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Executive Summary

This report describes the results of a graduation project, which was completed at
Hombli, a brand of Avanca Internatiol B.V. Hombli offers smart home products, or elec-
tronic devices that are connected to the internet and are controllable via your phone.
Hombli has the ambition to become a leader in the smart home domain. In order to
achieve that the company wants to create Intellectual Property in the future and have
a solid brand.

First of all Hombli's current positioning risks losing its unigueness. Competitors also
claim to be simple to use, easy to install and safe. Van der Vorst (2017) describes that
this form of dilution in markets that are becoming more crowded can make a brand
fade to the background and in turn lose revenue.

Secondly, the way it currently creates new products is sensitive to being copied by
competitors. Hombli imports products from China, adjusts them to their liking and
integrates it into their ecaosystem of devices. This way of creating new products has
already proven itself to be lucrative in the company's other brands Sinji and Avanca.
However these brands do naot aim to become a market leader with a unique identity.
Many of these smart home products are also available to competitors, making it hard-
er for Hombli to stand out, let alone create its own unigue products. There seems to
be missing a process to pursue new ideas.

A question rises when looking at these obstacles:
How can Hombli become a household name and create its own I.P.?

To answer this question a two step approach is proposed:

First a future direction will be designed, resulting in a clear and differentiating brand
story for Hombli.

Second a new way of creating products, or innovation process will be designed as well
as improving the existing way of innovating,

By doing trend research and using the trend spotting method (Simonse, 2017), a
future scenario is created. Summarised it resulted in the following: Because of an
increase of people suffering from mental stress and the home becoming an even more
prominent space in people’s lives, it makes sense for Hombli to facilitate well being at
home.

This direction provides more clarity on what products the brands should create. Hom-
bli employees should ask themselves: does this product truly improve the health and
well being from my customers, oris it just a random product made smart?

With a new direction to head towards, the way the company currently innovates is
analysed. The existing innovation process which focusses on sourcing products has
some disadvantages. Lack of communication, no prioritisation and confusion about re-
sponsibilities result in unnecessary slack in the process and in turn hinders innavation.
This then also leaves even less room for any exploratory activities.



Principiles from the User Centered Design methad from Abras, Maloney-Krichmar &
Preece (2004) are used to redesign the current innovation process together with the
employees that actually use it. A boundary object is created by drawing out the pro-
cess on the wall. During the weekly sessions the different stages of the pracess are
discussed, altered and put to practice with actual products. The process is altered to
become more like the Stage Gate innovation model from Cooper (2008), ensuring all
product ideas pass all the different stages. Advice is given on how to implement this in
the organisation.

Then the process focussing on discovering new ideas is introduced. The different steps
are explained and then put to practice with an actual product direction. Throughout the
steps assumptions regarding the product direction are validated. This is done through
initially desk research, then interviews with target users and an individual co-crea-
tion session. The product idea that results from that session is put to the test using

a Smoke Test (Cops, 2020). A method used often by start-ups to see if their value
proposition gains traction. The results of this step are positive and give a green light
for next iterations.

Then recommendations are given to further expand the proposed changes in the
company to have a lasting positive effect in the future. Concluding, limitations of this
research are also shared.



Introduction

Innavation is one of those buzzwaords you hear all the time, whether itis in commer-
cials, in the news or at work. It seems a word everybody seems to fully grasp and
assaciate with crazy new things, like the first iPhone, mp3 or the internet. However
when you look at a large industry such as the automotive sector or mabile phones,
truly something new is often hard ta spot. Companies like Apple or Volkswagen con-
stantly bring slightly better versions of one product to the market and they make
healthy profits from it as well. This incremental innovation is the opposite of creating
something truly new, radical innovation (Christensen, 1992).

This is not a statement about one being better than the other. But it is great to work
on a graduation project that involves elements of both these forms of innovating.
Avanca International has shown that by incrementally improving existing products, it
can be profitable. The company does desire however to pursue a direction towards the
mare radical side. It needs to do so in order to create |.P.

In this report a proposal is made on how to enable Hombli to also pursue this radical
side of innovation and improving its incremental way of innovating,
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Report Setup

Chapter I looks at the company's current brands and their history and discusses the
company's past efforts regarding innovation. From this an approach for the project is
derived.

Chapter 2 Contains the analysis of Hombli's current strategy. Where it comes from,
what products the brand offers and the general apinion of the brand are shown here.
Then a new future direction is derived, giving Hombli a new brand story. The impact of
this new direction is also discussed and visualised in a road map

Chapter 3 dives into the way the company currently innovates. First this process is
analysed and problems are explained. Then the approach and subsequent changes are
described.

Chapter 4 contains the introduction of a new innovation process, designed to pursue
new unproven ideas. This process is explained in depth with an actual use case.

Chapter 5 concludes the report with results of the project. Then next steps and
recomendations are shown. The report ends with reflections on the approach taken
and personal development .



1.0 Company overview

The focus of this chapter is to give an initial overview of what the parent company of
Hombli consists of. Avanca Internation B.V. consists of four different brands: Avanca,
Sinji, Ockel and Hombli (see figure 1). The former three are actively launching products
at time of writing,

The four different brands are shortly discussed with each of their characteristics and
products. Afterwards the way the company currently innovates is described in detail.
Then a SWOT analysis is performed to quickly see what possibly stands in the way of
Hombli becoming this innovative brand in smart home. Based on these findings an
approach for the rest of the project is created.

avanca

INTERNATIONAL

hombli
avancar

avancaproducts.com products.com ockelcomputers.com

10 Figure 1: Avanca International B.V. and its brands (Avanca Intenational, 2020)
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1.1 Avanca

avanca

Avanca International B.V. is a company spe-
cialised in sourcing and designing products
for its brands. The initial brand, Avanca, was
founded by Tim Haaksma back in 2007. The
first product that became a success was the
importing and selling of a laptop stand.

Avanca expanded and diversified its prod-

uct portfolio over the years, predominantly
Inta electronics and accessories for pc's and
phones. The company created these products
by sourcing existing products from China,
sometimes slightly madifying them and re-
selling them through its network of distribu-
tors. The company has had its successes with
launching many different products.

When Avanca became a supplier for Groupon,
Its revenue increased greatly. It even landed
Avanca International B.\V. multiple prises for
being one of the fastest growing companies
in terms of revenue. Through Groupon Avanca
was able to sell easily to the entire European
market.

Recently Avanca has been ‘rebooted’ after not
having a new product launch in over a year. It
focuses on wireless charging accesaires for
the new iPhane 12 (see figure 2).

The company later expanded with three other
brands Sinji, Ockel and finally Hombli,

Figure 2: Avanca Wireless charger,
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1.2 Sin

hl
L1}

SINJI

Sinji Is the company's trading brand. The name

Is an acronym for Sales Is Not Just Innovation,
highlighting its main purpose: getting sales fast
and easy with products that are in high demand
at that moment. All sorts of products have been
sold under the Sinji brand: mosquito lamps, beach
backpacks and recently thermometers and smart-
watches (see figure 3) to name a few SInji (2021).

Sinji is the company's current cashcow and it is
powered by the company's ability and experience
to quickly produce and sell products through its
vast network of distributors and market places.
There is also less attention to detail wih these
products to speed up its time to market. Manuals
are not as well thought out, the products have a
lower build quality and look and feel of packaging
have less work put into them as opposed to the
other brands in Avanca International’s portfolio.
Sinji products are also priced to match these char-
acteristics.

The laser thermometer is a good example of a
recent succesful Sinji product. Due to Covid-19 re-
strictions, the demand for a thermometer that can
measure body heat without the need of physical
contact increased dramatically. With Sinji the com-
pany was able to source and order large quantities
as fast as possible, selling large quantities of them
to a large super market chain. Generating plenty of
revenue for the company.

Figure 3: Sinji Smartwatch (Sinjj



1.3 Ockel

Ockel

Due to the company's overall success it saw space
to pursue an opportunity. It was the company's
largest effort yet in developing and launching a
standalone product. An idea originated from the

company owner where he saw a convergence be- ' 5
tween the mabile and pc world: specifically mobile I
devices that function fully as a PC and are able to w=
run an OS like Windows 10 (Haaksma, 2020). The e >

product was successfully funded by collecting a [
million euros on crowdfunding platform Indiegogo '
(Ockel, 2020a). Iterating on the feedback from their

initial customers, the company designed a newer f
version you can see in figure 4: the Sirius Awithan =/
integrated screen.

Unfortunately this product was not the success f : a3
Avanca International B.V. had hoped it would i X
be. The Sirius A was according to reviews a ﬂ { ‘
product without a real use case. It tried tobe :

a cheap student pc, a home media device _ "

and a portable work station. According to
a review from Bright, the Ockel is full of T
contradictory possibilities, but it does _ f
not really shine in one of them (Dog- ‘
gen, 2018). It was a clear sign that
for the many different use cases the
Ockel could be used for, there are
better alternatives.

Due to the decline of Groupon, the com-
pany lost a major part of its cashflow, making it
harder and harder to keep investing in development
of such a complex product like the Ockel, which

was not gaining much traction. It was then decided
to cut costs and start to focus on its other brands
Sinji and Hombli.

