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What knowledge Achieves

Thinking Like the Customer
Bayer Technology Services has one big advantage over competitors: the company offers the 
unique combination of process know-how and engineering. The result is convincing. Custom-
ers can always count on getting the best solution for their project.

  INTERvIEW WITh DR. JüRGEN hINDERER

solutions: You have been the 
Head of Project Manage-
ment & Engineering since 
early 2011. Is there a specif-
ic recipe for success?
hinderer: The recipe for suc-
cess means quite simply 
Bayer Technology Services. 
Our company offers a 
unique combination of  
process know-how and en-
gineering.  
solutions: And is this combi-
nation really something 
special?
hinderer: Yes, it truly is, and 
I would even venture to say 
that this combination is the 
only one of this kind on the 
market. For every project 
there are many solutions. 
We always look for the best 
one, and in most cases we 
usually find it too. The most 
important thing is that, un-
like many other competi-
tors, we have a backward 
integration into production.
solutions: What exactly do 
you mean by that?
hinderer: As part of the  
Bayer Group, we have the 
possibility to send our peo-
ple directly into production 
facilities and then bring 
them back after this experi-
ence. In this way we are 
able to achieve unique close 
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ties to operators and a high 
capacity for innovation be-
cause we strengthen our 
creativity through fresh 
ideas from a variety of dif-
ferent areas.
solutions: But other competi-
tors are also professionals.
hinderer: That is true, but 
many are merely profes-
sionals in the implementa-
tion of predetermined solu-
tions. These companies are 
given a document of func-
tional specifications, which 
are then executed. By con-
trast, we are directly in-
volved in developing a solu-
tion in the first place. Our 
goal is to make a viable rec-
ommendation at a very early 
stage. The further projects 
have advanced, the more 
expensive corrections are 
going to be. This kind of 
collaboration is obviously 
only possible when there is 
a high level of mutual trust 
between the partners. 
solutions: Does that mean 
you try to view things from 
the client’s perspective? 
You think like the custom-
er? 
hinderer: Exactly. It is also 
one of the best possibilities 
to build a relationship of 
trust. Customers must be 

able to see that we are actu-
ally developing the perfect 
solution for them. To 
achieve this we must com-
pletely understand their 
business case. It is only 
then that we will be able to 
assess the added value and 
find the optimal solution. 
And of course we also know 
the technical requirements 
in exact detail.  
solutions: And therefore the 
customer can get every-
thing from a single source? 
hinderer: In theory, yes, but 
in practice, no. We mainly 
assume the leading func-
tion in projects and deliver 
essential information. This 
begins with the question of 
materials and extends to 

evaluating process and 
plant safety and even in-
cludes the demolition of old 
plants. This range clearly 
sets us apart from competi-
tors. It is also an enormous 
advantage for our custom-
ers – especially now that en-
gineers are in such short 
supply. Our competence in 
all these fields is one part of 
owner’s engineering – al-
though not the most impor-
tant.  
solutions: What is then? 
hinderer: The most impor-
tant factor is identifying 
with customers – with their 
ideas and intentions. When 
we take on a job, we consid-
er every aspect through the 
eyes of the customer.  
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solutions: So, owner’s engi-
neering includes a mental 
component as well? 
hinderer: Yes, indeed, and a 
strong one at that. The indi-
vidual working on the job 
no longer has the status of 
an external employer or a 
contractor who has his or 
her hours paid and that’s it. 
We also act for the client in 
negotiations with authori-
ties and suppliers. And as I 
said, all this is only possible 
with detailed knowledge of 
the business case.  
solutions: Understanding the 
entire business case is quite 
a high expectation. Without 
wanting to question the 
qualifications of your engi-
neers, I would assume that 
not all of them are born 

Dr. Jürgen Hinderer stresses the importance of engineering from the customer’s perspective.

