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New Operating Model 
Frontloading

Set-up for new operating model.

Benefit:

● Organization maps: Visually depicting how the organization is 
laid out in terms of teams, departments, divisions, external 
ecosystems, and all relevant interdependencies  

● Blueprints: Visualizing how a specific process or function should 
work 

● People models: Mapping out the skills, knowledge, bandwidth, 
and capabilities of individuals and teams 

● Scorecards: Leveraging systems for performance management 
and better optimization

● Decision grids: Creating frameworks that govern how decisions 
are made across the organization

Business 
Transformation

Stefan  Pletsch  | i-tec Business Consulting     08/2024

Transformation requires a clear focus on 
future customer needs, from streamlining 
non-core activities to maximizing your 
differentiation potential
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Business transformation is based on various essential basic models

CooperationBusiness Model Operations Model

Control

Corporate culture
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The business model reflects customer needs and forms the 
foundation of their value proposition

Strategy Portfolio Operations

Why do we do this

Executives have greater insight 
into the impact and trade-offs of 
strategic decisions on day-to-day 
operations and initiatives

What we do

The business model sets out the 
strategic intentions for a customer | 
Product roadmap. It serves as a 
basis for execution and provides 
clear guidance for the leadership 
team and the operational team

How do we implement things

A robust operating model translates 
the strategic intentions and goals into 
operational capabilities and provides 
clear guidance for all stakeholders, 
the leadership team, line managers 
and the operational team
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Profitable and sustainable growth through innovative business
Models: Developed from the customer's, for the customer's perspective

Evaluate and 
strengthen the sales 

model

Revise 
Portfolio 

Segmentation

Understanding and 
classifying 

technologies

Recognizing and 
understanding 

customer needs

Create and 
develop 

differentiation

Analyze and 
evaluate 

competitors
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A clear, sustainable orientation from the end-to-end customer
perspective is crucial.

Deriving and identifying the 
customer value chain

 What are the future 
customer needs?

Understanding the 
competitive environment

Who are

 the competitors?

Derivation of technology 
development and its impact

What are the technology 
fields?

Definition of sustainable 
growth areas

How is the portfolio 
developing?

Deriving differentiation with 
and for my customers

What are my USPs of the 
future?

Aligning sales with 
customer needs

What does my sales model 
look like?

Implementation with pilots
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Business strategy | Framework |where to innovate /where to cut costs 

Non-Core areas
(most activities)

Core areas
(some activities)

Differentiating areas
(very few activities)
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Other activities in your business

• Similar activities across the sector
• Do not support charging a premium
• Take focus away from core business

Your relative strengths

• Here you compete head-to-head
• These activities offer no strategic or 

competitive advantages

Activities that really differentiates

• Contribute to the further differentiation
• Provide competitive and strategic advantage
• Support charging a premium price

Standardize & cut cost

• Meet market requirements at lowest costs
• Standardize consequently to support financing 

core / differentiating areas

Increase competitiveness

• Meet customer needs
• Defend the core and stay tuned
• Streamline and improve efficiency

Drive value & differentiation

• Build best in class capabilities
• Support differentiation
• Expand and invest into differentiation

Improve existing business - digitization

• Align on best practice
• Focus on operational excellence
• Digitize smartly, consider shared service/ BPO

Transform existing business

• Identify adjacent fields
• Leverage hidden corporate capabilities 
• Expand to new segments

Innovate & create new business

• Business model innovation
• Apply a strategy that creates differentiation / 

different value proposition

Standardize & outsource

• Rely on standard application / SaaS
• Avoid customization where possible

• Consider BPO

Licensing/joint development 

• Early standard adaption
• Shape standards with others
• Customize to increase value

Inhouse development

• Early development of emerging technology
• Invest in proprietary systems
• Adaptability into Eco-Systems

low Strategic importance high

cost-driven Business strategy value-driven

improve costs Business focus drive differentiation
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Seizing opportunities and actively shaping the future
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Reference: From product to solutions business
European Sensor Manufacturer

Challenge Approach Results

What was the challenge

Shaping profitable growth of 
€> 100 million with new business 
areas and innovative solutions in 
international markets of the 
futureWas war die Herausforderung

How did we proceed

▪ Analysis of market, competitors 
and technology

▪ Development / derivation of 
strategic fields of action

▪ Transformation phases and way 
forward defined

What was achieved 
within the project

▪ Strategic framework with a 
technology roadmap and 
dedicated portfolio roadmaps 
per business segment

▪ Internationalization of the go-
to-market model

▪ M&A strategy with 
implementation planning
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i-tec can help
We accompany you in the design of your business transformation: 
From strategy to implementation | From Why to how….

We develop or finalize your 
business strategy,

by focusing on the essentials: clarifying 
your "why" and precisely defining the 

content of your Business Model.

We define the portfolio with our 
customers

and determine with you the value 
proposition of your 

Products and Solutions

We define the operating model with 
our customers

and 
determine with you 

the unique content of your 
Solution Building Blocks

We bring leaders and
employees together

by managing the engagement 
of both groups and preparing them

for change

Our service: We guide your teams through piloting and implementation so that you are 
able to successfully execute change. We are also happy to take on co-leadership in your 
implementation projects.
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feedback, comments, questions? 

Stefan Pletsch
Managing Director & Partner
i-tec Business Consulting UG

Agnes-Pockels-Bogen 1
80992 München

+49 170 68 21 394

s.pletsch@i-tec-consulting.com
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