Figure 4: Ockel Sirius A (Ockel, 2020Db)



1.4 Hombli

A Smart Home for Everyone

With the Ockel project on the shelf, the company
started to focus on a new brand with another cate-
gory of products named Hombli. Hombli started off
with a mission: making smart home attractive to a
wider audience. e
To lower the threshold for people towards buying
smart home products, Hombli focusses on making
products user friendly. Next to that Hombli offers a
diverse line of products, such as light bulbs, cam-
era's and sockets instead of focussing on just one
product like the RIng doorbell. These products are,
similar to Avanca and Sinj, sourced in China, adapt-
ed slightly to fit the brand, and then sold through
their network of resellers and distributors.

The main difference with the other brands is that
Hombli solely focusses on smart home and that all
these products are controlled through the Hombli
app from a smartphone (see figure 5).

The company was able to create this app and
launch all these smart products because of Tuya.
Tuyais an loT platform that allows companies to
make any product smart using their chips (Tuya,
2021). Next to that it offers services such as an
app builder, so a company can make a custom app,
a dashboard interface that gives insights on prod-
uct activation and usage and a marketplace where
companies can be connected to manufacturers.

All these services made it easy for Hombli to start
launching smart products under their name. It
eliminated the need to develop their own software
and hardware and Tuya already had a successful
track record with other companies. This did howev-
er bring one downside. Tuya not only lowered the
threshold for Hombli to step into the smart home
market, it did so for everyone. The risk of com-
petitors doing the same thing and offering similar
products is large. It is relatively easy for a competi-
tor to copy Hombli.

Figure 5: Hombli app (Hombli, 2020)

fﬂNﬂlﬂ?EﬁTE"T Bulb 5

Scene
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1.5 Incremental innovation

When looking at the products the company sells
under its different brands, it is clear that nearly all
of their products already exist. The company has
substantial experience with sourcing and adjusting
products that can be found on platforms such as
Alibaba.com. When it is decided that a product is
going to be launched under one of Avanca Inter-
national’'s brands, the supplier is contacted and
perhaps slight adjustments are made in terms of
logo placement or colour.

When it comes to smart products for Hom-
bli, the manufacturer is asked to add a Tuya chip
to be able to integrate the product into the Hombli
ecosystem and therefore improve its overall ex-
perience. These minor changes could be described
as a form of incremental innovation. Christensen
(1992) describes incremental innovation as im-
proving the performance of a component of a
product without making significant changes to the
technical relationship among those compaonents.
Hombli takes this to the extreme by keeping the
product as itis technically and then integrating
It into their product ecosystem. This is not a bad
thing necessarily. The company has shown with its
Sinji brand that selling existing products can be very
lucrative. Also when looking at the base products
In Hombli's offering, such as lightbulbs and smart
sackets, there is no need to reinvent the wheel. For
these simple products it makes sense to just buy a
finished' product. However, the company is trying
to do something more with Hombli: Hombli needs
to became a solid standalone smart home brand.
This requires products that bring more to the table
and have more complexity as opposed to a bulb.
This brings some challenges when it comes to the
way the company innovates:

Sticking to the story

With a great brand comes great responsibility.
Since the products need to fit with the overall
brand story of well being at home, Hombli can not
be selling products that are in no way related to
this story. Especially when this brand is still un-
known and is trying to have its identity remem-

bered by consumers. It can not be like Sinji and sell
tripods on one day and sell thermometers on the
next (Sinji, 2021). It needs to be careful on what
products it chooses to sell. The drawback of this is
that Hombli can not jump on the hype of the day
like Sinji can. It can however get higher margins for
Its products, since people are buying not just the
product, but also the brand it is from.

Copycats

The downside of selling mostly exisiting products
Is that other companies can also get their hands
on the products and do the same thing. Hombli can
not generate I.P. from this way of innovating and
protect its postition from others.

This obviously takes away the brand's unigueness
and compromises its ability to ask higher prices:
your competitors can sell it for less with relative
ease.

Dependency on suppliers

Selling products from existing sources also makes
Hombli heavily dependent on those sources.
Hombli as a standalone brand becomes dependent
on those Chinese manufacturers for bringing out

a new product that is relevant for Hombli's smart
home experience and product portfolio. It is then
also hard to become a leader in this market.

What does this mean?

It becomes clear that by just selling existing prod-
ucts, the company risks not being able to live up to
the story itis trying to convey. It is dependent on
what manufacturers choose to produce and com-
petitors can produce similar products with relative
ease. The company needs to find a way to innovate
beyond what is already out there This can make
Hombli stand out from the crowd of competitors,
be less dependent on what manufacturers come
up with and create products that truly fit the brand.
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1.6 Conclusion

If we look at the actvities Avanca International B.V. has undertaken with its different
brands it becomes apparent that there are some threats and opportunities for the
company'’s ability to pursue new I.P. Putting all those factors in a SWOT diagram, the

following can be derived (figure 6).

Strengths

- Portfolio of different brands with their
own characteristics and products: allows
for diversification and spreading risk

- Vast experience with working with ma-
nufacturers overseas

- Strong network of distributors and
resellers

Opportunities

- Growing market of smart home

- Market of smart home is not matured
yet

Weaknesses

- No successful development of |.P. so
far: indicating a solid process is missing
- Used to adopting or buying other pro-
ducts or technology (Tuya)

- No inhouse software development

- Dependency on suppliers

Threats

- Vast amount of competition

- Hombli falling in the trap of becoming
anaother trade brand

Figure 6: SWOT Analysis regarding the company's ability to pursue new |.P.

From Avanca, Sinji and mostly Hombli it can be said that the company is experienced
in quickly buying and adapting existing products and selling those products through its
network of distributors and resellers. The company has done so since its inception and
Itis the main source of income to this day. However when we look at the company's
attempt at pursuing intellectual property, the Ockel PC, we see that there seems to be
a lack of structure or methodology. Finding out after launch that there is no real trac-
tion for a product could be a sign that there was not enough validation for example.
This was also confirmed when talking with peaple from the company. The danger for
Hombli of not having a dedicated process for pursuing new ideas is that it falls into the
habits of the company, possibly turning it into brand like Sinji. This is something the
company does not want. Something will need to change to make Hombli the desired
innovative brand the company wants it to be.
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1.9 Project Approach

Itis clear that a structure needs to be built inside the company to develop I.P. or to
pursue new ideas for Hombli. To develop this structure a two step approach is taken.

Firstly the scope or 'search field" in which the company should look for new innovative
directions will be looked into. The current scope and positioning of Hombli will be ana-
lysed to see if a new ar mare specific direction is needed for the brand.

Secondly the process the company currently uses to innovate is examined. This cur-
rent way of innovating will be mapped out and will be examined to see where it can
be improved. This improving of the existing innovation process will be done together
with the people inside the company that actually (will) use it every day. This approach
takes elements form the User Centered Design (UCD) approach described by Abras,
Maloney-Krichmar & Preece (2004). They mention that UCD is method where a prod-
uct, in this case the innovation process of the company, is designed and prototyped
together with end users, in this case the people inside the company.

Next to that a new innovative process wil be designed to give the company the toals
to search and validate new product directions. This new innovation process will take
lean validation elements to be able to pursue unproven idea directions (Gutbrod &
Munch, 2018; Reis, 2011).



18

2.0 Defining the scope

To define in what kind of way Hombli will manifest itself in the future, the current sta-
tus of the brand and its products need to be analysed.

Then the perspective of customers on the Hombli brand are shown. Indicating if the
current strategy is successful.

Then possible dangers from competitors are explained
Next, a new direction will be designed using the Trend Patterns technique (Simonse,

2017). The impact of this new direction on the product portfolio is shown, concluding
in a Visual roadmap of the current Hombli proposition to the next
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2.1 Hombli's current brand

Hombli started off with a mission: making smart
home user friendly to a wider audience.

A report from GfK (2019) shows that most people
feel like they do not need smart home products or

thatitis too expensive for the benefits it can bring.

Hombli set out to cross the chasm between ear-
ly adopters and the early majority (see figure 7).
Maore (1991) describes the chasm as the dif-
ference between two separate kind of markets.
Before the chasm you have the early adopters
who quickly recognise the value of a new product
ar service brings and are eager to buy it. These
consumers are generally also mare forgiving when
It comes to a product not being very user friendly
or not so great to look at. They are just looking for
that functional benefit a product brings.

On the other side of the chasm is the early major-

Early

majority

Early

Adopters \
CHASM
Focus Area

Figure 7: Crossing the chasm (Hombli, 2020)

ity, or the first part of the ‘rest of the market, who
are mare sceptical towards new products. These
people need a lot mare persuasion and proof that
a new product is beneficial to them and are a lot
more critical in terms of user friendliness and looks.

In order to try and cross this chasm, Hombli creat-
ed a solid base of simple smart home products that
are easy to install and use with one single app. The
company also puts a lot of effort in creating man-
uals and instruction videos to further improve the
experience of its products.

Late

majority

Laggards




The way Hombli communicates its brand towards the outside world is in line with this

focus on user friendliness and simplicity. Combining that with a lower price than for
example a Philips HUE, Hombli aims to be an affordable alternative without any more
complexity. On Hombli's own website you can see how ease of use is emphasised: The
smart home for everyone slogan is the first thing you see when you pay a visit (figure 8).
Also its compatibility with voice control services is highlighted, giving more motivation on
how easily Hombli praoducts can be integrated into the customer's life.

A Smart Home For Everyone

Friendly, simple and safe.
Turn your house into a smart home with Hombli.

