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EXECUTIVE SUMMARY

This master thesis explores the integration process between Accen-
ture's Industry X and VanBerlo, following the industry trend of big
consultancies acquiring creative design agencies to enable transfor-
mative work and comprehensive solutions for clients. The research
objective of this project is to design a Synergy Creation Approach
(SCA) that enhances synergy between Industry X and VanBerlo,
leveraging their capabilities to offer end-to-end solutions in joint
propositions.

Using the double diamond method in close collaboration with In-
dustry X and VanBerlo employees, the thesis examines the opportu-
nities and challenges for synergy creation. The key findings highlight
that a lack of understanding of each other’s capabilities hinders sy-
nergy creation during business development. The research emphasi-
ses the importance of clear understanding and shared vision, preser-
ving design thinking approaches, and incorporating all responsible
parties in the process.

To foster synergy through business development, an understanding
of client needs and each other's capabilities is essential. This un-
derstanding allows for the identification of opportunities,enabling
the proposal of synergy offerings to clients. By building upon each
other’s work, this collaborative approach delivers greater value to
clients.

Based on the Outside-in Framework of Takhtehkar and Radema-
kers (2020), a Synergy Creation Approach is proposed. This approach
guides Industry X's and VanBerlo's domain leads in creating, valida-
ting, and selling synergy offerings. By increasing awareness of each
other’s capabilities and possible synergy offerings, the tools used
during the SCA, such as the Joint Value Proposition workshop, the
Synergy Canvas and the Synergy Offering Deck, help identify oppor-
tunities for synergy that align with the client’s specific needs.

This thesis provides valuable insights through the Synergy Creation
Approach, it addresses cases where organisations aspire to achieve
synergy but face challenges in leveraging each other’s capabilities,
as seen in the case of Accenture's Industry X and VanBerlo. The SCA
serves as a guiding framework that enhances collaboration between
consultancies and design bureaus, enabling them to drive transfor-
mative and value-driven solutions for clients.
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1.1 BACKGROUND

Consultancies are calling for a new approach to innovation. In a bid to
achieve resilience to changing industries through emerging technologies
and perform greater transformational work for clients, consultancies have
been aggressively acquiring and integrating design firms (Campaign Asia-
Pacific, 2016). As design studios offer necessary capabilities to consultancies
to fuel end-to-end transformational innovation, a collaboration between
consultancies and design studio's promises to optimise the value they bring
to clients.

1.1.1 ACCENTURE

Accenture (ACN) is one of many consultancies that is on the acquisition
trail. Accenture is a global professional services company with leading capa-
bilities in digital, cloud and security. In more than 40 industries, Accenture’s
700.000+ employees serve clients from their various departments; Strategy
and Consulting, Technology and Operations, Accenture Song and Indus-
try X. Over the last 10 years, Accenture has acquired a lot of companies as

a strategic lever to capture value and fuel growth (Stuart Nicoll, Head of Cor-
porate Development Accenture). Among those acquisitions there is a trend
in adding innovative design agencies to the portfolio of Accenture, claiming
that the purchases help their clients reimagine their product services and
their experiences (Patricio De Matteis, MD for Accenture Interactive in Asia).

Accenture kicked off with the acquisition of design firm Fjord in 2013 and
recently acquired Dutch product design and innovation agency VanBerlo
in 2020 along with a few other design and digital agencies. With the
acquisition of VanBerlo, Frank Rennings, managing director of Industry X
Netherlands, envisioned to leverage VanBerlo's product design capabilities
to help clients develop new business models and generate new revenues
from smart and connected products and services (Accenture Newsroom,
2020).

1.1.2 INDUSTRY X

Accenture's newest stand-alone department, Industry X (IX), refers to

the industry where businesses use advanced digital technologies to
transform their core operations, their worker and customer experiences
and ultimately their business models (Accenture, 2023). Industry X houses
expertise in, engineering, manufacturing, technology, consulting and
operations. Leveraging these capabilities, they support the implementation
of technologies such as augmented reality (AR), virtual reality (VR), cloud,
artificial intelligence (Al), 5G, robotics and digital twins, to build resilient

and agile businesses that adapt their client's engineering and
manufacturing operations to a changing industry (Industry X, 2023).

1.1.3 VANBERLO

VanBerlo (VB) is a product design and innovation agency, headquartered in
Eindhoven, Netherlands. Since its founding in 1982 VanBerlo has become an
internationally operating design agency, innovating products and services
for companies in many industries, including fast-moving consumer goods,
mobility, healthcare, banking and high-tech (Accenture Newsroom, 2020).
After nearly four decades, Ad van Berlo, the founder of VanBerlo, has chosen
to retire and put the business up for sale. According to Van Berlo, designers
are increasingly becoming strategic consultants. A relatively small agency,
that VanBerlo is, will inevitably face the big consultancies as competitors.
Therefore selling the agency was considered a wise option (EU policy
advisor Vera Winthagen). With the expectation to leverage the large global
network of Accenture, VanBerlo was sold to Accenture (Thomas Paulen,
former CEO VanBerlo).



1.1.4 OBJECTIVE OF ACQUISITION

With VanBerlo joining Accenture Industry X, Accenture strives to strengthen
its capabilities to help their clients benefit from the merging of physical
products and digital services. The agency's smart connected solutions
integrate technologies including internet of things (IoT), Al, and data
analytics to combine physical objects with digital services (Accenture
Newsroom, 2020). Industry X's aspiration of the takeover is to work together
in joint propositions, such as Product as a Service (PaaS)', W Product Life
Cycle Management (PLM)? & engineering and Smart & Connected Products
(S&CP)?, where they could offer an end-to-end solution to their clients
(Frank Rennings, MD Industry X, 2022). Eventually, more client work would
be generated from this construction, resulting in more revenue for Industry
X.

VanBerlo office in Eindhoven

1PaaS is a cloud computing service that provides customers with a platform to develop, run, and manage
applications without the complexity of building and maintaining the underlying infrastructure.

2 PLM refers to the process of managing the entire lifecycle of a product from its conception to its retire-
ment.

3 S&CP are physical products that are embedded with sensors, processors, and software, which allow them

to connect to the internet, collect and analyse data, and commmunicate with other devices and systems.

1.2 ASSIGNMENT

1.2.1 PROBLEM

Despite Industry X's and VanBerlo's complementing capabilities, the
current collaboration does not fuel the desired outcome of the takeover.
In several areas where the two companies meet each other, there are
obstacles for a seamless integration. The two companies differ from each
other in numerous ways, how they develop business, how they structure
their way of working, what expertise and knowledge they have, and how
they interact with one another.

Moreover, awareness of each other’s capabilities and engagement
among each other's employees is lacking throughout both companies.
This is partly due to the unfortunate timing of the acquisition, namely
just a few months before the COVID-19 pandemic.The success of an
integration is closely tied to the level of interaction and coordination
during the organisational integration process, as noted by Takhtehkar
and Rademakers (2020). Unfortunately, due to the pandemic, this critical
aspect may have been hindered, potentially impacting the success of
the integration. Some employees within Accenture and VanBerlo are

still unaware of each other's expertise and capabilities. Next to that, they
speak “a different language” (consultant at Industry X, 2022). As a result,
they work primarily independently rather than collaboratively developing
business opportunities or working on projects. The obstacles involve both
business and cultural parts, and subsequently affect different processes and
hierarchy levels within the organisation.



1.2.2 GOAL

Industry X and VanBerlo can complement each other through joint
propositions, resulting in meeting client needs beyond what each entity
could achieve individually. By means of so-called synergy projects, two
parties could potentially build on each other's capabilities to provide clients
with end-to-end “ solutions. The synergy offerings or joint propositions,
proposed for these projects, are an integrated set of both each other’s
products, services and practices used to create greater value for clients. This
project aims to contribute to synergy creation, which in this context means
delivering more value to clients than either organisation could provide on
its own.

The project aims to design a Synergy Creation Approach that enhances
synergy creation between Accenture Industry X and VanBerlo that
leverages the offering of end-to-end solutions in joint propositions.
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4 End-to-end means addressing all aspects of product design, development, and maintenance.

1.3 APPROACH

The takeover of VanBerlo by Industry X involved business processes,
activities and culture, resulting in friction in integration across various
organisational aspects. To understand the obstacles and opportunities for
achieving synergy, the project approach required a preceding exploration
phase to narrow down the project’s scope. Once the scope was determined,
a closer examination of that context could take place. The project approach
(figure 1) reflected the four stages within the double diamond design
process (British Design Council, 2019), where the first phase acted as a
funnel going from exploring a wider context to pointing out what to
examine in more detail in a discovery part. Subsequently, the findings of
that Explore & Discover phase were translated into design principles and

a design framework. During the Development phase, the design for the
elements within a Synergy Creation Approach was developed, prototyped
and validated during workshop sessions. Using the findings of those
sessions resulted in the final design of the Synergy Creation Approach,
presented in the Deliver phase.

(2

Figure 1: Project approach
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2.1 EXPLORING BY
OBSERVATIONS

To fulfil the objective of this master thesis, which is to create synergy by
integration, it is necessary to adopt an integrated approach to reduce bias
and foster trust. This entails conducting daily observations at both the
VanBerlo office in Eindhoven and the ITO office®, and documenting these
observations in fieldnotes. By immersing oneself in both organisations, a
comprehensive understanding of the context can be achieved.

Analysis of observations in short

The analysis of the observation suggests that there is a clear spatial
separation between Industry X and VanBerlo, with limited interaction
between the two groups due to confidentiality concerns and different
approaches to work. The lunchtime rituals and after-work activities of the
two organisations are not integrated, resulting in the exclusion of Industry
X employees from VanBerlo's traditions. However, the research shows that
creating synergy between the two organisations is important and relevant,
as expressed by common comments like “we could really use this." There is
a mutual resistance from some VanBerlo employees towards the takeover
by Accenture, but those Industry X employees who make an effort to get
to know VanBerlo are usually people with a background in design. See
appendix 1to review a more elaborate analysis of the observations.

2.2 EXPLORING BY INTERVIEWS

2.2.1 INTERVIEW APPROACH

In order to gain a deeper understanding of the context of creating synergy
between Industry X and VanBerlo, a series of interviews were conducted
with employees from both companies. The interviews aimed to identify
relevant themes, obstacles, and opportunities related to the integration
process. A total of sixteen exploratory interviews were held with employees
from various hierarchical levels in both companies (figure 2). Since the
integration process involves different company processes and activities
that involve various people, participants were recruited via referrals from
the Lead of Industry X, who is responsible for the integration, and through
people that were initially interviewed. All participants have been directly
involved with the other party, for instance through collaborative project
work, pursuing business development®together or in jointly creating a
strategic vision for their collaboration.

The main goals of the interviews were to explore:

> What is the desired outcome regarding creating synergy between
VanBerlo and Industry X?

> What are the obstacles and opportunities related to this desired
outcome?

To achieve these goals, a semi-structured interview guide was developed
(see appendix 2). The guide included questions that were designed

to facilitate a better understanding of the integration process, such as
“When is there synergy between VanBerlo and Industry X?". In terms of
data collection, five of the interviews were conducted remotely via Teams,
while the remaining eleven were conducted in person at the offices of
both companies. During the interviews, field notes were taken to record
responses and olbservations.

Interviewee 1 (former, resigned during this project) CEO VanBerlo
Interviewee 2 Associate Director VanBerlo
Interviewee 3 Strategic Direction Manager VanBerlo
Interviewee 4 Creative Direction Manager VanBerlo
Interviewee 5 Senior Manager and Domain Lead VanBerlo
Interviewee 6 Project Manager VanBerlo
Interviewee 7 Strategic Junior Designer VanBerlo
Interviewee 8 Management Director and Lead Industry X BeNeLux Industry X
Interviewee 9 Accenture Leadership and Client Account Lead Industry X
Interviewee 10 Associate Director and business developer Industry X
Interviewee 11 Associate Director Industry X
Interviewee 12 Senior Manager Industry X
Interviewee 13 Consultant Industry X
Interviewee 14 Analyst Industry X
Interviewee 15 Analyst Industry X
Interviewee 16 Intern Accenture

Figure 2: Anonymised list of interviewees

5 Name of the building where the Accenture office is housed in Amsterdam Zuid.

6 BD refers to activities and processes involved in identifying, pursuing, and acquiring new clients and
projects to help grow the consulting firm's business.
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2.2.2 INTERVIEW INSIGHTS

As a result of the interview data, the insights obtained are captured in an
affinity cluster” and a visual representation on this can be seen in figure

3. The clustering of insights provides an overview of the various topics

that emerged during data analysis. Each bubble represents a topic that
was raised during interviewing and the bubbles that are formed by an
intersection between one or more bubbles, represent a sub-topic that
elaborates on a specific point within a certain topic. Assessing all topics and
sub-topics, six main topics have been identified to contextualise the desired
outcome of creating synergy and related obstacles and opportunities
(figure 3). See appendix 3 for a detailed synthesis of interview data and the
identification of the six main topics.

NOT
UNDERSTANDING
EACH OTHER

BD
APPROACH

NOT BEING
A‘EEEJO LACK OF
THE OTHER FOLISTIE
OVERVIEW
CREATING
SYNERGY DESIGN
\ THINKING
. APPROACH
TICAL
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OBIJECTIVE
OF HAVING
ACQUISITION A HESITANT
ATTITUDE

Figure 3: Affinity clustering of emerged topics in interviews, highlighted the six main topics

7 An Affinity cluster is a structure where data points that are similar to one another based on their relati-
onships or affinities are grouped.

Synergy creation context

The majority of employees envision a synergy scenario in which VanBerlo's
contributions and deliverables are followed up by Industry X's activities,

or vice versa, as the desired embodiment of synergy. Several areas were
mentioned in which the end-to-end solutions driven by VanBerlo and
Industry X could be leveraged, including Smart-Connected-Products,
Energy & Utilities, Mobility, and Fast Moving Consumer Goods. Rather than
composing joint project teams and collaborating on client projects, the
creation of synergy is viewed as a means to stimulate a project follow-up
and serve the client from idea to implementation.

“VanBerlo could design the products and make them ‘smart’, where
Industry X could later provide the systems where these products are
connected to."

- Direction at Industry X

A prominent obstruction to the synergy creation are the various challenges
in business development, according to both parties. First of all, Industry

X and VanBerlo deal with different hierarchical levels and departments
within an organisation when selling a project. VanBerlo is usually involved
with the lead of R&D or an innovation manager, where Industry X does
business with the CTO or CEO of a company. The individual scopes and
impact of their project varies significantly and therefore requires a holistic
strategic overview to identify opportunities of how their collaboration could
provide value to a larger subset. Another drawback of working with various
company representatives is that it limits the potential for both VanBerlo and
Accenture to leverage each other’s networks for closing deals. Nonetheless,
the most evident roadblock to selling synergy projects is because of the lack
of understanding each other’s capabilities.

