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Executive Summary 

 

This document provides a description of the requirements and challenges of change 
management oriented to promote services, especially considering the requirements for MSEE 

Change Management Approach. 
Main results presented in this deliverable are related with: 
- Overview of analysis and hints provided so far among MSEE research results and how 

this information can be further developed and integrated for the deployment of the MSEE 
Change Management Approach. It will be presented how all the different research 

activities addressing change management can be seen from a unifying point of view and 
the requirements they provide for the definition of the scope of the MSEE Change 
Management Approach. 

- Presentation of the developed MSEE change management approach (considering the first 
steps of the approach) applied to MSEE end-users, enabling discussion on the further 

steps of the change, namely the target objective. Indeed, MSEE end-users judged 
positively the approach and highlighted which are the issues that can be refined to 
complete the capability of the approach to support them in their decisions. 

- The needs for the change management approach, through the discussion with the end-
users have been identified. Specifications for improvement have been collected and tools 

such as Value Tree Analysis, FMEA and HAZOP analysis applied in the scope of the 
proposed MSEE Change Management Approach are presented. 
 

The present deliverable is developed in the scope of WP24, in order to structure the analysis 
and provide useful information for the finalization of the research activity of WP24, with the 

objective to align the activity of the WP with the research activities ongoing in MSEE project. 
Within this deliverable both research results of the project in the scope of change management 
and MSEE end-users point of view are discussed and analysed.  

 
Practical results are: 

- List of requirements, namely specifications to be considered for the finalization of the 
MSEE Change Management Approach, including feedback from MSEE end-users that 
tried to use a first version of the MSEE Change Management Approach.  

- List of challenges to be considered by the MSEE Change Management Approach, 
considering that those challenges represent something not yet properly addressed in 

literature. 
- Definition of the Steps of the MSEE Change Management Approach, highlighting what is 

already available as supporting material and what will be developed following the 

requirements, feedback and challenges identified. 
- Application of the first steps of the approach to the MSEE end-users. 
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Glossary 

Some definitions are here provided, giving quick background on the used terminology: 

 MATURITY MODEL: “maturity” is the quality to be in a full development state. 
Maturity models represent theories regarding organization capabilities and how they 

evolve step by step along a foreseen, desired and logical path of growth (Gottshalk 
2009, Kazanjian e Drazin 1989). 

 CHANGE MANAGEMENT: change management is a structured approach to shifting 
individuals, teams and organizations from a current state to a desired future state. It is 
an organizational process aimed at helping employees to accept and embrace changes 

in their current business environment. 

 PAs – PROCESS AREAS: they are the processes that are evaluated according to a 

maturity assessment. The terminology derives from CMMI-based approaches. Each 
area consists of a homogeneous set of key practices, namely a set of processes, that 

can be assessed through questions asking about the practices, namely the way in which 
the processes are carried on. 

 COMPANY - SINGLE COMPANY - MANUFACTURING ENTERPRISE (ME): It 

is a single enterprise working in manufacturing with the traditional structure 
(customers, suppliers). Usually there is a management and the structure could be 

centralised or decentralized depending on the type of management. In the MSEE 
project, single company, namely an ME is considered just when it is part of MSEs or 

VMEs. Also in this deliverable single company is addressed with the purpose to 
highlight practices and relate them with the possibility to collaborate in a MSE or 
VME. 

 MSE: MANUFACTURING SERVICE ECOSYSTEM: A Manufacturing Service 
Ecosystem (MSE) is a non-hierarchical form of collaboration where various different 

organizations and individuals work together with common or complementary 
objectives on new value added combinations of manufactured products and product-

related services. This includes the promotion, the development and the provision of 
new ideas, new products, new processes or new markets. Inhabitants of such an MSE 
could be big OEMs, SMEs and networked organizations from various branches, ICT 

suppliers, universities and research centers, local public authorities, individual 
consultants, customers and citizens. 

 VME (VIRTUAL MANUFACTURING SYSTEM): A virtual enterprise (VE) is a 

temporary alliance of business partners that share skills or core competencies and 
resources in order to exploit business opportunities on the market. A VME can be 

considered as a spin-off (not spin-out) of the MSE but not only: some partners outside 
of the MSE can join the VME.  
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1. Introduction 

 

1.1 Objective of the deliverable 

The main aim of the deliverable is twofold: it analyses research requirements and challenges 
and analyses industrial feedback on the adoption on the MSEE Change Management 

Approach (introduced in previous D24.1). 
To this end two main objectives are identified. 

 The first objective is to summarize what has been discussed and analysed within 

different WPs of the MSEE project, with the final aim to define, through the present 
document, a proper synthesis of the different point of views. The analysis of research 

activities and results within the MSEE project scope that led to speak about change 
management is addressed, analyzing it from different point of view. It is worth to say 

that change management is a transversal topic that can be linked to many issues. 
Different preliminary results have been developed in different WPs of the MSEE 
project. In particular it has been analysed the relation with WP14 (namely D14.3), WP 

53 (namely D53.1+2), WP54 (namely D54.1). All the issues are thus worth to be 
analysed to setup the completion of MSEE Change Management Approach. 

 

 The second objective is to catch the industrial feedback on the practical use of the 
MSEE Change Management Approach. This is accomplished by the practical adoption 

of the approach by the MSEE end-users and by collecting first feedbacks on its use 
and requirements for its refinement and completion.  

 

Synthetically, this deliverable discusses the issues related with these scopes of research. The 
deliverable starts from the results provided by D24.1, namely the literature background and 
already achieved MSEE results. The document discusses the connections with SP5 (dealing 

with business model change management) and the connections with and SP1 (especially what 
reported in D14.3); 

 
This enable to discuss and provide description about the challenges, requirements and 
specifications for the change management approach. 

 
Moreover the deliverable provide contributions describing the MSEE Change 

Management Approach, identifying the Steps of this Approach.  

 
In particular the present document includes: 

- Requirements and specifications for the MSEE Change Management Approach that have 
been identified from the literature analysis or from research results coming from the 
comprehensive MSEE research activity. These requirements will be (and some of them have 

been already) integrated into the MSEE Change Management Approach. Requirements are 
discussed and listed within the present document.  

- Challenges are more complex issues, which could not be formalized in focused requirements 
and that MSEE Change Management Approach will try to address.  
 

 
1.2 Structure of the deliverable 

The deliverable is structured in the following way.  
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After this introduction of the objective of the document, the scope covered by the research 

presented in the deliverable is highlighted, with specific concern to MSEE project (see section 
2). 
Section 3 summarizes the background about change management, discussing and merging the 

ideas emerged through the literature analysis presented in D24.1 and the research results 
addressing change management approach in the overall scope of MSEE (i.e. D53.1+2, D54.1, 

D14.3). The result provided by this section is the set of requirement and challenges coming 
from research activity within MSEE project. Due to the references to different documents, 
presenting intermediate results of the ongoing research activity, it is worth anticipating that 

Section 3 may be affected, in its readability, by the complexity of the topic and the continuous 
references to other documents. It has been a decision to be synthetic for the analysis presented 

in section 3, avoiding to explain totally the issues addressed by the other deliverables and 
indicating where other issues are presented. The basic background is anyway provided to 
understand the topic, in favor of the readers that will be able to access only the present 

document.  
The complete fusion of all the points of view presented in the various deliverables, will be in 

fact represented at the end of the research activity by the integrated MSEE Change 
Management Approach. Section 3 is preparatory to the completion of the MSEE Change 
Management Approach, presenting an analysis that allows to identify the main requirements 

and challenges. 
 

Section 4 provides industrial perspective, coming from MSEE end-users. With reference to 
what developed and presented in D24.1, MSEE end-users have been taken into account for a 
maturity assessment of their processes. The results of the maturity assessment have been 

presented them through the positioning on the maturity maps. Then the work with end-users 
has been carried on in order to get their perspective on which will be their position on those 

maps for the future. This activity allowed to identify the critical requirements for a change 
management approach that should allow to move the end-users’ position to the target 
objective on the maps.  

 
Section 5 presents the MSEE Change Management Approach, detailing the Steps that will 

allow the approach to be compliant with the identified requirements and challenges. Within 
section 5, as part of the change management approach, link between to the research results 
highlighted in WP21 and WP14 is presented, being those results the ones more related with 

service-oriented development, namely fostering servitization and innovation processes. 
Section 5 also highlights which will be the main methodological approach that will be 

included in the MSEE change management approach to complete the procedure and allow 
risk-based analysis consideration on the changes that the MSEE Change Management 
Approach suggests.  

Section 6 provides the conclusions of the deliverable, highlighting which are the main 
pertinent results coming from the analysis for the MSEE project and, eventually, lists the next 

research activities in the project on the topics discussed in this document. 
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2. Deliverable scope 

The main aim of WP24, as described in the DOW of MSEE project, is the description of 

maturity models and change management. Indeed, the research focuses on the investigation of 
available approaches and election of appropriate Maturity Model and Change Management 

approach for MSEE scope of research. WP24 mainly consists of three tasks. The following is 
a short description of these tasks.  
- T24.1 Description of a State of the Art of maturity models and change management. The 

first task, led by POLIMI in cooperation with BIBA, I-VLAB, UNINOVA, deals with state 
of the art analysis. As stated in the DOW, in the scope of T24.1 a survey of approaches 

about maturity models and change management is conducted. In a second step of the task 
linkage between maturity models and change management will be created. Finally a 
generic model framework to be used in MSEE will be proposed. 

- T2.4.2: Analysis of requirements and challenges of Service-oriented change management  
The second task focuses more on the change management and in particular on the 

discussion of requirements and challenges of Service-oriented change management and 
thus particularly for the MSEE change management approach. 

- T2.4.3: Specification and Development of a generic change management approach to 

analyze manufacturing service ecosystems. The third task develops the specification, 
namely the detailed description of the MSEE change management approach to be then 

transferred for implementation to WP26 research activity.  
 
This document (D24.2) is mainly related with the above mentioned T24.2, following the 

objectives previously mentioned in Section 1.  
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3. Change Management in MSEE 

 

3.1 Background from D24.1                     
Change management is a principle of handling the transition from one state to another. 

