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The job-to-be-done as a guideline for 
innovation – from incremental 
improvement to groundbreaking 
innovation 
 
Case Study Mayer & Co Beschläge GmbH  
 
 
This case study shows:  
 

• How to identify unmet customer needs in a seemingly saturated market with Outcome-

Driven Innovation® (ODI).  

• How to translate the results of the Outcome-Driven Innovation® project into a successful 

market and product strategy. 

• How to develop concrete product and service concepts from immediately implementable 

measures to pioneering innovations. 

  

 The ODI user Mayer & Co  
 

Mayer & Co Beschläge GmbH (MACO) is one of the leading manufacturers of building hardware on 

the international market. Every year, about 25 million windows or doors are equipped with MACO 

fittings, which corresponds to about 4,000 single-family homes per day.  
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1. The challenge  
 

In 2010, MACO UK faced major challenges in the UK market. For five years, the company had 

brought no innovations to the market. At a high level, the product line "window hinges" stagnated. With 

a 38% market share, MACO was the market leader, but with its extremely broad product range, it was 

a slowly maneuverable ship increasingly threatened by smaller agile specialists. Even more critical 

was the situation with the "door locks" product line: here, MACO had lost its innovative edge – and 

even worse: basic technical requirements could no longer be adequately met. Dissatisfied customers 

and sales losses were the result. The former innovation leader was on the verge of falling from the 

throne.  

 

UK-based manager Roland Schmidt recognized that a major step was needed to avert the looming 

disaster. His strategy included the following key points:  

 

• By 2012, an innovative premium product for the window and door lock sector was to be 

placed on the market, which was specifically tailored to the needs of the British market.  

• The development should be preceded by an intensive market study to build up missed 

market knowledge for the UK market – which was completely different from the rest of 

Europe – and to put the new development on a sound footing.   

• At the same time, methodological knowledge should be built up and implemented in the 

organization in order to lay the foundations for regaining innovation leadership.  

 

His colleague Robert Andexer had attended a seminar on Outcome-Driven Innovation® (ODI) the year 

before and convinced his superiors that the strategy could be fully implemented by this method.  

 

"Outcome-Driven Innovation® offered a whole new perspective on market definition, strategy 

building and innovation. An exact understanding of the actual customer needs on the basis of 

the 'job' of the customer is the heart of the procedure and the starting point for all decisions in 

the innovation process. That convinced us."  

 

Robert Andexer, Head of Business Unit DOORS  
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2. From customer needs to a market and product strategy   
 

The consulting firm Strategyn iip innovation in progress GmbH (since January 2019 Edizon Innovation 

GmbH) supported MACO in the application of the Outcome-Driven Innovation® (ODI) process. ODI is 

a strategy and innovation process that leads from a comprehensive understanding of customer needs 

to a customer-centric market and product strategy (see Figure 1: The ODI Process). 

 

 

 

Figure 1: The ODI Process – 5 steps to growth through innovation 

  

The following paragraphs describe the five steps and their implementation in MACO. 

 

"I think that innovation works like a 'normal' business process. If you use the right 

methodology and all the parameters are right, you can 'produce' innovation predictably.  

The same thinking is behind Outcome-Driven Innovation ®."  

 

Roland Schmidt, Head of Sales WEST  

  

Step 1: Defining the market from the customer's perspective  
 

The first challenge for MACO was to define the scope for the ODI analysis. In the ODI mindset, a 

market, in its smallest unit, consists of a person who wants to get a job done (see Figure 2: Possible 

and selected market definitions). Defining the right "job executor" and "job-to-be-done" (JTBD) is 

essential because these two parameters are the cornerstones for further analysis. The choice of the 

"job executor" determines whose customer needs are captured. The choice of "job-to-be-done" 

determines not only the object of observation but also the level of abstraction – i.e. the "altitude" of the 

analysis.  
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Figure 2: Possible and selected market definitions for the ODI analysis at MACO UK 

 

 After analyzing strategic goals and the MACO supply chain, the project team stated the following 

market definition:  

• Production managers of window manufacturing companies who want to install a shutter 

mechanism in a window, as well as  

• Production managers of door manufacturing companies who want to install a shutter 

mechanism in a door.  

