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ABSTRACT
For over a century, the literature has been proclaiming the need for companies to
adapt because of fast-changing and turbulent times. Today it is digitisation in
general, and e-mobility in particular, that are creating a buzz in the automotive
industry. There are many recommendations for companies on what to do and on how
to act fast, and one of these is to become more customer-centric.
Despite the multitude of recommendations as to how to become more customercentric, and how an organisation should adapt to the new mobility challenges, there
is as yet no combined suggestion for how an automotive manufacturer should do this.
Existing business models and organisational readiness indices from theory and
practice continue to fail on two particular fronts: 1) in general they display an
‘inside out’ view that is not customer-centric; and 2) they are not industry specific.
These research notes show how to address both these issues by using automotive
sales models as a source input for enhancing organisational design models and
organisational readiness indices.
Keywords: Customer-centricity, e-mobility, automotive, sales, organisational design,
organisational transformation

1.

THEORETICAL AND EMPIRICAL BACKGROUND AND RELEVANCE

E-mobility is a fast-growing industry (Hybridcars.com, 2017; Irle, Pontes & Irle, 2017;
Statista, 2017) and poses substantial challenges for automotive manufacturers and, in
particular, for their sales organisations (Roland Berger Strategy Consultants & IESE
Business School, 2013; Hainz et al., 2015; McKinsey, 2016; Latendorf, Kohl & Minarski,
2017).
Current e-mobility indices only consider countries (Ministry of Environment Chile &
Ministry of Transport and Telecommunication Chile, 2012; Bernhart et al., 2015;
Hattrup-Silberberg, 2016; IHS Markit, 2016), rather than single organisations such as car
manufacturers, let alone their sales organisations. While e-mobility is increasingly a hot
topic for the industry, there is limited scientific material available, that touches
organisational readiness or design. E-mobility signifies substantial change for the
automotive industry and how organisations structure themselves to both cope and take
advantage of the technology is important. Organisational design (OD) models tend to be
generic and rarely reflect industry specifics. This paper identifies alternative
contemporary models such as digital readiness and maturity models to develop a new
model, merged with OD models and automotive mobility strategy models, to support
organisational adaption of e-mobility with a customer centric focus.

2.

RESEARCH OBJECTIVES

The overall research project is the development of an e-mobility readiness framework
consisting of an e-mobility organisational readiness model for an automotive sales
organisation (key success elements for a sales organisation), and an e-mobility
transformation blueprint (key success elements of a successful journey). The first element
is discussed in these research notes, while the second part will be addressed in a later
paper.
The specific objective of these research notes is to show that the addition of automotive
sales strategies and business models enhances generic OD models by adding customercentricity and industry specifics, thus providing a more comprehensive OD model.
3.
3.1

RESEARCH DESIGN
MODEL CONSTRUCTION

In order to build a new model, a systematic dissection and reconstruction of existing OD
and OT (organisational transformation) models (Rintamaki et al., 2006; Miles, Huberman
& Saldaña, 2014) was performed. The focus here will be on the OD models.
A number of OD models were identified:
- digital readiness indices to reflect contemporary knowledge
- organisational design models and principles
- customer-centric design models (OD models with an explicit and particular focus on
customer centricity)
- automotive sales strategy models (to provide industry specific knowledge)
Altogether, 20 OD models, consisting of 421 single elements, were deconstructed, and
their elements were grouped together based on their logical fit following an abductive
approach (Rintamaki et al., 2006; Miles, Huberman & Saldaña, 2014). This process
required many iterations to identify the top level (domains), the second level (building
blocks) and the last level (activity groups). The result is an OD readiness model
encompassing key elements from all sources and consisting of 6 domains, 12 building
blocks (shown below) and 29 activity groups. Each activity block consists of a set of key
success elements and the complete model may be used as a checklist in order to evaluate
the e-mobility readiness of an automotive organisation.

Figure 1. Result of the construction of the model (domains and building blocks)

3.2

MODEL LIST

The following sources were used to construct the model 1:
Digital readiness
models

Customer centric
design models
Organisational
design models

Organisational
design principles
Automotive fleet
and mobility sales
models

Accenture digital readiness (accenture, 2016)
Forrester digital readiness (Gill & VanBoskirk, 2016)
Kienbaum industry 4.0 readiness (Jochmann, 2016a)
Kienbaum digital readiness (Jochmann, 2016b)
Ernst and Young digital maturity (Ernst and Young, 2016)
Deloitte Digital readiness check (Deloitte Digital Europe, 2015)
Deloitte Digital maturity model (Deloitte Consulting GmbH, 2015)
Galbraith's star model (Galbraith, 2005)
Doug Leather's blueprint (Leather, 2013)
Porras and Silvers's components (Porras & Silvers, 1991)
Nadler and Tushman's orga design (Nadler & Tushman, 1997)
Weisbord's six boxes (Weisbord, 1976)
Burke and Litwin's causal change model (Burke & Litwin, 1992)
McKinsey's 7 S (McKinsey, 2008)
Taylor's 4 scientific principles (Taylor, 1911)
Fayol's 14 principles (Fayol, 1916)
Deming's 14 points (Deming, 2000)
Super_Cars_2011 fleet sales implementation checklist (Super_Cars_2011, 2011)
Super_Cars_2012 fleet and mobility strategy (Super_Cars_2012, 2012)
Super_Cars_2014 fleet and mobility sales strategy (Super_Cars_2014, 2014)