Understanding the actual situation in which the organization is located is an integrated part of 
change management. This is possible through a maturity assessment. Thus, Maturity 

Assessment (deployed in D24.1) can be considered the first phase of Change Management 
Approach. 
Burnes (2004) categorizes the approaches to change under the headings of planned and 

emergent (details have been reported and discussed in D24.1). The planned changes can be 
managed, e.g., using Lewin’s organizational change process framework (Lewin 1951) with 

the steps: unfreeze-change-refreeze. 
These steps will be later on considered, since they fit the MSEE Change Management 
Approach, being the simple and clear Lewin’s approach coherent with the MSEE approach.  

The “emergent change” school of thought challenges the previous theories by saying that 
there is not a situation where the organization is completely frozen; a complete change is the 

result of a series of small adjustments. In that case, then, a continuous review through the Mc 
Kinsey 7-S Model (Strategy, Structure, Systems, Style, Staff, Skills and Shared values) is 
preferred and suggested.  

Emergent change is finally considered not properly formalized (namely it forces to very 
customized approaches and can hardly lead to define generalizable procedures) to be 

considered for the MSEE change management approach as it has been thought and anticipated 
in D24.1. 
It is worth reminding that the discussion about the state of the art of change management 

approaches (in D24.1) lead to consider that what we are looking for are the answers to the 
following questions:  

i) Can business process implementation, and thus business processes change, be 

led as a systematic, repeatable process?  
ii) What is needed from the process in order to help change leaders manage the 

change situation, keeping in consideration existing ecosystems, and achieving 
successful change? 

 

 
3.2 MSEE change management approach 

 
3.2.1 Introduction to the approach 
In this section the MSEE Change Management Approach is briefly summarized in its actual 

version (the one introduced in D24.1), whose use is then detailed through its application to 
MSEE end-users in Section 4 (while in D24.1 a first test was reported concerning Indesit and 

TP-Vision, in D24.2 a complete application to the MSEE end-users is reported and 
commented).  
The approach is going to be refined and completed to achieve the final version of the 

approach by the end of WP24 research activity, thanks also to the challenges and 
requirements discussed in this document. By the end of WP24 the approach is also going to 

be detailed for the implementation of the Maturity and Change Management Wizard within 
the Innovation Ecosystem Platform. 
The MSEE change management approach is based on a maturity model specifically 

developed in the project (MSEE Maturity Model – presented in D24.1). The overall change 
management approach is based on the idea, coming from the analysed literature that it must:  

1) map the processes that a company and its ecosystem are currently running, 
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2) identify the target objective of the organization,  

3) guide along the path (identified by the definition of the target objective),  
4) guide along  the path selecting appropriate tools and methods to be applied to improve the 

identified weak processes. 

 
The MSEE Maturity Model is now briefly described presenting its main elements. 

 
The MSEE maturity model is based on the following baselines: 

- MSEE maturity model is based on CMMI approach. 

- Four maturity indexes are considered with proper metrics. 

- The four indexes are used as couple of coordinates to be graphically represented on 
two x-y graphs: they are defined as Maturity Maps.  

 
The maturity assessment will be then based on the assessment of maturity of Process Areas. 

Process Areas are the processes that are evaluated according to a maturity assessment. The 
terminology derives from CMMI-based approaches. Each area consists of a homogeneous set 
of key practices, namely a set of processes, that can be assessed through questions asking 

about the practices, namely the way in which the processes are carried on. 
 

The four indexes, assessing group of Process Areas (PAs) are: 
A) Service Lifecycle Management Maturity Index (SLM-MI): index measuring the maturity 

level of service lifecycle management processes, defining the capability of a single 
company to manage such processes. This index groups the PAS: Service Ideation, 

Requirement Analysis, Service Design, Service Test, Service Implementation, Service 
Operation – that indeed considers the sub-PAs: Service Marketing, Service Sales, Service 
Delivery, Service Control, Service Re-Design/Dismissing. 

B) Capability to Enter an Ecosystem Maturity Index (CEE–MI): index measuring the level of 
collaboration processes with a network, defining the capability of a single company in 

living and operating within an ecosystem and specifically the capability of such company 
to enter an ecosystem. This index groups the PAs: Alignment of Goals, Collaboration 

within an Ecosystem-Management of trust and liability, Collaboration within an 
Ecosystem-Resource (Asset) allocation, Collaboration within an Ecosystem-Coordination 
and Integration. With more precise information with respect to what presented in D24.1, 

the metrics are now considered to be detailed at this level of PAs.  
C) Innovation of the Ecosystem Maturity Index (IE-MI): index measuring the level of 

maturity of innovation processes of the ecosystem, defining the capability of the 
ecosystem to manage the processes that allow the proper development of innovation. This 

index groups the PAs: Provision of Conditions for Innovation, and Ideation. The second 
PAs, when required can be then further analysed in its sub-PAs: Recognition of 
opportunities, Idea generation, Idea assessment, Idea selection. 

D) Capability to Create a VME Maturity Index (CCV–MI): index measuring the level of 
maturity of collaboration processes within an ecosystem, defining the capability of an 

ecosystem in operating with proper collaboration and governance and thus enabling the 
creation of a VME (Virtual Manufacturing Enterprise). This index groups the PAs: 

Common Strategy Development, Ecosystem Governance and Decision Making, 
Communication Collaboration and Trust, Balance of the Ecosystem, Operation and 
Management. 

 
In order to get the information to evaluate the maturity indexes related to each PAs, a 

questionnaire has been developed. The last version has been provided with D24.1. The 
questionnaire is structured in sections. One section is related with general information about 
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the services provided by the company and the type of business. Then each section of the 

questionnaire is related to the information needed to build the above mentioned indexes: 
Section A (SLM-MI), Section B (CEE–MI), Section C (IE-MI), Section D (CCV–MI). 
 

Then, MSEE maturity model is completed by a graphical representation that allows also a 
user-friendly approach to understand the maturity assessment. The four indexes have been 

considered to be used as couples of coordinates to be graphically represented on two x-y 
graphs: they are defined as Maturity Maps.  

 

 

 
Figure 1 - Maturity Maps: on the left Maturity Map SLM-CEE, on the right Maturity 

Map IE – CCV  

 

Maturity Map SLM-CEE is built considering SLM and CEE maturity indexes. This map 

expresses the capability of a company to carry out processes related to service lifecycle 
management while coping with collaboration activities within an ecosystem.  
 

Maturity Map IE-CCV is built considering IE and CCV maturity indexes. This map expresses 
the capability of an ecosystem to carry out innovation processes while fostering collaboration 

activities in order to create a VME. It highlights how mature an ecosystem is for the processes 
to create innovation and to create a VME, thus enabling to understand when an ecosystem is 
ready to develop innovation and market it through a VME perspective. 

More details on the maps have been provided in D24.1. 
The maps allow to support the definition of the strategic direction of maturity improvement. 

They thus act as useful tool of interactions with the company driving the ecosystem to 
understand on which processes the focus must be pointed out. This will be later on discussed 
in section 4, providing results coming from the application of the approach to MSEE end-

users.  
 

On the basis of the MSEE Maturity Model previously described, the MSEE Change 
Management Approach allows to understand the right change direction to adopt, e.g. 
following suggestions provided by MSEE Frameworks and Tools. This will be explained in 

Section 5. This last part has not yet been applied to the MSEE end-users.  
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3.2.2 Steps of the MSEE Change Management Approach 
MSEE Change Management Approach has been introduced in D24.1, highlighting the overall 
approach. Hereafter the formalization of the approach in Steps is provided. It is considered 
that the formalization of Steps should help who is willing to apply the approach, being the 

Steps a formal procedure to follow. The procedure considers, for each step, some supporting 
tool to use (e.g. questionnaire, maps, etc.) and generally an outcome for each step.  

Next table 1 reports the steps, indicating the function that they accomplish to, with respect to 
the list of functions mentioned at beginning of section 3.2.1. 
 

Table 1 – MSEE Change Management Approach Steps 

Function Steps 

Map the processes that a company and its 
ecosystem are currently running. 

 

1) Complete the maturity questionnaire. 

2) Build the maturity indexes. 

3) Use the indexes to map the position of 
the company/ecosystem on the two MSEE 

maturity maps. 

Identify the target objective of the 
organization. 

4) Identify on the two MSEE maturity maps 
the target objective that the organization 

aims  at achieving. This can be formulated 
indicating specific points on the maps or 

defining the direction of improvement. 

Guide along the path (identified by the 
definition of the target objective) 

5) Identify the maturity of each Process 
Areas.  

6) Focus on the Process Areas whose 
improvement can increase the maturity 

level of the indexes corresponding to an 
improvement of the maturity in the 

direction identified to reach the target 
objective (see Step 4). Analyse if they are 
the right ones to be improved. 

7) Decide which Process Area to improve, 

namely on which focusing the change. 

Guide along  the path selecting appropriate 
tools and methods to be applied to improve 

the identified weak processes. 

8) The direction of improvement (identified 
in Step 4) allows to point to appropriate 

Framework and Tools of MSEE. At step 8 
such Framework is thus pointed and 

selected 

9) The identified Framework is used. There 
the information of the selected Process 
Areas (Step 7) is considered in order to use 

the Framework that should be able to 
indicate the right tool to apply. Information 

from Step 7 is useful to focus the use of the 
Framework. This allows to complete the 
change management activity, identifying 

the right tool to apply the desired 
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improvement. 

  
The activities that follow to such 9 Steps are out of the scope of the MSEE Change 

Management Approach and mainly concern the execution part, namely the activities related 
with the implementation of the change into the companies. 

 
3.3 Links with other MSEE research results 
This section provides the requirements and challenges coming from the MSEE research 

activity. The research activities, where analysis about change management emerged, are 
herein discussed. In particular the material presented in D14.3, D54.1 and D53.1+2 is 

discussed. 
The objective is to provide the point of view that allows to embrace everything under the 
umbrella of a unique frame. 