“If you would ask people within Accenture, even Industry X, what
VanBerlo does, a lot of people would have no idea, or would say that they

make things “pretty”.
- Consultant at Industry X

Contrastingly, this knowledge gap does not cause challenges in working
together in project teams, after the project is kick-off.

“When working on project deliverables and a colleague of VanBerlo
provides support on this, everything runs smoothly and keeps up with
the project requirements.”

- Consultant at Industry X
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In Mmeetings with potential clients or when receiving a RFP® one is required
to connect inhouse capabilities to the client needs, in order to align the
appropriate offering with the client request. Herefore, understanding of

all capabilities is needed. Without this understanding in place, it forms an
obstruction to synergy creation within business development.

“In our wall [at the VanBerlo office] where we showcase previous client
projects, a PLM project of Industry X was included. If | were to give a tour
of this wall to a potential client, | would have no idea how this project
could potentially be valuable to the client, because | don’t have any
knowledge about the proposition and capabilities behind it.*

- Manager at VanBerlo

Moreover, this obstruction does not only originate from being unaware of
each other's capabilities, it also stems from their different approaches in
presenting their offering to potential clients.

“Accenture typically offers potential clients various ‘packages’ of
standard services or implementations they provide, while VanBerlo

first tries to find out what are the underlying needs of the client and
then creates a design brief together. Therefore, IX's CALs ° don’t know
upfront what kind of clients and projects could benefit from a VanBerlo
involvement.”

- Associate Director VanBerlo

Therefore, both parties agree that collaborating in a synergy
project requires joint discussions with clients, rather than individual
communication by one party alone.

Considering the above, the most prominent challenge for creating
synergy between IX and VB includes the lack of understanding of each
other’s capabilities, which obstructs the synergy creation during business
development.

8 Request for proposal is a document that outlines project requirements and invites proposals from vendors.

9 Client Account Lead (CAL), person within organisation, here Accenture, who is responsible for managing a
company's relationship with its clients. They also provide their clients with new project offers.

2.3 EXPLORING BY LITERATURE
RESEARCH

The synergy issues found are specific for the case of Industry X and
VanBerlo. In order to contribute to synergy creation in a more general
context, a brief analysis is performed around challenges that arise when
management consultancies acquire innovative studios in various types
of literature. Here, the challenges found, will verify the legitimacy of the
synergy issues that are identified in this project.

2.3.1 ACQUISITION SYNERGY CHALLENGES

In today's highly competitive environment consultancies increasingly have
started acquiring external creative capabilities to be able to provide end-
to-end solutions in business, technology and now also creativity (Bos and
Lundberg, 2019). By combining capabilities to create new opportunities
and strengthening core competencies, they aim to create synergy
(Stellner, 2015). The driver behind these acquisitions is reacting to changing
industries and doing greater transformational work for clients. Although,

in theory they will complement each other, there are many differences
between the organisations that underlie various synergy issues. And so, the
management of its implementation is becoming more important than ever
(Pawlowski, 2015).

A foreseen challenge to foster a competitive advantage by acquiring
design thinking capabilities, is that this design thinking approach, should
also be put into practice and be integrated in the processes. According

to Gus Desbarats, Chairman of agency Alloy and the British Industrial
Design Association (BIDA), “Design thinking isn’t enough, it needs to be
connected to ‘design doing'”. To perform at their best, a creative agency
needs to closely study human behaviour, make surprising connections

to understand its underlying significance, and use that knowledge to
guide their design choices. This method can transform existing businesses
and help the agency remain competitive in the market (Pawlowski,

2015). Integrating this approach in existing processes takes innovative
leadership skills, which is hard to nurture in large multi-tiered organisations
(Pawlowski, 2015). To be ahead of this challenge, the acquired design
capabilities should be taken into account in the long-term strategy and
integrated in the business (Pawlowski, 2015).
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Moreover, maintaining the culture is crucial for maintaining the value that
the acquired creative agency provides. To tackle the issue of killing this
value, their culture should be preserved (Pawlowski, 2015). This is reflected

in the success of Accenture's acquisition of design firm Fjord in 2001. It

was that light-touch approach that has contributed to the takeover being

a continued success. “What made it work is [Accenture] kind of left us
alone; they didn't want to interfere with what they purchased,” said former
managing director of Fjord, Shelly Evenson. “They let us keep the brand and
our culture, and | think that was fundamental in why it has worked so well.”
(Service Design Network, 2019).

Additionally, successful acquisitions include companies that share a
common vision, a strategy on how to reach it and why one should move
in that direction (Svanteson, 2015). Therefore, it is important that both
parties have a solid awareness of each other's competences and how they
contribute to a shared objective.

Similar challenges as the ones discussed above, are found in a case study
reviewing a previous acquisition of an innovative agency by Accenture in
the Netherlands. In this case, the employees from the creative agency,
MOBGEN™, did not appreciate the organisational structure that was
established in management consulting firms (Bos and Lundberg, 2019).
Moreover, they expressed that the leadership of Accenture did not
understand their business, because of differences in their mindsets.
Because of that, Accenture had trouble selling their propositions (Bos and
Lundberg, 2019). The lack of understanding and respect for one another
and their differences in approaching work, was perceived as the main
challenge for integration (Bos and Lundberg, 2019).

In conclusion, the challenges found in literature also stress the
importance of having a clear understanding of each other’s capabilities
and how these contribute to a shared vision. Besides that, it highlights
persevering the agency’s design thinking approach along with its culture
is crucial to maintain the agency’s performance.

10 An end-to-end creative digital services company

2.4 ASSESSING THE BUSINESS
DEVELOPMENT PROCESS

After exploring the potential for synergy creation between Industry

X and VanBerlo, it became clear that this would entail both parties
complementing each other throughout projects, from ideation to
implementation. To foster this interplay, it is essential to establish a solid
foundation during the business development phase. However, challenges
often emerge during this phase that could hinder the creation of synergy.
To gain a deeper understanding of the BD process, the processes for IX and
VB are examined and comypared. This examination reveals the requirements
for effective business development within Accenture.

To follow-up on the previous interviews with business developers”,
additional discussions (appendix 4) were held to sketch an overview

of the stages and its activities in BD (figure 4). The overview of the BD
process shows the three ways to pursue business opportunities; proactive
origination, responding to a request for proposal or information or following
up or extending an ongoing project. This overview is depicted from the
sales guidelines within Accenture (Accenture Sales Playbook, 2023).

11 People who are involved in selling projects to potential clients. This is not necessarily their main responsibi-
lity in their job activities.
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The overview of the business development process highlights the specific knowledge required at each step. In the initial stages, it's essential to understand
how value was generated in similar contexts in previous projects or by competitors. As the process progresses, it becomes necessary to identify one's

own capabilities and determine how they can be leveraged to offer solutions that create value for the client. In the final stages of the process, it becomes
important to discuss the offering in detail with the client.

PROACTIVE ORIGINATION

INDUSTRY X

PROACTIVE ORIGINATION

VANBERLO

REQUEST FOR
INFORMATION / PROPOSAL

INDUSTRY X / VANBERLO

PROJECT FOLLOW-UP
OR EXTENTION

INDUSTRY X / VANBERLO

DESIGN BRIEF BY CLIENT

VANBERLO

IDENTIFICATION OF BD OPPORTUNITY UNDERSTANDMENT OF OPPORTUNITY QUALIFICATION OF OPPORTUNITY

By targeting companies in IX's
markets. Reviewing these
companies based on their
recent market developments.
or new challenges that would
typically occur in their
domain.

The client has a specific design
briefand requests VanBero for
the execution.

RECEIVING DESIGN BRIEF

Acompelling story of IX's
capabilities in their domain is
created. Previous client
projects as examples of IX's
offerings are included in this
story.

Inthe first sales call a meeting
with the desicion maker
(C-level) is held, where IX's story
is pitched. During the meeting,
trying to understand the
client's pains and gains is
crucial.

When the client is interested
and agrees on a follow-up
meeting, the adequate domain
expert s involved in the project
to discuss the project
opportunity in more detail.

( T e )

Ways in which VanBerlo could
possibly create value for the
client were explored by
researching the trend and
development in the client's
industry.

In the first meeting (usually
with Head of R&D), the client's
needs are explored by fully
understanding the
customer's problem. After
which, VanBerlo proposes
their value proposition.

When receiving a RFl o RFP, it
is needed to assess ifit
concerns an appropriate
opportunity, by understanding
the context and composing a
value proposition.

Towards the end of an ongoing
project, a follow-up project can
be required to take the next
steps. This is discussed with the
client.

In interactive client sessions, the
client brief is explored and
challenged to find the true

value proposition.

A project proposal is
constructed, which includes the
scope, solution, approach,
deliverables, staffing and initial
price.

DETERMINE PROJECT

In the following sessions the
design brief is co-created with
theclient.

CO-CREATING PROJECT

Aproject proposal is
constructed, which includes the
scope, solution, approach,
deliverables, staffing and initial
price.

DETERMINE PROJECT

Anew project proposal is
constructed, containing the
next steps that are required,
based on the previous project.

DETERMINE PROJECT

In the following sessions the
design brief is co-created with
the client.

CO-CREATING PROJECT

Once the client and Accenture
agree on all terms, the contract
can be signed and the project
can be kicked-off!

When te client agrees on the
design brief, the project can
start and with client
involvement the
problem-solution fit will
manifest troughout the project.

Ifthe deal is signed, then the
RFP is won and the project can
be kicked-off

WiN on LosE

Once the client and Accenture
agree on all terms, the contract
can be signed and the project
can be kicked-off!

When te client agrees on the
design brief, the project can
startand with client
involvement the
problem-solution fit will
manifest troughout the project.

DEAL OR NO DEAL

Figure 4: Industry X's and VanBerlo's business development processes
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To execute each step of the BD process effectively, certain requirements
must be met. With this in mind, based on the input of business developers
at Accenture, the following prerequisites for successful business
development have been identified.

Responding to the client's needs is the most effective approach, although
in practice this is not always followed.

“Sometimes Accenture tends to be too self-oriented, like we try to push
something to the client instead of creating and responding to a pull.”
- Manager in Accenture Leadership

In order to propose adequate offerings that align with client's requests,
business developers should truly grasp the needs of the clients. This
means, understanding their pain points and understanding what would
create value for them.

“The best deals are co-created with the client, as this really helps
to understand the real need. Clients are not always very good at
articulating what they need/want.”

- Manager in Accenture Leadership

Secondly, the business developers need to be up to date on all propositions
and capabilities.

“It’s really important that the sales team knows about all our
propositions. They talk to high-level people in the client’s organisation,
so they need to understand their needs and present the right solutions
from Industry X."

- Business developer at Industry X

“The reason why many CALs don't involve VanBerlo in a project, is
because they don’t know what VanBerlo capabilities are. Matching a
project opportunity to VanBerlo's offerings is difficult, therefore they
should identify opportunities and assess whether the project aligns with
VanBerlo’s strengths beforehand.”

- Accenture CAL

And lastly, when pursuing project opportunities it is essential that all
parties responsible for the proposed offering are involved in discussing
the opportunity in more detail with the client.

“As an Industry X representative, | don’t have the authority to negotiate
on behalf of VanBerlo, besides that it's important to involve VanBerlo
early on to build trust with customers from the start.”

- Business developer at Industry X

To summarise, the most effective approach for business development
requires truly understanding the client’'s needs, being aware of all
capabilities and involving all responsible parties during the process.
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3.

DEFINE

The Define phase presents the design principles
for a solution that contributes to the creation

of synergy between Industry X and VanBerlo.
Moreover, it introduces a design framewaork for
this solution, based on the Outside-in approach
of Takhtehkar and Rademakers (2020).




3.1 DESIGN PRINCIPLES

The identified scope of this project is to address the primary challenge of
creating synergy between IX and VB, which stems from the mutual lack of
understanding each other's capabilities, hindering the creation of synergy
during business development.

How can the mutual lack of understanding Industry X's and VanBerlo's
capabilities be bridged to facilitate the creation of synergy during
business development?

The proposed solution should hold the following design principles:

Create a true understanding of each other’s capabilities
Having a complete understanding of all capabilities enables business
developers to propose the most suitable offerings that meet client needs.
This entails comprehending the underlying client needs and how each
party’s capabilities can be leveraged to deliver value to those needs in the
form of a synergy offering.

Safeguard each other’s value creation approaches and culture
Trying to force both parties to conform to the same structure and approach
may not be the most effective way to create value. Each party has their
unique strengths and approaches to deliver value in the most appropriate
way for their particular deliverables. Therefore, creating synergy should
involve tracking and building upon each other’s deliverables while aligning
on the project’s overall direction.

Involve all responsible parties in the early stages of the BD process
Creating synergy in business development relies heavily on effective
internal networking, which fuels identifying the suitable business
developers to engage with, understanding how to engage with them, and
determining when to involve them in the process. All of these aspects are
required for effective business development.

3.2 DESIGN FRAMEWORK FOR
SYNERGY CREATION IN BD

Reflecting the design principles, driving synergy creation in business
development calls for the creation and sales of a synergy offering. A synergy
offering combines products and services from both parties to create unigque
value for the client that cannot be achieved separately. It leverages the
strengths of both parties for a more effective and efficient solution. The key
to deliver successful synergy business originating from both parties, lies in
deep genuine outside-in strategizing at the business level (Takhtehkar and
Rademakers, 2020). Meaning that value drivers to specific market demands
are identified first, and later is reviewed how the companies’ capabilities
and resources should contribute to that value capturing. Takhtehkar and
Rademaker constructed a framework to compose an integrated business
system'?, designed to capture potential value that is jointly delivered to a
specific market (figure 5).

Although the desired synergy creation in the case of Industry X and
VanBerlo does not concern the business system of an entire company, but
rather a service line®, this approach can still be applied. Especially, bearing
in mind that the synergy issues of Industry X and VanBerlo are based on
the lack of awareness of each other’s capabilities, an outside-in approach
could allow them envision a synergy offering without the constraints of
incorporating each other's capabilities at first.

12 A business system is a set of interconnected and interdependent components or processes that work
together to achieve a specific goal or objective within an organisation.

13 A service line refers to a specific area of expertise or service offering that a consulting firm provides to its
clients. A service line is often structured as a business unit within the firm, with its own team, practices and
processes.
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The first step in the outside-
in framework is defining

the current post-acquisition
multi-business system,

which is a merge of the two
business systems before
applying the outside-in
strategy. The outline of

the business system is

based on Johnson's (2018)
business model concept and
considers a customer value
proposition, key processes
and key resources. Once

a clear understanding of

the multi-business system

is established, the next

step is to identify market
opportunities within the
business's operating market.
Subsequently, a business
system that is required to
capture the identified market
opportunities is constructed.
This required business system
isthen compared to the post-
acquisition multi-business
system to reveal the gaps

for capturing the market
opportunities.

