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As a Service; 
what is it exactly?

For a wide range of products and services we see markets and 
societies evolve into a arenas where both customers (B2C) and 
organizations (B2B) shift their preference to using solutions (e .g . 
products or services) instead of owning them . This is, at its core, 
what As a Service (AAS) is about: being able to use a certain 
solution without experiencing the burden of ownership . As an 
end-user you no longer buy the product or service once, but you 
enter into a medium- to long-term contract which grants you the 
right to use it against a monthly fee . Some well-known examples 
in the B2C market include Swapfiets (Bike as a Service) or Netflix 
(Movies as a Service) . In the B2B market Xerox (Printing as a 
Service) and Philips/Schiphol (Light as a Service) are frequently 
cited .

Let’s take Swapfiets as an example to explain why it makes sense 
for end-users to have the ability to use a solution instead of own 
it . Imagine, you just bought yourself a bike at a conventional bike 
store . In the morning, when you’re just about to leave to work, 
you notice your brand-new bike has a flat tire . As the bike is yours, 
you will have to find a way to fix it . But to do so, you need the 
skills, necessary tools, but in this case most importantly, you need 
to take the time . Now, what if you would’ve had the opportunity 
to buy ‘transportation by bike’, instead of ‘owning a bike’? In that 
case, you could’ve contacted the company, explained to them 
that your tire is flat, and they would’ve been at your door within 
15 minutes to fix it, or to give you another bike . Because after all; 
you purchased the ability to ride a bike, not the bike itself . The 
burden of owning the bike entails that you have full responsibility 
for the condition the bike is in . As a Service lifts you as an end-
user of that burden and many more .

Similarly to this example, evidence has shown that various B2C 
markets have been successful in adopting As a Service . However, 
less is known about its application in B2B markets . That’s partly 
because it’s slightly more complex in a B2B context . One of the 
reasons lies in the fact that for B2B organizations, their customers 
are boards of directors, or purchasing departments . Logically, 
their decision-making process is much slower compared to 
those of a private individual in the B2C market . Therefore, B2C 
markets are often more adaptive in transforming their business 
models . Because after all, ‘going As a Service’ requires a thorough 
transformation which touches upon many aspects of your 
organization . We can help you with that transformation .

In this white paper we want to discover with you how As a Service 
works in a B2B context . We will get there by answering four key 
questions:

• When is AAS relevant?

• What advantages does AAS have for your organization?

• What challenges will you face in transforming your 
organization?

• How can we help?
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To answer the question as to when AAS is relevant, we have to 
elaborate some more on the previously mentioned burden of 
ownership . Scholars refer to these five (Berry & Maricle, 1973):

• Risks with regard to product alteration; 
What to do when it’s broken or stolen?

• Risks with regard to obsolescence . 
What to do with it when it’s at the end of it’s life-cycle?

• Risks with regard to making an incorrect product selection; 
What to do when I’ve invested loads in a product that 
doesn’t do what I hoped?

• Responsibility for maintenance and repair of the product; 
How to keep it in good shape?

• The full cost of goods for which a consumer has only 
infrequent use; 
Why buy it if I hardly ever use it?

Since AAS prevents end-users from being owners, we can safely 
assume that it works best when your organization ticks 1 or more 
of the next boxes:

• We sell tangible products and movable assets .

• We sell a product that has a refreshment rate of 3 to 5 
years .

• We sell products that can be marketed with additional 
services . Preferably services that the customer takes care of 
himself now (e .g . maintenance) .

• We sell products for which the ‘cost per usage’ is relatively 
high .

As a seller of these goods, it can be very beneficial for you to 
apply a subscription-based model . Beneficial how? The next 
subject will highlight some key advantages of As a Service in a 
B2B context .

As highlighted above, the AAS-market is growing as it has some 
major upsides for end-users and customers . But what concrete 
advantages does it generate for you as an organization?

• Recurring purchases: predictable and stable revenue 
stream 
First of all, by transforming to As a Service you will be able 
to form long-term agreements with your customers, thereby 
entering a relationship of recurring transactions . Logically, 
this leads to a more predictable and stable revenue stream 
when compared to a one-off sales business model . This, in 
turn, will make it easier for investors to choose to be a part 
of your organization .