To this end, the discussion is segmented in three parts: 
- Links between MSEE Change Management Approach and Business Models (section 

3.3.1) 
- Links between MSEE Change Management Approach and the change decision making 

(change management strategy formulation) phase (section 3.3.2), that indeed highlights 
which are the main elements of the MSEE Change Management Approach, and therefore 

to identify the requirements to be considered. 
- Links between MSEE change Management Approach and the implementation of the 

change strategy (section 3.3.3), that indeed highlights the challenges for the execution of 
the planned changes. 

 
This segmentation of the discussion has been derived from the concept depicted in the 
following Figure 2. 

 

Figure 2: The MSEE approach to change management -  overview from business model 

to execution (as described in D54.1) 

This is an overall perspective of the business model implementation. Part B of the model 

depicted in the above figure is the one where the MSEE Change Management Approach plays 
its main role. One main requirement for the MSEE Change Management Approach will be 

thus to focus on this aspect (namely the area indicated with B in the figure 2). 
Moreover, as already suggested in D54.1, a concrete decision making for change management 
should follow a structure that must consider the following steps presented in Table 2. In the 

table they are listed together with the link to the MSEE Change Management Approach. 
 

Table 2 – Relation between the steps proposed in D54.1 and the MSEE Change 

Management Approach Steps 

Steps to be considered  Steps of the MSEE Change Management 
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(as derived from D54.1) Approach 

 

Mapping out opportunities and 

threats 

MSEE maturity model (in particular step 5 of 

the procedure – see table 1) 

Identification of strengths and 
weaknesses  

MSEE maturity model (in particular step 5 of 
the procedure) 

Selection of the strategy Use of MSEE maturity maps to identify the 

target objective for the strategy, allowing then 
to identify the issues to focus on. Step 4 of the 
procedure. 

Execution of the selected strategy  
 

Out of scope of the MSEE Change 
Management Approach. The execution is a 
phase that follows the decision. The MSEE 

Change Management Approach provides all 
the means that support the decision making 

phase, prior to the execution. 

 

3.3.1 Links between MSEE Change Management Approach and Business Models 

MSEE Change Management Approach has been defined considering maturity model that 

plays a major role in identifying the position of the company and of the ecosystem according 
to specific variables, namely maturity indexes, that assess specific Process Areas. Process 

Areas are detailed elements of a business model. Indeed for the MSEE Maturity Model some 
key processes of interest for MSEE research scope have been identified. 
In order to briefly explain the relation between the Process Areas and the overall business 

model, the following Figure 3 is presented. 
 

 
Figure 3 – Overview of the position of the Process Areas (generally indicated as PA1, 

PA2, PAn) within the overall business model. 

 

In Figure 3, the overall business model is shown, with the boxes related with its main 
constituting elements (depicted in a sparse way): key partners, key activities, key resources, 

cost structure, value proposition, customer relationship, channels, revenue stream, customer 
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segments. The list of elements comes from the perspective given by the Business Model 

Canvas (Osterwalder & Pigneur 2009).  
It is worth to consider that, among the key activities, there are the processes to manage the 
services; moreover, also other activities can be included. They are related with the 

management of the relation with members of the network or the ecosystem, namely key 
partners and the ones managing the service distribution and delivery channel. Among all the 

set of possible activities and processes to manage these relations, the Process Areas analysed 
by the MSEE maturity models have been identified.  
Analysis of the Process Areas (PAs) thus allow to analyse a subpart of the overall business 

model. 
The identified PAs cover the Key activities related with the scope of MSEE and, moreover, 

somehow cover, in the Business Model Canvas perspective, the part of key partners and 
channels, considering how they are managed (this will be later highlighted in Figure 4). 
It is worth thus underlining that the MSEE Change Management Approach is not built to 

handle the change of an entire business model, but it focuses on specific issues of the business 
model that are of particular interest for MSEE scope, according to the concept illustrated in 

Figure 3. 
Nevertheless, since change management strongly impacts on the overall business model of the 
company and/or of the ecosystem, some background about business modeling in the scope of 

MSEE project is here briefly summarized, considering as main source of information 
D53.1+2 and commenting the results there presented according to MSEE Change 

Management Approach introduced in D24.1 and summarized in section 3.2 of the present 
document.  
The objective is to discuss the requirements needed to the MSEE Change Management 

Approach in order to be then compliant to be applied to some activities for business model 
changing or new business model implementation. 

In particular the overall perspective of use of MSEE Change Management Approach for new 
business model definition, namely the use of it within MSEE project SP5 research is briefly 
summarized by the following list of actions: 

1. Current Business Models (BM) have been analysed in the research activity of WP53 
2. MSEE Maturity Model can help to identify strengths and weaknesses, namely good 

and poor Process Areas (PAs).  
3. New BM is designed (within the research activity of WP53) with the help of MSEE 

Maturity Model 

4. New BM is implemented according to the process defined by WP54  
5. MSEE Change Management Approach support in the definition of the strategy for 

implementation, namely the detailed changes that are considered for the Business 
Model. of organizational changes is supported by WP24  

6. Finally performance of new BM is evaluated by WP54 

 
MSEE Change Management Approach acts as supporting tool, focusing on Area B of Figure 

2 as already commented. This is done in order to deploy a practical procedure to operatively 
act on the change of critical processes.  
 

As reported in the D53.1+2 document, state of the art descriptions try to address the following 
central issues, that are here discussed to see how MSEE Change Management Approach is 

able to address them. The issues are (Bieger et al. 2011): 
1. How can the greatest value-added be achieved within a specific market?  
2. What is the best way to address the customer?  

3. How is a commercial campaign organized?  
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4. How is the value-added chain configured? What opportunities exist for teamwork 

between different members within the chain?  
5. Which performance focus exists and which development plan is included?  
6. How are products and performance innovation designed?  

7. How can these elements be combined to create a positive growth?  
 

By addressing these central questions, a successful business is designed with a consistent 
Business Model.  
On the other hand, according to Boyer and Freyssenet (1995), an Industrial Model has the 

following components (numbering follows the previous list): 
8. Structure of firm: Degree of centralization, Relations with suppliers and competitors. 

9. Link with the market: Marketing studies, Sales network, Involvement of clients. 
10. Access to finance: Link with financial system, Relations with shareholders.  
11. Wage relationship: Internal/external mobility, System of professional relations. 

12. Organization of production: Nature and mode of division of labor, Type and degree of 
automation. 

 
Indeed the MSEE Change Management Approach does not aim at addressing all these issues 
of the business, but focuses just on some of them as summarized in next Table 3 (where the 

same numbering as the above list is referenced). 
 

Table 3 – Comparison between the issues highlighted in D53.1+2 and the issues 

addressed by the MSEE Change Management Approach 

Issues to be considered  

(as derived from D53.1+2 – Bieger et 

al. 2011 and Boyer and Freyssenet, 

1995) 

Issues of the MSEE Change 

Management Approach 

 

4)How is the value-added chain 

configured? What opportunities exist 
for teamwork between different 
members within the chain?  

 

8)Structure of firm: Degree of 

centralization, Relations with suppliers 
and competitors 

This is addressed by Process Areas and 

related questions in the maturity 
questionnaire corresponding to the 
section of the questionnaire B and D, 

investigating on the collaborative 
processes, namely the configuration of 

the collaboration.  

6)How are products and performance 

innovation designed?   

Here the focus is strongly on the service 

processes and namely the ones that 
support service design (but also in a 
wider sense the SLM processes). 

Moreover this is also related with 
innovation processes. To sum up this is 

related with the maturity indexes 
connected to Process Areas investigated 
by the section A and C of the maturity 

questionnaire. 

9)Link with the market: Marketing 
studies, Sales network, Involvement of 

clients 

This issue is addressed by the MSEE 
maturity model, thanks to the Process 

Area related with Service Operation 
(considering also sales) and the ones 
related with Innovation Processes 
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(corresponding to questions in section C), 
where practices related to market analysis 

are analysed. 

 
Finally, in D53.1+2 we can find the conclusion that a Business Model covers the fields of 

Value Proposition and Revenue Model, as well as the Architecture of Value Creation in the 
sense of an Industrial Model. 
MSEE change management approach is envisioned to provide the supporting tools for the 

changing on the Architecture of Value Creation, namely the way the processes are carried out 
and how they are organized and harmonized. 

In order to provide a more practical view of the link between the MSEE Change Management 
Approach and the overall Business Model of a company, the Business Model Canvas depicted 
in Figure 4 can be used as already considered (see D53.1+2) for mapping MSEE end-users 

business models.  
 

 

Figure 4: Business Model Canvas (Osterwalder & Pigneur 2009), highlighting where the 

MSEE maturity model is able to support for the modeling. 

Figure 4 depicts which are the maturity indexes that are related with parts of the Business 
Model Canvas. Such indexes allow to analyse parts of the Business Model with maturity 

assessment perspective (this assessment does not totally fit with the business model analysis 
traditionally proposed, but it has the advantages to build indexes upon the processes that are 

carried out and thus provide direct measures for the assessment of the practices).  
Of course maturity indexes focus on specific issues of the business, mainly related with 
services. 

Indeed, a difference exists between the Business Model as theoretically defined and its 
implementation in a real company case. While the Business Model itself describes the concept 

(somehow at high level), the implementation is the form of the business in reality and this is 
concretely expressed by the processes. The processes, aggregated in Process Areas, and the 
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way they are carried out, strongly impact on the success of a certain Business Model. This is 

why such Process Areas are worth to be investigated by maturity assessment. 
 
Analyzing the Business Model approach, it has been highlighted (see D54.1) that the 

definition of a Business model, namely a new model, requires a thorough understanding of the 
current position of the company and it has been already concluded that Business modeling can 

be very useful to this end and, so, a conceptualization of the as-is situation is needed.   
The Business Model Canvas is providing such a conceptualization, which can be used to 
capture the current position of the company, to visualize it in an understandable way, as it has 

been demonstrated in D53.1+2. Nevertheless such approach can lack in objectivity of the 
analysis and, being the description textual and graphical, comparison among different 

business model can be hardly performed. Thus, a challenge for the MSEE change 
management approach to satisfy is to act as a more objective and practical approach with a 
procedure that can be utilized in a standard way. This challenge is addressed by the proper 

definition of a maturity model. In fact, it has been shown in Figures 3 and 4 how the maturity 
model covers the issues of the business model Canvas and thus how the MSEE maturity 

model already address the above mentioned challenge. 
 