The outside-in approach
ensures that the integration
of two separate business
systems is designed to offer a
product or service that meets
the needs of the market that
were not previously captured
by either business alone,

and thus enables synergy
creation.

DEFINE MULTI-BUSINESS SYSTEM
By reviewing the integrated merge of the two business
systems after the acquisition.

PARENT COMPANY MULTI-BUSINESS SYSTEM
Market system:
The customers in a specific market and the needs they
have that must be met in order to create value. ( (
MARKET SYSTEM MARKET SYSTEM
N\ L
Customer value proposition:
An unique offering in designated market that creates
value for its customers. e 4
VALUE PROPOSITION ALIGNED VALUE PROP.
Required business
model proporties to \ k
capture market
opportunities. ) . f (
Johnson (2018) The key processes needed to realise value creation.
ACTIVITY SYSTEM INTEGRATED ACTIVITY SYSTEM
The key resources needed to drive value creation: (
Skills, capabilities and assets that define unique offerings.
RESOURCES LEVERAGING RESOURCES
PERFORM OUTSIDE-IN MARKET SCAN \ \

TO FIND POTENTIAL MARKET VALUE

By identifying market demands through evaluating the
customer's reaction to the post-acquisition multi-business
offering.

Assessing market value from outside-in to create an understanding of customer needs.
Review the market reaction to the multi-business offering

--- User surveys: To identify which elements of the multi-business were valuable to the users

- Key opinion leader interview: To gain direct feedback on multi-business offering from a highly influential perspective on futuristic potential

- Net Promotes Score (NPS): To gain customer feedback on the usage, the brand/image of multi-business (offerings)

CONSTRUCT THE REQUIRED BUSINESS SYSTEM

TO CAPTURE POTENTIAL MARKET VALUE

By reflecting what value proposition relates to the designated
market and what key processes and resources are required to

MARKET SYSTEM

MARKET SYSTEM

VALUE PROPOSITION

ACTIVITY SYSTEM

RESOURCES

Multi-business
offering

MULTI-BUSINESS SYSTEM

ALIGNED VALUE PROP.

INTEGRATED ACTIVITY SYSTEM

deliver that.
Based on the customers neec,a businesssysten s constucted, REQUIRED BUSINESS SYSTEM
that is required to caputure the potential market value.
4 ) (
VALUE PROPOSITION
\ J \
IDENTIFY GABS AND OVERLAPPING ELEMENTS [ \ (
Comparing the required business system to the multi-business ACTIVITY SYSTEM
system.
- J N
(" ) (
RESOURCES
By bridging the identified gaps, the two business systems can combine their value \_
propositions, processes, and resources that effectively captures previously untapped . J

LEVERAGING RESOURCES

market needs and eventually enables synergy creation.

Figure 5: Tathekar and Rademaker’s (2020) outside-in framework for post-acquisition integration issues
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Comparing the context
considered in Takhtehkar

DEFINE A JOINT VALUE PROPOSITION

, SERVICE LINE JOINT SERVICE LINE
and Rademaker'’s case NpusTRY X
study, with that of Industry e o 2 .
e design framework dictates how a single service line at
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comipany. Moreover e

i T ~— @@

compa ny COHSIdered In the ALIGN JOINT VALUE PROPOSITION
case study already had a WITH CLIENT NEEDS
multi-business system in

lace that delivered products
p H p The envisioned Joint Value Proposition needs to Industry X and VanBerlo serve clients INDUSTRY DOMAIN
a nd services to customers. align with the client needs to meet untapped in overlapping markets, called “Industry domains'

The Joint Value Proposition should correspond

market value, that was not captured by either
to a shared industry domain.

In the context of this project, party alone
this multi-business system

and so-called multi-business

offering are yet to be

determined.

REQUIRED SERVICE LINE
CREATE SYNERGY OFFERING BY REFINING
JOINT VALUE PROPOSITION TO CLIENT NEEDS

—_—

SYNERGY OFFERING

g
INTEGRATED PRACTICES
IDENTIFY UNDERLYING PRACTICES %
AND CAPABILITIES
Ve

SHARED CAPABILTIES & EXPERTISE

~— @O

Figure 6: Design framework for
creating synergy in business development

Rather than using the framework to analyse the post-acquisition situation compared to the required
situation, a design framework is needed to build on Takhtehkar and Rademakers theory to guide the design
process of creating and selling a synergy offering. Based on the validated concept from an interview with
Takhtehkar (appendix 5), a design framework was developed for the specific case of IX and VB (figure 6)

and was utilised in the current project. The design framework indicates that a generative design method is
necessary to develop an initial Joint Value Proposition (JVP)'4, as this has not yet been established in the case
of IX and VB. To achieve this goal, a collaborative workshop was designed.

14 The JVP refers to how X and VB products or services together solve a client's problem, satisfies a client need or desire, or provides a benefit.



4.

DEVELOP

The Develop phase illustrates the process of ideation and ite ;
involved in developing the methods that are used to create and s¢
synergy offering. Guided by the design framework, these methods for
the key components of the Synergy Creation Approach: an approach to
create, validate and sell a synergy offering. During this phase, a step-by-
step approach was used to create the Joint Value Proposition Workshop,
the Synergy Canvas, and the Synergy Offering Deck (SOD), which are
essential elements in the Synergy Creation Approach.




4.1 DEVELOPMENT OF JOINT
VALUE PROPOSITION WORKSHOP

As outlined in the design framework, the initial step in an approach for
synergy creation involves Industry X and VanBerlo envisioning a Joint Value
Proposition. A workshop was created to assist both parties in reaching a
Joint Value Proposition through a step-by-step process.

Method

The outside-in approach enables the envisioning of a Joint Value
Proposition without the need to consider each other's capabilities at the
outset. This is depicted in figure 7, which presents a framework for the
creation of a JVP derived from the Design Framework for synergy creation
in BD (figure 6).

SERVICE LINE JOINT SERVICE LINE
INDUSTRY X

DEFINE A JOINT VALUE PROPOSITION

NDUSTRY DOMAIN
OINT VALUE PROP.
RACTICES

APABILITIES

nang

INDUSTRY X VANBERLO
INDUSTRY DOMAIN INDUSTRY DOMAIN
VALUE CREATORS
INDUSTRY X

DESIGNATED VAL\‘IJAEN%REERIIA_LORS

INDUSTRY DOMAIN

OINT VALUE PROPOSITION

STEP 1: IDENTIFY DOMAIN NEEDS STEP 2: UNCOVER VALUE CREATORS
Indentify the needs of their clients within a shared Formulate how each party can individually create value for
domain. the identified client needs, and indicate the corresponding

offerings of each party.

Figure 7: Design framework for Joint Value Proposition Workshop

INDUSTRY X
OFFERINGS

INDUSTRY X
CAPABILITIES & PRACTICES

f

VANBERLO
OFFERINGS

VANBERLO
CAPABILITIES & PRACTICES

STEP 3: CAPTURE UNDERLYING
CAPABILITIES

Indicate the underlying capabilities of each offering.
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In designing the exercises for the workshop setup,
Strategyzer's”® Value Proposition Canvas (VPC) (figure 8)

The Value Proposition Canvas =
° [HH]

e Froposition Customer Segment

Gain Creators

24

customer
Job(s)

Figure 8: Value Proposition Canvas (VPC)

and Christensen’s Job-To-Be-Done (JTBD) framework
(figure 9)

The Customer Job Statement

8 A © 8 =

As a parent ..increase.. ..the safety.. ..of my child.. ..when they
Iwant to start driving for
the first time.

Customer Direction of Product Person or thing Contextual
self-

improvement or process. using the product clarifier
identificator or process.

(How would (More or less (What is being (What or who is (What is the
they describe of something?) improved?) bein d2) situation where
themselves?) this job occurs?)

Figure 9: JTBD framework (Digital Leadership, 2023)

are incorporated along with creative problem solving
techniques. The JTBD framework allows the participant
to pinpoint the client's true needs, without imagining
a solution (step 1) . Additionally, the VPC captures an
overview of how value is created for those specific
needs (step 2). During the last part of the workshop,
the participants identify the capabilities of both parties
that underlie their offerings (step 3). For this step,

the Capability Cards are designed (figure 10) that
provide an overview of all capabilities of Industry X and
VanBerlo, along with suggestions for suited processes
and forms to deploy these capabilities.

VAN BERLO

CAPABILITY CARD

WHAT KIND OF CAPABILITIES ARE REQUIRED TO DELIVER

THIS OFFERING?

Innovation Strategy
Proposition Development
Trend Research

Future Scenerio Planning
Digital Transformation

Road Mapping

oooood

Customer Journey Mapping

[T Design Thinking Training

Product Design

[] Physical Industrial Design
[[] Product Design

j Packaging Design

:‘ Soft Good Design

[[] wearable Design

Research & Insights
[] Qualitative Design

[[] Qualitative Research

[[] contextual Inquiries

D Data Scraping

[[] DataAnalytics

[[] usability Testing

[] consumer Insights

Product Development
[] system engineering

[[] Hard Modelling

D Prototyping

D Concept-engineering

[ Pre-engineering

[] customer Design
[] Experience Principles Design
[] Touchpoint Design

[] service Design

Digital Design
["] ulindustrial Design
[} ux/ui Design

j Interaction Design
:‘ HMI Design

[[] service Design
L]

Information Architecture.

L

[[] cAp Modelling

[[] 3D Visualisation

Software & Hardware
development

[[] system Architecture Design
[] Electromechanical prototyping
D Filmware Development

D Frontend / App development

Brand communication
[] Brand analysis

[] Brand positioning

[[] Visual brand language

D Brand experience

Sustainability
approach

[] Product (architecture) assessment
[ ] Product Lifecycle assessment
D Recyclebility assessment

D Disassembley mapping

[[] Backend/cCloud
[] Al/computer Vision

[] Prototyping

0

[] Design for Rimplementation

WHAT KIND OF PROCESS IS NEEDED TO DEPLOY THS

CAPABILITY?

[] tean
[] Design sprint
[] waterfall

[] Agile (scrum)

0.
O

IN WHAT FORM DO YOU USE THIS CAPABILITY TO CREATE
VALUE FOR THE CLIENT?

[[] secondment of personel [

[[] studio based

[] consuiting

INDUSTRY X
CAPABILITY CARD

WHAT KIND OF CAPABILITIES ARE REQUIRED TO DELIVER

THIS OFFERING?

Strategy

[[] crowthstrategy

[[] Product portfolio strategy

[] Sustainability strategy

[[] Product & Platform strategy

[] patamonetizing strategy

[[] coToMarket strategy

[] Manufacturing & Digital strategy

[] operating model startegy

Implementation/deployment
services

[] cloud deployement

[[] operations (digital) Twin

[] Deployement of Management system for X
|

[ ==

L

LJ

Development services

Analytics & Assesment
[] Vvalue stream mapping
[[] Advanced production analytics

[ RaD maturity assessment

ogood

Transformation services

[] R&D operations model transformation
[] Product portfolio transformation

["] Model-based engineering transformation
[[] Development process re-engineering
[] Energy transition services

[[] change management

[[] (Re-)Design operational infrastucture

[

Engineering services

[] Platform design, architectur

[] Piatform enablement & support

| ineering simulation services

[] system integration services

m jication design &
[] Service parts life cycle management
[] Intelligent maintenance & Repair operations

|| bigital continuity

J ineering tools trar

[] Data digitalization and migration
[] Technology and architecture

L]

WHAT KIND OF PROCESS IS NEEDED TO DEPLOY THS

CAPABILITY?

[] tean
[[] Design sprint
[] waterfail

[] Agile (scrum)

IN WHAT FORM DO YOU USE THIS CAPABILITY TO CREATE

VALUE FOR THE CLIENT?
[[] secondment of personel
[[] studio based

["] consulting

Figure 10: Capability Cards

15 Strategyzer is a company that provides tools and resources for business strategy and innovation.

Overall, the workshop exercises facilitate a transition from divergent to convergent thinking,
allowing participants to collaboratively create a JVP that begins with identifying the client’s
needs and the potential value to those needs, and then determining the necessary underlying
capabilities to capture the value proposition.




Prototyping and validating

Context

The first workshop design was tested with Industry X and VanBerlo's
employees (one of VB and three of IX) who operate in the domain of Energy
& Utilities'®, with a specific focus on Intelligent Asset Management (IAM)"7 .

Outcome

The participants from Industry X were unfamiliar with the design thinking
exercises and required substantial guidance to complete them. Additionally,
all participants tended to focus on existing offerings, rather than exploring
potential value creators. Also, guiding and explaining took longer than
anticipated, and only half of the planned workshop exercises were
completed. Besides that, the selected value proposition reflected a typical
Industry X project that did not require value creation elicited by VanBerlo.

Figure TTA: IAM workshop

16 The energy and utilities industry is a sector that includes companies involved in the generation, distributi-
on, and sale of energy, such as electricity, natural gas, and renewable energy sources.

17 IAM is a system that uses advanced technologies such as the Internet of Things (loT), artificial intelligence
(Al), and machine learning (ML) to monitor and manage physical assets more efficiently and effectively.

Figure 11B: IAM workshop

Conclusion

The workshop would benefit from additional focus on participants
prioritising value creation that meets client needs, rather than defaulting to
standard offerings. Furthermore, it would be beneficial to provide guidance
on selecting client needs that offer opportunities for projects that leverage
the combined strengths of both Industry X and VanBerlo's offerings. Figure
13 shows the refinements created based on this conclusion.
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Context

Two workshops were carried out following the revised workshop design.
From the Smart Connected Products domain, five employees (two of
VB and three of IX) participated. And during the next workshop, nine
people (four of VB and five of IX) from the Health & Life Sciences domain
participated. Because of this large group, the workshop was executed in
groups of two, following the same exercises in parallel.

> & R
Figure 12: SC&P workshop and H&LS workshop

Outcome

The workshop sparked a lot of discussions when selecting which client
needs to pursue to opt for a joint project. Deciding on the indicators for

a typical VB, IX or joint project was really difficult, because the indicators
were interpreted differently per person. On the one hand these discussions
helped understand each other’s practises and offerings better, but on

the other hand it did not leave sufficient time to construct a Joint Value
Proposition. Only one group arrived at a Joint Value proposition and could
present how IX's and VB's offerings would contribute to this. Furthermore,
the participants struggled in finding the most appropriate level of
concreteness in formulating client needs using the JTBD statements.
When the needs were too abstract, composing the JVP using the VPC did
not result in a tangible Joint Value Proposition. During the last exercise the
Capability Cards supported in more elaborate discussions and explanations
on how each capability underlies an offering. Overall the workshop had

a logical program and participants indicated that it helped them in
understanding each other’s capabilities.

“For me the benefit was to better understand Van Berlo’s capabilities
and how we could position that in a joint proposition.”
- Designer at VanBerlo

Conclusion

The workshop relies on the participants' own insights of client needs, and
therefore it is crucial that the people participating in the workshop hold this
knowledge.

