
Maximilian Schnippering - Subscription Business 

2nd April 2019 

Heidelberg goes digital!  
Subscription Economy – Outcome based business Model for Heidelberger  
Druckmaschinen AG 

 Service Community Event  

Heidelberg 

goes digital. 
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Heidelberg.  

Facts and Figures. 
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World wide 

~11.600 
employes 

At 

250  
Locations 

in  

170 
Countries 

 

85% 
Export share 

 

3,5% 
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Our Challenge 
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Printing Industry.  
Stable market with attractive growth areas.  

*  Accessible market for Heidelberger Druckmaschinen, excluding postpress 

Sheetfed offset 

€2.4 billion* Digital  

€2.5 
billion** 

Services 

€1.3 
billion** 

Consumables 

€8 billion* 

Global print production volume 

around  

 

€400 billion/year 
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The market is alive. 
Customer productivity is on the rise 

… towards industrial enterprises 
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Development Print Production Volume (PPV) per technology [Bill. EUR]  

Source: Heidelberg estimate – July 2016, industry statistics, PIRA, Jakkoo Pöyry, Primir (GAMIS), Global Insight 
Digital: Only Digital Production Devices are taken into consideration  -----  *Base Year 2009 

Healthy Fundamentals. PPV is still growing 
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R&D Investment  
Majority of R&D goes to 
components and  
machines, while time to 
market and operational 
excellence is optimized 

Market 

Leader  
Product defines 
Niche market 
Position 
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...the 80ies  

[component, machine, 
integrated solution] 

PRODUCT 

Competitive 

Advantage  
Justifies growth in R&D 
expenses and 
organizational  
complexity 

Customer 

Relationship  
Strong Key account 
presence, consulting, 
training and 
engineering Services 

Differentiation  
High degree of  
customization and 
engineering solutions 

Entry barrier 
Experience with 
customers technical 
problems and 
processes 

A product centric organization aims to create user 

specialists through super sophisticated engineering  

| Outcome Based Business Model for Heidelberg| Max Schnippering 



© Heidelberger Druckmaschinen AG 

Digital Technology is creating massive disruption  

across every industry 

Technology 
Packaged 
software 

Software as a service 

Automobile 
Car 
ownership 

Mobility 

Manufacturing 
Devices/ 
machines 

Connectivity and apps 

Information Data Insights and intelligence 

Retail 
Physical 
goods 

Convenience & 
personalization 

IN
D

U
S

T
R

Y
 

of firms that reported themselves as being in a mature phase of digital transformation  
reported an increase of at least 10% in their YoY revenue growth rate“  
Forester, the ROI of digital business transormation 
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77% 
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Gartner predicts that by 2020, 80% of software  

vendors will move to a subscription model 

Sold through perpetual-licensing  Sold through subscription & consumption 

3-years producer delivery Continuous product delivery 

Growth through unit margins Growth over customer lifetime 

Traditional business model Subscription business model 

Product 

Channels 

Consumers Channels 

Subscriber 
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To grow Share of Wallet with industrialized customers 

in a product centric model, transactions related cost 

will explode and prices will erode 
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*qualitative 

Consum- 

ables 

Service &  

Software 

Equipment 

& Other 

80ies 

„Mam&Pap“ 
2020ies 

„Industrialized“ 

Type of Customers 

PPV per  

Customer 

Show Stoppers to grow Share of Wallet with industrialized Customer: 

- The way we sell (sales effort related to product value) 

- Product Focus 

- Cost Plus Pricing 
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The Heidelberg portfolio to increase performance. 
All services are harmonized and from a single source. 

Consulting 

Training 

Service: 

performance 

& quality 

tracking 

Consumables 

Equipment 

Software 

Increase your 

performance. 

The Heidelberg 
portfolio. 
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Heidelberg Subscription: Combining Heidelberg product 
portfolio in order to drive productivity. 

12 

 

 

• Pay-per-use business model 

• Customer pays for output instead of 

input factors. As subscriber our customers 

are free to focus on sales, product 

innovation and investment in digitization 

of their customer‘s interface. 