Then, the requirements for an easy to use tool for conceptualization of the as-is situation have 

to be combined with the need of an objective approach, strongly based on the maturity model, 
being a reference starting point, allowing objective (with proper measuring) positioning. 

 
After having identified the starting point (i.e. the mapping and positioning), it is necessary to 
analyze the changes required for the implementation of a new Business Model. As described 

in D53.1+2 this can be done by comparing the Canvas of the new Business Model with the 
Canvas of the current Business Model of a company and focusing the scope on the key 

processes on key processes: it is possible to do it more practically using the MSEE Maturity 
Maps. 
The main challenge is to utilize the maturity maps as a good approximation of the 

comprehensive modeling that is possible to do with the Business Model Canvas; the main 
reason to use the Maturity Maps is to have a deepen analysis on key issues. 

The comparison among as-is and to-be introduces the concepts of vision and mission of a 
company. Indeed, a company deduces strategies out of its corporate vision or mission, and 
establishes within the frame of these strategies an appropriate Business Model. 

In coherence with this, MSEE Maturity Model (which as clarified is an important part of the 
change management approach) defines the position on maturity maps (step 3 of Change 

Management Approach – see table 1), allows to identify strategic target objective (step 3 of 
Change Management Approach – see table 1) and thus paves the way for the definition on 
how to structure the processes, that are namely a sub-part of the entire Business Model and 

are directly related with the way the Value is created.  
MSEE Change Management Approach, then, considers specific process areas, namely sub-

processes of the entire business model (see the concepts presented in Figure 3 and Figure 4). 
 
As remarked in previous MSEE research, the planning of Strategy and the designing of 

Business Models must be combined in order to gain and protect competitive advantages (see 
Teece, 2010) and indeed this is what is pursued by the definition of the MSEE change 

management approach. Indeed possible strategic decisions are not under concern, in the sense 
that future strategies are not proposed, but, instead, a supporting tool to define them is 
provided. Main assumption of the MSEE Change Management Approach is that future 

strategic position (namely the target objective on the Maturity Maps) is defined by the 
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company and/or the ecosystem that is interested in the change. The approach thus follows this 

input and provides the procedure to achieve that target objective. 
 
The MSEE Change Management Approach is intrinsically devoted to promote innovation and 

strategies that foster new business models (based on servitization and collaboration in 
ecosystems), by the identification of specific axes and consideration of specific processes 

related to the maturity indexes for: Service Lifecycle Management, Capability to Enter an 
Ecosystem, Innovation of the Ecosystem, Capability to Create a VME. 
 

Despite Rosing et al. (2011), who state e.g. that the Canvas model should be more holistic and 
cover more aspects, the Canvas model should be improved also on the other direction (at least 

for purposes of MSEE Change Management Approach). In fact, it risks to lack focus on 
specific issues and can bring to provide general direction, without providing the needed 
details. 

Thus, even if in principle a formalized Business Model can also help to improve the 
management of a company’s business, the MSEE Change Management Approach should 

consider to provide a better focus just on some aspects that can be strongly related to process 
areas, namely properly defined processes and that represent the key issues to focus on 
considering the overall final research aim to foster servitization within a collaborative 

environment, represented by the ecosystem.  
Concerning this aspect, in Deliverable D14.3, MSEE research activity related with change 

management for servitization have been already discussed in relation with Kates and 
Galbraith (2007) research. The following picture is the main representation of this. 
 

 

Figure 5 -1 Servitization Change Model: Fields of Action for the Servitization Change 

Process (Adapted from Kates and Galbraith 2007) (as described in D14.3) 

It is worth mentioning that, when discussing the link between change management and 

business model, we are mainly pointing to the part related with “Strategy (0)” depicted in 
Figure 5. 

How MSEE change management approach cope with the other main part of the Servitization 
Change Model (Figure 5), namely the fields of action, is then addressed in the following 
section, where the change decision making is addressed (it is mainly related with Area B of 

Figure 2).  
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3.3.2 Links between MSEE change management approach and the change decision 
making (change management strategy formulation) phase 
A company’s strategy should match the objectives originating from the MSEE context (as 

mentioned in D14.3) and summarized in the following Table 4.  
 

Table 4 – Comparison between the objective highlighted in D14.3 and the way they are 

addressed 

Objectives highlighted 

in D14.2 

How they are addressed 

Requirements of 
Servitization  

This has been discussed in D14.3 and it is addressed by WP14. 
MSEE Change Approach deals with Servitization through the 
analysis of SLM processes. Thus a link with the MSEE maturity 

maps is also established. 

Network Alignment 
within the ecosystem 

Change aspects of MSEE are considered in SP2 of the MSEE 
project structure. MSEE Change Approach deals with Network 

Alignment through the analysis of collaboration processes as the 
one addressed by the maturity indexes: Capability to Enter an 
Ecosystem (CEE–MI) and Capability to Create a VME (CCV–

MI) addressing the collaborative processes within an ecosystem. 
Thus a link with the MSEE Maturity Maps is also established 

Virtualization (also 

considering its use in an 
integrated approach) 

Addressed by SP3 

 
It is also important to formulate a change strategy which is able to handle interventions with 

the actors in each of the analyzed aspects of the business processes under concern. To this end 
the right process to be improved needs to be correctly identified in order to associate the right 

actor and analyse the related details, the following template (Table 5), presented within 
D54.1, is useful to achieve this objective.  
 

Table 5: Template for ecosystem planning (from D54.1) 

Service 
Development 

phase 

Business 
model Goal 

Action Actors In case of 
failure  

Idea 
Management 

Development 
of Serivce A 

Action 1  
Complementor 

A , B etc 

Actuib 1b 

Requirements 
Analysis 

Development 
of Serivce A 

Action 2   

Development 

of Serivce B 

Action 3   

Service design … …   

Service test … ….   

Service 
implementation 

… …   

Market 

introduction 

…. …   
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It is worth underling the need to specify the actions to be taken in case of failure of the change 

and how this should be properly addressed and analysed: this issue will be considered again 
within Section 4.3 where a similar need will be expressed by a requirement on risk-based 
analysis coming from MSEE end-users. 

 
Considering Lewin’s approach (with the phases unfreeze-change-refreeze), “unfreeze” phase 

corresponds to all the analysis that can be done thanks to the MSEE Change Management 
approach. The phase is carried out once decision making on the change strategy is completed 
and the organization is ready to unfreeze the current situation. This is the correct application 

of what conceived for the MSEE Change Management Approach. The “change”  phase is 
instead considered as implementation of the change and delegated to the execution phase, 

whose links with the MSEE Change Management Approach are discussed in next section 
3.3.3. 

3.3.3 Links between MSEE change management approach and the implementation 

of the change strategy (execution) 

Next figure summarize how to proceed to apply execution of change from the business model 

perspective as highlighted in D54.1. Strategy formulation have been briefly discussed in 
section 3.3.1. Change management strategy formulation is instead related with the decision 
making part. It is the main phase where MSEE change management approach can provide 

support. 
Execution is instead the part when the changes are practically implemented. 
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Figure 6 – Change Management Strategy Execution Representation (as presented in 

D54.1) 

 

The MSEE Change Management Approach, with a strategic perspective, is able to identify 
the Process Areas to be addressed as considered in Figure 6 and thus it is compliant with the 

requirement given by the vision defined by the figure. 
Once strategy has been defined and decisions are taken thanks to appropriate supporting 
instruments (consider that this will be further discussed in Section 5), it will be then the 

proper time for the execution of the planned change strategy. 
Again it is worth referring to the figure 5 (coming from D14.3) in order to identify the key 

elements of discussion. 
The capabilities (see box 1 in Figure 5) – or core competences – must be considered. 
Capabilities are meant to be combinations of skills, technologies, and processes and are 

related with the implementation of new practices in the key Process Areas.  
Indeed, Processes (see box 3 in Figure 5) are core focus of the MSEE Change Management 
Approach and are addressed by it. 

Organizational structure (see box 2 in Figure 5) is a key element, demanded to the execution 
part, thus not core focus of the MSEE Change Management Approach. Companies recognize 

that organizational issues are of primary importance but also understand that they are strongly 
related with single realities that can be hardly generalized. Companies thus understand this is 
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for sure part of the execution of the change strategy but that it is a matter where no specific 

tools are needed. Nevertheless the identification of which Process Area should be changed, 
already gives suggestion on the related organizational issues that should be addressed. 
The same considerations are valid for Rewards (see box 4) and People (see box 5), addressing 

individual skills and talents of employees and managers. They can be managed as Intangible 
assets and MSEE provide tools for this, that can be used in the execution phase of the 

implementation of the changes. Nevertheless, they are not explicitly considered in the MSEE 
Change Management Approach. Last, culture (see box 6) plays a decisive part, but, as for the 
above mentioned issues, it is delegated to the particular way each company manages such 

issue.  
 

 
3.4 Summary of the requirement and challenges coming from research activity 
within MSEE project. 

This section summarizes which are the requirement and challenges previously mentioned 
within the discussion about the links between the MSEE Change Management Approach and 

the other research activities on change management discussed within MSEE project.  
Requirements, as defined at the beginning of the document, are specifications for the MSEE 
Change Management Approach that have been identified from the literature analysis or from 

research results coming from the comprehensive MSEE research activity. These requirements 
will be (and some of them have been already) integrated into the MSEE Change Management 

Approach. Section 5 will introduce some new elements that will consider these requirements. 
They will be then the basis for the development and consolidation of MSEE Change 
Management Approach. 

Requirements discussed in section 3 are hereafter summarized: 
- MSEE change management approach must focus on the scope identified by Area B in 

Figure 2 
- the MSEE change management approach should focus on key issues to foster servitization 

within a collaborative environment, represented by the ecosystem. 
 