  

Step 2: Identify actual customer needs  
 

After defining the target area, the team of Strategyn iip went into the field to conduct special in-depth 

interviews with selected production managers. The goal was first of all to capture the job-to-be-done of 

"installing a shutter mechanism in a window/door" in its entirety and to put all the necessary steps in a 

logical order. Particularly relevant: the consultants did not want to understand what the product 

managers actually do (= process map), but instead wanted to recognize the underlying motivation, 

namely, what the product managers actually tried to achieve (= job map). To recognize this subtle but 

immensely important difference, ODI uses the concept of the "Universal Job Map" – that is, an 

archetypal sequence of steps that stands behind any JTBD (see Figure 3: The Universal Job Map).  
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Figure 3: The Universal Job Map ensures that all customer needs are fully captured.  

(Source: The Customer-Centered Innovation Map, Harvard Business Review, 2008) 

  

The job map developed individually for MACO was the basic framework for recording all existing 

customer needs in the defined market. Consequently, it was important to understand what criteria 

production managers use to judge how well they can get each step of the job done. In a second round, 

the production managers were asked what made each step time-consuming, unproductive or 

inefficient. Responses have been translated into a clearly defined syntax that ensures that customer 

needs are unambiguous, non-overlapping and formulated independently of existing solutions. The 

customer needs – called "outcomes" – were the core of the further innovation and strategy process.  

 

In total, 79 outcomes were identified in the MACO project, which were directly linked to the job-to-be-

done “installing a shutter mechanism in a window/door." For example, production managers wanted to 

“minimize the time to properly position the locking points" or “minimize the variety of variants to meet 

different safety specifications."   

 

"When Strategyn iip presented the Job Map for our target audience, it was a real wow 

moment. Never before had we seen at a glance how the process ideally runs from the 

customer's point of view." 

 

Robert Andexer, Head of Business Unit DOORS  

 

Step 3: Identifying which customer needs are under- and over-served  
 

With the identified outcomes, MACO had a clear picture of the existing customer needs in the market. 

However, there was still a lack of understanding of the importance that each of the needs had from the 

customer's point of view. In the next step, the recorded outcomes were presented to 98 production 
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managers in a representative survey. They assessed on a five-point scale how important each 

outcome was and how satisfied they were with the current solution.  

 

The results of the survey were transferred to an "Opportunity Landscape" using a proprietary algorithm 

(see Figure 4: The Opportunity Landscape). The Opportunity Landscape is a visual depiction of the 

need structure of a market. Every point in the Opportunity Landscape represents a specific outcome. 

The position of the point shows whether existing solutions in the market sufficiently serve the outcome 

(i.e. balance satisfaction and importance), or whether it is underserved (i.e. the outcome is very 

important to the client, but not satisfactorily served) or overserved. Underserved outcomes indicate a 

high potential for innovation, overserved outcomes a potential for simplification and performance 

reduction, and thus potential savings. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

Figure 4: The Opportunity Landscape for the overall market showed little innovation potential for MACO 

 

The Opportunity Landscape in the MACO project showed a clear tendency to be overserved – so 

market participants delivered a lot of performance in areas that were not that important to their 

customers. Only a few outcomes were underserved, representing high innovation potential.   
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Step 4: Recognizing hidden innovation potential  
 

Looking at the market as a whole, it seems reasonable to conclude that it is an oversaturated market 

without much innovation potential. Rather, the range of services should be reduced, and simpler, 

cheaper products developed.  

 

However, a differentiated analysis showed that, in particular, production managers in companies with 

a low degree of automation received a "higher" level of performance in those areas that were not of 

much importance to them. In contrast, production managers in highly automated companies had a 

much higher number of underserved customer needs (see Figure 5: Need-oriented segments). MACO 

had, through Outcome-Driven Innovation®, discovered a segment with many underserved needs in a 

generally oversaturated and “over-engineered" market. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5: Need-oriented segments: Customers with different degrees of automation 

in production also differ in their needs structure 
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Step 5: Formulating market and product strategy  
 

Based on the findings of the ODI analysis and an analysis of the company's internal competencies, 

MACO formulated a growth strategy with the following key points:  

 

• Full focus on the target group of highly automated window and door manufacturers with a 

high production output and a complex product range  

• Optimization and cost reduction of existing products by means of value analysis  

• Development of completely new innovative solutions and systems for windows and doors 

in the UK 

• Expansion of accompanying services 

 

3. From the strategy to the concrete product concept   
 

In spring 2011, a three-month, intensive concept development process started, involving a total of 20 

people (see Figure 6: Development Process). Two interdisciplinary teams of developers, product 

managers, marketing and sales employees from the UK and Austria worked in parallel on ideas and 

subsequently on ever more concrete product concepts. Intensive work phases alternated with joint 

workshops in which the previous results were presented and discussed.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6: The intensive development process from ideas to evaluated product concepts 

  

