product availability
6.  Set-up local R&D capabilities to adjust product to local market 

requirements

Especially step 1. to 3. tend to be challenging for companies. Not 
only does a company need to understand how to best penetrate a 
market, it must also transport it’s messaging and product knowledge 
to rather disconnected people on the ground. Digitalization in 
sales and services is a great tool to ease the initial knowledge 
ramp-up in foreign markets, especially when it comes to scaling a 
partner’s business or the own sales force. Together with an agile, 
digital approach to adapting the offering to local market demands, 
internationalization can drive growth which promises higher return 
than other market expansion strategies.
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Sales Digitalization 
– The End-to-End
CRM and CPQ
Process
 

Sales Digitalization in the Machinery industry resembles elements 
common in Customer Relation Management (CRM), Configure-
Price-Quote (CPQ) and omni channel commerce. Figure 9 
summarizes above challenges and opportunities and highlights 
fields that can be influenced by a company’s strategy. Sales 
Digitalization is one vital element that can drive or support the 
different growth strategies. 

A corner stone of Sales Digitalization is a clear definition of an end-
to-end sales process without any non-digital break. In this chapter, 
we will describe such process and also highlight primary success 
criteria to succeed in building a digital customer journey. 

Key Elements of Successful Digital Sales 
Transformation
Customer journeys are in the center of any Sales Digitalization 
Program. To implement a digital sales platform, one needs to 
understand and transform the fundamental customer journeys. To 
do so, there are three steps to succeed (shown in Figure 10):

1. Lead and design program
2. Transform and digitize customer journeys
3. Drive and sustain front-line change

Figure 9: Opportunities and Areas of Action [1]
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Figure 10: Elements Successful Sales Digitalization Programs [3]

Next to the actual implementation of a digital buying journey, 
leadership action is required to set a clear vision. Depending on 
a company’s go-to-market channels and maturity, priorities may 
vary. Those priorities are the major element to build a digital sales 
road map which is the driving force in analyzing and transforming 
the different journeys. To succeed in the digital journey another 
supporting force is required to drive and sustain the front-line 
change. Clear KPIs need to be set and measured to build up digital 
capabilities.

The Six Customer Journeys That Matter Most
As mentioned above, depending on the business and legacy 
different journeys might arise. In general, for Industrial Machinery 
with direct sales there are six key customer journeys that truly 
matter:

1. Support product-to-need matchmaking. It is often difficult for 
B2B customers to identify the right product or service for a certain 
need. Needs can be complicated in Industrial Machinery. Guided 
selling and product or solution configuration which is directly 
accessible from a company’s website can ease this customer journey 
tremendously. Simplifying the consumption of product catalogues 
and options based on need and application areas pull down buying 
barriers – connecting back-end product knowledge directly with 
marketing channels. Companies offering self-service product 
discovery tools, with an integrated lead capture/inquiry process 
usually see a substantial up-tick in orders and increased market 
share.

2. Decision making support. Buyers often struggle to compare 
suppliers in a timely manner across multiple criteria. Transparency 
and integrated collaboration are of utmost importance in this 
journey. Essential parts are accurate pricing and delivery times. 
And often pricing is not straight forward for companies operating 
globally with multiple sales channels. A process around special 
requests is another necessity, which often includes back-office 
personal to be integrated in an efficient and concise process to 
assess feasibility and costs. Suppliers that differentiate based on 
performance or that package required information tailored to 
the precise stage in the buyer’s purchasing journey, can create 
significant value by helping buyers make a faster and more 
informed choice.

3. Collaboration in product co-innovation. Innovation-heavy 
industries or industries with very custom needs often co-create 
products, but many sales managers and R&D leaders complain how 
difficult it is to keep projects efficient and on track, as they tend to 
operate in a governance vacuum. A digital collaboration platform 
where the supplier can manage different artefacts like development 
and material costs as well as provide technical specification to the 
customer, can ease product co-innovation, structure processes and 
make them auditible.

4. Dealing with unexpected events. Coping with purchase-related 
problems such as spare-part deliveries or equipment breakdowns, is 
a make-or-break situation. This is the moment when the customer 
is most vulnerable. Quick access to information on required 
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spare parts, their availability, delivery schedule and maintenance 
services are critical digital assets for Machinery customers. These 
are affecting their day-to-day operations and their own business 
success. 