(“ WORKS WITH . the ! S .
& J‘ amazon alexa stant works with Sifn

View products

Figure 8: Hombli Home Page (Hombli, 2021)




2.2 Product offering

Instead of focussing on one particular product and become a vertical player
such as Ring with its doorbell or iRobot with its vacuum cleaner, Hombli
chose a horizontal pasitioning focussing on basic smart home products and
integrating them into one single app. The brand focusses on Value for mo-
ney, ease of use, security and cross compatibility as can be seen in figure 9.

The entire current Hombli portfolio can be seen on the next page in figure
10. The choice for these particular products were not that hard to make,
Smart bulbs, cameras and sockets were proven to be successful by other
competitors and they are not that complex to develop. The categories
Hombli divided these products in are Lighting, Safety and Energy.

With this initial product offering Hombli has been successfull in spreading
Its brand: Hombli products are now available in over 10 different countries
at resellers such as Coolblue, Tink, Agipa and Mediamarkt (Hombli, 2020).

Smart home
for "everyone”

{true) Value for money

Easy to
experience

Safety & Cross
security compatibality

Solid product range & quality

Marlketing: The Hombli story
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Figure 9: Hombli Value House (Hombli, 2020)



Figure 10: Hombli Product Portfolio (Hombli, 2021)
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2.3 Customer perception

In order to find outif Hombli's current strategy is successful, its current customer data
needs to be evaluated. By diving into the backend of the software Hombli utilises to
build its application with, various statitistics can be found.

With this data it was found that as of January 2021 nearly 35.000 devices have been
activated (see figure 12). Next to that it was also possible to determine the amount of
device activations per month. This data was insightful for a couple of reasons.

Firstly the company has a direct view on what, when and how many devices are being
activated. This data is useful since devices sald to resellers take time to eventually be
bought and activated by customers.

Secondly it can show if a product launch or a promotion had any significant effect. For
Instance the increases in device activations in november and december have to do
with black friday and christmass promotions (Figure 11).

Thirdly it can be used to communicate to various stakeholders, such as new distribu-
tors or current shareholders, how well the company is performing.

New Hombli device activations per month

8000
7000
6000
5000

4000

2000
16 B 'Y ¥ .

oct'19 nov 19 dec 19 jan'20 feb 20 mar ‘20 apr 20 may 20 jun 20 jul'20 aug 20 sep 20 oct 20 nov 20 dec 20 jan'21

3000

Figure 11: Hombli device activations per month

Total amount of hombli device activations since launch

35.000
30.000
25.000
20.000
15.000
10.000

5000

oct'19 nov 19 dec'19 jan'20 feb 20 mar 20 apr 20 may 20 jun20 jul'20 aug 20 sep 20 oct 20 nov '20 dec 20 jan'21

Figure 12: Total Hombli device activations per month



24

These figures are evidence that Hombli is rapidly
Increasing in popularity, but in order to measure if
customers are actually happy with their products it
IS interesting to know more about these consum-
ers. Through the Tuya back-end a questionnaire
was sent to 750 Hombli users. The users were
invited to fill in a short survey and have the oppor-
tunity at winning a Hombli kit worth €60,-. A total
of 221 correct responses were achieved. These
responses took longer than 2 minutes to complete
and all gquestions were answered.

Multiple items were assessed in this survey. Ini-
tially people were asked about their opinion about
their experience with Hombli and if they would
recommend it to a friend on a scale of 1-10. This

was also coupled to the products these people had.

With this information a Net Promoter Score (NPS)
can be calculated.

According to Reichheld (2003) the NPS can be an
indicator of customer statisfaction. The scores are
subdivided in:

Promoters (9-10 rating): people that would be
extremely likely to recommend your product to

45%

Passive

others.

Passives (7-8 rating). people wha are happy with
the product, but have a medium chance of recom-
mending it to others.

Detractors (0-6 rating): these people are very un-
likely to praise your product among others.

The NPS score is calculated by detracting the
percentage of detractors from the promoters (see
figure 13). This resulted in an overall NPS score of
22.To see if this is a high score, it is compared to
scores of other companies. According to Customer
Guru (2020) other electronic brands such as Philips,
HP and Siemens have scores of 33, 27 and 9 re-
spectively. A score of 22 is relatively high for such a
new brand.

When looking at individual products, nearly all

have a positive score. The smart socket even has

a score of over 35 for example. The only product
that brings the average score down is the Hombli
doorbell with an NPS score of -14. The overview of
all NPS scores per product can be found in appen-
dix A1.

38%

Promoter

Figure 13: Qverview of Hombli detractors, passive and promoters
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To find out more about what Hombli users desire
from their smart home products, they were asked
If they could identify themselves with ane of 8 dif-
ferent smart home users. A research conducted by
Earley & Vassileva (2019) showed these different
persona’s based on their smart home usage.

1. Ambience user: uses products to create a cosy
atmosphere in their home.

2. Drone parent: wants to know everything that
happens in their house at any time for a sense of
security.

3. Busy wired up user: wants everything to work
automatically and not take up too much effort
since they are busy with other things.

4. Hyperorganiser: has schedules and timers for
every device and function in their house.,

5. Tech enthusiast: wants the latest gadgets for the
sake of having the newest thing out there.

6. Tech for fun: these peaple buy products just so
they can have fun experiences with them.

7. Unplugged user: wants to disconnect from
technology when they are at home. Turns off their
phone to recharge.

8. Tech for contact: only use technology to stay in
contact with family.

A description of this persona was shown and
participants were asked to rate from 1 to 5 if they
agree with this description of themselves with 1
being completely disagree to 5, completely agree.
The results showed that even though Earley &
Vassileva (2019) described these 8 persona’s as
unigue personalities, they were not mutually exclu-

60
50
40
30
20
10

Drone
parent

Ambience

Busy wired up
user

Figure 14: Overview of Hombli detractors, passive and promaters

Hyper
Organiser

sive among my participants. Multiple participants
would choose 5 on multiple persona description
or none at all. It is therefore not passible to assess
whether Hombli has a particular demographic in
terms of a specific smart home user as described
by Earley & Vassila (2019).

It is however possible to see what overall prefer-
ences Hombli users have when it comes to smart
home technology.

As can be seen in figure 14, 53 of the 210 Hombli
custamers, uses products to create a cosy ambi-
ance in their home. Also 33 participants wanted

to know about everything in their house so it gives
them a feeling of safety and another 33 want
everything to work automatically and not cost too
much effort. These desires fit well with the current
products Hombli offers

Attempted was also done to dive deeper into the
needs of Hombli users. This was done by conduct-
ing semi structured interviews with participants
from the survey that indicated they could be con-
tacted later. These interviews confirmed the ear-
lier findings from the survey, but did not bring any
significant addition.

In appendix A2 the interview guide is shown.

Tech
Enthusiast

Tech for
Contact

Techforfun  Unplugged
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2.4 Competitor analysis

Hombliis successful with its current stratey. Its sales are rapidly increasing and the
data suggests Hombli's customers are happy with their current products.

Itis however important to look at what Hombli is up against. In recent years compa-
nies like lkea, Action and Lidl have moved into the market of smart home (lkea, 2021;
Action, 2021, Rahanmetan, 2021). When looking at other competitors one thing
stands out. The vast majority of brands that provide smart home products mainly
focus on functionality and how simple and easy their products are to use. Hombliis
doing something similar with their ‘'smart home for everyone’ approach and its focus
on user friendliness and easy installation.

Tapo promotes their plugs on ease of use (Tapo, 2020). Innr (2020) state that every-
one's home can be smart with their products. lkea (2020a) emphasizes its ease of
use and also claims to make smart home for everyone. Wemo (2021) is a smart home
brand that emphasizes its simple use and installation (Wemo, 2021). KlikAanKIlikUit
(2021) advertises how simple smart home can be with their products. Wyze (2021)
states that it "makes quality smarthome technology accessible to everyone!

All these quotes can be seen on the next page in figure 15.

In short: simplicity and ease of use are not distinctive characteristics anymore. A full
list of competitors can be found in appendix B.

Van der Vorst (2017) describes that this form of dilution in markets that are becoming
more crowded can make a brand fade to the background and in turn lose revenue.

It seems risky for Hombli to strictly keep focussing on ease of use since so many
brands have a similar message towards their customers. It is a characteristic that be-
comes a given: all smart home products should be simple.

Taken into account that the products Hombli releases are also already existing, such
as light bulbs, cameras and more recently air purifiers, they risk losing their distinctive-
ness.



.m Figure 15: Compilation of different Hombli competitors (Tapo, 2020; Innr, 2020; lkea, 20203, Wemao, 202 1; Klikaaanklikuit, 2021; Wyze, 2|
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2.5 Conclusion of current strategy

Hombli's current brand strategy has proven to be successful. The amount of device
activations are rapidly increasing and customers are happy with their products and
their current experience with the brand. There is however a threat to this current suc-
cess.

Competitors are using a similar messaging and attitude towards the customer. They
are also 'easy to use, targeted to ‘everyone' and 'simple. Combined with the fact that
Hombli currently offers products that are also accesible to competitors, it becomes
vulnerable to losing market share. It then makes sense for Hombli to search for ways
to develop their own products, but first start with searching for a more differentiating
message.