The concept development project leaders, Robert Andexer and Roderick McLachlan, emphasized that 

the ideas and concepts developed targeted the underserved customer needs identified in the ODI 

study. For this purpose, a detailed "Concept Brief Document" was prepared for the kick-off workshop 

for the window and door lock sector. The central element of the Concept Brief Document was the 

results of the ODI analysis, which were directly reproduced as a list of underserved outcomes and 

summarized as generic topics in order to facilitate simpler, more intuitive processing.  
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Identified topics included:  

 

• Reduction of product complexity and product variants (e.g. "all-in-one" products)  

• Error prevention in the production process  

• Increased efficiency in assembly  

• Increasing the degree of automation  

• Reduction of error effects   

 

Topics and outcomes were supplemented with detailed research on the application context and 

technical context. With the comprehensive Concept Brief Documents, the ideation team had a solid 

tool in hand to work out ideas and concepts purposefully. Also: The outcomes were already written in 

a language that developers could directly and immediately implement – because they were 

unambiguous, non-overlapping and formulated free of existing solutions.   

In the following workshops, using TRIZ techniques, over one hundred (!) ideas were generated and 

compressed into ever-finer overall product concepts. The focus on underserved customer needs was 

maintained throughout the process. Thus, the only ideas that were developed were those that aimed 

at the customer needs with the highest innovation potential previously identified in the ODI analysis. 

Each product feature in the concept description was directly related to one or more outcomes.  

 

The developed concept variants were then evaluated on the basis of clearly defined evaluation criteria 

such as strategy fit, technological fit and expected market acceptance, as well as short-term and 

longer-term feasibility – and whether they would expect a significant increase in satisfaction of the 

underserved outcomes.  

  

    

Figure 7: Evaluated and selected product concepts for the window market 
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In June 2011, six final, pre-rated concepts were presented to top management (see Figure 7: Product 

Concepts). It was decided to realize a concept for the window market and for the door market at short 

notice, i.e. within only 12 months, and to bring it to series maturity. A third concept (the one with the 

highest overall score) was launched as a highly innovative, radical development project with a different 

focus and timeline in parallel. 

 

4. The results: realized product and service innovations   
 

The results of the Outcome-Driven Innovation® process and the subsequent concept development 

resulted in a series of product and service innovations that were implemented in the following years.   

 

The service innovation MACO Secure Plus  
 

The first visible measure from the ODI project was the service innovation "MACO Secure Plus." This 

was a real "quick-win" from the project. The extension of an existing service package included a  

10-year warranty, a 24/7 service, a security package and a lost key return service 

 

The product innovation MACO M-SPAG window hinge  
 

In April 2013, the new window hinge "M-SPAG" (= security performance adaptability gear) was 

presented at the FIT show, the industry's leading trade fair in England – the direct implementation of 

the short-term concept from the ODI concept development. The main advantages of the product 

were:  

• Lower production costs  

• Reduction in the variety of variants from seven to four variants   

• Reduced installation time in window production thanks to innovative telescope design  

• Increased burglary security  

• All-round optimized look (flat design)  

• Modular design – the M-SPAG can also be used with additional parts for all special 

applications and covers the entire range of applications on the market.  

 

Since its market launch, a large number of major customers in the UK market have already been 

impressed by the extensive range of services offered by M-SPAG and switched to the new product. 

Just three years after its launch, M-SPAG has an annual sales volume of 0.5 million units.  
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The product innovation MACO C-TS door lock  
 

Another concept developed a door lock, which was specially adapted to the needs of the UK market 

(target-engineered). The C-TS door lock is characterized by lower manufacturing costs, 2 in 1 

functionality and a UK-specific locking component. The result: market share increase from 7% in 2012 

to 15% in 2017!  

 

5. Radical innovation as a long-term usable result: The door of the future  
 

The concept that received the highest score in the ODI concept review was not implemented 

immediately. Entitled "Horse Head", the concept described a novel shutter mechanism that could open 

up entirely new possibilities in the design, production, and application of windows. The concept was 

considered extremely promising, but also difficult to implement. It went into the development pipeline 

of MACO, but finally ended up in the drawer – it was continued as a "bootlegging project"1 by a staff 

member on their own initiative.   

 

"In 2011, we had already recognized the huge potential of the Horse Head concept. This novel 

shutter mechanism could completely turn the way windows and doors are built upside down. 

But we also feared that our customers were not yet ready for this radical innovation." 

