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INTRODUCTION

In today’s rapidly evolving manufac-
turing landscape, digital transforma-
tion is not an option but a necessity.
Competition from low-labor-cost
countries or high-tech operators
means it's no longer enough to sit on
the fence, implementing small-scale
digital projects for marginal gains. In-
vestments need to deliver a compet-
itive advantage and a considerable
ROI.

However, according to a 2024 Gart-
ner survey over half of digital ini-
tiatives fail to meet their business
outcome targets. Despite this, the
majority of CIOs expect to increase
funding in tech moving forward. How
then, do you ensure you succeed
with digital transformation?

As digital transformation is vast, with
touchpoints across the organiza-
tion, in this white paper, we will be
focusing on digitalizing production
processes, providing a guide to help
ensure your initiatives succeed and
deliver continuous value.



https://www.gartner.com/en/newsroom/press-releases/2024-10-22-gartner-survey-reveals-that-only-48-percent-of-digital-initiatives-meet-or-exceed-their-business-outcome-targets
https://www.gartner.com/en/newsroom/press-releases/2024-10-22-gartner-survey-reveals-that-only-48-percent-of-digital-initiatives-meet-or-exceed-their-business-outcome-targets
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FEASIBILITY
STUDY:

IDENTIFY DRIVERS AND
VALUE CREATION




Your feasibility study is a critical step in evaluating the potential
value of digital transformation initiatives. It focuses on identifying
key drivers for change, understanding organizational readiness,
and assessing how transformation efforts align with business goals.

By addressing the foundational pillars of people, processes, and
technology, the study provides a structured approach to determine
where investments will deliver the most significant impact.




PEOPLE, PROCESSES,
TECHNOLOGY

As a general rule, all transformation initiatives should be
considered an iterative process that will help drive the fu-
ture of your organization and its operations.

Similarly, digitalization cannot be
done in isolation; its changes will be
far reaching, impacting three key
building blocks: the people, process-
es, and technology in your organi-
zation. Keeping these in focus as
part of change management, taking
a long-term and agile approach, and
having a digital roadmap to support
and guide your journey, will greatly
increase your chances of success.




THE THREE BUILDING BLOCKS
OF TRANSFORMATION

The three building blocks of transformation are essential
for ensuring success. They serve as foundational elements
In planning and development and must be central to your

roadmap strategy.

Digital transformation is as
much about cultural change as itis
about technology. Effective change
management is critical to address
resistance, foster collaboration, and
build trust. Clearly communicate the
purpose and benefits of the trans-
formation, emphasizing shared goals
and the collective creation of value
across the organization. Cross-func-
tional collaboration and aligning op-
erational needs across departments
further enhance success, driving
greater business impact.

A deep understanding of
your processes is vital for successful
digitalization. Streamlining, standard-
izing, and supporting key processes
allows for smoother technology inte-
gration and greater efficiency. Once
digital solutions are implemented,
real-time data and insights enable
continuous improvements, optimizing
production workflows, quality man-

agement, inventory control, and more.

The choice of technolo-
gy should align with your company’s
specific needs and long-term goals.
Opt for scalable, flexible, and modu-
lar solutions that can grow with your
business. Integration with existing
systems (e.g., ERP) is key to creating
a future-proof platform capable of
supporting your organization’s evolv-
iNng requirements.



DIGITALIZATION:

NOT A ONE-TIME PROJECT

Digitalization isn’t a project, it's an
ongoing process that will define the
future of your organization and its
operations. Far too many organiza-
tions fail in their digital transformation
journeys because they haven't fully
embraced this way of thinking. Start-
ing (or restarting) a journey is depen-
dent on taking a long-term approach
as part of a continuous cycle of im-
provement.

EVALUATE
ACHIEVE-
MENTS

ALIGNWITH
OBJECTIVES




WHY'S AND UWHAT FORS

Successful digital transformation begins with answering the
key questions of why you need to transform. What are the
challenges being faced, and what are the potential opportu-
nities that transformation can deliver.

Typical factors that drive transfor-

: o : Quality Sustainability
mation within the manufacturing and : _ : L
. . : f « Improving quality to meet new « Decreasing waste and intro-
process industry include Quality, Ef- regulations and avoid hefty fines. ducing circular production pro-
ficiency and Operational Excellence, Improving quality control to limit cesses and business models.
Sustainability, and Traceability. wastage, meet changing cus- Meeting new regulations and

tomer demands or enter a new customer demands.

market.
Within these drivers you will identify

key objectives and opportunities.

Traceability

« Increasing traceability to meet
customer requirements.
Integrating data into a digi-
talized process and utilize to act
faster.