• Solid customer relationships: happy customers, more 
tailored innovation, increased customer experience 
With As a Service, you will have the ability to interact far 
more frequently with your customers, for example through 
customer support or maintenance processes . This gives you 
the chance to really get to know their specific needs and 
requirements . If you manage to tailor your products and 
services to those needs, they will need a lot of convincing to 

change to a different supplier . In other words: the feedback 
loop created by As a Service fosters innovation efforts that 
aim specifically at what the client values . No more costly 
and lengthy R&D projects that might not be rewarded by 
your customer base .

• Sustainability: closing the cycle 
Sustainability is another reason why As a Service makes 
sense . As you will remain the owner of the solution that you 
make available, you will get them back when, for example, 
the life cycle of the product has ended . This means you can 
reuse or re-sell them . Therefore, As a Service can function 
as a key enabler of the circular economy and hence a more 
sustainable society .

Despite the fact that AAS generates many advantages, making 
the jump to get there is not a trivial and light decision you take 
on a rainy Tuesday afternoon . It impacts the core fundamentals 
of your organization: from the structure of your sales team, to the 
legal framework . The next section will dive into the challenges any 
organization faces when making the step .

When is As a Service 
relevant?

What advantages 
does it have for your 
organization?
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So on your road towards As a Service, what hurdles will you need 
to take in order to be successful? We have outlined 5 challenges 
that will need to be addressed:

• Solvency risk
AAS-organizations earn back their own investments by 
collecting monthly payments from their customers . This 
means the solvency risk is extended to a longer duration . 
However, As a Service vendors don’t operate with the 
guarantee that their customers will be able to make those 
payments . What if 20% of your customer base can’t pay 
their fee? If you do not mitigate this risk with the best 
practices of the market in this matter, you will face some 
major losses on your contracts .

• Performance risk 
In As a Service, performance contracts determine what 
customers can expect when they enter into a subscription 
plan . It’s up to you as an organization to make sure that 
the customer will get what is promised . Before you can 
transform to As a Service, you will have to be sure that you 
can deliver as contractually agreed, and you will need a 
strategy on how to act when you can’t keep your end of 
the deal . Current technologies make you able to monitor 
the performance of your solution while its in-use at the 
client . This is a great way to make sure you’re delivering as 
promised . In fact, you’ll be able to deliver optional services 
(e .g . maintenance) even before your customer thinks it’s 
necessary .

• Technological obsolescence 
Imagine; it’s 1995, you are CFO of a manufacturer of VHS 
Recorders . In order to generate the previously explained 
benefits of As a Service for your organization, you decide 
to transform your company into a ‘VHS Recorders as a 
Service’ firm . You think it’s a great idea as the technique 
is being used globally and the business model is easily 
scalable as you already have a big foot in the door of many 
customers . You’ve invested in equipment in large quantities 
and are ready to roll out your plan around 1997 . Suddenly, 

a new and heavily demanded technology appears; the 
DVD Recorder . This greatly reduces the likelihood of your 
idea of VHS for Service to succeed . Especially as you’ve 
already made deep investments . Now what?In order to 
have a durable As a Service concept, it’s crucial that the 
technology you make available has a roadmap that will not 
be disrupted in the near future . If chances are that your 
technology will be replaced/updated, don’t narrow your 
As a Service concept down to a single technology . In this 
case; don’t go for ‘VHS Recorders as a Service’, but ‘Video 
Systems as a Service’ . 

• Board level commitment 
We often come across situations where organizations 
decide to ‘go As a Service’ because their customers want 
it . This reactive approach often goes hand-in-hand with a 
lack of commitment from the board . On the other hand, 
organizations that show a proactive and inherent desire to 
transform, succeed in creating this commitment and are far 
better able to re-direct their entire organization .