Threats to the current strategy of Hombli:

Competitors have access to the same or very similar products Hombli also wants to
offer

Competitors have a similar brand story, making Hombli stand out less
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2.6 Trend research

In order for Hombli to become mare of a frontrun-
ner in the domain of smart home, it needs to have
an idea of what the future of home entalils. It needs
to learn about what kind of changes in customer
(home) needs take place to anticipate what experi-
ences its products and services need to facilitate.

In order to have a mare clear view of the future, a
methad of Trend Patterns, described by Simanse
(2017), is used. With this method separate trends
are clustered into overarching patterns that de-
scribe larger phenomena. These different patterns
are then combined to create a future scenario. It is
then up to the company to decide what role it shall
play in this scenario.

With this method individual trends are first
searched using DEPEST. DEPEST is an acronym
for the different categories in which trends can be

Woarking from home is and will remain more ac-
ceptable, people prefer a combination of home and
office work (Volini et al. 2020; Masterson, 2020)

\\ [

\Voice assistant device use is projected to grow
1000% to reach 275 million in 2023. (Moar & Es-
cherich, 2020)

searched: Demaographic, Economic, Political, Eco-
logical, Social and Technological trends.

\Jan Boeijen, Daalhuizen, van der Schoor & Zijl-
stra (2014) explain the use of DEPEST as a sort of
checklist, so no category is missed out or aver-rep-
resented.

Trends are found using desk research. Multiple
trend reports, news articles and scientific papers
were consulted. Examples of such trends are that
are relevant to Hombli can be seen below in figure
16.

The overview of all the collected trends can be
found in appendix C.

The internet of things (loT) market is expected to
grow to 75.44 billion connected devices by 2025
with a projected market value of $1.1 trillion by
2026 (Daugherty, Carrel-Billiard & Blitz, 2020)

Increase in stressed out people with burnout relat-
ed symptoms: especially young peaple have these
symptoms: further increased by COVID (Volini et al.
2020)

Figure 16: Trends (Vectors Point, 2020; Privanka, 2020; Icon Factory, 2020; Oncygo, 2020)



2.7 Pattern creation

The next step is to create clusters with these separate trends. The aim of clustering
the trends is to find bigger overarching phenomena in the scope relevant to Hombli.
Below in figure 17 a cluster is shown. Each post-itis an individual trend. Factors such
as home entertainment, online shopping and working from home all make it more
likely for people to stay at home and only leave when they go out ta an event or an-
other special experience. This is an extremely relevant pattern for Hombli of course.

Multiple of these patterns are formed with the various trends. Then these patterns
are linked to see If future scenarios can be created from these patterns. The complete
overview of trend patterns can be seen in appendix D.

Home is where life is

Figure 17: Trend Cluster: Home is where life is
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2.8 Future Scenario and Vision state-
ment

Connecting multiple trend patterns results in several future scenario’s. A scenario was
created by linking the pattern of 'home is where life is" with a pattern of increased
mental problems and a pattern of people wanting to improve their health. This scena-
rio is as followed:

“As people experience more mental strain, due to performanc
pressure, loneliness, burnout symptoms and uncertainty
about the future: they are looking for ways to become health-
ier and happier. The home is where people reset and shut of
from the rest of the world. The need for a healthy living space
is inceasingly apparent, especially during COVID-19."

This scenario became the inspiration for the following statement, about what role
Hombli as a smart home brand should have in such a future. Together with the Hombli
team it was decided that this direction should be the one to pursue:

Hombli enables easy and effortless home
well being: both physically and mentally.



2.9 Effect on product categories

With the newly introduced direction Hombli has
more focus: instead of making any product smart,
Hombli should wonder if it improves people's well
being.

If we put this new direction on a timeline it be-
comes more clear on what changes are going to
be made in terms of products and the overall goal
of the brand. The focus for the next few vears will
be on introducing products that improve your life at
home with the ultimate goal of improving people’s
well being (figure 18). Further down the line the
products will be more integrated in the room itself,
so smart home products will be less intrusive in

Airis a categary that focuses on everything related
to ventilation, cooling, purification, but also scent.
The first product for this category has already been
launched, the Air Purifier. Hombli is currently also
looking into aroma diffusers.

Finally the company noticed from its commercial
department a demand for smart products involving
gardening. What kind of products this category will
bring is still being discussed by the Hombli team.

Other ideas for possible product categories that
can be looked into are fitness, meditation and
sleep. These are all more clearly related to well
being.

people’s dalily life.

In the lowest part of the graphic, the product cate-
gories are shown. The current Ambience (lighting),
power (sockets) and security (camera’s) will remain
a base line in the future. However the new catego-
ries Sensing, Air and Gardening are introduced.

Sensing comes from a longer desire from Hombli
to include smart sensors in their portfolio. These
sensors can help add more automation in a user's
home and thereby contributing to living comfort.

Now <2 years >2 years

Motto

Goal

How

Products &
Categories

32 Figure 18 Hombli porduct categories over time



2.10 Visual Road Map

To make the new direction more clear for both

the employees inside and stakehalders outside

of Hombli, a visualisation (Figure 19) is created in
the form of a roadmap. The roadmap contains two
steps. Firstly it shows the Hombli smart home as
Itis right now: separate products that do not seem
to have an overlap. Next to that they are all fulfill-
Ing a particular function and there is not a focus
on what sort of overall effect the products should
have. Even though the products are controlled via
the app, they are all individual separate devices in
the home.

RGB Light Bulbs Air Purifier ‘_\%
i

Smart Doorbell ———

e

33 Figure 19: Visual Roadmap: current

Smart socket

Controlled via voice



2.10 Visual Road Map

In the new stage (figure 20) the focus is on
the user's well being. Here the lighting is
automatically adjusted to the user's moad,
products such as the air purifier physically
improve the room conditions. The statement
‘other products focussed on well being’ was
put there, since concrete product directions
are explored at a later stage of implementa-
tion.

Ambient lighting creating
the perfect atmosphere

Air Purifier

Other products focussed on
health and well being

For example products focus-
sed on plant care, or scent

Controlled via voice

Figure 20: Visual Roadmap: future
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3.0 Exploitation & Exploration

Greve (2007) states the following: "Exploitation is use and refinement of existing
knowledge, technologies, and products, and has more certain and proximate benefits.
This description matches Avanca International’'s sourcing, adapting and lining up prod-
ucts that have already shown to be feasible and profitable.

When employees are asked about pursuing new unproven product ideas, it becomes
clear that there is not enough time to dive deeper into those ideas. Tushman & O'Reilly
(1996) note that a company's long-term success is reliant on its ability to have both
exploitative and exploratory activities in its pursuit of creating new products. This bal-
ancing act is what Hombli should strive for. Generating cash flow with what is already
used to doing and investing in finding new opportunities.

Since the current exploitative pracess already has difficulties working well, it should
first be fixed before thinking about the addition of an exploratory process.
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3.1 The current Innovation process

The exploitative process the company currently
uses to create products has been visualised by the
product engineer Jan Paul Hagg once before as a
product funnel,

According to figure 21 on the next page, the
sourcing funnel works as followed:

0. The ideas flow in from the top and can
come from all kinds of different directions
1. During the funnel meeting the team agrees

on what product ideas the company should pursue.
Here it is also decided on what brand the product is
going to be sold under.

2. Initially the market is checked. Is the market
big enough, what are the margins (ballpark), what is
the amount of investment.

3. If all is well an overview of suppliers is made
with matters such as specs and quotations.

4, Samples are ordered from one or a few
suppliers to see, feel and test if the product is up to
par.

5. The product is then evaluated if it still fits
with the brand it is going to be made for and the
financial checks from step 2 are re-evaluated.

6. Then the decision is made to negotiate

end terms and to launch the product and place a
Purchase Order (PO).

When looking at this process, not much seems to
be wrong with it in terms of content. Risks are eva-
luated at multiple instances and not only financial
gain is taken into account, but also whether it actu-
ally fits with the brand. This is especially important
for Hombli, since the goal is to build a coherent
story and not sell everything under the name as
long as it generates revenue.

There are however some problems with this ex-
Isting process. When talking with employees, they
state that there is not a clear point at when and
why a certain product is being picked. Samples for
products are being ordered without notifying any-
one and upon arrival the product engineer is asked
to quickly test this product sample, because a buy-
er has already been found and it needs to ordered
as quickly as possible.

ue to this lack of alignment and communication
between the people at Avanca International, work
keeps stacking up and product ideas keep lying on
the shelf because new things that all seem to be
high priority keep popping up.

Employees further state that there simply is no
time to pursue new product ideas, because the
current exploitative process is not working properly
and takes up all available time.
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Negotiate
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Figure 21: Product Innovation funnel (Hagg, 2020)



Figure 22: Product sourcing funnel, November 13th, b

3.2 Improving the current innovation

process through design

In order to improve the existing exploitative innova-
tion process elements from the Stage Gate inno-
vation process from Cooper (2008) are used as a
starting point. Stage Gate is described as a map to
move products from idea to launch (Coaper, 2008).
Itis a system with clear requirements between
steps, which all product ideas need to pass to
eventually be launched. This pracess fits well with
the current innovation process of the company,
since it tackles all the current hurdles the people in
the company bump in to.

Weekly meetings about the process are used to
align everyone, have open discussions about a
product and to simply communicate where every
product in terms of development is.

The steps of the sourcing innovation process were
written out with the kill/go switches in between.
This signifying the point after each step where the
decision to stop the idea or to continue on to the
next step is made.