5. Using the product and getting service. Receiving (planned) 
maintenance also is a make-or-break journey, especially for 
customers of machinery and other capital goods. Easy to consume 
after-sales services can greatly reduce churn for long running 
contracts and greatly improve customer satisfaction as this service 
ensures that the equipment is operational. The end game for this 
customer journey is the enablement of predictive maintenance. 
However, providing a customer with a portal to view service 
contracts and schedules, as well as to enable him to order additional 
maintenance can already have huge positive impact on the 
customer relation. 

6. Reordering products and consumables. Efficient and error-free 
reordering is a major concern for customers sourcing raw materials 
or components. This spans across all product categories, but most 
importantly consumables; for instance cooling liquids or milling 
wheels for milling machines.

Customer Journey Assessment
Selecting the right customer journey and the right platform is 
key for successfully implementing sales digitalization, as it can be 
seen in the guiding principles in Figure 11. The central element 
is customer value and its buying journeys, augmented by change 
management, and business, as well as satisfaction KPIs.

Figure 11: The ideal customer-experience measurement system puts journeys at the center [7]

How much companies should invest in digitization of individual 
journeys varies significantly, but some general patterns emerge. 
Companies with standardized products and a fragmented customer 
base will want to invest more heavily in the customer journeys of 
identifying needed products and services, making initial purchases, 
and reordering to benefit from efficiencies. 

In contrast, companies selling more customized products to a 
smaller set of customers often put a higher priority on the journeys 
of co-innovation or customizing. B2B journeys often grow complex 
because they must accommodate the special needs of small 
percentages of the client base. Such relationships require specific 
tailoring, extra services, or additional checks. Splitting the journey 
into standard and specialty tracks can minimize complexity for 
a majority of clients, resulting in easier journeys for clients and 
significantly lower costs. 

The customer-experience challenge for B2B companies is growing. 
B2B players share with B2C companies the need to build strategies 
around the core of understanding customer journeys. But the 
complexity of B2B relationships make digital transformation efforts 
unique. Carefully parsing those complex customer relationships, 
striking the right balance of human and digital interactions, and 
maintaining an agile approach to navigating intricate customer 
networks will be among the keys to success.

An Example End-to-End Buying Journey
Let’s explore a concrete example of a Lead-to-Cash process for 
direct sales. The journey has elements of standard Customer-
Relationship Management (CRM) and Configure-Price-Quote 
(CPQ).
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Figure 12: Sales process before end-to end digitalization [8]

In Figure 12, we show an example of a largely disconnected 
direct sales process with a number of manual or disconnected 
process steps. Two core systems are depicted: CRM and ERP – 
both carrying essential information for the user journey: CRM 
on the customer engagement side, and ERP for the product and 
manufacturing data. 

In Manufacturing in general, CRM systems are often limited 
to account and contact management, as well as Activity and 
Opportunity Tracking. The simple reason being that it tends to be 
difficult to find the right platform that can bring all relevant product 
data from the back-end to the front-end. Thus, many silo and 
shadow IT solutions might be used and hand-overs are needed – 
breaking the digital flow and making the overall process error prone 
and slow. In addition, a lot of relevant information for the buyer is 
hidden. Any change will trigger the whole process chain without 
the ability to provide self-service tools for the customer.

The main challenge in such settings is to bring the right data to the 
right systems and connect the dots to form a fully digital connected 
journey. Figure 13 depicts the full flow. One of the key changes 
compared to Figure 12 is the connect for last stages of a journey: the 
beginning of a new buying process. 
 
But let’s start with the beginning – Account, Contact and 
Opportunity Management need to be connected to the Quotation 
Process and back-end system [11]. The core artefact in the 
quotation process is product information required during Solution 
Configuration. To begin with the base machine data: machines 
usually consist of some basic internal components, features one can 
buy in addition, and components that you sell separately, and which 
are assembled outside. All off these factors depend on each other.

Figure 13: End-to-end digitalized direct buying journey [8]
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Using techniques like SAP Variant Configuration for the base 
machine really help in simplifying back-end processes and bring the 
dependency information to the front-end. Popular, fixed product 
variants which are easily produced to stock can boost delivery times 
and largely simplify the Configure-to-Order (CTO) process. Those 
pre-set variants should be oriented by customer application areas to 
simplify the need-to-product matchmaking.

Knowledge about recommended features, additional components 
and other cross- and up-sell opportunities can further guide 
through the process. Having the customer journey in mind, one 
guiding principle is that the sales system ‘speaks’ the customer 
language and focuses on machine requirements, not your machine 
configuration. 