 

Robert Andexer, Head of Business Unit DOORS  

  

Only three years later, this concept got another boost. The internal reorganization and the introduction 

of a business organization have set the course for entrepreneurial action in the company. The strategy 

was developed and sharpened globally, and the innovation leadership was firmly anchored in it. As a 

result, the management of the "DOOR" division planned to develop a highly innovative "door of the 

future" as a concept prototype for the leading industry trade fair "fensterbau frontale" in March 2016:  

a door that could take on any conceivable form and be fully electronically controlled and was much 

more flexible in production than previous solutions (Figure 8: Vision of "The Door of the Future"). As a 

prestige project, the prototype was to show an innovative vision of MACO; a concrete implementation 

on the market was (not yet) considered at this time.  

  

  

 
1 Bootlegging is called any proactive innovation activity of employees without mandate, authorization or even 
knowledge of superior management. Source: Iknowaction www.pfi.or.at 
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"With the 'door of the future' we have shown a vision of how doors will be produced in the 

future and what they could do for the end customer. Our 'door of the future' is fully 

electronically controlled, enables intelligent access management and is completely flexible in 

production, but also in design and in the security class. Classic functions such as manual 

locking and door torque are obsolete. With regard to design and form, there are no limits."  

 

Robert Andexer, Head of Business Unit DOORS  

 

 

  

  

  

  

  

  

  

  

  

  

  

 

 

 

  

  

   

 

Figure 8: Vision of the door of the future with the "Horse Head" shutter mechanism presented on the industry trade fair  

  

The "door of the future" was made possible only by a technical detail – just by the further development 

of the Horse Head closure, which had been developed years before as part of the ODI project for the 

product segment “Windows" (see Figure 9: Concept studies for the novel locking mechanism). 

Because this closure makes it possible not to connect the locking points as previously linearly 

connected to a rail in the door, but completely self-sufficient electronically controlled at any position 

around the door – a completely new way of thinking in contrast to previous door production. While up 

to now a separate product had to be offered for each safety class, material and door form, a single 

component is now sufficient. The locking points can be applied anywhere on the door, regardless of 

design and material. The more locking points are attached, the more secure the door is.  
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 2011     2017 

  

Figure 9: Concept studies for the novel "Horse Head" locking mechanism 2011 and  

its realization as a near-series prototype at the industry's leading trade fair "fensterbau frontale" 2018 

  

The feedback from the 2016 trade fair on the door of the future was outstanding. MACO therefore 

decided to detail the concept and bring it to market. From May 2017 to March 2018, MACO developed 

the door of the future to a production-ready prototype. To do this, the company needed to expand its 

expertise and get partners on board. For while MACO had perceived itself as a hardware producer, 

the door of the future required broader expertise in the fields of mechatronics, automation and 

digitization.     

 

The decision to implement it was made in 2019 and the market launch will start at the next "fensterbau 

frontale" in March 2020 – exactly 10 years after the ODI study from which the Horse Head concept 

emerged.  
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Advantages for the end customer:  Advantages for the door-producing industry: 

• Custom door designs and shapes   

• High break-in security   

• Maximum comfort through automatic locking 

and unlocking  

• Keyless system – no more key loss or 

lockout  

• Maintenance-free  

• Smart Home system compatibility  

• The door as a status symbol 

• Few components that can be used 

universally for all doors  

• Locking points are independent of door 

material and profile  

• Locking points are independent of the 

security class and door specification  

• Every possible form of the door is possible  

• Logistics revolution and enormous savings 

potential in production  

• High differentiation potential in a highly 

competitive market 

 

 

6. Conclusion  
 

This case study illustrates that Outcome-Driven Innovation® is a holistic and integrated strategy and 

innovation process. The results of an ODI project can be leveraged across the enterprise for varying 

levels of innovation – from relatively quickly implemented service innovations to completely new 

concepts of meeting customer needs. The development of the Horse Head concept up to the market-

ready door of the future shows very clearly how long the way to real high-grade innovations can be in 

practice and what duration of effect the results of an ODI project can have. This path was only 

possible for MACO because the people involved were convinced of the viability of Outcome-Driven 

Innovation® and the resulting concept and continued to pursue it beyond all adversity – over a period 

of 10 years!   

 

"With Outcome-Driven Innovation®, we laid the foundation stone for a complete transformation 

of our company – namely that of a metal processor to a system supplier for Smart Building 

Components, i.e. highly automated and digitized windows and doors. Ultimately, this project 

plays a key role in establishing innovation leadership as a strategic direction for the MACO 

Group (not just for the business segment!) and in implementing this claim in practice."  

 

Robert Andexer, Head of Business Unit DOORS  

 