User Centered Design

Since the employees of Hombli acually need to
use the innovation process, it only makes sense
to involve them in the design. This User Centered

ven Bonte

Design (UCD) approach is described by Abras,
Maloney-Krichmar & Preece (2004) as a method
where a product or service is designed and proto-
typed tagether with end users. Only here the end
product is a process and the users are the employ-
ees of the company.

Boundary object

To make discussing and (re)designing the current-
process as easy as possible, it was decided to
make the process physical. By mapping the process
out on the wall in the conference room with sheets
of A4 paper and post its, a boundary object was
created. This can be seen in figure 22.

This made the process more tangible and clear. It
also made it much easier to have a quick glance at
what stage certain products were in the process.




Does it fit with
brand/long term

At the initial sessions, that involved all the people
that are tied to this process, the discussions were
mainly about if the set stages were actually correct
and in the right order.

Responsibilities were given to particular people for
each stage. The product engineer was responsible
for testing for example, whereas employees from
commercial were responsible for creating the busi-
ness case.

Fvery week product ideas from employees from
the commercial department were placed in front
of the funnel to discuss if it had potential of be-

Ing pursued. Then as time went on the product
idea got pulled through all the steps, discussing

Its current status and evaluating if it was still an
Idea worth pursuing. It could be the case that the
initial business case for a product seemed interest-
Ing, but when creating an overview of suppliers it
turns out the cost price is too high and the margins
would be too low in the end. In such a case the idea
gets killed.

These sessions were held weekly to keep iterat-
Ing an the process and to see what worked and
what needed adjusting. One of the mare significant
changes was creating phases with multiple steps
instead of having a kill/go decision after each step.
This was due to steps not always being done in the
same order: sometimes a buyer for a product was

Stage 1 Stage 2 Stage 3

Brand fit Initial Business case Supplier overview

What are possible
suppliers?

Is there a market?
Do we have a buyer?

vision? | Buy/sell price? |
Kill/go Kill/go
Phase 1: Prep

Brand fit Initial Business case  Supplier averview
Does it fit with Is there a market? What are possible
brand/long term Do we have a buyer? suppliers?

vision? Buy/sell price? |

Kill/go

40

Kill/go

already found, completing the business case for a
product before first discussing if it had the perfect
fit with the brand. The initial and final version of the
process are shown in figure 23.

In order to make sure this process will stay in use
after the project, one of the employees of Hombli is
assigned as a manager of this process. She makes
sure these meetings are held every week. She also
makes sure all products in the process are dis-
cussed and new tasks are assigned.

Since the process is now finalised, the decision was
made to transfer the sourcing process to a digital
tool, to make it easier to use. Since the process is
now clear for peaple inside the company, the need
for having it physically on the wall is gone.

Stage 4 Stage 6 Stage 7

Sampling Refine business case

Ordering samples Is info still up to date?

Testing functionalities/

| quality |

1
Kill/go Kill/go

Phase 2: Test Phase 3: Launch

Sampling & testing Refine business case

Ordering samples Refine all information

Testing functionalities/

quality |

Kill/go

Figure 23: Product sourcing process first (higher) and last iteration (low)

Finalisation & launch

Place a PO

Finalisation & launch

Place a PO



4.0 The new exploratory innovation process

In line with the desire for Hombli to start creat-

Ing its own |.P. and becoming more innovative in
general, a new innovation process is proposed.
This process exists separate from the sourcing
innovation process. It uses elements from the lean
start up method, where multiple cycles are used to
validate assumptions (Reis, 2011).

For the sake of making this process clear to the
company, the process was used to explore an
actual direction in a matter of weeks to see if it was
interesting enough to pursue.

The process stages are:

1. Finding a direction

2. Exploring through research, interviews and ob-
servations if there is a problem worth solving

3. Experimentation with possible solutions for this
problem

4. Scaling the solution to a fully fledged product or
service

For Hombli the second and third stages are
demonstrated, due to the short timespan of the
project (figure 24).

The main difference between this innovation pro-
cess and the sourcing funnel is the fact that this
process is used to validate unproven ideas. With
this process a new problem and its solution can be
tested.

Explore direction

Find direction for a problem to solve

Figure 24: Explore Process visualisation

The idea for a new product and business model is
completely based on initial assumptions. It is vital
for any person, team or company that is work-
Ing on an unproven idea, that they are aware that
these assumptions can become pitfalls. Start-ups
and engineers tend to first look into the exact
workings of a product idea befare knowing if the
market for this direction is interesting to even look
into, or if customers are even interested in your
solution.

(B Insights (2020) confirms this by stating that the
number one reason start-ups fail is because there
Is no need for their product or service from the
market.

To test and build this innovation process, an ex-
ample product direction of indoor gardening was
chaosen. When loaking into trends in the trend
research phase for the future visioning of Homblj,
the increase of plants in the living space stood out
(Ikea, 2020). The caring for plants may be some-
thing Hombli can provide a useful product for with
their experience with sensors and app integration.

Experimentation phase Scale

.
uilf



4.1 ldea Assumptions

At this stage of the process, the beginning of the
exploration phase, all assumptions regarding the
product are written down and plotted in an as-
sumption matrix.

An assumption matrix is used to plot the impact of
the assumption on the business model and the ef-
fort it takes to validate the assumption (Ries, 2017,
Gutbrod & Munch, 2018). This writing out and plot-
ting of the main assumptions helps with finding out
what answers you are looking for in terms of desk
research, observations and customer interviews.

It also helps with prioritisation of what should be
looked into first,

In the plot below (figure 25) most assumptions
regarding market fit can be found in the bottom
right corner. This corner consists of assumptions
that take less effort to validate, but do have a high
impact on the success of the business model.
Technical feasibility is also of high importance, but it
Is also a high effort endeavour designing, prototyp-
Ing and testing a product.

It then makes moare sense to prioritise looking into
assumptions such as:

- There is a substantial market for plant lovers

- People have trouble taking care of their plants

- People want a smart solution to care for plants

These are assumptions that are easy to (in)vali-
date, making it much quicker to know if you are on
the wrong path and another direction needs to be
looked into.

The first assumption on market potential was
quickly validated through desk research.

High Effort

Technical
feasibility

Low Impact

L2

People associate
plants with a
healthy lifestyle

People want a
smart solution to
care for plants
Market for
plant lovers is
substantial

People have
trouble taking
care of their
plants

Low Effort

Figure 25: Assumption Matrix on indoor gardening

High Impact



4.2 Desk Research

By looking for articles and blogs on interior design, it was quickly determined that this
direction of indoor plant care is interesting to pursue.

Marantos (2020) and Marsh (2020) showed that indoor plant market sales are soar-
ing recently. Blog posts such as those from Ebert (2020) mention plants becoming a
major of interiors again.

And finally facebook groups such as Planten- en Stekjesruil NL (Facebook, n.d.) with
over 34.000 members are growing communities focussed on plant trade and care as
can be seen in figure 26. This was enough evidence for now to continue diving deeper
inta this direction.

Figure 26: Planten- en Stekjeruil Facebook page (Facebook, n.d.)

AT g

Group by Planten- Stekjesruil

Planten- | Stekjesruil NLnc . . .
@ Private group - 34.9K members @@m f"i.': wa&’@ J

About Discussion Guides Announcements Members Events Media Fi
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4.3 Interviews

Apart from desk research it is also important to talk to potential customers and hear
about their problems and needs. For this step people from my own network were con-
tacted, and since peaple were used to video calling and were working from home, a 30
minute zoom call was scheduled with little effort. In total &4 people were interviewed.
Ranging from full on plant enthusiasts, with having over 30 plants in one house to an
average person who just has a few ferns in their room. A semi-structured interview
setup was used to approach and discuss their plant care preferences, problems and
general experience with having plants. The interview guide can be found in appendix E.
With the notes from these interviews an overview was made with preferences and
problems people were facing. The overview can be seen below in figure 27.

Problems Pr;efr::;z;;st:es
Need Insects Plants have The Taking care W.ant _to
eed someone . . ambiance 3 brmg life
to take care of /diseases different . of plants is :
my P'i“f[édwhen are a pain needs per of plants is fun/relaxing Lo iy
onnenesy to get rid of season great s
Some plants When a plant different the kind of
are too much :
dies/decays | Plant should
work (need A ST pOtS look :
water too y ﬂt my
often) know why great personality

C———

Figure 27: Qverview of problems and preferences of plant enthusiasts
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4.4 Co-creation of the idea

Together with one of the pant enthusiasts a brain-
storm session was performed. As a starting point
the different problems and preferences were used
to create new product ideas. These ideas ranged
from an app that encourages the way you take
care of plants to environment control set ups for
your plants. The idea that seemed most interest-
ing for both plant enthusiasts and regular plant
owners, was the problem of needing someone to
take care of your plants while you are away on a
trip. Three out of four interviewees also mentioned
this problem as ane of their biggest pains when it
came to taking care of their plants. One interviewee
mentioned that there are specialised plant hotels
where you can drop your most precious plants.
This feeling of knowing your plant is safe and being
able to check up on it is the experience the product
should provide (see figure 28).

Away =
from .
home

Scenario ——

Figure 28: Result of co-creation

— . /{1

The idea that was formulated was as followed:
Before he goes on a trip that is longer than a few
days, the user places injectors and small sensors in
the soil of the plants. This injector is then connect-
ed with a water container like a bottle. The sensor
connects to the user's app on their phone and
shows the current status of the plant's health. The
app has a database containing information about
the plants watering need. By combining this infor-
mation with data that is being gathered through
the sensor, the exact amount of water the plant
needs can be given by the injectors.