Another takeway indicates that to select the client needs with the greatest
potential for a joint project, the most appropriate indicators are the level

of user touch points, because VanBerlo's offerings are centred around the
design of user touch points. Without these user touch points, there is no
need for VanBerlo's involvement in the project. The second indicator reflects
whether a JTBD statement stands on its own or relates to a system, because
VanBerlo's capabilities can be utilised to design specific interactions or
touch points without the need to integrate the entire system. However,
when addressing client needs of this nature, the dependencies on Industry
X's capabilities are relatively low. Figure 13 shows the refinements created
based on these insights.



4.1.1 CONCLUSIONS OF JVP DEVELOPMENT

The outcome of the JVP workshop resulted in a more abstract direction
regarding the creation of value for a specific client need, by harnessing the
diverse capabilities of both parties. However, it lacked a tangible synergy
offering that would align with the trajectory of a corresponding project and
clearly demonstrate how VanBerlo's and Industry X's practices complement
each other in practical terms. To effectively market synergy offerings in

the future, it is crucial to develop a concrete overview that highlights the
interplay between the practices and capabilities of both entities, illustrating
how they collaboratively generate value for the client.
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Insights workshop v1 Insights workshop v2
Outcomes ) o ) . ) Outcomes
- participants needed substantial guidance To assist participants in selecting the most suitable - Trouble in using the indicators on the axis
- focus was too much on existing offerings JTBD cluster, in the redesign they can plot them - Struggled with level of concreteness in JTBD statements
- selected JVP reflected a typical only-Industry X on a two-dimensional axis. This approach can - Capability Cards helped in explaining underlying capabilities
project reveal the most promising cluster based on two
key indicators: tangible vs. abstract solutions and Conclusion
Conclusion high vs. low human involvement. In the redesign, the JTBD cluster with the most potential for a

In the redesign, participants should first identify
customer needs by clustering them into JTBD SCP & H&LS
statements. Then, they can indicate specific products WORKSHOP
and services that meet those needs in the final step.

joint project is selected by considering two indicators:
stand-alone vs. system and high vs. low level of user touch
points. Also, clear descriptions of these indicators are provided
to ensure consistent interpretation.

1AM
WORKSHOP

REDESIGN REDESIGN

Figure 13: Iteration cycle



4.2 DEVELOPMENT OF
SYNERGY CANVAS

In order to construct a framework for the required outline to
concretise the JVP into a synergy offering, discussions with the
Domain Lead and business developer at VanBerlo and Industry X
were held.

“Looking at both practices in typical projects, practising
strategy is overlapping between VanBerlo and Industry X.
Then, VanBerlo usually develops a new solution or product.
While Industry X implements an existing solution. Accenture
also provides maintenance after implementation.”

- Business developer at VanBerlo

Four stages of a synergy project were identified; Explore,
Develop, Implement and Sustain. For each of the stages

the characteristic practices of VanBerlo and Industry X were
assessed. Next, the components of the JVP were structured
around these segments. The Synergy Canvas (figure 14) serves
as a useful tool to transform the Joint Value Proposition into a
more concrete synergy offering. In the next chapter (Ch.5.3) an
elaborate description of the final design of the Synergy Canvas is
provided.

4.2.1 CONCLUSIONS OF SYNERGY
CANVAS DEVELOPMENT

Despite having a concrete overview that outlines the interplay
between the practices and capabilities of both entities and
their collective value creation for the client, the synergy offering
remains reliant on assumptions made by the participants of the
JVP workshop.

“Some elements in the Joint Value Proposition are fact based
and some are assumed. The next action is to validate them!"
- Business developer at VanBerlo

Reflecting on the design framework (figure 6), validating
whether the synergy offering is truly in line with client needs,
is vital to provide actual market value. Therefore, the synergy
offering needs to be evaluated by potential clients.

(FUTURE)CLIENT NEEDS IN CLIENT DOMAIN
(3TBD)

(WHAT IS NEEDED TO GET THE JOB DONE +
HOW YOU WILL ACHIEVE THAT)

OFFERING

PROJECT STAGE EXPLORE DEVELOP IMPLEMENT

318D
PER PROJECT STAGE

VANBERLO/INDUSTRY X
pppppp oo ASSESS CONTEXTUALIZE STRATEGIZE DESIGN

DEPLOY

manaGement | | maiNT ENANCE

ssssssss

CAPABILITIES

Figure 14: Synergy Canvas
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4.3 DEVELOPMENT OF
SYNERGY OFFERING DECK

Besides (potential) clients themselves, Accenture's CAL's have
an accurate understanding of the true needs of their clients. For
market validation, the synergy offering can also be evaluated
with CAL's. Internal and external commmunication is typically
facilitated by Powerpoint decks. Therefore, the selected medium
to support the validation of the synergy offering involves a slide
deck.

“Requirements for a storyline to convey CALs include: the
overall situation and need, the challenges (pains), our
offering(s) and the correlating gains. And what this ‘means’,
for examples of how we provide those gains. - workshops,
consulting, product development, etc.”

- Business developer and domain lead at VanBerlo

Based on the requirements provided above, and various offering
decks of Industry X and a set of basic requirements for an
offering deck, a template is designed to convey the synergy
offering. The Synergy Offering Deck template (figure 15) reflects
the content of the Synergy Canvas divided over different slides.
The next chapter (Ch. 5.1), describes the use case of the SOD.

4.3.1 CONCLUSIONS OF SYNERGY
OFFERING DECK DEVELOPMENT

Whether a client fully understands the synergy offering after
receiving a presentation supported by the SOD, was not verified
after its development. However, its layout is very similar to the
offering decks that are currently being used. Comparable to sales
meetings using the existing decks, the effectiveness of conveying
the message largely hinges on the presenter. This person should
validate or invalidate the critical assumptions that underpin the
synergy offering, such as the JTBD and the value drivers, while
using the SOD solely as a support tool.

Name of offering

B Valuedrivers

Figure 15: Synergy Offering Deck template

JTBD of offering

A step by step approach
to offering

EXPLORE DEVELOP IMPLEMENT

INDUSTRY X//

to VANBERLO
JTBD = Value
Proposition
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Synergy Creation
ing the SCA and
nvolved. Additionally, it
\ to illustrate its application.




'5.1 AN APPROACH FOR
SYNERGY CREATION

Currently, Industry X and VanBerlo operate
independently in their business development

efforts. However, there is a potential for synergistic
collaboration when a client's request aligns with the
capabilities of both parties. The interplay between the
two parties can lead to the generation of greater end-
to-end value for the client.

In order to ensure the inclusion of the other party in
relevant projects, it is vital that all business developers
are well-informed about their respective capabilities.
Unfortunately, this is currently not the case. To address
this issue, the Synergy Creation Approach (figure 16)
provides necessary steps and tools to create, validate
and eventually sell a synergy offering. By following

this approach, it helps both VanBerlo and Industry

X understand each other's capabilities, which is
necessary to connect client needs with their respective
offerings and ultimately create synergy in business
development.




SYNERGY CREATION APPROACH

AN APPROACH TO ) AND A SYNERGY OFFERING

4. CONCRETISE OFFERING

Can you tell me what is
meant by this capability?

By means of this Synergy Canvas
we can concretise the JVP into an
offer where we specify how value
is created for the client in different

project stages.

JOWT VALUE PRoPosition
lE‘—

SYNERI CANVAS

-

CREATE

Yes! | can give you an
example of how that

capability is used...

Both IXand VB

could be valuable
in supporting clients
with the need to...

Oh, now | can see how
the value created by
VanBerlo is implemented
and maintained by IX.

CLIENT NEEDS

pB

2UNCOVER VALUE CREATORS

By doing this, the client’s . .
Y 9 ) We can realise that gain
by providing this service..

pain can be relieved...

\VALUE PRoPosition

This is a positive
outcome the client
wants to achieve..

)

VB clients want
help with...

IX clients have
trouble with..

LIDENTIFY
DOMAIN NEEDS

3.CAPUTURE
UNDERLYING CAPABILITIES

Oh!'we could help with
that by creating...

VALIDATE

We struggle a bit with...
and idealy we would like

to achieve...

Next meeting I'll bring
my VanBerlo collegue
who can ellaborate on

SELL

SYNERGY OFFERING DECK
Based on the insights of the CAL,
we should refine the synergy offering

to match the client's needs.

We created this synergy offering
based on our own assumptions,
now we need to verify if this offering
aligns with the client's true needs.

7. SELL SYNERGY OFFERING

Asa CAL, | am in close contact
with my clients. The offering

sounds interesting, but my client's
also could benefit from...

6.REFINE
SYNERGY OFFERING

5,EVALUATE
SYNERGY OFFERING

Figure 16: Synergy Creation Approach




CREATION OF SYNERGY
OFFERING

Step 1: Identify domain needs

By means of the first step in the Joint Value
Proposition Workshop, the needs of a shared
industry domain are identified.

Step 2: Uncover value creators

In the second step in the JVP workshop, the
products and services and how they create
value to the specific domain needs, are
uncovered.

Step 3: Capture underlying capabilities

In the last step of the JVP workshop, the
capabilities of both parties that form the basis
of the JVP are identified. This is facilitated

by using Capability Cards (figure 10), which
encourage detailed discussions and ensure a
clear understanding of these capabilities.

Step 4: Concretise offering

The abstract output of the JVP is transformed
using the Synergy Canvas (figure 14) into a
more concrete synergy offering, showing the
interplay between IX's and VB's practices.

CLIENT NEEDS

Yes! | can give you an
example of how that

Can you tell me what is
meant by this capability?

VALIDATION OF SYNERGY
OFFERING

Step 5: Evaluate synergy offering

The synergy offering is evaluated by
Accenture's CAL or potential clients to validate
whether the offering isin line with the true
domain needs. Here, the Synergy Offering
Deck is used to support the validation
meetings.

Step 6: Refine synergy offering

The necessary refinements in the synergy
offering, are led by the feedback regarding

the alignment of the synergy offering with

the specific domain needs leads provided by
the CAL and/or the potential client. Again, the
Synergy Canvas and SOD are used to structure
the refined synergy offering.

SELL SYNERGY OFFERING

Step 7: Sell synergy offering

During business development meetings,

the business developers have conversations
with potential clients in the industry domain
relevant to the synergy offering. They actively
listen for any needs that can be addressed
through the synergy offering. Once a
connection is established, the appropriate
representatives from VanBerlo and Industry X
join subsequent meetings with the potential
client to collaboratively refine the synergy
offering based on their specific needs. When
all parties agree, the refined synergy offering is
finalised, signed off, and sold.

The steps described above precede the
current business development process.

From step 7 onward, the typical business
development process is followed, making use
of the newfound awareness of each other's
capabilities.




5.1.2 CONDITIONS FOR USING THE SCA

To successfully follow the Synergy Creation Approach, several
conditions must be met. Firstly, there must be the intention

to sell synergy projects rather than stand-alone projects,

which implies a clear commitment from both companies to
collaborate and leverage each other’s capabilities to deliver
end-to-end solutions to clients. Secondly, it is crucial that both
VanBerlo and Accenture serve clients within the same domain
and with corresponding needs. This ensures that the generated
synergy offering is relevant and applicable to one of their shared
domains. Thirdly, there must be sufficient time and budget to
prepare and conduct the workshop and to follow up on the next
steps.

The proposed approach is recommended when all conditions
are met. However, in situations where only a few conditions are
met, such as having the intent to collaborate but limited time to
generate a synergy offering, applying the workshop design and
Synergy Canvas may not be feasible. In such cases, one could
only use the capability cards to reflect on potential opportunities
for collaboration with the other party. When a business
development opportunity emerges, reviewing the capabilities
of the other and considering how they could bring value for that
specific opportunity, can fuel ideas for collaboration and further
discussion.

“The capability cards you prepared are a nice piece of
reference material that I'll be using for sure.”
- Software engineering specialist at VanBerlo

*l can picture myself having an initial idea of how Industry

X could help with a project, and then double-checking it by
taking a look at the Capability Cards to see which capabilities
we could actually use in that situation.”

- Creative Director at VanBerlo




5.2 JOINT VALUE
PROPOSITION WORKSHOP

In this section a more in depth description of the Joint Value

Proposition workshop is provided.

5.2.1 FINAL DESIGN OF JVP WORKSHOP

The following pages showcases the seperate elements of the

workshop design.

WORKSHOP FORMAT FOR PARTICIPANTS
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Gain creator Gains
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Pain reliever Fains

Products & Services
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Figure 17: JVP workshop in Miro
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Facilitator instructions Step 1B Step 1B: Market needs

. Cluster all post-its based on the same type of need and name each cluster by formulating a corresponding
JobToBeDone-statement
. Clustering is done collectively, everyone speaks out loud

Provide guidance in:
. ensuring that the output
generated in this exercise
IS not too high level, the

need/problem should be

T —— 1. Cluster all postjlts based on the I nd U st ry X
5 same type of client need. 5

2. Name each cluster by formulating

group of people or

rocess. ;
P a corresponding JTBD-statement.
Prime questions: JTBD-statement:
"Who needs to get this done?” [Person or Object] needs to [Verb] :
=+ ] For example:
"Who or what need to do this? + [Contextual clarifier] :

The workers need to

_/TB D' BN collect all dynamic data

: in a standard way
Provide gl:udance - "The workers need to collect statement
. ensuring that the output _ ) s
N a standard way

generated in this exercise — —
concerns the needs .

e i "The system needs to review anc 5
rather than indicating a i
solution or benefit of that
solution.

For example:

automatically based on its
characteristics”

Prime questions: 0SS S S

"What job needs to get done to
reach the desired outcome?"

JTBD-
statement

JTBD-
statement

JTBD-
statement

JTBD-
statement




Step 1A: Client challenges invertarisation

- Both Industry X participants and VB participants write down their client challenges on post-its
- Everyone writes individual, but reads post-it out load when putting it on the flip over

. Separately write down challenges that
Industry X's and VanBerlo's clients

. encounter within the designated
domain.

With what needs do clients
. come to Industry X/VanBerlo?

- What kind of problems do
clients want to solve?

Industry X

VanBerlo




Facilitator instructions Step 1B Step 1C: Synergy potential

Plot the JTBD-statements in the matrix
Plotting is done collectively, everyone speaks out loud

Provide guidance in:

. filtering jobs that are
relevant for both Industry
X's capabilities and . 1. Plot the JTBD-statements in the
VanBerlo's capabilities. In matrix
case the matrix does not :
support this selection
process, reflect on how
IX/VB could provide
support for each job. If
neither or only one could
add value to the job, its
synergy potential is
considered low. Ask the
following prime questions
to reflect on them without
using the matrix.

Does this "Job" require a HIGH or
LOW level of user touch points?

Does this concern a STAND-ALONE
"lob" or does the job relate to a
SYSTEM?

2. Choose the JTBD with the most
synergy potential: the JTBD placed in
the darkest shade of orange.

JOB RELATES TO

The job Is connected to more components
within a system or process that enable a
specific function or goal.