These requirements will be complemented also by the feedback coming from MSEE end-
users and reported in Section 4.  

 
Challenges are more complex issues, not practically formalized in focused requirements and 
that MSEE Change Management Approach will try to address. It is worth mentioning, that 

these challenges are somehow ambitious ones, not yet completely addressed by the huge 
amount of literature on the topic. 

 
Challenges for the Change Management Approach are the following: 
- To utilize the maturity maps as a good approximation of the comprehensive modeling that 

is possible to do with the Business Model Canvas. 
- Provide a concrete and practical approach able to become a procedure that can be utilized 

in a standard way to provide i) the mapping of the business model in its key elements ii) 

the directions of improvement of specific issues, providing good details on how to 
proceed. 
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4. Industrial perspective on requirements for service-

oriented change management 

 
4.1 Results on the maturity maps 
The MSEE change management approach, as described in section 3.2, has been applied to all 

the MSEE end-users as test case in order to get from them feedback for its refinement and 
completion, through the identification of specific challenges and requirements to complete the 

analysis done from a research perspective and presented in section 3.  
The results of the application of the approach to the end-users can be first understood by the 
position on the maturity maps that has been identified. 

   

Figure 7 – Positioning of the MSEE end-users on the maturity maps 

This allowed to discuss with each company and to identify the direction of improvement with 
the definition of the target objectives, as highlighted in next section 4.2. Target objectives are 

identified with long-term perspective vision and thus focus on a strategic vision that could go 
beyond the activity done in the time frame of MSEE project. 

 

4.2 Identification of direction of improvement (definition of the target objective) 

4.2.1 Indesit 

 

Figure 8 – Direction to identify the target objective of Indesit 

Comments from Indesit, collected during the discussion on the Maturity Maps above 

presented, are summarized in the following bullet points (see also Appendix 1, providing 
details on the critical Process Areas): 

- Indesit is willing to improve its Service Lifecycle Management processes, in particular 
focusing on processes that showed lower maturity such as Requirement Analysis and Service 
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Ideation. Indesit deem possible to organize the improvement of such processes also 

considering some internal technology transfer from the Product Development department. 
This should lead Indesit to an overall maturity of SLM processes around 4,5, while keeping 
for the horizontal axis of the first map a maturity level around 4 with minor improvements on 

the actual processes. 

- For the second map it seems that improvement will go in the direction to reach the target 

objective of 3,5 in the maturity of creating a VME. 

 

4.2.2 TP-Vision 

  

Figure 9 – Direction to identify the target objective of TP-Vision 

Comments from TP-Vision, retrieved during the discussion on the Maturity Maps above 
presented, are summarized in the following bullet points (see also the Appendix 1, providing 
details on the critical Process Areas): 

- TP Vision would like to move horizontally in the first map to reach a point around 3.5-4 for 
the collaboration processes within the ecosystem (namely the maturity to enter and 

collaborate in an ecosystem). 
- TP Vision would like to move horizontally in the second map to reach a point around 3.5-4 
for the collaboration processes within the ecosystem (namely the maturity to create a VME) 
 

4.2.3 Bivolino 

   
 

Figure 10 – Direction to identify the target objective of Bivolino 

Comments from Bivolino, retrieved during the discussion on the Maturity Maps above 
presented, are summarized in the following bullet points (see also the Appendix 1, providing 
details on the critical Process Areas): 
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- with respect to the first map, Bivolino would like to move vertically to reach a point around 

3.5-4 for the Service Lifecycle Management processes. This will correspond to carry out 
some actions in order to improve the processes that are highlighted as critical (with low 
maturity) by the maturity assessment (you can see the bar-charts). To this end, the process of 

Service Design seems the one that could be improved in the future. We are here dealing with 
roadmap for the evolution, thus in the medium-long period.  

- in the second map, Bivolino would like to move vertically to reach a point around 3.5-4 for 
the Innovation Processes. This corresponds to develop the aspects related with the capability 
to create innovation. To this end it is worth mentioning that maturity assessment looks at how 

the processes are well defined and structured. This means that the fact that Bivolino generates 
Innovation is not under concern. It is under concern how Bivolino structure such process to 

create Innovation and so if the present good result will be kept stable in the future thanks to a 
proper organization of the process. 
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4.2.4 Ibarmia 

    

Figure 11 – Direction to identify the target objective of Ibarmia (Note: With the «flash» it 

is indicated a direction that would need disruptive change, as discussed in the text) 

 

 

Comments from Ibarmia, collected during the discussion on the Maturity Maps above 
presented, are summarized in the following bullet points (see also the Appendix 1, providing  

details on the critical process areas): 

- Ibarmia is willing to improve its Service Lifecycle Management processes, that, at the 

moment, are not well formally structured, being actually the business of Ibarmia related to 
after-sales services well consolidated and that Ibarmia carries on thanks to previous multi-
annual experience on it and then thus based on personal personnel skills and experience more 

than on a totally formalized structure.  
- new strategic position (target object) on the maps are difficult to be identified. This can be 

mainly due to the fact that the change on the map is not little. Moving from an area of 
maturity around 2 (namely from the left side of the maps or even stronger from left-down 
corner) requires not a small change. In this case disruptive change and consequent restructure 

of the processes would be needed to aim at the opposite corner of the map or even to the 
middle of the map as supposed during the discussion with Ibarmia. 

 
The last one is an important feedback, evidencing that, when the starting point is the left-
down corner, change management approach cannot be considered in the form of a continuous 

and step-by-step processes, but it must be considered for what concern the disruptive change 
management. 
 
4.3 Feedback on the MSEE Change Management Approach 

Discussion with TP-Vision enabled to provide a decision supporting approach that consider to 
identify the process area to invest on, considering the impact of an improvement in this area. 

This means evaluation of cost-benefit analysis is required to be included in the MSEE 
change management approach. This will be deployed as first quick tool to make the first cost-
benefit assessment. It will be considered also the possible definition of a value tree for the 

assessment, considering that a basic cost-benefit analysis can be delegated to the 
implementation phase done directly by the company/ecosystem. 

 
Discussion with Indesit enables to consider that in order to identify the process area to invest 
on, maturity assessment provided a good first starting point. Nevertheless impact of the 

change of selected processes should be assessed with a more detailed procedure, allowing to 
practically understand the impact of some changes on specific processes  (also from the 

point of view of the organization). Indesit recognizes that the approach is very good and that 
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details on the implementation of the change should come from a direct application of the 

company or of the ecosystem of some decisions that cannot be provided by the MSEE change 
management approach that should stop at the level of providing a decision support.  

Other issues such as risk-based analysis emerged during the discussion. This gave the idea to 

start thinking about use of FMEA (Failure Mode and Effect Analysis) to be applied on the 
processes to understand the impact of a change with a cause-effect dynamic point of view. 

The same apply to the idea of using in such context HAZOP (Hazard and Operability) 
analysis, generally adopted for plant design activity, but useful also for processes definition, 
being a method to check deviation of the processes, very crucial to be analysed when a 

change in the system is applied. 
Discussion with Bivolino and Ibarmia, instead, confirmed that process areas with low 

maturity can be first addressed. Ibarmia’s case is more specific because starts from the left 
corner of the map (low maturity) as already previously commented and thus pay the way for 
the challenge to consider not a change based on the identification of critical process 

areas, but the possibility to apply a disruptive change on the practices .  
 

To sum up the following requirements and challenges can be considered, see table 6. Possible 
solution envisioned for the completion of the MSEE Change Management Approach are also 
highlighted. 

Table 6 – Summary of requirements and challenges to be considered for the completion 

of the MSEE Change Management Approach. 

Requirements Possible approach to include in the MSEE Change 

Management Approach 

evaluation of cost-benefit 
analysis is required to be 
included in the MSEE 

change management 
approach 

Cost-benefit analysis based on a value tree analysis will be 
considered to complement the MSEE Change Management 
Approach. It will be introduced as supporting tool that can 

lead to a cost-benefit analysis that can then be carried out 
according to specific procedures that the 

company/ecosystem would like to follow 

include an analysis on the 
impact of some changes on 

specific processes 

At a glance this requirement is linked to an analysis of the 
effects caused by some deviations (changes) in the process. 

Considering cross-fertilization from other engineering 
fields, HAZOP analysis (well consolidated for process 
planning and in plant design) will be considered as 

complement to the MSEE Change Management Approach. 
Section 5.3 will highlights such possible tool to be used. 

Include risk-based analysis 

to weight the possible 
effects and risk of changes 

At a glance this requirement can be link to a cause-effect 

analysis that should be able to provide a scoring on 
possible risks. Considering cross-fertilization from other 
engineering fields, FMEA will be considered as 

complement to the MSEE Change Management Approach. 
Section 5.3 will highlights such possible tool to be used. 

Challenge  

Handle disruptive change 

with a clear structured 
procedure 

First approach to apply to handle this issue is the 

following: the change to be pursued will be mapped on the 
MSEE Maturity Maps and possible discretization of such 

change will be created in order to match this change with 
certain steps to be followed. More formalized way to 
handle this situation will be addressed for the completion 

of the MSEE Change Management Approach. 
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5. MSEE change management approach 

 
5.1 Overview on the MSEE Change Management Approach Steps 

In order to provide an overview on the material developed for the MSEE Change 
Management Approach, the Steps of the approach are hereafter listed in the following table, 

indicating where information about them is provided. 
  
Table 7 – Information about where to find the material developed to support the MSEE 

Change Management Approach Steps 

 

Steps Where to find 

information about the 

step 

1)Complete the maturity questionnaire. D24.1 - Questionnaires 

2)Build the maturity indexes. D24.1 – Definition of the 

Indexes 

3)Use the indexes to map the position of the 
company/ecosystem on the two MSEE maturity maps. 

D24.1 – Description of the 
maps 

4)Identify on the two MSEE maturity maps the target 

objective that the organization aims  at achieving. This 
can be formulated indicating specific points on the maps 
or defining the direction of improvement. 