Table 1. Overview used OD models for framework construction

3.3

MODEL VALIDATION

The model based on the literature requires testing and validation, and a case study
approach has been chosen for this (Eisenhardt, 1989; Yin, 2013). Semi-structured
interviews will be held with car manufacturers in order to obtain their opinions on all 12
of the building blocks for e-mobility readiness and the importance of each building block,
and to obtain reasons and suggestions from them. Furthermore, there will be interviews
with the manufacturers’ customers in order to integrate their points of view, as part of the
customer-centric approach. In order to include a reasonable population (Baker & Edwards,
2012; Yin, 2013), interviews with three different manufacturers and their customers will
be held at headquarters level and also in different national sales organisations. 2
Semi-structured face-to-face interviews have been selected for several reasons. The
results will be mainly qualitative, despite the questions about ranking of e-mobility
readiness and the importance of the building blocks. The context is complex, so the
meaning of each building block can be specified in more detail during the discussion. The
interview guidelines for the manufacturers have been piloted in two countries and two
languages, in order to fine tune the wording and the results. Feedback from the
participants confirms that the selected method and the selected structure of domains and
building blocks are appropriate. The interview guidelines for customers are currently
being validated.

1

Car manufacturers’ names have been changed for confidentiality reasons and the three companies have
been renamed into Super_Cars_####
2
The three manufacturers to be interviewed are different from the three who provided the sales strategy
models.

4.

CONTRIBUTION

The contribution to practice is a tool (the e-mobility organisational readiness model) that
allows any car manufacturer to perform an e-mobility organisational readiness check for
its sales organisations in any country. A further contribution to practice is another tool
(the e-mobility transformation blueprint), allowing manufacturers to perform an emobility transformation readiness check to evaluate where they are in their
transformational journey.
The contribution to theory in terms of methodology is the approach of systematically
mapping different organisational models from different sources. Mappings have been
done in the past for organisational transformation models (Kritsonis, 2005; Hernaus,
2008; Mitchell, 2013; Otsupius & Otsu, 2015; Cummings, Bridgman & Brown, 2016),
but this has not been performed in a rigorous manner and has not been completed for
organisational design models. A further contribution to theory and practice is the
integration of different models from different worlds: thus, providing a more
comprehensive and complete approach.
The contribution to theory in terms of content is the finding that traditional OD models
and also “modern” digital readiness models lack customer centricity to a certain extent,
either completely or partially.
5.

FINDINGS

The findings of this research note will be limited to a short extract of the analysis for
customer processes, which is the second domain of the e-mobility organisational
readiness model. Results concerning the other five domains will be published later.
The analysis of the models led to the identification of two building blocks for customer
processes – customer intelligence and customer development. Each building block then
consists of three activity groups. Whenever a model has got a particular contribution
towards an activity group, it has been marked with an “x”.
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Figure 2. Model mapping customer processes

A short summary of the strengths and weaknesses of the analysed models is as follows:
Digital readiness models provide some input for customer-centricity. The strength of
these models lies in their data and knowledge management (Deloitte Consulting GmbH,
2015; Deloitte Digital Europe, 2015; Ernst and Young, 2016; Gill & VanBoskirk, 2016;
Jochmann, 2016a). Further substantial contribution to this domain comes from

automotive mobility readiness models (Super_Cars_2011, 2011; Super_Cars_2012, 2012;
Super_Cars_2014, 2014); they lack only the knowledge management part. Their
particular strength lies in the thorough way in which they address the customer journey
from first contact to being a customer. These aspects are only sporadically considered in
the digital readiness models.
Customer-centric models (Galbraith, 2005; Leather, 2013) gave little input, despite their
explicit focus. The classical OD models and principles did not provide much input for
customer-centricity; their strength lies elsewhere.
6.

DISCUSSION

Integrating automotive sales strategy concepts and implementation checklists have added
substantially to the topic of customer-centricity, and provided specific industry context.
Although not scientifically substantiated, they enhance the existing models because of
their ecological validity, both in terms of customer-centricity (because they are destined
for sales organisations) and in terms of industry competence (because they are very
specific to the automotive industry).
This approach has helped to build a more comprehensive and complete organisational
design model for sales, and the approach of combining scientific and practical sources
may be of value for similar studies and research.
However, this does not mean that automotive sales organisations, in this case specifically
the sales organisations the fleet and mobility strategies originated from, are automatically
customer centred organisations. That just proves that corresponding thoughts have been
put on paper. The challenges of automotive organisations due to their socio-technological
history (Geels et al., 2012; Nieuwenhuis & Wells, 2015) in implementing a customer
centred approach will be part of the overall research objective of developing an e-mobility
readiness model for automotive sales organisations and therefore be available in later
publications.

7.

NEXT STEPS

A more thorough analysis is currently being done, but, independently of this, the next
steps will be the interviews with the car manufacturers and their customers to understand
what they consider gaps and the priorities. This will be the approach for the OD model
and the findings and conclusions will be summarised and published at a later stage.
For the OT model, the recommendation is a longitudinal study, which will be done at a
later stage as well.
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