Prime questions:
"What can IX/VB do to support
in this job?"

The system needs to
review and catagorize the

The workers need to

‘ collect all dynamic data
assets automatically

based on its characteristic

in a standard way

"Has VB/IX supported to this

kind of job before?"
level of level of
user touch user touch
points: points:
A low level of user A high level of user

touchpoints means that
there are few direct
Interactions required
between the end user and
the product or service.
The user doesn't need to
perform many direct
actions with the product
or service, but they can
still be involved through
passive observation or
Indirect interactions.

The nurse needs to
document all patient

data in the registration
system

JOB

The job can be performed independently, without any
connection to a larger system or context. Its performance
does not heavily rely on other components.

touchpoints refers to the
numerous direct interactions
between the end user and
the product, or service.
Meaning that the user Is
actively engaging with the
product or service, rather
than just observing or
reviewing It.



Facilitator instructions Step 2A Step 2A: Client pains and gains

_ _ _ - Write down the corresponding pains and gains for the client
Provide guidance in: . Plotting is done collectively, everyone speaks out loud
.- ensuring that the output

responding to the pains

and gains, truly reflect the Write down the corresponding pains
i and gains for the client.

Gains

positives/negatives :
outcomes the client i Gains: Positive outcomes that the client
: hopes to achieve

Gains

Gain creator

hopes to achieve/avoid. It

should indicate a benefit . Pains: Negative outcomes that the client

or outcome, rather than | hopes to avoid
the solution. '

:III [ EARRS RS RN RN RRARERTERINRRRRNERRERENRERERERUNRERERE RN ERARERERNERRRERERERERURRERENERETRYIRNRNRNERNRNRNNNY! I: Pains

Prime questions:
"What does the client or user
want to achieve or avoid here?"

Step 2B: Value map

"What should be the outcome or . Write down the pain relivers and gain creators corresponding to the JTBD-statement m
benefit of the potential - Plotting is done collectively, everyone speaks out loud ‘ l
solution?" ©
- . . 1. Wr_lte down thfe corresponding pain T — %
Facilitator instructions Step 2B . relivers and gain creators. Q
i 2. Draw lines between gain
Provide guidance in: cre'atars/gc{ms and the pain £ ) = M
. reliever/pains. S 2P T
- ensuring that the output > o q
responding to the pains _ -:.ﬁ
relievers and gains Pain reliever: What is needed to relieve this N m - -
creators, truly reflect the i pain? i ll
ways to relieve or create By o hewer Roans ‘ )
the corresponding i Gain creator: What is needed to create this?
pain/gain. The provided :
solutions, do not have to h
be existing practices of °
VanBerlo or Industry X.
Step 2C: Value map o
Prime questions: . Write down the corresponding offerings for the client Q
"How can this pain/gain be . Plotting is done collectively, everyone speaks out loud
relieved/created?"
n 1 E“““-"““““-“““““-“““““"-““““"-“““"""""““- E Gain creator Gains
What' Woiid Fﬂfnmbt_ﬁe - i 1. Fill in Industry X's and VanBerlo's
reducing/realizing this : Products & Services offerings that
pain/gain? correspond to the pain relievers and £
: gain creators. 3 QO _
: 2. Draw lines between them. : E  paY 1 S SN O [
Facilitator instructions Step 2C . e
What can we do to realize this gain / - SN—

: : : creator/pain reliever?
Provide guidance in: : Pain reliever

pain/gain, pain reliever/gain

creators and product or
services correspond to one
and another.



€S

: Capabili

Step 3

- Fill in the Capability Card for each Products & Services

« Cards completed by VanBerlo for their products/services and Industry X for their

products/services.
- The cards serve as a stimulus for discussion. If it's unclear what or why something has been

checked on the card, one should aks for clarification.

Fill in the Capability Card for each

Products & Services

S3JINIAS % S1ONPO.Id




5.2.2 WORKSHOP GUIDELINES

Objective

The objective of this workshop is to generate a joint value proposition for
VanBerlo and Industry X in a shared domain that reflects a shared vision on
how to create value together. The workshop aims to help participants gain
an understanding of each other's capabilities and explore ways to combine
them to serve clients in the same field.

Participants

The success of the Joint Value Proposition Workshop relies heavily on the
participants involved. Ideally, the workshop should have three participants
from VanBerlo and three participants from Accenture, all working

within the same domain. Additionally, they are required to have a good
understanding of the client's needs and the capabilities and offerings of
either VanBerlo or Accenture. This ensures that the participants are well-
informed and can contribute meaningfully to the discussions and ideation
process. Furthermore, to ensure effective project sales at a later stage, it is
advisable to include participants who are involved in business development,
as these business developers would be equipped to handle the subsequent
steps, which require knowledge of the underlying capabilities of the joint
value proposition.

Facilitator

The role of the facilitator in a Joint Value Proposition Workshop for VanBerlo
and Accenture is essential to its success. A skilled facilitator must have basic
understanding of both VanBerlo's as Industry X ‘s offerings and the industry
of the client to guide participants effectively. Individuals who fit these
criteria are people working within either Industry X or VanBerlo and have
experience working with the other party as well. Additionally, they have
worked on projects within the designated industry domain. For instance,
this can be a consultant, who's familiar with both parties and the industry
domain.

Some key responsibilities that the facilitator must undertake:

Provide guidance to participants, specifically to those who do not have a
design background in understanding the assignment, the purpose of the
assignment, and formulating outcomes per assignment.

Ask priming questions (see Notes For The Facilitator in the Workshop
design) to stimulate discussion and encourage participants to reach
outcomes of a certain level of concreteness.

Keep discussions between participants concise and to the point to
prevent distractions and long elaborative side stories that would derail the
progress.

Manage the workshop's time, ensuring that participants understand the
schedule and its importance for achieving the workshop's objectives.

Overall, the facilitator plays a crucial role in steering the workshop towards
a shared vision of creating value together. By managing the session
effectively, the facilitator can guide participants towards successful
outcomes that will benefit both VanBerlo and Industry X in serving clients
in the same field.

Time and place

To ensure a productive and fruitful Joint Value Proposition Workshop
between VanBerlo and Industry X, several measures are recommended.
First, the workshop should take at least three 3 hours to allow sufficient
time for discussions and ideation. This duration provides participants with
ample time to brainstorm and explore new ideas. During the workshop

it is required that participants create new links between client needs and
solutions, without thinking about existing solutions in mind. This mindset
requires creativity and allows for new ideas to emerge. Therefore, taking
short breaks between discussions is needed to replenish participants’
creative abilities.

Conducting the Joint Value Proposition Workshop in a digital setting may
not be ideal as it reduces the effectiveness of personal bonding during the
session. It is recommended to hold the workshop in a physical environment
and leave digital devices used for ongoing work aside. However, capturing
the workshop outcomes digitally facilitates a smooth follow-up as the
results can be easily shared and supplemented. Therefore, it is advisable to
collectively reproduce the outcomes after the workshop using a digital Miro
workshop setup. This approach allows for a seamless workflow during the
workshop and effective documentation of the results.
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5.3 SYNERGY CANVAS

The Synergy Canvas provides a clear picture of how Industry X (IX) and VanBerlo work in tandem to create greater value for their clients than what either
company could accomplish individually. The canvas highlights that VanBerlo's human-centric approach and IX's data-driven insights are combined during
the explore-stage to create more effective and innovative solutions in the develop-stage. VanBerlo's value creation by design leads up to the develop-stage,
where Industry X steps in to implement and sustain this value in the business context. This collaboration enables the two parties to deliver an end-to-

end solution for their clients. Overall, the Synergy Canvas illustrates how IX and VanBerlo's collaboration allows them to leverage each other's capabilities,
resulting in a more comprehensive and cohesive approach to value creation.

JTBD stated in the Value
Proposition Canvas, generated

Overarching term for the
offering as a whole

The offering is divided into 4 project stages, that
overall cover the typical stages of a VanBerlo and
Industry X project combined together. Generally, a
VanBerlo project (See Figure FIXME: VanBerlo
project stages) starts with exploring the problem,
understanding the context, and emphasizing with
the main stakeholders. Industry X, typically kicks off
a project (See Figure FIXME: Accenture FORM
process) with a similar approach, where the
challenge is framed based the insights they gather
in this phase. VanBerlo's insights are primarily
derived from design research, which sets them
apart from Accenture's approach, which typically
relies on hard data.

After exploring the challenge, both parties proceed
to developing. For VanBerlo, this entails ideation,
concept design, prototype development, and
validation of the design's usability. For Accenture,
development entails establishing a "north star™* and
devising a strategy to achieve it.

VanBerlo specialises in delivering validated prototy-
pes as their primary service to clients, focusing on
user research, ideation, concept development, and
prototyping in the early stages of the product
development process. In contrast, Accenture offers
a more comprehensive suite of services that extend
beyond prototyping, including implementation
services to execute the earlier proposed strategies
and interventions. This may involve supporting the
implementation through project management or
driving the implementation by providing program-
ming and system transformation services.

After implementing the proposed interventions,
Accenture provides ongoing support and main-
tenance to sustain the improvements made in the
client's systems and processes. This could involve
providing additional training to employees,
enabling remote monitoring and continually
improve performance.

The JTBD framework breaks
down customer needs into
specific "jobs" that must be
accomplished at each project
stage, without specifying a
solution. Solutions may be
provided by VanBerlo and
Industry X. This approach helps
clarify project objectives per
stage.

The value creators identify the
specific benefits that each stage
of the process will bring to the
client, highlighting how their
needs will be met. This helps to
ensure that the client's goals
and expectations are aligned
with the project outcomes, and
that the value generated by the
project is clearly commmunicated
and understood.

/‘ﬂ

in the workshop

(3TBD)

(FUTURE)CLIENT NEEDS IN CLIENT DOMAIN

OFFERING
(WHAT IS NEEDED TO GET THE JOB DONE +
HOW YOU WILL ACHIEVE THAT)

PROJECT STAGE

EXPLORE DEVELOP IMPLEMENT

PER PROIECT STAGE

VANBERLO/INDUSTRY X
ERLO/INDUS Assess coNTEXTUALIZE sTRATEGIZE

DEsIGN bEPLOY

MANAGEMENT MAINTENANCE

VALUE DRIVER
(GAIN CREATOR 10 GAIN)
(PAIN RELIEVER TO PAIN]

PRODUCTS

seRvicEs

Specific products and services are
leveraged in the project to achieve the
envisioned value creation. Displaying
these, illustrates the distinction in
offerings between VanBerlo and Accentu-
re. Some of the terms used to describe
these offerings, can be ambiguous and
may depend on one's perspective and
familiarity with the context. Therefore, it is
important to explicitly identify the names
of the products and services in connexti-
on to the value they drive, to ensure that
both parties comprehend the each
other's activities.

The company's capabilities are the
foundation of its offerings and are not
limited to any particular product or
service. These capabilities reflect the
expertise that the company possesses. By
fully comprehending each other's
capabilities, enables them to make
connections to client needs and envision
new offerings as well, rather than solely
relying on their knowledge of the other's
current offerings.
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5.4 OUTCOMES TRIAL RUN SCA

To test and validate the different tools designed to support the SCA, a trial run of the SCA was conducted for the Health and Life
Sciences domain. This section provides the outcomes of the various tools to demonstrate its usage.

5.4.1 JVP WORKSHOP OUTCOMES

During an intensive 2-hour session, the Domain Lead of VanBerlo Health & Life Sciences, and Innovation Strategist from VanBerlo,
the Lead of Accenture Life Sciences, and a Digital Integration Analyst from Industry X collaborated to create new insights and
develop a joint value proposition, using the Joint Value Proposition Workshop format. The outcome of this session, landed on

a joint value proposition to support health and life science companies with achieving ESG (Environmental, Social and
Governance) targets, by implementing the required strategy to reduce energy consumption.

This JVP is crafted using the Value Proposition Canvas below:

Intrinsic
End to end Market Stakeroldar motivation
ESG data Business case ESG Vel to do better
transparancy development results for planet
Change ! A’
manageme
nt/behavior ./ Employee
Gun croalrec (3N«
alichangs ) CrEaNs cost reduction NS be[or?g
more efficient retention
Energy Corp. strat business (won H&LS need to
behavior ESG strat :sshej:v"s‘iztt man’zsgs::qem win) improve our footprint
products products e . e to reach ESG goals
travel service strat m
m _] ESG data ->
. Need insight real time to
Energy m—  Effecient & ’ ‘ =3 product & service know where to improve
manzgement Ta’.‘g'b;ﬁ. realistic system changes
Dashboard + Su::;:nia:ty Sk | Invest
i inabili How t i
analytics susttalr;abxhty Backehd : S::avlv(e:oclzr;\:lsntc: C .
R technology but don't invest (after low orp stra egy
Packaging for data profit L) data collection +
: redesign lnigis reporting @ ESG
SUSS;?’:/?::IE aligned with b L —
R-strate 7
design 2l Stakeholder law & new
management . . Behaviour it Current
— across Health JANEG reovers Rine .
providers + LS ta;::;g:ng legislation hyglene
li N of
S wor:;gv’tar\{a( fits. (changes) rules
the workflow of
care professionals
Heat map on > behaviour
operational change
level + ——
solutions

Figure 18: Outcomes of JVP workshop in Health & Life Science domain
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5.4.2 SYNERGY CANVAS OUTCOMES

The outcomes of the Joint Value Proposition Workshop carried out for the
Health & Life Science domain, are used to generate a synergy offering by
means of the Synergy Canvas. The outcome of this is shown here:

FUtur-enges

Off Job
d )

Project stage EXPLORE

DEVELOP IMPLEMENT

MAINTAIN

JTBD per project stage

The organization needs to
implement sustainable
solutions, in order to reduce
adverse effects on their ESG
goals.

The organization needs
to maintain its
renewed operating
system

VanBerlo/Accenture practices ASSESS CONTEXTUALIZE STRATEGYZE DESIGN

DEPLOY

MANAGEMENT MAINTANANCE

Value drivers -_,.
(Gain creator to gain) g E=E

o sccserste
the adpration
> ofnew —>
processesiy.
the employees

ducts have (rex(‘au:ulm b.::mha‘;p ";
> “wm: Ll towards a more.
* - o Bt o
s
(Pain reliver to pain) ....
IX's
i I Project
Products and services Sustainability o e
assessment

= B )
Capabilities M

‘ﬁi

Figure 19: Outcomes of Synergy Canvas in Health & Life Science domain

43



5.4.3 SYNERGY OFFERING DECK OUTCOMES

The synergy offering for the Health & Life Science domain is described in
the form of the Synergy Offering Deck. An example of this is shown here:

Health & Life Science

organizations are required to
improve their footprint to
| reach goals

Sustainability
transformation by data
driven product and
service innovation

A step by step approach
to sustainability
transformation

EXPLORE DEVELOP IMPLEMENT SUSTAIN

Maintaining the
renewed operating .
system A Products & Services
* Industry X's Sustainability
assessment
- R&D maturity as nt
- Design research on sustainability

I
E
ol
i

® Sustain

Maintaining th

Products & Services
« Project management
* R&D transformation

Products & Services
* Change management
- Smart maintenance 2pp

How is this value is delivered?
Consulting

of X/hour euro’s.