D24.1: generic examples 

D24.2 – Section 4: specific 
application to MSEE end-
users  

5)Identify the maturity of each Process Areas.  D24.2 – Section 4: brief 

explanation 

D24.2 – Appendix 1: 

complete information (bar-
charts) about MSEE end-
users 

6)Focus on the Process Areas whose improvement can 

increase the maturity level of the indexes corresponding 
to an improvement of the maturity in the direction 

identified to reach the target objective (see Step 4). 
Analyse if they are the right ones to be improved. 

D24.2 – Section 4: brief 

explanation 

D24.2 – Appendix 1: 

information about MSEE 
end-users 

7)Decide which Process Area to improve, namely on 

which one focusing the change. 

Draft information about 

MSEE end-users 

D24.2 – Section 4: brief 
explanation 

D24.2 – Appendix 1: 
extended information 

New possible tools to be 
used for this step in D24.2 
– Section 5.2 

8)The direction of improvement (identified in Step 4) D24.2 – Section 5.3: 
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allows to point to appropriate Framework and Tools of 
MSEE. At step 8 such Framework is thus pointed and 

selected 

discussion on this link 

9) The identified Framework is used. There the 
information of the selected Process Areas (Step 7) is 

considered in order to use the Framework that should be 
able to indicate the right tool to apply. This allows to 
complete the change management activity, identifying 

the right tool. 

D24.2 – Section 5.3: 
discussion on this link 

  

The 7th step will be highlighted in next section 5.2, introducing some supporting tools that 

will be added to the MSEE Change Management Approach, based on the requirements 
specified by the analysis presented in previous section 3 and 4. 
The 8th and 9th steps will be highlighted in next section 5.3. These two steps are the ones that 

will be then mainly addressed by WP24 research in order to complete the MSEE Change 
Management Approach. They are also still under development, pointing at other MSEE 

research activity presently still ongoing. 
 
5.2 Methodologies  and tools to support identification of Process Areas to 

invest on (Step 7 of the MSEE Change Management Approach) 
In this section the possible parallel tools to be used to improve the analysis at Step 7 of the 

MSEE Change Management Approach are considered. Indeed the tools support the analysis at 
Step 6 that finally results at Step 7 in the decision on which Process Areas to apply the 
changes. 
 

5.2.1 Value Tree Analysis 
When dealing with impact of some changes, if we consider mainly the economic impact, it is 
worth referring to the Cost Benefit Analysis (CBA). CBA is a known methodology, see (Prest 

and Turvey 1965), and it is based on the calculation of costs and benefits of a certain initiative 
(a project, an investment, etc.). Considering that a specific process (i.e. the process identified 

as critical by the maturity assessment) is addressed, the methodology can generally consider 
the following activities: i) the analysis of the AS-IS process, e.g. through Activity Based 
Costing method, in order to identify the cost drivers for each activity; ii) the definition, 

through proper mapping of the new organization of the process under concern; iii) the 
assessment of the impacts of the solution and the evaluation of costs and benefits, through a 

comparison between AS-IS and TO-BE scenarios. What is not trivial for the company is not 
the mere calculation of costs and direct material benefits, but the identification of the proper 
classes of costs and benefits, also considering immaterial benefits, that cannot be easily 

quantified. 
Material benefits are related to efficiency or savings in the TO-BE processes (compared to the 

AS-IS) and the effectiveness or increased incomes subsequent to increased process 
performances in the TO-BE (compared to the AS-IS). 
Immaterial benefits are connected with many issues, in general difficult to evaluate (very 

difficult in an economic way) and they are mainly related with information management, 
customer’s satisfaction or company image. 

Material costs are needed to implement the change in the process and to keep the process 
running according to the new setup. 
Immaterial costs are generally caused by the slow adaptation of the operators to the changes, 

and can be taken into account, for example, by reducing the expected benefits during a first 
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transitory period after the changes or better detailing which are the transition steps of the 

change. 
Generally in literature such costs and benefits are defined as tangible and intangible. Herein, 
in order to avoid misunderstanding with the concepts of tangible and intangible assets, we 

will call them material and immaterial costs and benefits. 
Considering costs and benefits that can be evaluated in economic terms, so generally the 

material ones, typical indicators can be calculated such as Net Present Value or Payback 
Time. On the contrary, if the analysis is mainly on immaterial aspects, these indicators are 
affected by uncertainty. 

Proper value tree will be deployed in order to support the organizations in identifying the 
right process to change according to an economic impact analysis. The value tree will 

categorize costs and benefits typical for an MSE scope. 
This will not be an integrated or compulsory part of the steps of the MSEE Change 
Management Approach, but it will be a parallel supporting tool to facilitate the execution of 

7th step of the approach, as it was identified as critical aspects during the application of the 
approach to the MSEE end-users. 
 
 

5.2.2 HAZOP  
Hazard and Operability Analysis (HAZOP) is a technique that allow to identify key 
parameters to monitor and map the behaviour of a process. The HAZOP technique uses a 

systematic process to identify possible deviations from normal operations and ensures that 
adequate measures are put in place to help preventing accidents, namely problems in the 
process. In general when HAZOP is applied production processes are under concern, so 

normally speed, flow, pressure and similar measures are considered as variables.  
When it is applied to business processes it is instead possible to replace such variables with 
some performance indicator to consider in a systematic way the possible deviations of the 

process.  
This technique is considered to be adopted as possible further methodological support for 

decision making. It is not considered a compulsory part of the Steps of the MSEE Change 
Management Approach, but it can be a further tool to support step 7. 
Indeed, the following procedure is envisioned to be adopted, when needed, to check the 

possible deviations of critical processes. The procedure is adapted to MSEE scope of research 
from a study procedure reported by the NSW Government Department of Planning (2008). It 

is worth saying that the procedure is so adapted that result in a HAZOP-like procedure more 
than a formal HAZOP approach, notwithstanding the value for the supporting of the 7th step. 
The procedure is the following and it is supposed to be applied during a meeting with the 

responsible of the process under analysis for the change: 
a) Display the mapping of processes where the possible process identified as critical is 

included. To this end SLM toolbox is deemed worth. We can imagine that a meeting is 
organized with the main representative of the company and the service manager. Other 
specific experts can be then consulted when and if needed. 

b) Explicitly discuss the objective of the analysis so to avoid misunderstanding: indeed the 
objective is not to discuss on the overall mapping, but to use it as supporting mean to identify 

the critical process (Step 7 of the MSEE Change Management Approach). Any general 
questions about the scope and intent of the design are discussed. 
c) The process considered as main candidate for the change is selected. The process is 

highlighted on the mapping, not only considering the single activity, but also highlighting the 
links with the other processes. 

d) Responsible of the process should be consulted in order to identify the technical issues and 
details of the process. The process is presented as it is formalized (considering the procedures 
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followed to carry out it) and also practical issues of its executions are presented (namely what 

are considered minor deviation from the standard procedure). 
e) During the meeting time must be reserved to any general questions about the process under 
concern. 

f) The detailed analysis starts at this point. Performance indicators can be identified to be 
considered as variable to be checked. To this end other useful research tool developed within 

MSEE project can be considered. 
g) New scenarios are then discussed and presented in order to define which could be the to-be 
process, namely defining the change to be applied to the process (we do not know yet if this 

will be the process to be changed, but we analyze it in order to discover possible problems). 
g) The main aim of the meeting is to find issues related to the change to apply needing 

solution, rather than the actual solution. The group should not be tied down by trying to 
resolve a problem, It is better to proceed with the study, deferring consideration of the 
unsolved problems to a later date. If it is instead clear that there are too much issues related to 

the change to address, the group should consider if those issues are preventing completely to 
apply the change. In this case another process must be considered. 

h) In order to proceed step by step in the identification of potential issues, performance 
indicator can be used as guideline, namely guide word. It should be in fact analyzed which are 
the effects of the change in some indicators and/or if the change of the process impacts on the 

indicators. When the analysis with respect to an indicator (guide word) is concluded the 
discussion can move to an analysis related to another indicator. 

i) Discussion of each guide word is confined to the process selected.  
j) When the main guide words have been covered, the process is completely analysed and the 
results should show all the relevant issues that can, if this is the case, prevent to apply the 

desired change. 
If there are too issues preventing the change another process should be selected and analysed. 

The procedure allows to understand the impact of the change on the performances. This allow 
to consider if the change, thought to be a mean to improve the maturity of the process is 
practically positively impacting on the performance and which are the issues to be faced to 

make it possible. 
This procedure will be refined and considered as supporting tool to be adopted, if needed, to 

support the Step 7 of the MSEE Change Management Approach. As already mentioned, the 
procedure is not anyway a compulsory part of the approach. Step 7, in fact, could be even 
accomplished by the organization applying the MSEE Change Management Approach in a 

more informal way or more directly, for example in the case the organization already knows 
which the critical issues to face the change are. 
 

5.2.3 FMEA (Failure, Mode, Effects Analysis) 
As discussed, HAZOP can be used for an analysis that supports the Step 7. Nevertheless as 
seen from the mentioned procedure of the HAZOP, it could be too complicate for some 

companies to address the issues with such deepness and analytical approach.  
To this end, there is another approach that can be used to formalize an analysis in order to 
avoid mistakes and problems within a process. This approach is called FMEA (Failure Mode 

and Effects Analysis) and it is very diffused in the production operations and namely in the 
maintenance management as an approach that can structure the analysis on critical 

equipments starting from a systematic approach of analysis, considering effects and mode of a 
failure. 
Despite its diffusion in the maintenance engineering scope, FMEA is also used for analysis on 

business processes and it has been also applied to analyse the use of new products and the 
design of new services and processes. This allows to identify potential failure and their effect 

and thus enable a risk-based analysis. 
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Different procedures have been defined for the FMEA and in literature, despite the presence 

of some norms on it, there is plenty of proposals on how to structure such analysis.  
To keep the right focus, we consider that we are looking to a procedure easier than the 
HAZOP approach previously proposed. Moreover, FMEA is considered to be applied for the 

evaluation of the change and thus the procedure is applied on an identified process of which 
the organization would like to understand the possible risks occurring due to its change. The 

FMEA procedure considered in the scope of MSEE can be useful for Step 7 and it is the 
following: 
1) Present how it would be possible to make the change on the identified process, even 

qualitative description is possible, neglecting at this stage a mapping of the processes. To 
this end, it is worth to answer to the questions: how the intended process would be 

changed, from operational to strategic point of view? Who would carry on the change 
phase and who is in charge of the managing of this process in the to-be situation? How the 
change will be practically prepared?  