This way the user is assured of having his plants
getting the right amount of water while he is away,
but he is also able to check how the plantis doing
on his phane.

sensors met app:
lucht, aarde,
vochtigheid

|

|

livestream: nest camera
/
community

/
/

Plantenhotel /

misses feedback \

|

1
\

\

I"\ )

————— Sensors can provide info
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4.5 \Value Proposition Validation: Smoke Test

This product idea seems nice, but it is still just an idea. In order to validate if there is
interest in such a product, a cheap and simple method is used: the smoke test. Accord-
ing to Cops (2020) a smoke test is methad to see if your value proposition has market
potential. Itis a landing page about your value proposition containing the following:

- The main Unigue Selling Paint with an interesting image

- 3 Biggest benefits or gains your product provides

- Features describing how these benefits are created

- Credibility regarding your product such as it looking like an actual existing product.

The goal of this test is to see how many people would click the order button to try and
buy the product. This percentage of people trying to buy your product compared to
your total page visits is the conversion ratio you are interested in. It is a test of pur-
chase intention.

These page visits are generated by running ads such as figure 29. The budget for run-
ning these ads was €20 per day. These ads were targeted to people who had interes in
plants or gardening and lived in western Europe.

On the next page in figure 30 you can see the main part of the landing page that was

created using landen.co. As of writing this repart the page is still live at
https:/plantguard.landen.co.

PlantGuard o
Sponsored - &

Water your plants while away: PlantGuard keeps track of your plants’
health and waters them exactly when they need it! See how it works!
wer

Easy to install, just Tracks plants’ health
insert the PlantGuard... Learn More and waters when...

Figure 29: Facebook ad for smoke test



PlantGuard

Your plants are safe
with me

Water your plants while your away: PlantGuard
keeps track of your plants’ health and waters
them exactly when they need it.

Order yours =

S @

Do it yourself Check wherever you want

No need for other people to take care of your You can check your app to view how your
plants when you're away: you have full plant is doing, anywhere around the world
control with our remote system. and adjust the amount of water it receives if

you so desire.

How does it work?

PlantGuard is set up in no time

Easy to install and use Check anywhere

When setting up your PlantGuard The app shows the status of your
you first insert the sensor and plants wherever you are. A sensor
injector into the plant pot. indicates the plant's health in the

app and when their watering is.

Figure 30: Landing page from https:/plantguard.landen.co

L7

Easy to install and use

Installing takes only a few mins.

The sensor will adjust the amount of water
the injector gives, tailored to each individual
plant.

Do it yourself

Go on a trip without having to ask
people to take care of your plants.
After your trip you can remove the
injectors and only use the sensor to
keep track on how your plants are
doing.
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Results

After only three days 1152 people clicked on the landing page and 260 peaple pro-
ceeded to click on the order button. This was a canversion rate of 23%. This is an ex-
tremely high number compared to an industry average of 2.31% (Bond, 2020). On this
order page people were shown that the productis still in development and they could
leave their email address and any comments they had.

Skey
CVR

There were however some issues. The product did not have a price shown anywhere.
It could be that peaple were just curious to find out how much it costs ar find out fur-
ther details on the product.

It is therefore not such a good simulation for actual purchase intention.,

To have a more convincing test an additional product page was added, displaying price,
more details regarding the product and actual purchase buttons. This product page
can be seen on the next page in figure 31.

Also when people pressed a purchase button they were led to a page asking them to
leave their e-mail if they want to place a pre-order. Anyone who leaves their contact
information is seriously interested in the product.

The results were interesting. During the 4 days this test was run 2760 people clicked
on an advertisement and landed on the home page. 1129 of these people (41%)
clicked on the order button leading them to the product page shown here on the right.
Finally 83 people actually clicked on the purchase button resulting in a conversion

rate of 3% compared to the original 2760 people that clicked the ad. This percentage
Is much more realistic and a great result. Additionally seven people left their contact
information. These people are great to contact and ask if they are willing to share their
thoughts on the product and the issues it solves. These could be valuable lead users
that you can co-create another iteration or test initial prototypes with.

Hiak
and



PlantGuard

PlantGuard Starter kit

of your plant when you're away

44 3lnjectors
Smart Injectors for up to three plants

3 Sensors

0 Application

view how your plants are doing.

Get yours

PlantGuard can grow with your always expanding jungle

PlantGuard starter

kit

Get started today

€59,99

+ 3injectors
+/ 3sensors
+/ App with regular updates

Expendable with more

v PlantGuards

PlantGuard
Single

for 1 plant

€19,99

v

' 1sensor
+/ App with regular updates

Expendable with more
PlantGuards

Purchase

‘ ‘ Purchase

Made with Umso

Figure 31: Product page from https:/plantguard.landen.co
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The starterkit contains everyting to begin taking care

3 small discrete sensors to meausure your plants’ conditions.

An app to connect your sensors data with the injector and to
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5.0 Project Conclusion

The goal of this project was to figure out how Hombli could become a more innovative
brand with a distinguishable story through the use of design.

In order to achieve this goal, Trend Spotting was used to create a new future direction
for the brand. This new direction focusses on home well being instead of just user
friendliness and simplicity. This direction provides more clarity on what products Hom-
bli should launch and it makes them stand out more from the competition,

Next to that the company’s current way of innovating (incrementally) was redesigned
using a User Centered Design approach. By iterating on this process together with
the employees of Hombli, a new process emerged. This process is now implemented
In the organisation and used to select what products the company is going to launch
under its brand.

Furthermore a new innovation process is introduced. This exploratory way of vali-
dating new ideas is putin practice with an actual product idea: indoor plant care. By
validating assumptions with desk research, interviews, co-creation and a smoke test,
this idea is validated and iterated on further by the company. Indicating that this new
iInnovation process has had a positive impact.

Although these initial results were positive, the company needs to be willing to keep
these processes alive in the organisation to benefit from them in the long run.
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5.1 Next steps and recommendations

Pursuing the direction of well being

The main benefit of now having a more clear di-
rection is having a better grasp at knowing what to
look for in terms of products and experiences. This
does however also mean that it eliminates some
possibilities for the brand. In order to becaome this
recognisable well being brand, it would be unwise
to focus on devices that do not match or outright
contradict this story.

It is also advisable to re-evaluate at least once per
year if this current direction is still distinguishable
enough from the competition. Otherwise Homb-
liruns into the same predicament it had with its
current strategy.

In line with the previous recommendation, Hombli
can send out a survey among its users some time
in the future when more well being products are
launched. Hombli can then see if customers are
indeed statisfied with this new direction and it can
see If these are existing customers that buy these
products, or that it brings in newcomers.

The sourcing innovation process

In order to keep this process working, it is vital for
the company to do these weekly meetings. Itis
important that one person manages the meeting.
This person makes sure the meeting does nat take
too long and he or she has an overview of what
products need to be discussed. Hombli already has
a person in place for that which is great. However
they do need to be vigilant for slipping back into old
habits. During the last few weeks at Hombli, it was
sometimes difficult to get everyone in the same
room for the meeting.

Next to that there also needs to be looked into if
enough products are killed or not in the long run
(Cooper, 2008). If every idea gets through the pro-
cess, it loses its use. On the other hand if nothing
gets through, the kill/go gates are probably too
strict.

The exploratory innovation process

For this process there are a number of recommen-
dations. Due to the fact that people are already
quite occupied with the day-to-day tasks from the
sourcing innovation process, it can be quite hard for
Hombli to find the time to pursue new directions. It
Is however vital that this does happen. Preferably
Hombli assigns this task to one employee whose
sole job itis to pursue new directions. This person
preferably has a background in design or business
development and has experience in working with
validation technigues and unproven ideas. Some-
one with a background in start-ups for example
would be a good fit for this rale. An added benefit
of an employee dedicated to this process, is that
they are independent from the sourcing funnel.
Large corporations tend to also dedicate separate
teams in a venture, independent from the compa-
ny, to minimise the influence of the rest of the firm
on their innovation pracess (Pisano, 2015).

Working together with marketing is also something
to take into consideration for this process. With
their expertise on targeted advertisements and
landing pages, it was easy to progress quickly.

If Hombli gets more used to working with the
exploratory innovation process and it has enough
employees to focus on it, the process can easily
be scaled up. Multiple directions could be looked at
the same time, comparing conversion rates to see
what direction has the most potential. By doing
multiple of these explorations at the same time,
the chances obviously also increase for finding an
Idea that is successful.

In order to make sure the exploratory process is
actually used, certain KPI's can be assigned to it. By
making it required to do this process at least once
a quarter, it comes on people’s calendar, because
they have to work with it. Having a KPI can also
give some insurance that the company is actively
looking for new directions.
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5.2 Reflection on the chosen approach

A limit to this research is the fact that follow up interviews of the Hombli survey did
not yield new insights. Meeting in persan or via webcam could have been more useful,
since the interviewee's appaerance and interior is then visible, giving more insight on
their personalities and living situations. Asking all these small details over the phone
was not doable.

Due to time constraints some aspects of the exploratory process were not performed.
First of all the idea finding stage was skipped. Performing the actual research and
validation rounds were chosen to show the company that the process can work, no
matter what idea you start with. With more time the ideation process of the company
would have been further analysed and brainstorm sessions with employees could help
show if there is lack of ideas or creativity inside Hombli. Now there is simply no sure
answer ta that question.