real sense for projects and 
technology. He is to manage 
the interface between busi-
ness and vision. 
solutions: What does that 
mean in concrete terms?
hinderer: It means that the 
venture manager investi-
gates the business idea, 
knows the business case 
and matches the two with 
reality. We all know how it 
usually goes. For instance, 
the person responsible for 
marketing has lofty plans: a 
larger building, better 
equipment – just to name a 
few examples.  
solutions: And so what does 
the venture manager actu-
ally do?
hinderer: He or she is the 
one who, if need be, tells 

management experts.
hinderer: Nor are they all 
born bookkeepers, so I 
agree it is a high expecta-
tion. But that is exactly the 
reason why we have intro-
duced a position that ad-
dresses this problem: the 
venture manager. While the 
so-called bare-bone con-
cept, i.e. realizing a plan ac-
cording to the minimalist 
approach, is often effective 
with smaller projects, this 
function helps find the ideal 
solution for larger projects.   
solutions: What responsibili-
ties are involved with this 
job?
hinderer: In the ideal case 
the venture manager should 
have the necessary business 
experience, coupled with a 

the person with over-am-
bitious ideas that the cur-
rent business simply does 
not yield enough to fund 
such dreams. The build-
ing is too big; the equip-
ment oversized. The ven-
ture manager corrects 
the perceptions to match 
reality. 
solutions: How do your 
customers react to these 
experts?
hinderer: Ideally, the ven-
ture manager comes from 
the customer. We jointly 
select him or her with the 
customer to achieve a 
high acceptance among 
all parties because this is 
really necessary. 
solutions: Has the intro-
duction of this function 
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already proved to be suc-
cessful? 
hinderer: Oh, yes. For exam-
ple, in India, where a so-
called ecocommercial 
building was planned. The 
term ecocommercial build-
ing basically means bring-
ing together the best mate-
rials, systems and 
technologies to construct 
an energy-efficient building 
that is in keeping with the 

local climatic conditions of 
the respective site.  
With the help of a venture 
manager, the execution of 
this concept was an out-
standing success in India. 
With his clear perspective 
of the situation, we were 
able to erect the office 
building at a much lower 
cost than anticipated. In-
stead of relying on material 
and equipment from Ger-
many or the United States, 
he used locally available so-
lutions.  
solutions: Is this experience 
really so beneficial?
hinderer: Absolutely. We will 
now be able to make use of 
this experience when real-
izing future projects. In this 
respect, we can truly say 
‘lesson learned’. Or to put it 
in a different way, it is a 
question of how to make a 
practicable project from a 
vision. With the construc-
tion of the ecocommercial 
building in India we showed 
that Bayer is the ideal part-

ner for realistic, financially 
feasible and efficient solu-
tions. This is exactly what 
we underpin with our ex-
pertise.
solutions: When would you 
say that Bayer Technology 
Services has reached its 
goal?
hinderer: We execute proj-
ects efficiently and taking a 
cost-oriented approach over 
the entire life cycle of a cap-

ital investment. We have 
achieved our goal when we 
provide competitive servic-
es, while generating added  
value for our customers and 
ourselves. 
solutions: Why do you em-
phasize the competitive as-
pect? So far in our discus-
sion it sounded as if you did 

not need to fear the compe-
tition. 
hinderer: Then I had better 
immediately correct this 
impression. Of course, there 
are some things that we are 
really very good at, and 
there may even be other 
things that our competitors 
are not able to offer. Howev-
er, many of our staff are 
working in fields in which 
we have to assert ourselves 

in the face of strong compe-
tition. In this respect, com-
petitiveness is a factor 
which we constantly have to 
keep in mind in our work.  
solutions: The companies of 
the Bayer Group are your 
main customers. Aren’t you 
at all concerned that your 
employees will pass on in-

ternal knowledge to exter-
nal clients, thus compro-
mising Bayer in the 
process? 
hinderer: We are of course 
very careful to ensure that 
no core competencies in 
terms of processes are 
passed on to third parties.  
In all areas in which Bayer  
is a technology leader, the 
know-how always stays in-
side the company. 

solutions: This is no doubt a 
severe constraint for you?
hinderer: Not at all. It is com-
pletely self-evident that 
know-how and intellectual 
property remain with the 
customer. This principle is 
our top priority and is true 
for every customer. Cooper-
ation based on mutual trust 
plays a decisive role for us. 
And there are still plenty of 
other services that we are 
able to market externally.  
solutions: Doesn’t Bayer take 
up so much of your time 
and resources that such ex-
ternal projects are excluded 
from the outset because of a 
lack of available capacity?
hinderer: That is a very valid 
question, but we manage 
our capacities accordingly. 
solutions: So you are saying 
that your work for external 
customers continues to be a 
very important task?
hinderer: Yes, of course. We 
want to see continued 
growth in this field in the 
future as well. The process engineer joined Bayer in 1995.