• Recurring revenue (5-year plan):  

Monthly fix base fee + impression charge 

• No investment in equipment, 

Ownership stays with HEIDELBERG 

• With a subscription contract, our 

customers get added value benefits.  

And make their profits independently of 

savings in material costs. 

• Our solution aims to jointly increase 

productivity 

| Outcome Based Business Model for Heidelberg| Max Schnippering 
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Heidelberg goes digital. 
Big Data provides the basis for digital revenue models. 
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“pay per unit” 

“Heidelberg 

ecosystem” 

“pay per print” Data as a strategic asset 

More than 10.000 Heidelberg machines 

and 15.000 Prinect modules connected.  

 

Combined with central analytical and 

predictive logic. 
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Devices connected to Remote Service (24h view historical data) 

The Heidelberg Cloud. 

IoT activity in 24 hours 

14 | Outcome Based Business Model for Heidelberg| Max Schnippering 
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The Heidelberg Cloud. 

IoT as key – databased Services 

10.000+ machines 
28.000 Prinect modules 
connected 

 
(96% of all new machines 
– FY18) 

 
250T service notification p.a. 

Big Data Services 

• Predictive Monitoring 
• Performance Services 

 
Real-time Services 

• eCall® 

• Heidelberg Assistant 

15 | Outcome Based Business Model for Heidelberg| Max Schnippering 
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HD Assistant – central communication platform as part of 
our subscription offering 

| Outcome Based Business Model for Heidelberg| Max Schnippering 16 
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Vendor Managed Inventory 

| Outcome Based Business Model for Heidelberg| Max Schnippering 17 
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• 26 machines with subscription contract* (Feb of 2018)  

• Geographical focus: Europe, USA, Canada 

• Relevant for all customer segments:  

commercial 19 machines | Packaging 6 machines |  

Label (SF) 1 machine 

• Major share of contracts with XL106 machines  

• 9 machines with subscription in production – 3 

more will start operation in January 

• Target: 30 customers until end of FY19 are realistic; 

Target FY20: 100 Subscription contracts confirmed 

• 5 year-contracts with recurring revenue incl. 

Equipment (partly incl. CtP) + consumables + service + 

software + consulting  

(configured based on status quo / potential analysis) 

Successful. 
Introduction of Heidelberg Subscription. 

First subscription machines 

have started operation – 

significant performance 

improvement traceable  

(picture: OEE improvement with 

subscription@Lensing) 
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*not all signed contracts have been booked as order intake so far (to be followed in 4th quarter) 
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  CUSTOMER 

  AUDIT SHEET 

The Opportunity Management Process. 
Customer Audit Sheet (financial part). 

CONCRETE 

OPPORTUNITY 

FOLLOW UP 

CUSTOMER VISITS 

Company Structure (CS): 

 Who is the parent company? 

 What subsidiaries exist? 

 Who is our contract partner? 

CAM   

Business Model (BM): 

 What is the customer producing? 

 Where is the customer good at? 

 Who are the customer’s clients? 

 Are there any dependencies? 

 What is the customers growth strategy? 

And is it plausible? 

CAM   

Financial Quick Test (QT): 

 Sales performance? 

 Earnings performance? 

 Equity ratio? 

(a credit agency report is of help) 

CAM   

Financial Analysis (FA) 
(e.g. for  calculate Free Cash-flow, 
Liquidity or debt service coverage, etc. ): 

 Balance Sheets 

 Profit & Loss accounts 

 Cash-flow statements 

 Forecasts/Budget figures 

CAM   

Collateral Analysis (CA): 

(e.g. for  calculate Free Cash-flow, 
Liquidity or debt service coverage, etc. ): 

 Balance Sheets 

 Profit & Loss accounts 

 Cash-flow statements 

 Forecasts/Budget figures 

CAM   

INITIAL 

COSTUMER VISIT 

Asset Quality (AQ) 
(e.g  machinery  &  debt on it): 

 Which machine/debt goes out? 

 OLV of old machine? 

 Which machine/debt comes in? 

CAM   

Deal Structure (DS): 

 TASP 

 Sales Price Equivalent 

 Non-refundable Subscription Pymt. 