Next to that more time should have been spent on validating the initial assumption
that the plant care market was big enough. Next time a market sizing calculation
should have been done to give some indication on what Hombli could earn on this
direction.. For the sake of this project and the limited time that was left in the final few
weeks, this step was skipped.

It would also have been interesting to validate multiple idea directions at the same
time. This way they could be compared with one another to see if ane has more
potential than the other. Figuring out the process for one direction proved to be hard
enough.

The last step of this process was also not performed due to time constrains. This final
step of the exploratory process would also have been valuable to research. Finding the
sweet spot for having done enough validation to scale up to an actual product would
have been insightful.
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5.3 Reflection on my Personal development

What did | learn that | will take with me in my future career?

One of the most valuable things I have learned during my time at Hombli, was that
you constantly need to be aware of who you have in front of you when you discuss
something as vague or complex as an innovation process. | learned that each employ-
ee has a different view on innovation and different biases because of their experiences
and educational backgrounds. This showed me the importance of using tools such as
boundary objects to make your message or strategy visible, making it much easier to
explain and discuss.

Another valuable lesson was that something so industry and company specific like an
iInnovation process, can only be designed by actually doing it with the employees of
the company. At first | was quite hesitant to adjust the current process, but there is
just no way to know what the ideal process is before actually using it. It taught me to
take a deep dive and iterate on the responses instead of trying to figure it out on my
own.

Next time | also would keep my focus more on the end goal. I had the tendency to
sometimes stick too long to a particular task and just kept diving deeper into it. A good
example of this was looking into the customer data in the back-end. Diving in those
numbers and trying to find connections between different products and users has cost
me guite some time, while in the end a fraction of this data is actually useful for my
story.

| also had an experience regarding stress and project management. During the pro-
ject ' was already applying for a traineeship and | was working in a start-up one day a
week. This did give me more stress than | anticipated. Especially during the final weeks
while writing the report when | was working full time at my traineeship already, | did
notice this was not a healthy way to live and work. | sometimes was so stressed |
could not get any work done at all. In the future I hape to avoid this. In my traineeship

| already have a more tight planning on my project and I lowered the amount of time |
spend on my start-up. | have learned to not always say yes to every opportunity that
passes by, because you simply can not do everything at the same time.

What were my personal goals?

My first personal goal was to have more impact with this project. Project results from
courses were often not used by companies and during those projects | never really felt
a part of a company. This graduation project did give me the opportunity to have an
impact and to be a part of a team. My suggested sourcing innovation process is actu-
ally implemented and the direction of well being is adopted in the company's strategy.
During the project itself, people were always happy to answer my guestions and they
were more than willing to try my proposals and to think along with me. This gave me
guite some confidence in my abilities as a strategic designer, which is something | have
my doubts about sometimes.

The second goal I wanted to achieve was to see if my second masters from RSM gave
me an additional benefitin this project. | think having this prior knowledge on innova-
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tion in general and innovation processes in particular did indeed give me an advantage
over a regular’ SPD student. I noticed that | could quickly distinguish what kind of inno-
vation took place in the different brands of the company and how the existing process
was quite similar to Stage Gate. The sooner you identify these factors in a company,
the quicker you can act on it and propose adjustments or alternatives.

Nevertheless | also notice that having a design background is very useful in this sort

of project. Working an a project where you do not know the outcome of is something

| learned during my time at Industrial Design Engineering. Being able to try possible
solutions and iterating on those solutions is something | did not get taught in my mas-
ters of Innovation Management. In my opinion it was more the theoretical knowledge
that was the main benefit of this RSM masters, whereas IDE gave me the tools and
way of thinking to come to a good result.

Thirdly | wanted to learn more about loT and benefits it can bring. This goal is some-
thing I learned about by just working on this project, but | did not actively dive into the
technical aspects such as communication protocals or all the different possibilities of
loT. I did not need this in depth knowledge during my project, so | did not spend that
much time on learning all about loT.

Lastly | wanted to innavate inside a company. Having had several courses on idea
validation and entrepreneurship, it was interesting to try and apply this theory inside
a company that has not done so before. | think | was able to do this with Hombli, by
testing out the new innovation process in practice, by validating if a product idea had
any potential. Currently a new product design intern is pursuing my direction of indoor
gardening and plant care further, providing some initial indication that my direction
exploring helped achieving this goal. To see if the new innovation process really catch-
es on, would require to check in later with the company, but for now | am content with
the results.
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IDE Master Graduation

Project team, Procedural checks and personal Project brief

This document contains the agreements made between student and supervisory team about the student’s IDE Master
Graduation Project. This document can also include the involvement of an external organisation, however, it does not cover any
legal employment relationship that the student and the client (might) agree upon. Next to that, this document facilitates the
required procedural checks. In this document:

The student defines the team, what he/she is going to do/deliver and how that will come about.
SSC E&SA (Shared Service Center, Education & Student Affairs) reports on the student’s registration and study progress.
IDE's Board of Examiners confirms if the student is allowed to start the Graduation Project.

USE ADOBE ACROBAT READER TO OPEN, EDIT AND SAVE THIS DOCUMENT

family name  Bonte Your master programme (only select the options that apply to you):
initials S given name Sven IDEmaster(s;: ( ) IPD) () Dfl ) () spp)
student number 4362144
street & no.
zipcode & city Honours Programme Master
country Netherlands Medisign
phone Tech. in Sustainable Design
email Entrepeneurship
** chair  Smulders, F.EH.M. dept. / section:. MOD
** mentor  Coelen, J. dept. / section: MOD

Jan Paul Hagg
Hombli
The Hague Netherlands

J. Coelen is involved with coaching start-ups and has vast experience with
running experiments. Next to that he has worked with loT products and can
give practical advice regarding innovation. F. Smulders is an expert regarding
innovation and organisations, providing a theoretical expertise to the project.
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APPROVAL PROJECT BRIEF

To be filled in by the chair of the supervisory team.

chair Smulders, F.EHM. date - - signature

CHECK STUDY PROGRESS

To be filled in by the SSC E&SA (Shared Service Center, Education & Student Affairs), after approval of the project brief by the Chair.
The study progress will be checked for a 2nd time just before the green light meeting.

Master electives no. of EC accumulated in total: EC . all 1*tyear master courses passed

Of which, taking the conditional requirements
into account, can be part of the exam programme EC missing 15" year master courses are:

List of electives obtained before the third
semester without approval of the BoE

name date - - signature

FORMAL APPROVAL GRADUATION PROJECT

To be filled in by the Board of Examiners of IDE TU Delft. Please check the supervisory team and study the parts of the brief marked **.
Next, please assess, (dis)approve and sign this Project Brief, by using the criteria below.

e Does the project fit within the (MSc)-programme of M) APPROVED[) NOT APPROVED )

the student (taking into account, if described, the

activities done next to the obligatory MSc specific ) APPROVED r) NOT APPROVED )
courses)?

¢ |s the level of the project challenging enough for a
MSc IDE graduating student?

e |s the project expected to be doable within 100
working days/20 weeks ?

¢ Does the composition of the supervisory team
comply with the regulations and fit the assignment ?

comments
name date - - signature
IDE TU Delft - EQSA Department /// Graduation project brief & study overview /// 2018-01 v30 Page 2 of 7
Initials & Name 5 Bonte Student number 4362144

Title of Project  Designing an innovator strategy for a growing loT company



z
TUDelft
Personal Project Brief - IDE Master Graduation

Designing an innovator strategy for a growing IoT company project title

Please state the title of your graduation project (above) and the start date and end date (below). Keep the title compact and simple.
Do not use abbreviations. The remainder of this document allows you to define and clarify your graduation project.

start date 21 -09 - 2020 02 -04 - 2021 end date

INTRODUCTION **
Please describe, the context of your project, and address the main stakeholders (interests) within this context in a concise yet

complete manner. Who are involved, what do they value and how do they currently operate within the given context? What are the
main opportunities and limitations you are currently aware of (cultural- and social norms, resources (time, money....), technology, ...).

space available for images / figures on next page

A company's ability to innovate has been demonstrated over the past decades to be vital for long term growth
(Amabile, 1988; Cucculelli, Le Breton-Miller & Miller, 2016; Manso, 2011; March, 1991; Nelson and Winter, 1982; Slater,
Mohr, & Sengupta, 2014). Nevertheless, companies still find difficulty when innovating. Literature has addressed
different fostering and hindering factors for innovation. In more recent years literature has started to focus on
innovation in small & medium enterprises (SME's) (McDermott & Prajogo, 2012; Saunila & Ukko, 2014; Woschke, Haase &
Kratzer, 2017). It would be interesting to see how a design approach can improve the innovation capability of an SME. |
chose to do this with is Hombli.

