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C-NOT application areas:

– Marketing

– E-business 

– Project planning 

– General customer focus

– Organisational development  

PROJECT OVERVIEW AND RESULT
Where? 
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§In digitalisation it is typical (but faulty) to start the strategic 
process backward – to start thinking about technology

§Faulty because technology is shifting so quickly – chasing it is 
like catching a formula1 car with a butterfly net. 

§The result is often misused investments and digitalisation-
avoidance syndrome 

Therefore, C-NOT is: 

–Based on Strategic and not tactical decisions (the 
so ein ding muss ich auch haben-factor is removed)

–Focusing on value adding Customer Activities
not internal sales models and sales processes

–Focusing on Customer Groups and not product 
mix or internal organisational myths and dogmas

§Customers, Needs, Objectives and Technology in the right 
sequence enables innovative successful customer centric 
digitalisation

PERSPECTIVE
Customer Not Technology (C-NOT) explained
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Traditional Approach:
– Internal Optimization – eBusiness as Reduction of Cost

– Products. Organisation, sales models and processes are in 
focus 

– Focus on “Who are We”, “What We offer” and “What We 
Want”

– Focus on existing product and organisational differences  

– Customers experience different organisational approaches 
and solutions 

– Internet is understood as a system, its implemented

àààà One Size fits all

The C-NOT Approach:
– Focus on Customer Types, Activities and individual needs

– Self-service optimization

– Better fulfilment of demands

– Focus on commonness relating to customer types

– eBusiness as money maker 

– eBusiness is a extension of humans, a living organic entity, 
constantly under development

àààà Customized ApproachCustomers

Inside out

Outside in

THE C-NOT PERSPECTIVE
Outside-in? 
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Goals are broken down by 
customer group without respect 
for product mix 

Goals are broken down by 
existing product or organisational 
structure  

When driven by customer 
demand, the planning process 
becomes a framework that 
develops laser-like focus on 
customer needs

Planning should consider every 
option 

Customer needs, both 
recognized and latent, 
determine the capabilities 
needed and tools used 

Internal capabilities, 
understandings and worldviews 
play dominant role in setting 
planning direction 

Planning focuses on how to 
engage customers 

Planning focuses on how to 
influence and ”control” customer 
behaviour 

Planning determines how to 
deliver value to customers in 
ways that deliver value back to 
the company 

The plans first focus on delivering 
value to the company, second to 
the customer 

The planning process is designed 
to first set goals consistent with 
customer demand, and only 
then determine how best to tap 
into demand 

The planning process is designed 
to achieve corporate goals or 
based on burning areas, gut 
feeling etc. 

Customer-centric eBusiness 
strategic approach

Traditional eBusiness strategic 
approach

PROJECT OVERVIEW AND RESULT
A change in mindset?
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Customers
“Who are our customers 
and how do they 
operate their business?”

Recognise 
Need

Problem 
Definition 

Purchasing 
Framework 

Production

Day-to-Day
Purchasing

Sales

Service

Customer
Activity
Cycle

Needs
“Were and when do our 
customers experience 
problems?”

Objectives
“What and how do we 
want to deal with the 
customer problems?”

Technology
“What is possible and 
what applications should 
we build/buy and 
utilize?”

THE C-NOT OVERVIEW
Overall process framework
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C-NOT

“Who are our customers and how do they 
operate their business?

– Drawing and mapping customer activity cycles 
provides a laser-like perspective on who your 
customers are and what is important for them. 

The customer activity cycle is the basics for 
assessing how your customers van be engaged, 
based on what they’re already doing

– Skipping this step and making guesses about 
customers will most likely make you shift focus 
and fall back into inside-out thinking. This means 
that you focus on solving your problems before 
the customers and base your understanding on 
sales processes instead of customer activities

Typical  project activities
– Iterative development dialogues 

– Interviews with stakeholder and customers

– Customer validation

THE PROCESS
Customer Mapping
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C-NOT
“Were and when do our customers experience 
problems and what are their needs?”