N\ W (M i

Value drivers

Context map

How is this value is delivered?
Consulting

of X/hour euro's.

" Valuedrivers

~ S

02

Sustainability transformation
by data driven product and
service innovation

;. Value drivers
@ Develop o

inable service design
* Sustainable packaging re-design

INDUSTRY X //
VANBERLO

to enable
Health & Life
Science
organizations to
reach ESG goals

P
Figure 20: Outcomes of Synergy Canvas in Health & Life Science domain
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5.5 FROM THEORY TO PRACTICE

Descripted in the previous chapters, the Synergy Creation Approach

is an approach that uses various tools (JVP workshop, Synergy Canvas,

SOD) to create, validate and sell a synergy offering. The SCA follows the
design framework that provides guidance in designing an approach that
eventually contributes to synergy creation in business development by
creating understanding of each other's capabilities. This design framework
is derived from Takhtekar and Rademakers Outside-in framework (2020) for
post-acquisition integration issues. This section provides an overview of the
underlying theoretical frameworks for the practical tools used in the SCA.

Concluded on creating and
selling ‘synergy offering’

DESIGN FRAMEWORK

DESIGN OBJECTIVE OUTSIDE-IN FRAMEWORK FOR THE CREATION OF A SYNERGY OFFERING
N SO N 1. VALVE mROROSTION sepvice Lne S0 sERvicE Line
How can the mutual lack of understanding [ ) ( C o
IX's and VB's capabilities be bridged to -
facilitate the creation of synergy during < ( somrvasn saon.
business development? o
DESIGN PRINCIPLES T ==
/ \ Ll 11, ALIGN SYNERGY oFFERING
1. Create a true understanding of each other’s a
capabilities REQUIRED BUSINESS SYSTEM MULTLBUSINESS SYSTEM —
— REQUIRED SERVICE LINE
CREATE SYNERGY OFFERING BY REFINING
< 11 1. 30INT VALUE PROPOSITION TO CLIENT NEEDS
2. Safeguard each other’s value creation approaches > <
and culture {
[ J | (O— C
3. Involve all responsible parties in the early stages of [ J { _
the BD process g (
BD process assessment through Adapted to context of Accenture Industry X

interviews and literature

Figure 21: Overview of how the concluding steps in this project are emerged from one another
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CREATE

The first part of the Synergy Creation Approach involves defining a Joint
Value Proposition and identifying the capabilities needed to deliver it. This
is done through the Joint Value Proposition Workshop, which has three
steps. The workshop helps achieve sub-goals like identifying domain needs,
uncovering value creators, and capturing underlying capabilities. Exercises
in steps 1and 2, along with Capability Cards, support these goals. To make
the JVP more concrete and specific, the Synergy Canvas is used in the final
step.

CREATE

I. DEFINE A JOINT VALUE PROPOSITION
@) 1. IDENTIFY DOMAIN NEEDS 2. UNCOVER VALUE CREATORS
o
T
'_
w e
s = (@
@ JVP WORKSHOP _
]|
o
o)
'_
pz4
o
=
D
@)
(W)
x
(W}
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VALIDATE

The next step in the Synergy Creation Approach involves validating the synergy offering to make sure it meets the
client’'s needs or industry domain requirements. This is done by evaluating the offering with a potential client or
CAL, using the Synergy Offering Deck to present the synergy offering. Based on the feedback received during the
evaluation, the synergy offering can be refined to better align with the actual needs of the industry domain.

II. ALIGN SYNERGY OFFERING WITH CLIENT NEEDS
a IIl. CREATE SYNERGY OFFERING BY REFINING JVP TO CLIENT NEEDS
o) e 5. EVALUATE SYNERGY OFFERING 6. REFINE SYNERGY OFFERING
=
'_
L
>
" SYNERGY OFFERING [ SYNERGY CANVAS  [wmw—]—ummsun- |
2 DECK i
O | it | Ml S| el Bl - =
2 =
= —

EXECUTION




SELL

In the final phase of the Synergy Creation Approach, the focus is on selling the synergy
offerings. During sales meetings, the business developer listens for client problems or needs
that can be addressed through the collaboration between Industry X and VanBerlo. When
such opportunities arise, the business developer uses the Synergy Offering Deck to explain
how the synergy value can be delivered. This gained awareness of each other’s capabilities
and synergy offerings is used to identify the opportunities of synergy and how it can meet the
client’s specific needs.

SELL

IV. IDENTIFY UNDERLYING PRACTICES AND CAPABILITIES

6. SELL SYNERGY OFFERING

METHOD

TOOLS

EXECUTION

Next meeting I1l bring
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6.

EVALUATION

In this final chapter of the thesis, the project will be evaluated in two ¢
benefit both Accenture Industry X and other organisations facing si
issues. Firstly, the recommended approach, the Synergy Creation A
be evaluated to provide insights for future implementation. Seco
and theoretical frameworks used to develop the approach will be
provide guidance to management consultancies experiencing sy
within business development after acquiring a design agency.




6.1 SYNERGY CREATION
APPROACH - CONCEPT DESIGN

6.1.1 HOW DOES THE SCA SOLVE THE
SYNERGY CREATION ISSUES?

Envisioning new ways to create value for clients

The acquisition of VanBerlo by Accenture Industry X was a strategic
decision, based on the fact that VanBerlo's product design offerings and
smart engineering capabilities can be an extension to Industry X's current
digital transformation business, and vice versa. However, envisioning how
this bridge between each other’s offerings is built, requires foreseeing new
ways to create value for clients that leverage capabilities of both Industry

X and VanBerlo. The Synergy Creation Approach provides an approach to
allow thinking beyond standard and existing offerings, when creating a
synergy offering. This is reflected in the approach by composing a synergy
offering from the outside-in, where market needs are first identified,
followed by the identification of key value drivers, to eventually the specific
products and services of both Industry X and VanBerlo that embody those
value drivers. This approach allows for creating new offerings beyond the
limitations of existing products & services, as it focuses on meeting client
needs, rather than existing offerings. Furthermore, it facilitates the discovery
of how their practices can complement each other while shifting from

a VanBerlo stage to a Industry X stage, allowing them to safeguard their
distinctive approaches.

Bridging client needs and capabilities

For achieving synergy in business development, it is essential to be aware of
all offerings and capabilities, since links between client needs and inhouse
offerings are made in the early stages of pursuing business opportunities.
Through the Synergy Creation Approach an understanding of each

other’s capabilities is fueled. The Capability Cards used in the Joint Value
Proposition Workshop, reveal the underlying capabilities of one’s offering
and stimulate discussion to truly comprehend one's capabilities. With this
understanding in place, it becomes easier to identify potential collaborators
who can provide the right solutions for clients’ needs.

Building relationships

One of the keys to creating synergy is building relationships between
parties, where introducing people to each other is a critical part of that
process. With such a wide range of numerous capabilities and employee's
responsible for those, there are often opportunities to collaborate and
leverage each other's expertise, but it can be difficult to come across and
engage with the suited people to work with. It can be difficult to know
where to start or who to approach, particularly when not being familiar
with the workings of different parts of the organisation. The Joint Value
Proposition Workshop serves as an appropriate format to meet and engage
with colleagues who are from other parts in the organisation, but serve
clients in the same domain.

“For Accenture Life Sciences it was a great way to get them introduced
to VanBerlo, its Health & Life Science team and their capabilities. The
Life Sciences team was very positive and we will do our best to try to find
opportunities to pursue this with our current clients.”

- Business developer at Accenture Life Science

During the development phase, organising the Joint Value Proposition
Workshop demonstrated that selecting participants for the workshop
triggered a snowball effect. The individuals initially invited are likely to invite
others whom they believe are well-suited to participate in the workshop.
During the workshop relationships can be built between participants. As
one participant stated: “Having everyone here in this workshop is already
part of the solution for the synergy issues.”
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6.1.2 RECOMMENDATIONS FOR FURTHER
DEVELOPMENT AND IMPLEMENTATION

Both Industry X and VanBerlo employees indicated that the steps taken

in the Synergy Creation Approach make sense and align naturally with
the status quo of pursuing business development opportunities. The
Joint Value Proposition Workshop carried out in the Health & Life Sciences
domain provided a useful introduction to each other's capabilities and
interesting opportunities for synergy offerings were also explored. As for the
practical execution of this approach, most synergy business opportunities
will be created when the approach is applied to all shared domains
between Industry X and VanBerlo. This requires an initial investment of
time, but will set a base for understanding each other's capabilities and
getting to know the suited people for collaboration. Nevertheless, it is
important to note that ongoing communication and commitment is
required throughout all steps in the approach.

To ascertain whether the approach effectively fosters more synergy in the
business, it is essential to implement and execute the approach. This will
reveal the number of interaction cycles necessary to identify the optimal
synergy offering that truly aligns with client needs. The following steps are
needed to implement and benefit from the SCA:

Implementation of SCA:

Spread the word!
During a monthly meeting where both the VB teams and the IX team
are present, the Lead of Industry X, Frank Rennings, should introduce the
SCA to make sure that all Domain Leads are aware of the SCA and fully
understand its importance and how it works. Additionally, it is required
that Rennings appoints one Domain Lead of IX and one of VB for the same
domain, to share responsibility for synergy creation in their domain.

Plan and prepare SCA
Once all Domain Lead couples are updated, they hold the responsibility to
carry out the SCA for their domain. They need to plan the JVP workshop
and invite the right participants for the workshop.

Follow the SCA steps
After carrying out the JVP workshop, the Domain Lead couple is responsible
for taking the following steps in the SCA.

Present outcomes in monthly meeting
To keep everyone engaged and informed about the synergy creation
progress, one Domain Lead couple should present outcomes, progress,
and opportunities resulting from the SCA during every monthly meeting.
Sharing this information with all employees within the two teams will help
spread knowledge and understanding of each other's capabilities.

Keeping everyone engaged in synergy creation progress
By informing the teams every month about new synergy offerings,
potential clients, and sold synergy projects, employees will gain a better
understanding of how the two teams complement each other in theory
and practice. These monthly synergy meetings can be part of Industry
X's 12-month timeline to streamline the integration of VanBerlo. After
these 12 months, employees will have a grounded understanding of each
other's capabilities and know where to find the right colleagues for various
capabilities.
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6.1.3 CAN THE SYNERGY CREATION
APPROACH BE APPLIED TO OTHER CASES?

Whether other companies could benefit from the SCA depends on their
goals and the issues they are facing. The SCA is specifically designed to
create a broader understanding of the capabilities of two diverse parties,

to identify how these jointly can be leveraged to meet client needs. Only
when the two parties have the aspiration to extend each other’s work in
their projects, the SCA can be valuable. In case, the two parties after an
acquisition will remain focused on their separate stream of projects, this
deep understanding is not needed. Besides post-acquisition cases, the SCA
can also be applied to cases where two completely different departments
aspire to combine their capabilities to jointly meet more customer needs.

In addition to the organisation's objective, the issues faced by the
organisation should align with the problems addressed through the SCA.

If the relevant organisation faces difficulties in comprehending how their
products and services address different customer problems, or if they
struggle to envision a new product or service that combines their strengths,
then this approach can be beneficial.

As stated in the introduction of this master thesis, there is a trend where
consulting firms are acquiring smaller design agencies with the ambition
to offer end-to-end services to their clients. However, these organisations
face similar problems as Accenture Industry X. In an interview with former
MOBGEN, now Design Leadership at Accenture Song, it was confirmed that
they also struggle with advocating their capabilities.

“Consultants at Accenture think we are “prettyfiers”, who only make
things look pretty, even after all these years. But we're problem solvers
who can help in many ways. They just don’t know what problems we can
solve or how we do it."

- Member of Design Leadership at Accenture Song

Furthermore, conveying clients to take advantage of the interplay of
management consulting and design practices can be difficult. As John
Edson, partner of Lunar, a product design agency that was acquired by
McKinsey in 2015, explains: “Companies understand conceptually the value
of design, but at an execution level, we're still a broad ways from that.”
(Fast Company. 2018). This shows that it is essential to have a complete
understanding and be able to effectively communicate the added benefits
of working with a design agency in order to persuade potential clients and
win their business. Thus, for cases that are in line with the goals and issues
of the Accenture Industry X and VanBerlo case, the SCA can provide value.
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6.2 THEORETICAL REFLECTION

The theory underlying the design framework is based on the Qutside-

in approach of Takhtehkar and Rademakers. In their case study, a
multinational company opted to accelerate new business development
by acquiring a smaller innovative company. They wanted to broaden their
market by offering new combined services. Unfortunately, the synergies
between the two parties did not play out as expected and important
growth markets were missed, this resulted in the stagnation of business
development (Takhtehkar and Rademakers, 2020). Based on this context,
Takhtehkar and Rademakers developed the Outside-in approach, which
was used to envision and realise a strategic business model required to
create value to eventually drive new successful business development.

Envisioning new ways vs. evaluating and improving current state

The context in the case study of Takhtehkar and Rademakers differs from
that of Accenture windustry X and VanBerlo. In the case study, the outside-
in framework was developed to evaluate and improve the integration of
business units for capturing growth market opportunities. This means
assessing the potential market value that could be captured through the
combined business units of the multinational company and the smaller
innovation company (Mmulti-business system). By using the outside-in
approach, unexplored market potential was discovered when assessing the
customer's reaction to their combined product (multi-business offering).

In the case of Industry X and VanBerlo, the two parties currently operate
separately and have no multi-business system or offering in place. However,
they have the aspiration to integrate their capabilities to provide services to
capture growth markets. Taking this distinction into account, the outside-
in framework was developed to evaluate and improve post-acquisition
integration issues by identifying which parts of a business unit are suitable
to integrate in order to offer a product that meets customer needs in

new Mmarkets. In contrast, the design framework is developed to identify

an interplay of each other's capabilities that can achieve a synergy that
underlies offerings to meet a wider range of client needs.

In addition to the use cases for the frameworks, differences in context led

to variations in the design framework setup. Depending on the specific
context of the application of the outside-in approach, the design framework
needed to be adjusted to suit the unigue circumstances.

Capability centred design framework

The multinational company in the case study offers tangible products, while
Accenture provides intangible consulting services. As a result, the outside-
in framework components differ between the two companies. For the
tangible product company, the framework's activity system and resources
(figure 5) include concrete assets such as their global network, large
database, and analytical technologies. The practices and capabilities in the
design framework (figure 6) refer to the combination of knowledge, skills,
and resources the organisation and its consultants possess. In contrast, for a
consulting firm like Accenture, the components included in the framework
that are needed to capture the potential market value, centre around their
people and their knowledge and approaches.