MANAGING CHALLENGES

Whatever the drivers and objectives, any initiatives also

come with challenges.

resistance to change is
always a key consideration, wheth-
er from staff hesitant to adopt new
technologies and workflows or from
those concerned about disruptions to
production during the transformation.

, challenges with limited
capacity may arise and changes such
as integrating new production lines
and equipment can result in increased
capacity. However, it can also add
challenges, such as quality issues and
defects starting to appear.

perspective the digital
maturity in terms of available data
and equipment, will dictate the time it
will take to implement change and the
benefits it can offer,
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SUMMING UP

When creating a comprehensive and actionable roadmap, include a feasibility study to
explore critical factors like;

Avoiding common pitfalls
Understanding the purpose and drivers behind each initiative

Effectively communicating the value the digital transformation changes will
generate.

Together, these components provide a solid foundation for successful and sustainable
digital transformation.




DEVELOP
YOUR DIGITAL
ROADMAP




At the heart of any initiative is the digital roadmap. It will be impact-
ed by many factors such as transformation drivers, digital maturity,
potential business opportunities, the three building blocks, and much
more. Developing a successful roadmap should follow five key steps.

| Assess current digital maturity
4 Define and align drivers and goals to support business objectives

‘ Develop a digital roadmap based on goals, maturity and gaps

4 Define KPIs and milestones for each roadmap phase

‘ Maintain agility through continuous improvement



ASSESS CURRENT DIGITAL
MATURITY

To effectively prioritize digital transformation efforts, it is
essential to assess the current maturity of key dimensions
across your organization and establish a baseline.

Identify maturity levels for each key helps pinpoint areas where transfor-

dimension mation can drive the most significant

Conduct a digital maturity assess- benefits.

ment to evaluate your organization’s

maturity across the critical pillars of Processes: Assess the maturity of

people, processes and technology: each process or manufacturing area
(e.g., Quality, Inventory, Produc-

People (leadership & workforce): Eval- tion, Maintenance). Determine how

uate organizational maturity within well-developed and optimized these
each area. Understanding the skills, areas are to identify where improve-
knowledge, and readiness of your ments are needed.

workforce is essential for prioritizing
digital transformation efforts. A clear
picture of your organization’s maturity

Technology: Assess the maturity of
your technology landscape by exam-
ining the level of digitalization in pro-
cesses, system interoperability, and the
value delivered by current solutions.




DM Maturity Assessment PLANTVISINN
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Manufacturing processes

Map current strengths and improve-

ment areas Industry .Your score Leadershlp I our resut Incustry Best prractise
Document both strengths and areas "
needing improvement:

For example, high automa- Processes
tion levels or strong process owner-
ship in production.

Individuals

Issues like limited
real-time operator guidance, organi- Production
zational challenges in change man- Maturity Level
agement, or manual processes still
handled via Excel.

roduct i
Variants an nfiguration
I . - - - Henufacturing ¢

People & Organization ha |1 Traceability IT\rlTrd & Visualization

This baseline of maturity levels,
strengths and improvements pro-
vides a clear picture of your current

state and sets the foundation for your Understanding your maturity baseline from a holistic perspec-
. tive helps identify strengths and gaps, creating a clear picture
transformation roadmanp. of your current maturity level. This will help form the founda-

tion for a roadmap with key prioritization areas.
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DEFINE AND ALIGN DRIVERS 6 GOALS <5
TO SUPPORT BUSINESS OBJECTIVES

To ensure digital transformation aligns with business objec-
tives, it's crucial to connect maturity gaps to specific goals.
This step helps prioritize initiatives that will drive the most

significant impact.

1) Link maturity levels to business objectives

For each area identified for improvement, align the maturity
levels with concrete business objectives.

For example:

If quality processes are at an early
stage, resulting in defects and reduced margins, the goal
might be to reduce defect rates using digital tools like guid-
ed workflows and enhanced quality controls.

If inventory processes are partial-
ly optimized, aim to improve accuracy and reduce holding
costs by adopting real-time inventory management solu-
tions.

2) Set digital priorities aligned with business drivers

Prioritize initiatives based on their potential impact and ur-
gency. Focus on areas where the most immediate gains
can be made, and where lessons can be learned for future
efforts. Continuously evaluate and adjust priorities as you
progress.