– Customer need mapping will focus and center 
your mind even more on the customers problems 
and not yours. Associating customer activities 
with concrete needs will provide you the 
information about when to supply what to the 
customers. 

– Skipping this step and starting development 
based on the customer activities might work. But 
you will miss crucial knowledge on what content 
(text, drawings, discussions etc) to match with 
specific customer contexts. More to what media 

to use for supplying the content

Typical  project activities
– Interviews with stakeholder and customers

– Workshops with stakeholder and customers

THE PROCESS
Customer Activity Need Description
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C-NOT

“What and how do we want to deal with the 
customer problems?”

– What are your business goals? Are some 
customer types more valuable than others? Are 
some customer related activities more valuable 
than others? Setting the objectives will help you 
answer these questions and there by prioritize the 
most profitable customer needs in front of other 
less profitable

– Skipping this step will result in uncoordinated and 
sporadic actions. You at this stage have a huge 
amount of possibilities that all sound intriguing. 
But to approach them all simultaneous will be 
the certain route to failure

Typical  project activities
– Workshops with stakeholder

– Validation with customers

– Seminars 

THE PROCESS
Defining and prioritizing objectives
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C-NOT
“What is possible and what applications should 
we build/buy and utilize?”

– Now development of solutions start – it’s time for 
the “how to’s” and “What now’s”. Innovative 
approaches that is matching the prioritized 
possibilities are in focus.

If you are wise you define several prototypes that 
needs to produce hard value before you move 
along

– Skipping this step or avoiding acting on the result 
of this step will put you alongside all the other 
individuals and organizations that fail to convert 
insights to change. 

This is the stage where you report to the CEO for 
management backing

Typical project activities 
– Solution workshops

– Seminars 

– Validation meetings with selected customers

– One-On-One meetings using the C-NOT selector 
to exemplify the results and push dialogue

THE PROCESS
Technology Projecting phase
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The result - a complete but dynamic strategic 
overview of detailed customer activities and needs

Exemplified in the C-NOT selector
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Outcome: 
A list of projects and 
activities that needs
focus to unlock the 
business benefits!

Customer Activity
Needs

Needed IT 
applications

List of Customer 
Activity Needs

OVERVIEW OF PROCESS 
C-NOT mechanism explained 
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WHAT? 

The C-NOT selector is a powerful tool to exemplify, explain 
and convey the learnings from the complete process 

WHY?

The selector provides complete overview of the 
recommended projects and their direct connection to 
defined customer needs 

HOW? 

We all get the best understanding by trying ourselves. The 
selector is responding to the individual priorities and 
therefore invites everybody to go for a C-NOT ride!  

WHEN?

The selector can be used both for face-to-face meetings 
and presentations. However, it is particular powerful when 
employees in higher ranks needs a fast understanding of 
the unique C-NOT approach and results

PROJECT OVERVIEW AND RESULT
The C-NOT selector
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Improve basis for prioritisation

Customer centric approach 

Improved basis for including new 
technology in marketing  

More focused and dedicated project 
planning 

Shared understanding of customer value 
drivers 

PROJECT RESULT
Typical results 
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Hvad er blevet sagt om Metodikken? 

§ Reimers results in Danfoss have been impressive! He has during 
the years significantly influenced and moved our understanding of 
the digital technology. Reimer is extremely reflective and can 
handle the total spectrum from very abstract thinking to setting this 
thinking into practice in every day business. On top of this Reimer 
has the rare combination of commercial and technical skills so he 
can understand and talk to both IT and the business. These rare 
capabilities have generated results that no of us, at the outset, 
believed possible. 

§ The customer centric eBusiness approach developed by 
Reimer has proven to be the tool that Danfoss needed 
to bridge the chasm between business and IT. The 
focus on customers and customer needs enables the 
different departments to develop a shared space and 
mutual understanding of the goal.

§ Lastly Reimer is a person that you instantly trust and like. He has 
drive, humour and can communicate very complex matters. If you 
want to see new ways of how to grow and develop your business –
Reimer is your man!”

Kenneth Egelund
Schmidt

Former CIO at Danfoss

REFRENCES 
The benefit 


