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Spoiler Warning: This will be a murder mystery.

What is about to be shared, is based on real world experiences. 
But, because it is a mystery, the suspects are not named. Instead, you’ll see a key in 
the speaker’s notes for each slide.
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DT = Digital Transformation
SH = Sherlock Holmes
Dr.W = Dr. Watson

We arrive at the crime scene with our two detectives Mr. Sherlock Holmes and Dr. 
Watson.
The victim, Digital Ttransformation, has been found dead.
Let us follow our two detectives to answer these three most important questions: 
What happened? Who made it happen? Why did it happen?
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
CIO = Chief Information Officer
L1 – L10 = Leader 1 – Leader 10 (members of the Board of Directors)

Let the investigation commence.
The story appears to have started in the first quarter of 2017.
At the corporate convention, the leadership team and the CIO talked about what to 
do.
And after long face-to-face discussions and much Spanish wine, they agreed on 
creating the role of the Industry 4.0 Architect.
Do you agree with Dr. Watson? What do you think is missing?
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
CIO = Chief Information Officer
HR = Human Resources
ER = External Recruiter
AP = Applicant

Sometime later in 2017, the company employed an external recruiter to assist with 
finding a suitable candidate.
The first round of interviews were conducted towards the end of 2017.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
CIO = Chief Information Officer
L2 = Leader 2 (The CIO’s boss and one of the members of the Board of Directors)
AP = Applicant
I4A = Industry 4.0 Architect

The second round of interviews was conducted at the start of 2018, which involved 
representatives from the leadership team.
Later that year (April 2018), the new Industry 4.0 Architect started his work.
Something already doesn’t sit right with Dr. Watson.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
LT = Local Team (Local IT Team)

The first task given to the Industry 4.0 Architect was to establish the company’s 
“readiness for digital transformation”.
To do this, the Industry 4.0 Architect travelled to the production sites. He knew that 
Digital Transformation is not done in meeting rooms with discussions by “some 
leaders” or at an office desk, but with and by the people that actually do the work 
and “keep the company running”.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
CIO = Chief Information Officer
I4A = Industry 4.0 Architect

The Industry 4.0 Architect summarized his findings in a Readiness / Gap analysis 
following the best practices outlined by TUV SUD and the Maturity Index.
Instead of the Industry 4.0 Architect communicating these findings to the Board, the 
CIO “took care of it”.
Do you agree with Dr. Watson?
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ICS = industry control system

Now let us have a look at evidence submission one, the Gap Analysis.

A company’s readiness for digital transformation combines the readiness in three 
areas: technology, process and organization.
In the technology area, the most significant gaps were found to be the lack of 
applied international standards. This is the root cause for other observed readiness 
gaps like missing horizontal and vertical integration or data existing in silos.
When it comes to processes, the most significant gaps were identified to be the lack 
of adoption of industry best practices, including the lack of cyber and ICS-security, 
production planning and execution.
The organization area showed gaps like decision making processes that were not 
based on information, lack of a digital culture and the fear of change and making 
mistakes.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
IP = Industry Partners
DT = Digital Transformation

Using the Gap Analysis, the Industry 4.0 Architect was able to identify ways to close 
these gaps.
But for this to succeed, the Industry 4.0 Architect needed dependable Industry 
Partners who were willing to share the risk associated with the digital transformation 
journey.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
DT = Digital Transformation

Industry Partners were also evaluated by their solutions capability and ability to 
collaborate with other vendors in order to establish the desired architecture. 
A one-size-fits-all solution was undesirable, because based on experience, such 
solutions tend to work very poorly compared to dedicated solutions that target 
individual problems.
It makes the architecture a bit more complex but also more sustainable and 
especially much more flexible.
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ICS = industry control system

Now let us have a look at evidence submission two, the draft architecture.

Based on ISA 95, the architecture uses the idea of ‘level’, which helps not only with 
organizing technical solutions and cyber- and ICS-security based on IEC 62443, but 
also with the definition of processes and responsibilities.
But unlike a pyramid or hierarchical schema, the levels are organized in a circle 
around what could be described as the enterprise brain. 
The enterprise brain has to be understood as the entire collection of all experiences, 
information and knowledge which an enterprise possesses.
It serves as the source for information-based decision making. Which, after all, is the 
core of Digital Transformation.

The Industry Partners and their solutions met the requirements, were eager to 
collaborate and made the whole Digital Transformation possible. 
I’m sure you’ll find these Partners as helpful and inspiring as I did!
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
LT = Local Team (Local IT Team)
DT = Digital Transformation
QM = Quality Management
PP = Production Planning
SC = Supply Chain
OT = Operations Technology

We jumped in with proof of concept projects and start by developing digital 
competency. Three projects were executed in the second half of 2018.
The first project was testing a SCADA in order to create a central control room. This 
would help staff monitor the production process more accurately in a timely manner, 
and better manage their resources.
The second project was conducted to test how an ISA 95 based MOM system can 
help with functions such as traceability, recipe management, KPI and OEE 
calculation, process improvements, as well as optimization and non-intrusive 
monitoring for engineers.
The digitization of manual work stations was the third project executed in 2018.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
CIO = Chief Information Officer
DT = Digital Transformation
L1 – L18 = Leader 1 – Leader 18 (members of the Board of Directors)

All of these projects successfully concluded, and led to the plan to adopt them in 
production in 2019.
Again, this success was not to be communicated to the Board by the Industry 4.0 
Architect and the SMEs, but instead the CIO ”took care of it”.
Adding to the communications gap, the leadership team had changed drastically. 
Only two of the ten original members who had agreed to pursue Digital 
Transformation back in 2017 remained at the end of 2018. 
Are you also concerned?
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
CIO = Chief Information Officer
DT = Digital Transformation
LT = Local Teams (Local IT Team)
IP = Industry Partner

In January 2019, we planned to adopt the successfully tested solutions in a parallel 
fashion so as not to disrupt production and to ensure we developed the required 
competencies and addressed the resistance to change.
We had also planned to execute additional proof of concept projects, including 5G 
communication for production equipment and transport box tracking, Edge 
Analytics, picture recognition and an IOT platform.
But it all started to unravel. 
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Now let us have a look at the last piece of evidence, the Digital Transformation 
journey.

Digital Transformation is not your classic waterfall-like project. The best way to 
describe Digital Transformation is a journey where the end is known but the path 
there is not visible.
For this company’s particular journey, we had together planned to establish a solid 
foothold on the path within the first 3 years by iterating between quick proof of 
concept projects and adopting the successful project’s technology into production, 
not as big bang at the end, but gradually and consistently, in parallel.
Of course, throughout this process, we expected to also focus on developing digital 
competency, overcoming resistance to change and use information-based decision 
making.
After the first 3 years, an enterprise will have started to develop a digital culture and 
will promote Digital Transformation as part of its enterprise strategy.
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S = Suspect
SH = Sherlock Holmes
Dr.W = Dr. Watson
I4A = Industry 4.0 Architect
CIO = Chief Information Officer
DT = Digital Transformation

In February 2019, the Digital Transformation effort was suddenly cancelled with 
neither an explanation nor a reason.
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SH = Sherlock Holmes
Dr.W = Dr. Watson

The slide says it all.
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