More complex processes exist when offering complete solutions, 
such as a complete production line. Guiding a user through the 
machine selection, by means of his production requirements, makes 
it extremely easy for him to understand the end-to-end offering.
Including the customer in the digital journey by adding 
collaboration features, helps to avoid ambiguities and 
misunderstandings. This is especially important for special requests 
or Engineer-to-Order (ETO), where a back-end process for cost 
calculation is required. 

Last, to master operational efficiency, the quote should convert to 
an ERP Sales Order without breaking the digital flow.

After fulfillment and billing, the After-Sales process begins 
with consumables and spare parts. In some verticals machine 
consumables account to already more than 20% of the total revenue 
and an even bigger share of the profits. What a customer is looking 
for, are repeated consumable orders for his install base (not all), 
for the committed price or at a certain discount level. Additionally, 
he should better be able to see delivery times, as consumables are 
critical for the customer’s operation. Same applies for spare parts, 
but in addition a system needs to know the exact version of the 
machine to ensure that the spare parts fit.
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Improve Back-End Processes with SAP Variant 
Configuration
While not being a necessity for front-end sales digitalization, 
SAP users might find SAP Variant Configuration (SAP LO-VC) 
an important tool to excel in operational excellence of back-end 
processes. It helps to automate and simplify back-end processes like 
Engineering, Procurement, Manufacturing and Billing performance 
and enables your business process to handle highly individualized 
products in Sales, Procurement and Manufacturing. 

While there are many benefits such as improved production order 
scheduling, cost calculation or invoice generation, let’s highlight the 
advantages in Procurement here.

Key Process Steps Covered by Procurement of Materials with 
Variant Configuration
• Identify and create a purchase order for required configurable   
 material for the supplier
• Post goods receipt and invoice for payment to supplier
• Process delivery and billing to customer

Benefits of Procurement of Materials with Variant Configuration
• Improve your company’s manufacturing and procurement   
 performance with integrated Variant Configuration covering   
 single-level as well as multi-level configurable materials 
• Enable your business processes to handle highly individualized  
 products in manufacturing and Procurement
• Use dependencies to prevent combinations of options that are not  
 allowed and can be used to select exactly the right components
• Set pricing according to the configuration

Figure 14 shows the overall process of Make-To-Order / Configure-
To-Order scenarios with SAP LO-VC from Sales Order creation to 
Billing according to [12].
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Figure 14: Make-to-Order Production with SAP Variant Configuration [12]
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Sales Digitalization 
Case Study
 

To demonstrate that sales digitalization and above-mentioned 
opportunities also hold true for mid-size machine manufacturers, 
we would like to introduce one of our case studies. Satisloh, 
headquartered in Switzerland, is manufacturing configurable 
machines for the ophthalmic and precision optics industry on a 
global market. It has 950 employees and operates 800 Million Euro 
revenue.

Case Study: Strategy and Challenge
Satisloh’s main strategic goal with Sales Digitalization became to 
unify all their quoting to provide accurate prices, correct Terms 
& Conditions and error-free approval processes for national 
and international sales teams: namely to digitalize and globalize 
Satisloh’s sales organization.

Following user journeys where key:
1. Buyer decision support in providing all product information and  
 pricing structure in an easy to consume fashion 
2. Support product-to-need matchmaking via introducing global  
 and localized machine and option selection rules
3. Reordering products and consumables in an easy and repeatable  
 fashion

On the growth opportunity side, the following growth potential 
should be tapped on:
-> Bring innovation faster to market
-> Master operational excellence
-> Standardization and Modularization
-> Grow after-sales, especially consumables and spare part business

During the analyses of the user journeys, main drawbacks with 
their current way of operations where identified. Those were:
• Heterogeneous, partially manual practices across regions   
 leading to extended cycle-times, inaccurate prices, non-  
 producible product machine configurations, sub-optimal product  
 combinations and wrong business terms 

• Manual order processing leading to delays and missed   
 opportunities especially in the spare parts and consumables   
 business

• Largely manually composed business forecasts leading to   
 inefficiencies and missed opportunities to fill pipeline gaps and  
 optimize manufacturing utilization

• Speed to bring innovation such as new features to sales force and  
 market

• Limited capability to forecast demand with impact on lead times  
 during order processing and fulfillment 
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Case Study: A Winning Digital Sales Process
One of the key benefits that Satisloh achieved with Sales 
Digitalization was to accelerate speed-to-market for new products 
and features and to produce manufacturing-ready offers with 
accurate costs and prices in a very short time. Operating in a global 
and competitive market for Satisloh, the digitalization of their sales 
was of utmost strategic interest. “Every deal means everything to 
both, us and our competitors, so every deal is extremely important. 
Sales Digitalization allows us to keep our fingers on the pulse and 
loose as little as possible in this race.”