2) Potential failure modes (how and where systems and processes may fail) would be 
identified while considering how the process would be changed and thus run in the to-be 

situation. Could the process be run in a less effective way than before due to the change? 
Would be the new process inefficient due to other lack in other processes? These are a 
couple of questions that can support to list the possible failure mode occurring during the 

change. Define thus one line in a table for each of the possible failure mode. 
3) Once failure modes have been identified, determine the expected frequency or probability 

of occurrence  of a mistake or failure (Probability). Rank this Probability in a column 
(Probability Column), detailing each line of the listed failure. Consider to score how likely 
this cause will occur:1 means it is highly unlikely to ever occur and 10 means it will 

happen all the time. 
4) Answer to the question: What would happen to the business in case of a problem during or 

after the change? List thus the possible effects of a failure. This allows then to define the 
Severity of problem. Rate how severe the effect is with 1 being not severe at all and 10 
being extremely severe.  

5) Ways to detect possible deviations and thus prevent problems even when a problem is 
occurring must be listed. This allows to identify the parameter of Detectability. A score of 

1 means there is an excellent control and the problem can be completely prevented, while 
10 means no controls at all or extremely weak controls, thus not enabling any prevention. 

6) Define alternatives to overcome the failures occurring during the change or after the 

change and so critically check if the scoring given to Severity, Occurrence and 
Detectability are always valid or if in practice shortcuts will be considered to solve 

problems. 
7) Once all the information are collected thanks to the procedure, evaluate it and decide if the 

benefits of a better structuring of the process, namely a better maturity, is valuable with 

respect to the potential risks identified. In order to combine the Severity, Probability and 
Detectability, multiply them and store this value in the RPN (risk priority number) column. 

This is the key number that can be used to identify how much critical the change is. To 
understand its meaning if we have a severity of 10, occurrence of 10, detection of 10: the 
RPN is then 1000 and this is of course a sign that changes to the identified process are not 

advisable at all. Intermediate situation can be evaluated also comparing other RPN 
numbers coming from applying FMEA to other processes. Because each process can have 

a different number of failures, to compare two processes it must be considered the 
cumulated RPN, namely the sum of all the RPN of possible effects that the failures of a 
process change can generate.  

 
5.3 Links with the Frameworks developed in the scope of MSEE project  
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In this section issues that support the 8th and 9th steps are highlighted. To apply Step 8 and 9 

information coming from Step 4 must be consulted. When Step 4 on the identification of the 
target objective highlights that there is a direction of the improvement on the vertical axis of 
the first maturity map, there The Framework developed in WP14 can support the change. 

Indeed such axis on the maturity map is related with Service Lifecycle Management 
Processes. 

 

Figure 12a: SLM Framework (as from D14.1) 

 

 

Figure 12b: SLM Framework (as from D14.1) 

In Figure 12b you can enter the Framework from the Phases highlighted in the upper part of 

the Framework. There the scope of analysis can be reduced by entering the Framework just on 
the Process Areas identified in Step 7th of the MSEE Change Management Approach. Being 

the Process Areas developed to be compliant with such Framework, it is easy to identify 
where to enter. Then the use of the framework allows to identify the Methods and Tools to be 
adopted (see the bottom part of the Framework in Figure 12b and the dedicated axis in Figure 

12a for Methods and Tools). 
Here details about the Framework that is developed in the scope of WP14 are not provided. 

The Framework has been introduced in D14.1 where more details can be found. 
The complete definition of the link with this framework will be provided within D24.3 that 
will completely present how to carry out Step 8 and 9 when the SLM Framework is adopted.  
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The framework developed within WP21 (see D21.1) consider the following dimensions of 
analysis: 

 The current phase or step in the innovation process. There is no fixed standard sequence 

but that activities could take place in different sequences and also in parallel. Indeed, they 
perfectly fit the concept of Process Areas and this is why an axis of the maturity maps 

have been built based on this. 

 The type of servitization based innovation that considers what is new and advantageous 

on the combination of physical product and service. 

 The involvement of different members from the ecosystem. 

In D21.1 these dimensions have been graphically represented by the following framework. 

 

Involvement
of ecosystem Type of 

servitization

Innovation 
process

Ideation

Idea 
generation

Idea assess-
ment, incl. 

market analysis

Idea 
selection

Recognition  
of 

opportunities

Suppliers

Customers

Research & 
consulting

Enterprises 
from other 
branches

Competitors

Development of services for existing 
product

Combine adapted services with an 
existing product

Combine standard services with an 
adapted existing product

Integrated development of product 
and related services

 

Figure 13: Framework of analysis for Innovation (as from D21.1) 

The Framework depicts the Ideation process, divided into four processes. They are the same 

as the Process Areas assessed by the Innovation of the Ecosystem Maturity Index (IE-MI). 
Being the Process Areas developed to be compliant with such Framework, it is easy to 

identify where to enter the Framework. The Framework is still under refinement, thus 
complete alignment with the Process Areas related to the maturity index IE-MI will be 
considered among the refinements to be applied for the completion of the MSEE Change 

Management Approach. 

Here details about the Framework that is developed in the scope of WP21 are not provided. 

The Framework has been introduced in D21.1. The complete definition of the link with this 
framework will be provided within D24.3.  

Then the use of the framework allows to identify the Methods and Tools to be adopted, 

namely provide recommendations, as depicted in the following figures that must be 
considered representative of the concept (as already mentioned, instead, details of the 

Framework are still under refinements). 
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Heterogeneity of 
ecosystem involvement

Degree of novelty and
virtualization in servitization

Progress of
innovation process

Idea 
generation

Idea 
assessment 
and selection

Recognition  
of 

opportunities

established suppliers, 
research & consulting

Broad variety of 
customers, competitors 
and suppliers from other 

industries

Provision of 
conditions

Integration of few further 
types of ecosystem 

members, e.g. customers

new combination of existing 
services with an existing product 

without adaptation and virtualisation

new product and new related 
services with virtualization of 
physical value components

product or service is new or 
adapted, could be based on 

virtualization of physical value 
components 

 

 

Figure 14a: Innovation Framework as discussed through research interaction with 

WP21 (during Milano meeting - January 2013) 

 

 

Figure 14b: Innovation Framework as discussed through research interaction with 

WP21 (during Milano meeting - January 2013) 

 

For the previous mentioned Framework the focus was on specific processes (SLM and 

Innovation processes), that are the vertical axis of the maturity maps (see Figure 1). On the 
horizontal axis, instead, the collaboration processes that allow, for the first map, to be capable 
to enter an ecosystem and, for the second map, to create a VME, starting from an Ecosystem 
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are considered. Collaboration processes are more difficult to be improved, mainly in those 

context where they are based on personal interaction among people. Generally not only 
specific tools (considering also procedures or consultancy action) to improve processes are 
required, but, often, it is also important to consider that collaboration processes deal with the 

capability to share information and properly manage it. To this end, even if initially it was 
thought to address also the movement on the horizontal axes with some Framework 

developed in the MSEE scope, finally decision was taken not to address it only considering 
Frameworks. In fact, MSEE Change Management Approach will point to specific 
functionality of the MSEE Innovation Ecosystem Platform in order to provide the supporting 

tool for the change (namely in order to improve the practices) of collaborative processes.  

This will be properly addressed in D24.3 as another specific issue to completely define step 8  

and 9 of the approach. 
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6 Conclusions and Next Steps  

 

This document provides a description of the following results: 
- Explanation of links between WP24 activities and other research activities in the 

MSEE project in order to contextualize the MSEE Change Management Approach. In 
particular connections with SP5 (dealing with business model change management) 

and SP1 (D14.3) have been highlighted. 
- Definition of issues to be considered by the MSEE Change Management Approach as 

important variable to be analysed and as important item to be addressed to allow 
maturity improvement and guide through the required change. These issues have been 

expressed as requirements and challenges for the MSEE Change Management 
Approach. 

- Feedback coming from end-users experience done during MSEE project activity while 
applying MSEE Maturity Model and addressing change management issues. 

- First results of use of MSEE Change Management Approach, allowing companies to 
highlight strategic direction of improvements and specific process to be improved. 

These results are compliant with the twofold aim of the deliverable, namely analyse the 
research requirements and challenges and analyse industrial feedback in order to make an 
analysis considering different perspective. 

 
Future works in the scope of WP24 will consider: 

- Definition of the complete MSEE Change Management Approach, this will be 
detailed in D24.3, following the indication provided by the present deliverable D24.2. 

- Definition of specific pre-elaborated path for the evolution (and complete discussion 
on the change path to follow) in the two-dimensional spaces defined by the Maturity 

Maps. Paths for the evolution that will be considered will refer to the cases of the 
companies involved in the project as end users (Indesit, Bivolino, TP-Vision, 

Ibarmia). This allows to consolidate a methodology to support also later use of MSEE 
results by other companies. 
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APPENDIX 1: Application of the MSEE Change 
Management Approach 

 

Note: the appendix contains confidential material, disclosed for deliverable completeness 

purposes for the EC & Review team. 
 

Through the filling of the maturity questionnaire by the MSEE end-users, the data collected 
allowed the detection of information appropriate to the completion of the positioning on the 
maturity maps. Thus it was possible to:  

1) Place the MSEE end-users within the space of the maturity maps,  
2) Identify future vision and target objectives, thanks to the comments provided by the 

end-users.  
3) Identify the maturity indexes that are indicated as the ones to be improved. 
4) Identify the Process Areas that are judged at glance by the end-users to be worth of an 

improvement. 
 

It is worth to anticipate that identification of the Process Areas to be improved is provided as 
first indication. Indeed, the MSEE Change Management Approach has been applied in order 
to get feedback on which are new requirements to consider for a better use of the approach. 