 Funding Amount 

 Subscription OLV after 60 months 

| Outcome Based Business Model for Heidelberg| Max Schnippering 19 



© Heidelberger Druckmaschinen AG 

Customer Portfolio (BCG-Matrix). 
Showing potentials. 

Area of currently achieved performance 

Area of  expected performance 

Area of currently achieved performance 

Relative market strength 

G
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w
th

 P
o
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Question Marks Rising Stars 

Poor Dogs Cash Cows 

• Very innovative customers  

• Potential to shape the market 

• High Capex needs 

• Extend of our capabilities beyond our core 

business and help us to stay ahead 

• Our bet on a potential star of the future 

 

• Very traditional (not innovative) customers 

• Business model with declining revenues, net 

income and free cash-flow 

• Lack of a forward-looking Business Model 

• Attention: Subscription as “Pain Reliever”! 

• Sharp focus on (product&process) innovation 

• Well-established distinct Products 

• Proved growth-based Business Plan 

• High Capex needs 

• Important: To this customer segment should 

be allocated the greatest resources! 

• Established (traditional) Business & Processes 

• Stable revenues, net income and free cash-flow 

• But no longer growing significantly 

• Risk of becoming a “Future Dog” (monitoring!) 

• Important: “No growth - no Subscription!” 

| Outcome Based Business Model for Heidelberg| Max Schnippering 20 
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First Customers are more than satisfied. The Feedback is 
exceeding our expectations. 

21 

“With Heidelberg 

professionals onsite to 

optimize our productivity 

we are able to pay increased 

attention to our customers” 

“I wasn’t sure what it was 

about, but then it became 

clear quickly, that this was 

exactly what we were seeking 

and wanted” 

Daniela Klampfer, CEO 

“We are impressed how 

quickly Heidelberg has 

increased performance – 

we highly recommend 

Subscription” 

Robert Dembinski, Managing 

Director 

21 

Klampfer, Austria 

Lensing Druck, Germany 

OEE 

| Outcome Based Business Model for Heidelberg| Max Schnippering 
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Strategic goals. 
Our digital transformation has high earnings potential. 

22 | Outcome Based Business Model for Heidelberg| Max Schnippering 
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Moving to recurring revenues is a holistic corporate 

transformation that touches the entire organization 

Sales 

Product 
Manage-

ment 

Packaging
&Pricing 

Engi-
neering 

System& 
IT 

Finance 
&Investor 
relations 

Marketing 

Service/ 
Customer 
Success 

End-to-end 

recurring 

revenue 

trans-

formation 

Build a sticky and satisfied 
customer base by reducing 

„time to go live“ and ensuring 
full business value capture 

Reposition yourself as a 
flexible subscription 

company 

Target the right pace of transition 
and communication  the right 

metrics to investors 

Rewire your opportunity-to-cash process to subscription 

Build subscription selling capabilities and adjust your  
coverage  models and channel mix 

Create compelling and 
differentiated subscription /  
as-a-service offerings 

Develop a „land&expand“ 
packaging & pricing 
architecture, and set prices to 
balance penetration with 
lifetime value 

Deliver the rapid innovation that 
customers expect in as-a-service 
models 

| Outcome Based Business Model for Heidelberg| Max Schnippering 23 
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Heidelberg Group. 
 

24 

We will … 
 
… become a digital pioneer  
 within and outside our industry - a Lighthouse 

 
… accompany our customers 

to a digital future 
 
… grow by developing our Lifecycle business 

with Consumables and Services 
 
… build new Business  Models 
 such as subscription 
 
… focus on sales excellence   
 by adding value for our customers. 

| Outcome Based Business Model for Heidelberg| Max Schnippering 
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New Heidelberg. 
Successful strategic reorientation. 

 Strong brand & broadest installed base worldwide 
 Pioneer in industry’s digitization  

 
 Pay per use models (subscription) foster growth 
 Transformation towards recurring revenues 

 Increased profitability through reduction of process-
related and structural costs  

 Optimization and reduction of complexity 
 

 45% Press Share 
 10% Consumables Share 
 => Huge potential for Heidelberg AND its partners 
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