Larger gap in understanding each other’s capabilities

The case study by Takhtehkar and Rademakers examines companies

that are different from Accenture Industry X and VanBerlo. As the authors
note; “Multinational companies often acquire successful but relatively
small innovative companies, making this case study particularly relevant
for drawing lessons from such an acquisition.” While VanBerlo is also a
relatively small innovative company, it sets itself apart as a creative design
agency. This difference creates a larger gap in understanding each other's
practices and capabilities, as Accenture Industry X and VanBerlo do not
share similar capabilities. As a result, it becomes more challenging to
identify the needed activity system/practices and resources/capabilities
to realise a multi-business offering or joint value proposition. Takhtehkar
and Rademakers assess the business units and compare the activity
systems and resources by reviewing available company documents and
using the author's own knowledge of the companies. In the Synergy
Creation Approach, which is designed based on the design framework,
this additional roadblock is accounted for by leveraging tools, such as the
Capability Cards and the Synergy Canvas, that are specifically designed to
reveal the underlying practices and capabilities.

With the adjustments mentioned above, the design framework is
applicable for situations where new consulting services need to be
created between two companies that potentially could complement
each other using their diverse capabilities. It will be particularly valuable
in situations where the organisation’s capabilities and practices are so
diverse that they face challenges in understanding each other.
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6.3 PERSONAL REFLECTION

Reflecting on my graduation period, | feel confident and accomplished.
The challenge of creating synergy between Accenture Industry X and
VanBerlo was certainly not an easy one, but it provided me with invaluable
experiences. Throughout the project, | had to immerse myself in both
organisations, collaborating with employees from VanBerlo and Industry X
to understand their practices and needs. This process allowed me to create
a safe and inclusive space for exploring the integration issues of VanBerlo.

One significant lesson | learned was the importance of stakeholder
engagement. Working with diverse stakeholders from both organisations
was crucial for project success. Balancing their perspectives and involving
relevant stakeholders allowed me to achieve outcomes aligned with

critical dependencies. This collaboration energised me and highlighted my
personal strengths and helped me be a better strategic designer.

During my graduation, | discovered my passion for facilitating creativity.
Stimulating people to generate new ideas was incredibly rewarding and
showcased the power of collective thinking for problem-solving and
innovation.

However, | also encountered challenges. Making decisions and choosing a
direction were sometimes difficult for me. | tend to explore all possibilities
and fully understand the situation before committing. Learning to strike

a balance between exploration and taking decisive action was a valuable
lesson for me.

As | embark on my future career, | will carry the lessons from this

project. Grounding myself in large organisations, embracing stakeholder
engagement, and leveraging my strengths as a strategic designer and
facilitator will shape my professional path. | am grateful for the opportunity
to work with inspiring individuals and will continue fostering collaboration
and creativity in my future endeavours.

7 o (s
accgnture, e
| R 2>

Figure 22: Working on this project from various different Accenture offices: Amsterdam, Eindhoven, Rotter-
dam and Munich.
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APPENDICES

APPENDIX 1: ANALYSIS OF OBSERVATIONS

Spatial separation

The physical separation between Industry X and VanBerlo is evident
from the setup of VanBerlo's headquarters in Eindhoven. The buil-
ding's central lobby area divides the two companies, with VanBerlo’s
designers and engineers occupying two main offices on one side,
and Industry X colleagues located in a secluded office room on the
other side. According to VB employees, IX colleagues are informally
not allowed in the other offices due to confidentiality concerns. Ho-
wever, such non-disclosure agreements include just a few designa-
ted people and not all VB employees working in that office space.

Additionally, there is a noticeable absence of VanBerlo designers and
engineers at ITO in Amsterdam. Many of them feel that the formal
and corporate environment does not align with their creative and
flexible approach to work.

Office rituals

The lunchtime rituals of the two organisations differ significantly.
Industry X employees typically take their lunch break from 12:00 to
12:30, while VanBerlo employees start their lunch break at 12:30 and
take about an hour, resulting in limited interaction between the
two groups. Furthermore, engagement in after-work activities is not
integrated between the two organisations. The absence of a joint
communication platform, such as a group chat, contributes to the
fact that the two groups are not informed of each other's activities or
rituals outside of work. For instance, the annual tradition of wearing
an “ugly Christmas jumper” to the VanBerlo office was only commu-
nicated to VanBerlo employees, thereby excluding Industry X em-
ployees from participating in the tradition (figure 23).

Figure 23: Working on this project from various different Accenture offices: Amsterdam, Eindhoven, Rotter-
dam and Munich.

Attitude

Creating synergy between Industry X and VanBerlo is an issue that
resonates with all employees. Eyelbrows are raised when presenting
the scope of this project. Comments like “Well, | wish you the best of
luck on that one..", or “That seems like quite some work for a gra-
duation project.” or sometimes just laughter. At the same time, the
relevancy of tackling this issue is evident. Common comments like “a
very welcome project” and “we could really use this", make that clear.

From time to time a resistant attitude of some VanBerlo employees
towards the overtake by Accenture is noticeable.They complain
about bureaucratic processes that are typical for Accenture and se-
curity and administration measures they need to comply with.
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Seen from the other direction, comments from Industry X em-
ployees reveal that many Industry X employees do not even know
what VanBerlo is and does. They assume that VanBerlo “only makes
things prettier”, rather than contributing value in all the ways Van-
Berlo is capable of.

Remarkably, Industry X employees that make an effort to get to
know their fellow VanBerlo employees and their practices are usually
people with a background in design. Usually, they are familiar with
the company and find it interesting to collaborate with them.

APPENDIX 2: SEMI-STRUCTURED INTERVIEW
GUIDE FOR EXPLORING CHALLENGES AND
OPPORTUNITIES IN VB/IX INTEGRATION.

Introduction:

Thank you for agreeing to participate in this interview. The purpose
of this interview is to gather insights and perspectives regarding the
integration between Industry X and VB. Your input will be valuable

in understanding the current state of the integration and iden-
tifying potential areas for improvement. Please feel free to share your
thoughts openly and honestly. Your responses will be kept confiden-
tial. Let's begin:

1. What is your experience with the integration between IXand VB?
- Can you describe your role and responsibilities within the
integration?

- How long have you been involved in this process?

2. What were your expectations when IX and VB merged?

- What were the goals or objectives you had in mind for this
integration?

- Were there any specific outcomes or synergies you hoped to
achieve through the integration?

3. How would you define success in the context of this integration?
- In your opinion, what factors contribute to a successful inte
gration?

- Are there any specific metrics or milestones that indicate a
successful outcome?

4. What, in your view, is the reason why the current integration is not
going well?
- Are there any challenges, obstacles, or conflicts that are im
peding progress?
- Can you identify any specific areas where the integration is
falling short of expectations?
5. What changes or improvements would you suggest to enhance
the integration between IX and VB?
- Are there any specific processes, communication channels,
or decision-making frameworks that could be modified?
- Do you think additional resources, training, or support are
needed to improve the integration?

Conclusion:

Thank you for sharing your insights and experiences. Your input will
help identify areas for improvement and guide future efforts to en-
hance the integration between IX and VB. If there are any additional
comments or thoughts you would like to add, please feel free to do
SO NOW.

APPENDIX 3: SYNTHESIS OF AFFINITY
CLUSTERING OF INTERVIEW INSIGHTS

To analyse the data, all interview insights are clustered in an affinity
cluster® consisting of different themes that are identified. There are
nine high-level topics identified, Business development approach,
Not understanding each other, Lack of holistic strategic overview,
Creating synergy, Practical collaboration, Administrative difficulties,
Design thinking approach, Having a hesitant attitude and Objective
of the acquisition. Some interview insights are related to overlapping
topics, creating subtopics (figure 24). These sub-topics are interes-
ting, because they are based on multiple topics, making them more
specific and relevant to the main topic of creating synergy.

18 An Affinity cluster is a structure where data points that are similar to one another based on their relati-
onships or affinities are grouped.
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Figure 24: Affinity cluster showing all high-level topics and sub-topics.

Figure 25 shows a schematic overview of the relations between the
topics and the sub-topics of the affinity cluster. The two topics that are
not directly overlapping other topics, relate to topics from an explaining
perspective. “Objective of the acquisition” is a topic that relates to “Crea-
ting synergy”, “Practical collaboration” and “(Lack of) synergy in business
development”, explaining the aim of the acquisition. Whereas, the topic
“Having a hesitant attitude” is an observation of the current situation,

that is causally related to the topic “Roadblock for collaboration”.

Not

understanding
the DT approach

of VB

Open to Design
Thinking

Not being able to
"sell” the other
due to not
understanding
the DT approach
of VB

Overwhelmed
clients due to
lack of
understanding

Lacking
understanding to
create synergy in

Need to
understand each
other for synergy

Not being able to
“sell" each other

Synergy in
practical
collaboration

Roadblock for Mismatch in way
collaboration of operating

(Lack of) synergy

High level theme

Sub-theme

Mismatch
J stakeholders of
Bl rotential clients

M Gaining trust in
small steps in BD

Synergy domains

Lack of business
sense

DT = Design Thinking
VB = VanBerlo
BD = Business Development

Figure 25: Schematic overview of the relations between the topics and the sub-topics of the affinity cluster
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Relevant themes

The (sub-)topics underlying other (sub-)topics in the
creation of synergy between Industry X and VanBerlo
have multiple lines connecting them, which shows
that they are relevant in several aspects of creating sy-
nergy. Additionally, the sub-topics “Not being able to
“sell” the other due to not understanding the DT ap-
proach of VB" and “Lacking understanding to create
synergy in business development” are highly relevant
to the context of the issue, because they are specific
and have emerged from three overlapping topics. The
(sub-)topics carrying out a high relevance are high-
lighted in yellow in figure 26.
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Figure 26: (Sub-)topics carrying out a high relevance highlighted in yellow

DT = Design Thinking

BD = Business Development
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Opportunities for synergy creation

The opportunities and obstacles to reach synergy, and
differences and similarities between IX and VB were
all identified among the insights stated in the inter-
views. Highlighting the insights that are marked as

an opportunity within the affinity clustering (figure
27), shows that most opportunities are located within
the sub-topics related to the high level topic “Creating
synergy”. Which makes sense, since creating synergy
is the main objective of this project. Besides those,
within the sub-topic “Not being able to “sell” the other
due to not understanding the DT approach of VB” a
relatively high amount of interview insights marked as
opportunities is located there.
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Figure 27: ((Sub-)topics carrying out opportunities for synergy creation highlighted in orange
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Obstacles for synergy creation

The same approach is used to show which themes
relate to the insights marked as an obstacle for re-
aching synergy. The majority of the “obstacles” fall
under the overarching issue of “not understanding
each other” or those that relate to it (figure 28). Which
naturally makes sense because that already suggests
a challenge in itself, and it appears to be the foundati-
on for other topics that involve obstacles for reaching

synergy.

Mismatch
B stakeholders of
Bl rotential clients

Overwhelmed
clients due to
lack of
understanding

B Gaining trust in
small steps in BD

Lacking

understanding to

create synergy in
BD

(Lack of) synergy

Need to
understand each
other for synergy

Not
understanding
the DT approach

e Synergy domains

Not being able to Not being able to
"sell" the other “sell" each other
due to not
understanding
the DT approach
of VB

Lack of business

Synergy in
practical

collaboration
Open to Design

Thinking

. (Sub-)theme with many "obstacles"

. High level theme DT = Design Thinking
VB = VanBerlo

BD = Business Development
. Sub-theme

Roadblock for Mismatch in way
collaboration of operating

Figure 28: (Sub-)topics carrying out obstacles for synergy creation highlighted in red
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Main insights

The main topics that contextualise the desired out-
come of creating synergy and related obstacles and
opportunities that are derived from the affinity clus-
ter. Overlapping the schematic overviews (figure 29)
where the most relevant themes, opportunities and

obstacles are highlighted, six (sub-)themes stand out:

Creating synergy

Business development approach

(Lack) of synergy in business development
Not being able to “sell” the other

Not understanding each other

Lack of holistic strategic overview
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Figure 29: Overlapping of schematic overviews that reveal the most relevant themes, opportunities and obstacles.
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APPENDIX 4: SEMI-STRUCTURED INTERVIEW
GUIDE WITH IX/VB BUSINESS DEVELOPERS

Thank you for agreeing to participate in this interview. The purpose of

this interview is to gather insights and perspectives on the business
development process within Industry X/VanBerlo. Your expertise as a
business developer will provide valuable insights into the strategies and
steps involved in driving growth and creating value propositions. Please
feel free to share your thoughts openly and honestly. Your responses will be
kept confidential. Let's begin:

1. Can you describe your role and responsibilities as the Business
development lead for Industry X/VanBerlo?

- Specifically, what are your key objectives within the business
development process?

- How do you approach finding new clients and developing
new value propositions?
2. You mentioned the missing link in business development towards
VanBerlo. Could you elaborate on your knowledge of VanBerlo's/Industry
X's capabilities and how they can be fused with Industry X's to drive more
revenue?

- How important is it for the sales team to have a clear under
standing of all propositions?

- Can you explain how the sales team aligns with customer

pain points and the relevant value propositions of Industry X?
3. Could you outline the key steps in the business development process for
acquiring new clients?

- How do you identify leads and determine their potential fit
for Industry X's/VanBerlo solutions?

- Can you describe the process of pitching and demonstrating
relevant cases to these leads?
4. How do you initiate and progress the sales cycle after the initial meeting
with a potential customer?

- What steps are involved in writing proposals and assembling
project teams?

- Are there any specific technigues or strategies that help
move the sales process forward?

5. When engaging with existing customers, you mentioned the
involvement of the Customer Account Lead (CAL). Could you explain the
role of the CAL and how they assist in securing meetings with the right
individuals?

- Are there any differences in the approach between new and
existing customers?
6. What is the success rate in converting meetings into opportunities for
new customers?

- How does Industry X/VanBerlo measure success in terms of
business development?
7.You mentioned the importance of joint propositions with VanBerlo/
Industry X. Could you explain the process of shaping these joint
propositions and how they are brought to market?

- How do you determine the alignment and contribution of
both entities in addressing customer needs?

- Are there any challenges or considerations when
collaborating on joint propositions?
8. How do you ensure that the sales team remains informed and
knowledgeable about all the value propositions of Industry X/VanBerlo?

- Are there any training or knowledge-sharing initiatives in

place to support this?
9. Is there any ongoing contract arrangement between VanBerlo and
Industry X for collaboration?

- How do individual sales targets align with the collaborative
efforts?

- Are there any incentives or measures in place to encourage
collaboration?
10. Are there any ongoing or potential projects where
VanBerlo's involvement can be significant, such as connected asset
management or the Factory of the Future?

- How are these opportunities identified and pursued?
11. Regarding the inclusion of VanBerlo/Industry X in sales calls, could you
explain how and why their participation is necessary?