To this end, issues arose on the Step 7 (namely the selection of the Process Areas where to 
focus the change) and thus new issues have been afterwards developed and will be applied in 

the future research activity to complete the analysis and application of the MSEE Change 
Management Approach. 
The following are the steps of the MSEE Change Management Approach applied to the 

MSEE end-users case and presented hereafter: 
 

Steps 

1)Complete the maturity questionnaire. 

2)Build the maturity indexes. 

3)Use the indexes to map the position of the company/ecosystem on the two MSEE 

maturity maps. 

4)Identify on the two MSEE maturity maps the target objective that the organization aims  
at achieving. This can be formulated indicating specific points on the maps or defining the 

direction of improvement. 

5)Identify the maturity of the single Process Areas. 

6)Focus on the Process Areas whose improvement can increase the maturity level of the 
indexes corresponding to an improvement of the maturity in the direction identified to 

reach the target objective (see Step 4). Analyse if they are the right ones to be improved. 
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CHANGE MANAGEMENT APPROACH APPLIED TO INDESIT  

Steps Indesit 

1-2  

 

 

 

 

 

Maturity Index 

Service Lifecycle Management Maturity Index 3,0 

Capability to Enter an Ecosystem Maturity Index  3,7 

Innovation of the Ecosystem Maturity Index  3,4 

Capability to Create a VME Maturity Index  2,6 

3 

 

 

4  

 

 

 

 

 
The main direction of improvement are highlighted in the following maps  

 

Maturity Index – Target objective 

Service Lifecycle Management Maturity Index 4,5 

Capability to Enter an Ecosystem Maturity Index  ~4 

Innovation of the Ecosystem Maturity Index  3,4 
Capability to Create a VME Maturity Index  3,5 
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SERVICE IDEATION
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SERVICE DESIGN

SERVICE TEST

SERVICE IMPLEMENTATION

SERVICE OPERATION

ALIGNMENT OF GOALS

Collaboration within an Ecosystem - Management of Trust and Liability 

Collaboration within an Ecosystem - Coordination and Integration

Collaboration within an Ecosystem - Resource Allocation

PROVISION OF CONDITIONS FOR INNOVATION

IDEATION

COMMON STRATEGY DEVELOPMENT

ECOSYSTEM GOVERNANCE & DECISION MAKING

COMMUNICATION, COLABORATION AND TRUST

BALANCE THE ECOSYSTEM

OPERATION AND MANAGEMENT

Service Lifecycle 

Management PAs

Capability to Create a VME 

PAs 

Indesit

Capability to Enter an 

Ecosystem PAs

 Innovation of the 

Ecosystem PAs

 

6 
Indesit is willing to improve its Service Lifecycle Management processes, in particular 

focusing on processes that showed lower maturity (see the bar-chart resulting from step 5) such 

as: 

- Requirement Analysis  

- Service Ideation.  

Indesit deems possible to organize the improvement of such processes also considering some 

internal technology transfer from the Product Development department. 

For the second map it seems that improvement will go in the direction to focus on the process: 

- Ecosystem Governance & Decision making.  

It seems, in fact, of secondary importance, at glance, to deal with Operation and Management 

of services in the scope of the Ecosystem, that was the other process with low maturity. 
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CHANGE MANAGEMENT APPROACH APPLIED TO TP-VISION 

Steps TP-Vision 

1-2  

 

 

 

 

 

Maturity Index 

Service Lifecycle Management Maturity Index 3,3 

Capability to Enter an Ecosystem Maturity Index  2,6 

Innovation of the Ecosystem Maturity Index  2,7 

Capability to Create a VME Maturity Index  2,3 

3 

    

 

4  

 

 

 

 

 
The main direction of improvement are highlighted in the following maps  

   

Maturity Index – Target objective 

Service Lifecycle Management Maturity Index 3,3 
Capability to Enter an Ecosystem Maturity Index  3,5-4 

Innovation of the Ecosystem Maturity Index  2,7 
Capability to Create a VME Maturity Index  3,5-4 
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5 TP-Vision - Process Areas Maturity Level ML 1               ML 2               ML 3               ML 4               ML 5

SERVICE IDEATION

REQUIREMENT ANALYSIS

SERVICE DESIGN

SERVICE TEST

SERVICE IMPLEMENTATION

SERVICE OPERATION

ALIGNMENT OF GOALS

Collaboration within an Ecosystem - Management of Trust and Liability 

Collaboration within an Ecosystem - Coordination and Integration

Collaboration within an Ecosystem - Resource Allocation

PROVISION OF CONDITIONS FOR INNOVATION

IDEATION

COMMON STRATEGY DEVELOPMENT

ECOSYSTEM GOVERNANCE & DECISION MAKING

COMMUNICATION, COLABORATION AND TRUST

BALANCE THE ECOSYSTEM

OPERATION AND MANAGEMENT

Service Lifecycle 

Management PAs

Capability to Create a VME 

PAs 

Capability to Enter an 

Ecosystem PAs

 Innovation of the 

Ecosystem PAs

 

6 
TP Vision would like to improve the processes related with the Capability to Enter an 

Ecosystem. In the case of TP-Vision this means to improve the processes in order to effectively 

collaborate within its ecosystem. 

 

The Process Area to focus on is related with the Management of Trust and Liability. This should 

lead to shift from a situation in which TP-Vision is keeping a very dominant position into the 

Ecosystem to one in which there is more balance of responsibilities.  

TP Vision would like to move also horizontally in the second map, thus improving the 

Capability to Create a VME. This is deemed possible focusing on the improvement of the 

Operations and Management Process Area. This was deemed a draft and preliminary conclusion, 

because was considered to be worth to a further investigation on the single activities assessed by 

the Process Area, in order to better identify the issues to address. 
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CHANGE MANAGEMENT APPROACH APPLIED TO BIVOLINO 

Steps Bivolino 

1-2  

 

 

 

 

 

Maturity Index 

Service Lifecycle Management Maturity Index 3,0 

Capability to Enter an Ecosystem Maturity Index  3,2 

Innovation of the Ecosystem Maturity Index  2,8 

Capability to Create a VME Maturity Index  3,0 

3 

     

 

4  

 

 

 

 

 
The main direction of improvement are highlighted in the following maps  

    

Maturity Index – Target objective 

Service Lifecycle Management Maturity Index 3,5-4 

Capability to Enter an Ecosystem Maturity Index  3,2 

Innovation of the Ecosystem Maturity Index  3,5-4 

Capability to Create a VME Maturity Index  3 

5 
Bivolino ML 1               ML 2               ML 3               ML 4               ML 5

SERVICE IDEATION

REQUIREMENT ANALYSIS

SERVICE DESIGN

SERVICE TEST

SERVICE IMPLEMENTATION

SERVICE OPERATION

ALIGNMENT OF GOALS

Collaboration within an Ecosystem - Management of Trust and Liability 

Collaboration within an Ecosystem - Coordination and Integration

Collaboration within an Ecosystem - Resource Allocation

PROVISION OF CONDITIONS FOR INNOVATION

IDEATION

COMMON STRATEGY DEVELOPMENT

ECOSYSTEM GOVERNANCE & DECISION MAKING

COMMUNICATION, COLABORATION AND TRUST

BALANCE THE ECOSYSTEM

OPERATION AND MANAGEMENT

Service Lifecycle 

Management PAs

Capability to Create a VME 

PAs 

Capability to Enter an 

Ecosystem PAs

 Innovation of the 

Ecosystem PAs
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6 
According to the discussion based on the maturity maps, Bivolino is considering to 
improve Service Lifecycle Management processes. This will correspond to carry out 
some actions in order to improve the low maturity processes, namely Service Design 
seems the one that could be further analysed to be decided to be improved in the 
future.  

Then, Bivolino can consider to improve Innovation processes. This corresponds to 
develop the aspects related with the capability to create innovation. To this end it is 
worth mentioning that maturity assessment looks at how the processes are well defined 
and structured. Final aim should be thus to consider how to better structure such 
process to create Innovation and so if the present good result will be kept stable in the 
future thanks to a proper organization. This analysis can be completed going in depth 
to analyse sub-process areas that can be investigated.  
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CHANGE MANAGEMENT APPROACH APPLIED TO IBARMIA 

Steps Ibarmia 

1-2  

 

 

 

 

 

Maturity Index 

Service Lifecycle Management Maturity Index 1,7 

Capability to Enter an Ecosystem Maturity Index  2,0 

Innovation of the Ecosystem Maturity Index  2,5 

Capability to Create a VME Maturity Index 2,1 

3 

      

4  

 

 

 

 

 
The main direction of improvement are highlighted in the following maps :  

     

Note: With the «flash» it is indicated a direction that would need disruptive change, due to low 

maturity starting point. 

 

Maturity Index – Target objective 

Service Lifecycle Management Maturity Index ~3 

Capability to Enter an Ecosystem Maturity Index  ~3 

Innovation of the Ecosystem Maturity Index  2,5 

Capability to Create a VME Maturity Index 3 
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5 

 

6 
Weaknesses seem on the SLM dimension, mainly for requirement analysis, 
service implementation and service operations processes, and in the Capability to 
Enter an Ecosystem, where internal alignment of goals and management of trust 

and liability have to be revised and slightly restructured.  Due to the low maturity 
starting point (in the left corner), Ibarmia is not fully able through this first quick 

analysis to determine perfectly the target objective on the map. The point of the 
target objective could be around the center of the map, but the precise strategic 
change, considering it could be disruptive, is worth of a more in depth analysis. 

Process Areas to be changed can be thus identified only after a better analysis. 

On the other hand Ibarmia reveals a sufficient capability – if related to its business 

context – in Innovation of the Ecosystem, with good practices for what concern 
provision of conditions for innovation and some enhancements to be done in the 
innovation PA. Then a sufficient capability is also related with the Capability to 

Create a VME, except from Operation and Management process, which needs 
further analysis and possible interventions, namely it is a possible candidate as PA 

to be improved. 

 

 
 

 