Hombli is a new brand created by Avanca international B.V. Avanca started in 2007 with offering laptop and later
smartphone accessoires. These products were created by sourcing, rebranding, and modifying products from (mostly)
China. Hombli is the company's attempt at creating a standalone brand that provides smarthome products (doorbells,
lighting, security cameras and thermostats). Hombli uses the Tuya loT platform, which allows the company to create a
holistic experience with all these seperate devices. All of their devices are relatively cheap and easy to install and use
with one single app. This horizontal positioning of their products has payed off so far: currently over 14.000 Hombli
devices are in use. However, the market of smarthome products is flooded with many different brands offering all sorts
of solutions: market research shows over 40 different brands that are active in smart home products and services. Some
brands focus mostly on lighting such as Innr or market leader Philips Hue (Signify). Other brands focus more on security
such as Ring (Amazon) or Abode. Companies such as Fibaro and Homey focus more on the full house installation and
offering of smart home products. These operate on the more high end of the market. New entries such as lkea have
also started with offering smarthome products, such as their lamp/smart speaker collaboration with Sonos. Because of
their experience with Chinese manufacturing firms and connections with distributors, Avanca was able to quickly latch
onto this growing market of smarthome products. Currently Hombli products are available in 17 different countries at
large retailers such as Coolblue, Tink and BCC. Avanca invests heavily in Hombli and has already dedicated resources to
the ease of use and friendly image of the brand.

To make Hombli relevant towards the future and to increase their market share, the company is interested in possibly
developing their own products in the future and increasing their brand equity. But in a relatively small company like
Avanca with only 15 employees it can be a challenge to have both exploitation and exploration tasks be executed
properly. Avanca's earlier attempt at developing a new product, the mobile personal computer Ockel, was a product
that demanded a huge investment. Unfortunately the demand for this product was lower than expected. Since then
Ockel has been put on hold and the company is now focussing on Hombli. Even though Ockel was not the success
they expected, it did show the company's willingness to explore and develop a new product idea. It would be valuable
to analyse what steps were taken in the creation and development of the Ockel to improve future innovation efforts by
the company. This process would then need to be improved and tested within the organisation.

It would also be interesting to see if these findings could be of value for other SME's as a collateral benefit of this
project, but the main focus is on improving Hombli's innovation efforts.

Sources:

Amabile, T. M. (1988). A model of creativity and innovation in organizations. Research in organizational behavior, 10(1),
Cucculelli, M., Le Breton-Miller, I., & Miller, D. (2016). Product innovation, firm renewal and family governance. Journal of
Family Business Strategy, 7(2), 90-104.

Manso, G. (2011). Motivating innovation. The Journal of Finance, 66(5), 1823-1860.

March, J. G. (1991). Exploration and exploitation in organizational learning. Organization science, 2(1), 71-87.
McDermott, C. M., & Prajogo, D. |. (2012). Service innovation and performance in SMEs. International Journal of
Operations & Production Management.

Nelson, R. R, Winter, S.G. (1982) An evolutionary theory of economic change, Harvard University Press, Cambridge, MA
Saunila, M., & Ukko, J. (2014). Intangible aspects of innovation capability in SMEs: Impacts of size and industry. Journal of
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PROBLEM DEFINITION **

Limit and define the scope and solution space of your project to one that is manageable within one Master Graduation Project of 30
EC (= 20 full time weeks or 100 working days) and clearly indicate what issue(s) should be addressed in this project.

ASSIGNMENT **
State in 2 or 3 sentences what you are going to research, design, create and / or generate, that will solve (part of) the issue(s) pointed

Hombli and the company it belongs to, Avanca, understand that there is potential in creating their own products and
becoming more innovative. However, Avanca currently does not actively have a process or method which they use to
create and pursue new ideas: they are more reacting to the existing market and rely on hunches. Their earlier attempt
at creating a brand new product (the Ockel pc) unfortunately was not the success they hoped for, but it did show the
company's willingness to innovate.

The problem for Hombli, according to the people inside the organisation, is that due to their relatively small size and
lack of resources, they find it difficult to allocate time and money towards development of new products. However,
having a small team can also have its advantages: it takes less people to convince in order to take action for example.
Usually there is less bureaucracy than large organisations which can hinder innovation greatly (Hamel & Zanini, 2017).

There is no clear process for how they pick ideas and how they evaluate assumptions. They currently are not actively
looking at what the future of smarthome will be and how they will fulfill a role in that: Hombli is reacting to the
competition in terms of new products instead of thinking of new ones.

Hamel, G., & Zanini, M. (2017). What we learned about bureaucracy from 7,000 HBR readers. Harvard Business Review
Digital Articles, 2-8.

out in “problem definition”. Then illustrate this assignment by indicating what kind of solution you expect and / or aim to deliver, for
instance: a product, a product-service combination, a strategy illustrated through product or product-service combination ideas, ... . In
case of a Specialisation and/or Annotation, make sure the assignment reflects this/these.

The goal is to design an implementable strategy for Hombli that increases their innovative performance. | aim to show
what direction the company should take in terms of products and services, but also how the organisation should change

to.-be successfulin-thisfuture

My goal is to design an implementable strategy on what Hombli should head for in the future. This strategy, made
concrete with a roadmap, contains not only the direction Hombli should focus on in terms of products or technology,
but also how the organisation should change in order to achieve this future.

In order to design this strategy | need to perform an analysis on the organisation as it is, how opportunities are
pursued, where the creativity comes from, what competencies are present in the company, etc. Past efforts of
innovating by the company will also be analysed to identify what steps in the process are missing or need changes. |
also wish to perform 2 cycles of test rounds to test a new innovation and ideation cycle to figure out what works best
for Hombli to become better innovators.

Next to that | have to analyse the external factors regarding smart home and IoT in order to see where the market
stands and to form a future vision of where this market is going.

The main questions | am looking to answer are:
How will smarthome develop in the coming years?

What must Hombli do to increase their innovative performance so that they can design successful products in this
future?
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PLANNING AND APPROACH **
Include a Gantt Chart (replace the example below - more examples can be found in Manual 2) that shows the different phases of your
project, deliverables you have in mind, meetings, and how you plan to spend your time. Please note that all activities should fit within

the given net time of 30 EC = 20 full time weeks or 100 working days, and your planning should include a kick-off meeting, mid-term
meeting, green light meeting and graduation ceremony. lllustrate your Gantt Chart by, for instance, explaining your approach, and
please indicate periods of part-time activities and/or periods of not spending time on your graduation project, if any, for instance
because of holidays or parallel activities.

startdate 21 -9 - 2020 2 - 4 - 2021 end date

Month Sep iSep {Oct iOct [Oct iOct [Nov {Nov INov {Mov iNov |Dec (Dec iDec [Dec lJan Uan [Jan llan [Feb iFeb iFeb [Feb {Mar iMar [Mar iMar Mar (Apr

Date first day of week 21; 28 5 12; 19 26 2 9; 16 23; 30 7 25 8; 15 22 1 8{ 15; 220 29 5
Calender week 30: 40: 41 42: 43: 44 45 46 47: 48: 49 50 4 6 7 8 9: 10: 11: 12: 13: 14
Project week 1 2 3 4 5 [ 7 8 17 18: 20: 21: 22: 23: 24: 25 26: 27

Gaach/chalr meetings L T
Observe - What/where is the problem?
Company ohservations

Interviews with employees & CEQ
Literature Research

Market research

Mapping of exisiting innovation process
Create and iterate problem definition

Kick-oft |

Envision - Dive into the future
Trend research

Future visioning - VIP

Technology scouting & time pacing
Mapping sessions with the company
Visualisation of strategy

Design desired innovation process
Midterm Evaluation '

Integrate

Test Session #1 with company
Evaluate and adjust roadmap
Test session #2 with company
Evaluate and adjust roadmap
Define final innovation process

Green Light Meeting -

Finalise
Deliverables: Roadmap & Framework for innovating
Report writing

Preparation Presentation
Final presentation ‘

In my project planning | plan to work 4 days a week, having 1 day to work on the start-up | am involved with. This
would make the project 25 weeks instead of 20, but | have also taken into account an extra 2 weeks in case of delays
due to COVID-19, sickness, etc.

Planned dates:
Midterm: 2-12-2020
Green light: 24-2-2021
Graduation: TBD
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MOTIVATION AND PERSONAL AMBITIONS
Explain why you set up this project, what competences you want to prove and learn. For example: acquired competences from your
MSc programme, the elective semester, extra-curricular activities (etc.) and point out the competences you have yet developed.

Optionally, describe which personal learning ambitions you explicitly want to address in this project, on top of the learning objectives
of the Graduation Project, such as: in depth knowledge a on specific subject, broadening your competences or experimenting with a
specific tool and/or methodology, ... . Stick to no more than five ambitions.

| set up this project because | wish to focus on implementation in this project. With past projects from courses such as
DSP or Roadmapping | often had the impression that not much was actually done with the designs you delivered. |
wish to change that in this project using my background from two masters and by being in close contact with the
company throughout the process.

Next to that, Hombli is a relatively small company, making it more nimble and easier to adapt as opposed to a giant
company that has multiple layers of managers stopping you from initiating a change. It is easier to turn a speedboat as
opposed to an oil tanker.

Another personal goal of mine is to combine the theory and skills I acquired from SPD and my second masters,
Management of Innovation at RSM, to see if this extra masters gives me an edge when creating solutions for this
project.

Furthermore | wish to learn more about |oT, a topic that has been popping up in nearly all projects during my masters:
specifically | want to learn what companies are using it for today and where it can bring value in the future.

During my elective semester | did Build Your Start-up, which gave me a great hands-on impression of what the verb
"innovating" is all about. For this project | want to learn what it is like to try and spark innovation in an existing
company and try to have a lasting impact.

FINAL COMMENTS

In case your project brief needs final comments, please add any information you think is relevant.
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