- What benefits and insights do they bring to these

discussions?

Conclusion:

Thank you for sharing your insights and experiences regarding the
business development process within Industry X/VanBerlo. Your input will
help us understand the steps, challenges, and opportunities involved in
driving growth and creating value propositions. If there are any additional

comments or thoughts you would like to add, please feel free to do so now.
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APPENDIX 5: SEMI-STRUCTURED INTERVIEW
GUIDE TO INTERVIEW TAKHTEHKAR

Introduction:

Thank you for participating in this interview. The purpose of this interview
is to gain insights into your paper on solving post-acquisition issues

using an outside-in approach. | would like to understand the approach,
its implications in the context of the case study, and explore potential
adaptations required for the acquisition of VB by IX. Your expertise in this
area will provide valuable insights. Please feel free to share your thoughts
openly and honestly. Your responses will be kept confidential. Let's begin:

1. Can the outside-in approach be applied to all post-acquisition integration
issues, or is it designed for a specific context? Are there any specific types of
issues or scenarios where this approach is particularly effective?

2. Have you applied the outside-in approach to different cases? If so, could
you share some insights and learnings from those cases? Were there any
specific challenges or successes you encountered?

3. In your paper, you recommend conducting an outside-in market scan
prior to an acquisition to determine the potential value. However, in your
case study, you analysed the market system by validating how it reacted
to the new post-acquisition offering/product/tool. How can we use the
outside-in market scan prior to an acquisition when there are no new
offerings from the company or the potentially acquired company in the
market yet? Are there alternative approaches or indicators that could be
considered in such cases?

4. How did you design the Business Model Framework? Were there other
frameworks you considered, or was it primarily based on the framework of
Johnson and Meyer? What specific considerations and factors influenced
your design?

5.You did not incorporate the differences in ways of working and corporate
cultures between companies in your paper. Do you have any ideas on how
this aspect could be incorporated into the outside-in approach for post-
acquisition integration? Are there any specific strategies or considerations
that could be helpful in addressing these differences?

Conclusion:

Thank you for sharing your insights and expertise regarding the application
of the outside-in approach to post-acquisition issues. Your input will help
us understand the design considerations, implications, and potential
adaptations needed for the acquisition of VB by IX. If there are any
additional commments or thoughts you would like to add, please feel free to
do so now.

APPENDIX 6: GRADUATION PROJECT BRIEF
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IDE Master Graduation

Project team, Procedural checks and personal Project brief

This document contains the agreements made between student and supervisory team about the student’s IDE Master
Graduation Project. This document can also include the involvement of an external organisation, however, it does not cover any
legal employment relationship that the student and the client (might) agree upon. Next to that, this document facilitates the
required procedural checks. In this document:

The student defines the team, what he/she is going to do/deliver and how that will come about.
SSC E&SA (Shared Service Center, Education & Student Affairs) reports on the student’s registration and study progress.
IDE's Board of Examiners confirms if the student is allowed to start the Graduation Project.

USE ADOBE ACROBAT READER TO OPEN, EDIT AND SAVE THIS DOCUMENT

family name _de Reus Your master programme (only select the options that apply to you):
initials M.D. _ given name Melanie IDE master(s): ( ) IPD ) ()ofl) () spp)
student number 4483170
street & no.
zipcode & city Honours Programme Master
country Medisign
phone Tech. in Sustainable Design
email Entrepeneurship
** chair  Giulia Calabretta dept. / section:  DOS/MCR
**mentor _Emily van Vught dept. / section: _DOS/MCR

Bram Rolvink
Accenture Netherlands

Amsterdam Netherlands

Supervisor from same department, but | leverage their different expertises
that are both relevant to my thesis project: the role of a strategic designer
(Giulia) and brand management/values (Emily)
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APPROVAL PROJECT BRIEF

To be filled in by the chair of the supervisory team.

chair date - - signature

CHECK STUDY PROGRESS

To be filled in by the SSC E&SA (Shared Service Center, Education & Student Affairs), after approval of the project brief by the Chair.
The study progress will be checked for a 2nd time just before the green light meeting.

Master electives no. of EC accumulated in total: EC . all 1*tyear master courses passed

Of which, taking the conditional requirements
into account, can be part of the exam programme EC missing 15" year master courses are:

List of electives obtained before the third
semester without approval of the BoE

name date - - signature

FORMAL APPROVAL GRADUATION PROJECT

To be filled in by the Board of Examiners of IDE TU Delft. Please check the supervisory team and study the parts of the brief marked **.
Next, please assess, (dis)approve and sign this Project Brief, by using the criteria below.

e Does the project fit within the (MSc)-programme of M) APPROVED[) NOT APPROVED )

the student (taking into account, if described, the

activities done next to the obligatory MSc specific ) APPROVED r) NOT APPROVED )
courses)?

¢ |s the level of the project challenging enough for a
MSc IDE graduating student?

e |s the project expected to be doable within 100
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¢ Does the composition of the supervisory team
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name date - - signature
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Designing for synergy between ACN and VB that fuels joint propositions project title

Please state the title of your graduation project (above) and the start date and end date (below). Keep the title compact and simple.
Do not use abbreviations. The remainder of this document allows you to define and clarify your graduation project.

start date 18 - 11 - 2022 26 - 05 - 2022 end date

INTRODUCTION **
Please describe, the context of your project, and address the main stakeholders (interests) within this context in a concise yet

complete manner. Who are involved, what do they value and how do they currently operate within the given context? What are the
main opportunities and limitations you are currently aware of (cultural- and social norms, resources (time, money....), technology, ...).

space available for images / figures on next page

There is a call for a new approach to innovation. In a bid to achieve resilience to changing industries through emerging
technologies and perform greater transformational work for clients, consultancies have been aggressively acquiring
and integrating design firms (Campaign Asia-Pacific, 2016). As design studios offer necessary capabilities to
consultancies to fuel end-to-end transformational innovation, a collaboration between consultancies and design
studio’s could optimise the value they bring to clients.

Accenture is one of many consultancies that is on the acquisition trail. They kicked off with the acquisition of design
firm Fjord in 2013 and not too long ago acquired Dutch product design agency VanBerlo in 2020 along with a few
other design and digital agencies. With the acquisition of VanBerlo, Frank Rennings, managing director of Industry X
Netherlands, envisioned to leverage VanBerlo's product design capabilities to help clients develop new business
models and generate new revenues from smart connected products and services (Accenture Newsroom, 2020).

The aim of the takeover of VanBerlo is to work together in joint propositions, such as Product as a Service (Paa$),
end-to-end PLM & engineering and Smart Connected Products, where they could offer an end-to-end solution to their
clients (Frank Rennings, MD Industry X, 2022). Eventually, more client work would result from this construction and
thus more revenue for Accenture.

However, the current collaboration does not fuel this desired outcome. In several areas where the two companies
meet each other, there are left opportunities for a seamless integration. The two companies differ from each other in
numerous ways, how they develop business, how they structure their way of working, what expertise and knowledge
they have, and how they interact with one another. Moreover, awareness of each other's capabilities and engagement
among each other's employees is lacking throughout both companies. These areas of friction relate to both the
business and cultural components of the organisations and provide opportunities to complement one another.
Achieving overall synergy will be challenging, because the touch points of non-optimal integration occur at different
levels within the organisation.
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Employee and
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image / figure 1. Different processes that occur in different levels of the organisation
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PROBLEM DEFINITION **

Limit and define the scope and solution space of your project to one that is manageable within one Master Graduation Project of 30
EC (= 20 full time weeks or 100 working days) and clearly indicate what issue(s) should be addressed in this project.

ASSIGNMENT **

State in 2 or 3 sentences what you are going to research, design, create and / or generate, that will solve (part of) the issue(s) pointed
out in “problem definition”. Then illustrate this assignment by indicating what kind of solution you expect and / or aim to deliver, for
instance: a product, a product-service combination, a strategy illustrated through product or product-service combination ideas, ... . In
case of a Specialisation and/or Annotation, make sure the assignment reflects this/these.

How can synergy be reached between Accenture and VanBerlo that fuels the offering of end-to-end solutions in joint
propositions?

There are untapped opportunities for a seamless integration in both business development, where a synergy between
Accenture and VanBerlo must be apparent to sell end-to-end solutions in joint propositions to potential clients, and in
practical collaboration on projects, where employees of the two entities must build on each other. In order to achieve
this synergy, awareness of how to leverage one another is needed (Seroj de Graaf, Project Manager at VanBerlo part of
Accenture 2022). Currently, there are still employees within Accenture that don't know where VanBerlo's expertise and
capabilities lie. And vice versa. Next to that, they have a different work structure and speak “a different

language” (Senne Friendrichs, Consultant at Industry X, 2022). As a result, they work primarily independently rather
than collaboratively developing business opportunities or working on projects. Offering key joint propositions
including Product as a Service (PaaS), end-to-end PLM & engineering and Smart Connected Products, require this

synergy.

area of potential, analysmg the problem more in depth. Finally, designing a toolklt that contributes to the synergy
between Accenture and VanBerio.

Interviewing people who are involved in different levels and processes regarding business development and practical
collaboration, about the frictions they encounter in terms of integration between Accenture and VanBerlo, | aim to
explore an area of potential where a contribution to synergy between Accenture and VanBerlo can be realised. Diving
deeper in this area of potential, | will conduct interviews and set up creative workshops to analyse cases where
Accenture and VanBerlo collaborated together, to analyse the problem and explore opportunities for a way of working
that enhances the synergy. Supported by generative design workshops with Accenture and VanBerlo employees, | will
design a toolkit that contributes to this synergy and finally validate this internally.

My project will consist of the following parts:

- Exploration of areas of friction in integration between Accenture and VanBerlo
- Case study on current way of collaborating

- Toolkit

- Implementation plan

IDE TU Delft - E&SA Department /// Graduation project brief & study overview /// 2018-01 v30 Page 5 of 7
Initials & Name M.D.  de Reus Student number 4483170

Title of Project  Designing for synergy between ACN and VB that fuels joint propositions




z
TUDelft
Personal Project Brief - IDE Master Graduation

PLANNING AND APPROACH **
Include a Gantt Chart (replace the example below - more examples can be found in Manual 2) that shows the different phases of your
project, deliverables you have in mind, meetings, and how you plan to spend your time. Please note that all activities should fit within

the given net time of 30 EC = 20 full time weeks or 100 working days, and your planning should include a kick-off meeting, mid-term
meeting, green light meeting and graduation ceremony. lllustrate your Gantt Chart by, for instance, explaining your approach, and
please indicate periods of part-time activities and/or periods of not spending time on your graduation project, if any, for instance
because of holidays or parallel activities.

startdate 18 - 11 - 2022 26 - 5 - 2022 end date
Month Nov Jan Feb March April May
Date 128 21-25 29-2 59 13-16 19-23 26-30 26 10-13 16-20 24-27 30-3 610 13-17 21-24 27-3  7-10 13-17 21-24 27-31 47 10-14 18-21 24-28 |2-4  &12 18-19 22-26 30-31
Workday count 1 6 10 15 19 24 Holiday Holiday 28 33 37 42 Holiday 47 51 55 60 64 69 Holiday 73 78 a2 &7 9 95 99 104 108
Project week 0 1 2 3 4 5 6 i 8 9 10 " 12 13 14 15 18 17 12 19 20 21 22 23 24
oeacine = e
Remarks Carnaval holiday
Phase
1. Explore
Analysis on practical colaboration
Analysis on business development
Literature review
2. Define
Map insights
Identify areas of opportunity
Internal validation

[T .

Literature review

Case study historical projects

Deep dive analysis on chosen area of potential

4. Define 2.0

Cluster insights

|dentify opportunities

5. Develop -
Ideation

Prototyping

Testing & evaluating

6. Deliver

Final approach strategy
Implementation plan
Final demo

Finalising report

Prepare preseniation

Legenda

5-day work week
4-day work week
Holiday

Prepare next deliverable

The graduation project will be executed in 100 working days, starting from the 18th of November. Alternating a 4-days
and 5-days working week, as | work on my startup every two weeks on Monday. The planning includes a 2-week
holiday, the Christmas holidays and two 1-week holidays, the TU Delft “February holiday” and one end of March.

The approach of the thesis project follows a double diamond method, including the phases discover, define, develop,
deliver. Here one extra diamond to explore the different areas of opportunities is added at the start.

Important dates:

- Kick-off meeting: 18th of November
- Midterm meeting: 1st of February

- Greenlight meeting: 20st of April

- Final presentation: 26 of May
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MOTIVATION AND PERSONAL AMBITIONS
Explain why you set up this project, what competences you want to prove and learn. For example: acquired competences from your
MSc programme, the elective semester, extra-curricular activities (etc.) and point out the competences you have yet developed.

Optionally, describe which personal learning ambitions you explicitly want to address in this project, on top of the learning objectives
of the Graduation Project, such as: in depth knowledge a on specific subject, broadening your competences or experimenting with a
specific tool and/or methodology, ... . Stick to no more than five ambitions.

Personally, | am passionate about bringing people together in order for them to build on each other. My own startup is
also somewhat related to that topic. Designing for synergy between two completely different companies will be
challenging. It will take a lot of stakeholder management and understanding the deep underlying motives of all
involved. | like getting to the root of things, so | want to challenge myself in becoming an expert in that. Managing a
lot of people and mobilising them is something | want to prove, since it is in my personality to be engaging and
enthusiastic.

Moreover, looking at the finish line of my academic education, | wonder where | should start my career. As a strategic
designer, you are at the cross section of strategic business development and user centric design. This makes an
interesting playing field, but allows also for numerous different settings to work in. Researching on and interacting
with both a large consultancy, Accenture, as a creative design agency, will display the differences between these two
work settings. During my thesis project | will experience what my preferences are and move a step closer to finding
what | should look for in my new adventure after graduation.

FINAL COMMENTS

In case your project brief needs final comments, please add any information you think is relevant.
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Important dates:
- Kick-off meeting: 18th of November
- Midterm meeting: 1st of February
- Greenlight meeting: 20st of April
- Final presentation: 26 of May 

	Project Motivation: Personally, I am passionate about bringing people together in order for them to build on each other. My own startup is also somewhat related to that topic. Designing for synergy between two completely different companies will be challenging. It will take a lot of stakeholder management and understanding the deep underlying motives of all involved. I like getting to the root of things, so I want to challenge myself in becoming an expert in that. Managing a lot of people and mobilising them is something I want to prove, since it is in my personality to be engaging and enthusiastic.

Moreover, looking at the finish line of my academic education, I wonder where I should start my career. As a strategic designer, you are at the cross section of strategic business development and user centric design. This makes an interesting playing field, but allows also for numerous different settings to work in. Researching on and interacting with both a large consultancy, Accenture, as a creative design agency, will display the differences between these two work settings. During my thesis project I will experience what my preferences are and move a step closer to finding what I should look for in my new adventure after graduation.  

	Project Final Comments: 