CASE FROMBEALITY: NEXT-GENENERATIC
TERMINAL MANAGSEMENT SYSTEM AT O

Discover how we develope d implemented a next-gen

Terminal Management System'at OKQS8 to drive efficiencies
across operations and improve collaboration and customer -
service. e,

o

KQ8, one of Sweden’s largest fuel The
providers, wanted to standardize and |st|n .'

integrate data flows in production to da
improve operations. Siloed systems opE
meant data was often sent in spread-  ser
sheets via email, leading to inefficien-
cies and unnecessary data duplication.

READ FULL CASE HERE



https://plantvision.se/en/insights/customer-case/plantvision-fully-automates-okq8-depot-management/

DEVELOP A DIGITAL ROADMAP BASED
ON GOALS, MATURITY AND GAPS

There are four clear phases to formalizing a roadmap, de-
veloped to help ensure companies achieve successful out-
comes.

For some initiatives, whether it’s digitalizing a production A typical example of this would be implementing Al for
process or a specific tool, you may have many of the foun-  predictive maintenance, assuming that maintenance has
dations in place. In such instances, you can progress direct- already been digitalized (phase one and two) and can there-
ly to phase three. fore take advantage of existing data.

THE INTEGRATIONG&G LEVERAGE AUTONOMOUS
FOUNDATION INTEROPERABILITY DATA OPERATIONS

Create the architechture for a Create value from Digitalize and automate
seamless digital landscape phases one and two operations

Address basic gaps




ROADMAP PHASE 1:
THE FOUNDATION

In phase one, assess the conditions in place to support pro-
cesses and people, production, quality, inventory, and main-

tenance.

The first phase addresses the basic
gaps. Start by focusing on the im-
portant areas for achieving your busi-
ness goals, where low maturity levels
are hampering operational efficiency.

PHASE1ACTIVITIES

Establish a robust manufacturing
operations management foundation

Address gaps in data integration,
traceability, and the ability to act on
real-time information. Implement a
basic Manufacturing Execution Sys-
tem (MES) to streamline operations
and provide digital work instructions
for operators.

Initiate systematic data collection

Start gathering essential metrics such
as machine uptime/downtime, loss
events, and stop causes. This data
will help in the measurement and im-
provement of quality, Overall Equip-
ment Effectiveness (OEE), machine
status, (such as wear and vibration)
and predictive maintenance efforts.



ROADMAP PHASE 2.
INTEGRATION & INTEROPERABILITY

Phase two is where you create the architecture supporting a

seamless digital landscape.

This phase is crucial for unlocking val-
ue from digital solutions as it strength-
ens connectivity and enhances re-
al-time data flows between systems
which can significantly boost opera-
tional efficiency.

PHASE2 ACTIVITIES

Develop a comprehensive
architecture

Design an end-to-end architecture
that connects sensors to enterprise
systems (ERP). This is a pivotal step,
requiring careful consideration of scal-
ability, compatibility, and security.

Enable real-time data collection

Integrate machine signals from pro-
duction lines to capture real-time
data and OEE measurements.

System integration

Seamlessly connect various systems,
including ERP, laboratory informa-
tion management systems, historical
databases, planning and scheduling
tools, maintenance systems, as-

set management systems, and data
lakes, to gain new insights and sup-
port integrated operations.



ROADMAP PHASE 3:

LEVERRGE DATA

In phase three you start creating value from

phases one and two.

Phase three is the point at which com-
panies reach an intermediate level of
maturity. Here the focus is on incorpo-
rating predictive capabilities and ad-
vanced analytics to improve efficiency
and deliver measurable value.

PHASE3ACTIVITIES

Enhance quality control with Al and
machine learning

Implement Al- and Machine Learn-
ing-driven solutions for quality control
that speed up and improve on human
inspection methods, reducing qual-
ity losses and ensuring consistently
high-quality products.

Optimize maintenance with predic-
tive tools

Leverage Al and Machine Learning to
enable predictive maintenance, minimiz-
ing downtime and lowering repair costs.

Implement advanced production
analytics

Use techniques like multivariate ana-
lytics and statistical process control
to minimize process deviations and
improve production outcomes.

Introduce real-time dashboards

Deploy interactive dashboards for
production performance monitoring,
enabling data-driven improvements in
processes and more effective inven-
tory management.



ROADMAP PHASE 4:

AUTONOMOUS OPERATIONS

In the forth phase the aim is to fully digitalize and automate
operations to achieve advanced digital maturity.

This phase focuses on full digitaliza-
tion and automation to achieve ad-
vanced efficiency. By leveraging digi-
tal twins, closed-loop production, and
automated logistics, businesses can
optimize performance and drive con-
tinuous improvement.

PHASE4 ACTIVITIES

Digital twins for production

Develop digital twins to enable real-
time simulations, monitor system per-
formance, and drive continuous pro-
cess optimization through predictive
insights.