• Cultural challenges within the Sales Team 
Of all the areas in your organization . Transforming to 
As a Service will have most impact on the day-to-day 
activities of the sales team . The sales team will have 
to change the way they sell: from transactional selling 
to consultative selling . This means that the type of 
interlocutors will change, that the sales process will be 
longer and that the decision-making process for customers 
will be more complex . However, complexity only increases 
in the beginning of the sales journey: once the customer 
enters the subscription model, as sales then revolves 
around renewing contracts . In other words, the increased 
complexity for As a Service sales should be regarded as an 
investment to a smoother sales process later on . So how to 
address this? We have experienced that creating a stand-
alone business unit, focusing on the marketing and sales 
of your new business model, works really well to get things 
going . They won’t carry the history of ‘doing it the old way’ 
and later on will be advocates for the new way of working .

What challenges will you 
face in the transforming 
your organization?

How can we help?

Expertise
What we are good at …

Experience
What we did …

Approach
How we work …

Organizational Transformations

Business Case Innovation

Change Management

Internationally recognized 
for transformations

Accelerated growth in all major industries

Present in 23 countries

As a Service Experts

Financial Engineering

Sales re-educations

+20 years of experience

Supervised >$300 M annual 
AAS revenue

Managed 10 AAS companies

We believe we are the perfect transformation partner when it comes to As a Service . BearingPoint is well-known for its expertise on 
transformations in general . Our consultants understand that for new strategies to embed well, thorough transformations are needed: 
your people will have to learn new skills, your processes will require adjustment, your IT architecture may need to be revised, et cetera .

Black Winch is a collective of absolute experts on As a Service . Their consultants have seen the many challenges and pitfalls 
organizations may face in AAS-transformations and know what solutions are needed in any part of the process .

Together, we form a unique partnership that combines in-depth knowledge about As a Service with expertise on organizational 
transformations .

BearingPoint has delivered significant improvements to organizations in a wide range of industries . At a large postal organization, we 
increased customer satisfaction by optimizing customer service and driving topline growth . At a public utility company, we facilitated 
a transformation towards a Smart Network for district heating . At an online travel agency, we improved operational efficiency and 
customer satisfaction by empowering and coaching mid-level managers . These are just recent examples of the broad scope of our 
experience in a wide range of industries .

Black Winch has already helped 10 organizations with As a Service located in 8 countries in Europe and North America . Their results-
driven and hands-on team has supervised over $300 M annual As a Service Revenue . They are capable of developing a successful and 
scalable AAS business model by bringing value to your end-users and stakeholders .

We can help you to transform into an As a Service organization in two ways .

• Inhouse: You hire our expertise, and we help you to change your organization from within .

• Turn-key: Next to your running business, we develop a ‘shadow organization’ which from the start will operate as an As a Service 
company . After a period of testing and learning, you’ll be able to take over the steering wheel and possibly integrate your existing 
organization in the As a Service concept .

Both approaches are shaped in an experimental way: no rigid waterfall-like programs, but a hands-on test and learn approach . We 
are able to facilitate you with a diverse and multi-disciplinary team consisting of data scientists, change management experts, and/or 
programming specialists .

Inhouse

Turn-key
Test & 
Learn

Hands-on

Tailor-made
Multi 

disciplinary

76



Contacts

© 2021 BearingPoint. All rights reserved. 

About BearingPoint

BearingPoint is an independent management and technology consultancy with European 
roots and a global reach . The company operates in three business units: The first unit 
covers the advisory business with a clear focus on five key areas to drive growth across all 
regions . The second unit provides IP-driven managed services beyond SaaS and offers 
business critical services to its clients supporting their business success . The third unit 
provides the software for successful digital transformation and regulatory requirements . 
It is also designed to explore innovative business models with clients and partners by 
driving the financing and development of start-ups and leveraging ecosystems . 

BearingPoint’s clients include many of the world’s leading companies and organizations . 
The firm has a global consulting network with more than 10,000 people and supports 
clients in over 75 countries, engaging with them to achieve measurable and sustainable 
success . 

For more information, please visit: 
Homepage: www .bearingpoint .com 
LinkedIn: www .linkedin .com/company/bearingpoint 
Twitter: @BearingPoint

Yann Toutant
Yann.Toutant@blackwinch.eu

Jaco van Zijll Langhout
Jaco.vanZijllLanghout@bearingpoint.com