“We provide competitive services that generate added 
value for both our customers and ourselves.”

What knowledge Achieves
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solutions: Why is external 
business so important for 
Bayer Technology Services? 
hinderer: We face competi-
tion both internally and ex-
ternally. Here too we con-
tinue to improve and can 
further expand our busi-
ness.  
solutions: But there are also 
areas in which you are al-
ready very good and where 
you can scarcely improve 
even more. 
hinderer: Thank you for the 
compliment.
solutions: This is clearly the 
opinion of experts who 
were full of praise about the 
TDI plant at the Bayer Mate-
rialScience site in Shang-
hai, China.
hinderer: In all modesty, 
their assessment was not 
unfounded. It is truly an as-
tonishing achievement to 
successfully realize a plant 
with a completely innova-
tive technology: gas-phase 
phosgenation with all of its 
subprocesses. In any case, 

our customers are extreme-
ly satisfied – and they have 
been since day one.
solutions: But you are satis-
fied as well, aren’t you?
hinderer: Of course. We are 
especially proud of two re-
sults in particular: we re-
mained under budget and 
completed the project with 
an outstanding safety re-
cord – at times with up to 
4000 employees on loca-

This is a task that should be 
of concern to the entire or-
ganization. 
solutions: Have you got other 
plans that you would like to 
see implemented in the 
company?
hinderer: Absolutely. For ex-
ample, biotechnology 
springs to mind. It is a ma-
jor challenge for us. But top-
ics such as how to handle 
the shutdown of large-scale 
installations will also be a 
future focus of attention. 
Here we are currently de-
veloping the necessary 

competencies to adjust our 
portfolio to meet customer 
demand. But my biggest 
wish is that we continue to 
drive our business on a 
global level.
solutions: Aren’t you doing 
this already?
hinderer: We have offices in 
ten countries and are work-
ing on projects worldwide, 
but what I mean is fostering 
our own talent pipeline at 

tion, many of whom were 
contracted workers. That is 
quite an accomplishment!
The facility has been on 
stream since July and 
makes strikingly clear how 
the strengths of our compa-
ny set us apart: the combi-
nation of process know-how 
and engineering right up to 
the commissioning and the 
safe and efficient produc-
tion operation. We can real-
ly be proud of this project.
solutions: That goes without 
saying, but with so much 
praise for your own compa-

ny, where do you see poten-
tial for improvement? In 
which areas do you still 
want to change things for 
the better? 
hinderer: Commercialization 
is clearly a field that we 
want to improve. To re-
search and develop with 
good results is one thing, 
but we must also be able to 
position our innovations 
successfully on the market. 

all our most important sites. 
This is why we are cooper-
ating worldwide with top 
universities to recruit the 
best talent. And we are also 
promoting this talent 
through, for example, men-
toring programs and our 
global network.
solutions: And yet if you are 
already operating on a glob-
al basis…
hinderer: …then this is only 
possible because we also 
meet our requirements for 
experts locally through ex-
pats. However, we also want 
to expand our business in 
growth regions by improv-
ing our local competencies 
– among other things. And, 
of course, we always want 
to execute our projects at 
our different locations 
around the world at the 
same high level of perfor-
mance. Ultimately, this 
means localization based on 
a global approach. This is 
most certainly an important 
task for the future. 

solutions: How would you say 
you see yourself personally 
and your own role within 
the company? 
hinderer: I see myself as 
chief engineer at Bayer 
Technology Services. How-
ever, I am also a member of 
the Management Commit-
tee. And in this function, I 
am obviously also responsi-
ble for the business success 
of the entire company.

Hinderer heads a strong Engineering team.

“One of our strengths is the combination of process know-how and
engineering, which is something we can really be proud of.”