Implement closed-loop production
systems

Utilize advanced analytics to auto-
matically adjust production param-
eters in real-time, ensuring optimal
efficiency and precision throughout
the production cycle.

Automate logistics management

Deploy automated transport order
systems to facilitate seamless in-
ventory movement, reducing manual
intervention and improving operation-
al flow.




DEFINE KPIS AND MILESTONES FOR 1
EACH RORDMAP PHASE

Defining clear Key Performance Indicators (KPIs) and mile-
stones is essential to measure progress and ensure the suc-
cess of each phase in your digital roadmap.

KPIs should align with the maturity level
of each phase, starting with founda-
tional improvements and advancing
toward autonomous operations. Mile-
stones act as checkpoints, enabling
you to evaluate achievements and
adjust strategies as needed.

Beginner to Intermediate KPIs

At this stage, focus on tracking foun-
dational improvements such as data
availability, automation levels, and
accuracy of collected information.

For example, increasing automation in
inventory or maintenance tracking by
30% by the end of Phase two.

Intermediate to Advanced KPIs

As maturity increases, prioritize predic-
tive capabilities, operational efficiency,
and system integration to drive mea-
surable value. For instance, reduce pro-
duction downtime by 20% through the
implementation of predictive mainte-
nance tools by the end of Phase three.

Advanced KPlIs

For advanced stages, target perfor-
mance optimization, enhanced predic-
tive capabilities, and a significant reduc-
tion in manual interventions. A KPI here
could be to achieve fully autonomous
quality control by the end of Phase four.

Find out how we helped an

international pharmaceutical
company streamline operations
at their Packaging and Delivery
department - saving them
thousands of hours a year by
developing an Information Hub in
Microsoft Power BI.
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https://plantvision.se/insikter/artiklar/success-story-how-power-bi-revolutionized-data-utilization-across-all-departments/

MAINTAIN AGILITY THROUGH

CONTINUOUS IMPROVEMENT

To ensure the success of your digital transformation, it’s criti-
cal to remain flexible and responsive. A dynamic roadmap that
evolves with emerging needs and regularly incorporates feed-
back will help to sustain progress and maximize value over time.

ESTABLISHA CONTINU-
OUS FEEDBACKLOOPWTITH
STAKEHOLDERS

Regularly reassess your organization’s
digital maturity to track progress, val-
idate alignment with strategic goals,
and identify areas requiring adjust-
ments or renewed focus.

EVOLVE THE ROADMAPTO AD-
DRESS EMERGING NEEDS

As specific areas achieve higher ma-
turity, adapt the roadmap by intro-
ducing advanced capabilities such as

Al-driven insights or expanding focus
to new domains like energy efficien-
cy, sustainability, or enhanced cus-
tomer integration.

CONSISTENTLY DEMON-
STRATE BUSINESS VALUE

Throughout your digitalization jour-
ney, ensure each step clearly high-
lights the value it delivers, through
measurable outcomes, improved
efficiency, or enhanced customer
experiences.

MONITORKEY PERFOR-
MANCE INDICATORS KPIS)

Define and track specific KPIs for
each priority area to measure prog-
ress and assess impact. Examples
include reductions in quality defect
rates, improvements in inventory ac-
curacy during cycle counts, and time
savings in production scheduling.




CONCLUSION

The reality for most manufacturing and
processing companies is that multiple
solutions will be in development in parallel,
with different launch dates. This makes
the roadmap even more vital as it provides
a timeline on how solutions should be
released to provide maximum impact on
your operations.

Often, technology itself is not the limiting
factor; success depends on the seamless
integration of a suitable technical solu-
tion with your business processes and a
digital transformation strategy that prior-
itizes people and change management.

By balancing the three building blocks of
transformation — people, processes and
technology — you can align your organiza-

tion around a shared vision and common
goals. This approach ensures continuous
improvement, supports the selection of
technology that meets your operational
needs, and provides a scalable foundation
for future growth.

Equally important is the need to be ag-
ile. The changes you implement and their
impacts must be evaluated against your
objectives and the rapid tech, business,
regulatory and industry changes taking
place. This will require you to revisit and
refine your roadmap on a regular basis —
which again is why it is such a vital tool for
your transformation — the guide that will
keep the organization moving forward as
part of a journey of continued success.




PLANTVISION

We focus on helping clients create value and drive digital

change. We combine industry knowledge and digitalisation
with expertise and project excellence. Our clients improve
their productivity and flexibility without compromising on
quality and compliance.
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