In addition to shorter sales cycles and a rise in sales efficiency, 
Satisloh was able to increase bottom as well as top line profitability:
“Within the first year of sales operations after implementation of an 
end-to-end CRM solution, we experienced a 3-5% growth. Overall 
deal closure rates improved, and the solution helped us to focus on the 
most important opportunities, as well as to execute these sales deals 
flawlessly,” Will Daniels summarizes the financial impact of the 
sales digitalization measures.

With the introduction of the CRM and In Mind Cloud’s solution, 
Satisloh’s decision making was empowered via accurate forecasts 
extending from production to sales to future product management. 

“Pipeline simulation and forecasting capabilities have given us the 
ability to fill in the gaps in sales and production pipelines. Before, our 
production floor used to have peaks and valleys, now we are able to 
balance sales performances and keep production stable. Furthermore, 
accurate production forecasts including the likelihood of the deal 
to complete to entire configuration and costing details helped us 
to improve accuracy in forecasting 4 times. We can now see the 
performance of each machine or product to be sold, how many lost 
deals we have and what might be the reason for that. We can quickly 

make decisions on pricing adjustments and product management to 
achieve strategic goals and ensure future growth”.

Case Study: Improved KPIs
While it was difficult to compare conversions and cycle times 
quantitatively due to unavailability of historic data, Satisloh 
achieved huge benefits with respect to operational excellence:

-> Elimination of cost of error and non-collectible revenues
-> Changes required per order from 28 to 6
-> Forecast accuracy increased by 20 percent points
-> Order lead time down from 12 to 4 weeks

Figure 15: Digital Sales Platform for Satisloh

Read the full Success Story, click to 
download it now!
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Summary
Sales Digitalization opens several fields for tapping on new growth 
potential, increasing profitability through operational excellence 
and enhancing efficiency, including boosting organizational 
agility and internationalization. To maintain and further expand, 
companies must, on one hand, continue to focus strongly on 
innovation and internationalization, on the other hand, they must 
simplify the discovery of products that fulfill a customer need and 
ease the consumption of after-sales services and products. 

In Mind Cloud is an expert in digitalizing the customer journey 
and sales process automation for the manufacturing industries. 
In Mind Cloud’s unique Manufacturing X (MX) sales platform 
provides the ability to offer truly mass customized solutions in 
a significantly reduced time to market, fueling the potential of 
Industry 4.0. Empowering manufacturers to successfully counter 
the commoditization of their products and allowing them to 
constantly learn and improve to stay ahead of competition is the 
core value of Manufacturing X.
 
In Mind Cloud’s Manufacturing X platform helps industrial 
machine and equipment manufacturers to transform their sales in 
below key areas:

• Sales Management ensures manufacturers will focus on the 
right products, accounts & best-profit manufacturing projects. 
With features such as Customer & Supplier Insights, Opportunity 
Prioritization and Productivity Analytics it empowers them to make 
fast and informed business decisions for predictable conversion 
from Prospect to Quote to Production.

• Sales Simplification enables manufacturers to create better 
offers, faster and for the best price to deliver the highest level of 
customer excellence. With features such as Quotation Visualization, 

Interactive Costing & Pricing and Proposal Generation the 80% 
manufacturing-ready and accurate quote can be submitted faster 
than ever.

• Sales Optimization empowers manufacturers to strike the perfect 
offer, balancing customer requirements and competitive pricing 
to increase profit margins. Features supporting this goal are 
Configuration Simulation, Discount & Margin Management and 
Sales Collaboration.

• Engineering Sales makes sure manufacturers are able to meet 
customer expectations by providing 100% custom solutions at 
lowest possible cost of sales. Fundamental features are Tender 
Composition including CAD and Excel integration, Production 
Knowledge centralization as well as Material Creation.

• Sales Portal facilitates the extension of an efficient and profitable 
sales organization to dealers, sales partners and customers. Features 
such as Customer & Channel Management, After-Sales Portal, 
Sales Connector for Commerce and Channel Orchestration ensure 
manufacturers are universally connected for after-market sales.

Let’s conclude with a quote from McKinsey [6]: “Getting your hands 
dirty by getting the digital transformation of your enterprise going 
and testing the first prospective applications of digital machinery in 
your company does not require long preparation or a large up-front 
investment. Jumping in holds the benefit of producing early results 
and helping your company make quick progress on its journey 
towards becoming an organization that embraces the full potential of 
digital machinery. What are you waiting for?”

If you want to explore your own
digitalization journey, talk to our experts.
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