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Part I
Differentiation in a cost-competitive industry 

using savings-based business models
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New tech to solve customer need – competing 
with near monopoly competition

Oil-free compressed air
Sustainability improvements



Long life cycle equipment



Requires oil

High maintenance

Efficiency loss

Differentiation through life cycle cost / total cost of 
ownership

Technology shift to 
high-speed turbo

Data



- Capture the heat from
• Compressed air
• Frequency converters
• Electric motors
• Turbos. 

- Recover up to 90% of the input energy, 
up to 90°C steady temperature, 
independent of compressor load

 →Hot water for process, lowering 
primary energy consumption

Heat recovery



Our challenge

• Very high technology 
COGS cost 

• Very low service 
revenue (-90%)

• New technology in a 
conservative market



Our opportunity

• Clearly the lowest TCO
• Efficiency
• Maintenance
• “Waste” heat recovery

→ as-a-Service business 
model to 
1) customers ease-in and 
2) capture added value

Data



Case in US: Lowest total cost of ownership

17/9/24 Company Confidential

Savings through
Electricity consumption

Heat generation

Maintenance

Environmental 

benefits

Payback time INSTANT

22% better 
energy 

efficiency

3-stage
vs 

2-stage

centrifugal 
vs screw

better 
energy 

efficiency 
from heat 
recovery

66% less 
cost for 
mainte-
nance

CAPEX

Data
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REVENUE MODELS

Touch-Free  Air
Compressor + all related expenses included

Pricing: €/m3 and €/kWhe
→ production changes easy, adaptive to customer 

needs, OPEX

Investment + maintenance
Traditional compressor business

Investment + Care-Free Service
Up to 10 years. All wearing parts, spare parts and labor included

Real-time remote monitoring 
and optimization 

Predictive Maintenance

Data

Data

Data



Touch-Free Air – 
Case financed by savings

• Customer had no need for a new 
compressor, had 10+ compressors in 
different operating conditions

• Carbon neutrality targets

• Savings targets, but limited CAPEX

• €/m3 of air + €/kWhe of returned 
energy

Company Confidential

Case example, no budget impact:

TT325 BHR customer in Europe, additional benefits on top of monetary 
(electricity and energy recovery) savings

1. Savings through lower electricity consumption
2. Maintenance savings
3. Savings through energy reuse (Boosted Heat Recovery)
4. Savings through more optimal compressed air production

Data
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Our customers



Part II
…when the world is changing



But then…
Long life cycle equipment 

→ long contract and responsibility



Groupthink – limited 
imaginative faculty

Probable

Plausible

Possible

The FutureNow

Drivers of Change

Drivers of Change

Trends

Wild cards

Changes, changes

Bood, R., Postma, T., 1997. Strategic learning with scenarios. European Management Journal 15,

633–647. https://doi.org/10.1016/S0263-2373(97)00047-9

Data
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Benefits

Sacrifices

Long life cycle

Data

Designing the business 
model(s) to be resilient



Benefits and challenges vs. uncertainties
Driver of Change Probability 

Mean
Impact 
Mean

Criticality 

Changes in costs 8,11 6,56 53,20
Product market price change 8,11 6,33 51,34
Technological disruption 7,00 7,22 50,54

Life cycle cost/value becoming customer decision criteria 7,56 6,67 50,43
Customer business strategy change 7,67 6,56 50,32
Changing customer expectations 7,67 6,44 49,39
Change in OBC related regulations and financial policies 6,78 6,33 42,92
Component supply problems 7,44 5,67 42,18
Sustainability goals driving modernization of equipment 6,89 6,11 42,10
Change in interest rates 8,22 5,11 42,00
Country/region incentives for local production and sourcing 7,33 5,67 41,56
Supplier's competitors adopting OBC business models 7,11 5,67 40,31
Scarcity of skilled labor 6,56 5,89 38,64
Wild card events (e.g. war) 5,89 6,56 38,64
Customer's production line related problems 6,67 5,56 37,09
Increase in OBM financing opportunities 7,11 5,00 35,55
Energy and material shortage 6,33 5,56 35,19
Shortening of product life cycles 5,33 6,00 31,98
Changes to Import/Export Rules 5,89 5,22 30,75
Restrictions on usage of natural resources 5,89 5,22 30,75
Digital platforms emergence 6,89 4,11 28,32
Changing customer IT needs 6,78 4,11 27,87
Political situation impacting the equipment and data flows 5,22 5,11 26,67
Digitalization leads to centralization of maintenance 6,44 4,00 25,76
Customers wanting to insource equipment competence 5,22 4,89 25,53
Cyber security affecting remote monitoring 5,11 4,78 24,43
Changes in safe data sharing (e.g. blockchain) 5,33 4,33 23,08
Change of ownership of companies 5,78 3,89 22,48
Social unrest creating uncertainty 5,33 4,11 21,91
Change in union rules 4,22 4,89 20,64
Personal relationship change 5,44 3,11 16,92

Data

Kuismanen, O., Menon, K., Kärkkäinen, H. (2024). Drivers of Change Impacting Outcome-Based Business Models in Industrial Production Equipment. In: Danjou, C., Harik, R., Nyffenegger, F., Rivest, L., Bouras, A. (eds) Product Lifecycle Management. Leveraging Digital Twins, 

Circular Economy, and Knowledge Management for Sustainable Innovation. PLM 2023. IFIP Advances in Information and Communication Technology, vol 701. Springer, Cham. https://doi.org/10.1007/978-3-031-62578-7_13



Scenarios & Characteristics of feasible OBC in scenario

17/09/2024 |  18

Global Modernization BOOM! Multipolarily uneven Separate Niche The end of individual asset OBC

Kuismanen, O., Menon, K., Kärkkäinen, H. (2024). Four Scenarios for Future of Outcome-Based Contracts. In: West, S., Meierhofer, J., Buecheler, T. (eds) Smart 

Services Summit. SMSESU 2023. Progress in IS. Springer, Cham. https://doi.org/10.1007/978-3-031-60313-6_10

https://doi.org/10.1007/978-3-031-60313-6_10


“Risk and reward sharing business models”

Adapted from Baines and Lightfoot (2013) and Uski (2023)



Paradox: change is negative 
and positive for PaaS supplier



Final thought:
Who can best manage product obsolence risk?



Thank you!

www.tamturbo.com

Olli.kuismanen@tamturbo.com
+358 766 5678

http://www.tamturbo.com/
mailto:Olli.kuismanen@tamturbo.com
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