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Smart Industrial Remoting study: our objectives

iver user-friendly and targeted advice on
talisation/smart industrial remoting for 5

ustrial ecosystems, in 5 EU countries:

Construction in Romania
Textile in Portugal

Retall in Poland
Automotive In Hungary

Agrifood in Lithuania
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Smart Industrial Remoting study: status

The study is organised into five different steps. Today we are focusing on discussing our findings associated with Step 3.

= O Y A

3. Best Practices .

1. Gap Analysis 2. Problem Identification 4. Experiments/

|dentification case studies
Assessing gaps Describing the main aentiyingiexampies Running five
and strengths problems faced by Of good practices interventions with
associated with companies in each ijatnaveioeet SMEs based on
digitalisation in country-industry applied by their specific
the targeted pairing in their cOMPAnIes across digitalisation needs
industries. attempts to digitalise. Europe to aadress and capabilities,

the problems

For each problem, | | hich will b
P outlined in Step 2. WRIET W DS

iIdentifying pertinent monitored over a
company examples. six-month period.

-

6. Dissemination & Promotion

K

5. Toolbox
Development

Based on the findings
of the four previous
tasks, developing five
digitalisation
toolboxes that will
contain key
recommendations to
foster industry
digitalisation.

We are organising a series of workshops at each stage of the study to gather stakeholder
feedback and raise awareness about our findings. Keep an eye on further updates.
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Workshop objectives

. Disseminate gathered industry digitalisation best practices

2. Discuss how SMEs can advance in their digitalisation journeys
and apply best practices in reality

3. Validate and gather additional experiences concerning
digitalisation best practices

Before we start, we would like to know who is in the room with us
today! Go to menti.com and enter the code 7677 0436




Your Mentimeter results

A Mentimeter

\Which type of organisation best describes
you?



https://twitter.com/

The study team
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Agenda

Rdta Gabalina, PPMI

Digitalisation in practice — panel discussion

Moderated by Barbora Kudzmanaite, PPMI

How the European Commission is promoting best practices

Heidi Cigan, European Commission

o An interactive session to gather your views and experiences

Barbora Kudzmanaite, PPMI

Good and best practices — making the concept a reality

prof. Julian Muller, University Erlangen-Nurnberg

Concluding remarks

Egidijus BarcevicCius, PPMI
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What you told us

In your opinion, what are the success factors for industrial company digitalisation®?

openness

- Planning

gty funding
service supplier PErseverance patience
training gkills
- commitment
cooperation “nm
preparation awa re n ess readiness

Knowledge

stakeholder alignment
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Principles for accelerating
companies’ digitalisation

journeys
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Our approach to identify best practices

7~ largetaudience: all companies, including 2 o/ Best practice: behavior that faciliates
f“\ﬁ SMEs and companies of average and below- ﬂ digitalisation, regardless of digital maturity,
N average digital maturity. company size or technology.

T Collecting company Developing case Definition of best Validating and

Q examples studies practice principles elaborating

EE) Together with hubs ana Based on interviews Definition of best Gathering additional
experts, we collected a and desk research, we  practice principles insights during today’s

A total of 66 company developed a total 39 based on case studies workshop and finalising

Al digitalisation stories. company digitalisation  and desk research. the best practice

Al case studies. A total of 8 principles principles.

<]: have been described.
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A note on SMEs & digitalisation

SMEs’ size lends them several strengths

when it comes to digitalisation.

SMEs are flexible organisations

SMEs’ size lends them flexibility and agility. They are quick
to adapt to changing market dynamics or consumer
preferences.

Management centric organisations

SMEs are often run by founders or owners of the company.
Management tends to be well aware of the company’s
needs, growth and potential risks. If decisive, management
can introduce change rapidly.

Employee and team proximity

SMEs are characterised by tightly knit teams and fewer
intermediaries between owners, employers, suppliers and
customers. Organisational and cultural changes can thus be
Implemented more easily.
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8 Digitalisation Best Practice Principles

HEIHE Best practice principles are industry, technology, company size and digital maturity agnostic.

Principle 1: Ensuring sufficient
managerial capacity and leadership

Principle 8: Choosing a solution and

technology provider that fit company Principle 2: Fostering employee and

(9) M
needs ﬁ/\ gz third party buy-in for digitalisation
Principle 7: Taking advantage of the %& Q Principle 3: Setting strategic
wider ecosystem and cooperation objectives for digitalisation

Principle 4: Securing the skills
Principle 6: Implementation planning . L needed

Principle 5: Ensuring that the foreseen
digital intervention is feasible

12


https://twitter.com/

==8 P1: Ensuring managerial capacity and leadership

10O O

1.1 Management buy-in and strategic alignment with
digital transformation

‘ﬂ 1.2 Adoption of agile management practices

* Management can be a gateway or gatekeeper for adopting « Companies with leaders who are agile, ready to make
digital technologies. strategic decisions quickly and aware of the technological
« Several ways to obtain management buy-in exist, including landscape are more likely to succeed.
demonstrating the benefits and successful cases of * |t is useful to create both a culture of experimentation and a
digitalisation, or highlighting current inefficiencies. sense of urgency for introducing changes.

A Hungarian automotive
company producing air
conditioning parts for cars.
What: introduction of a 3D
scanner.

Challenge: management
reluctance, as they only
iInvested In technologies
paying off in 2 years.

Key enabler: talking to other
factory owners and
demonstrating the benefits
of the chosen solution.

A chain of mobile food % A company working on
shops selling bio products. national railroad and
What: strengthening online highway systems.
presence and introducing What: experimenting with
digital market solutions. 3D models of construction
Challenge: the company sites.

had to close most of its Key enablers: having pro-
physical stores during the active leadership willing to
COVID-19 pandemic. push the innovation

Key enablers: being boundaries; having the
proactive and aware of management supportive of
technology developments; employees’

networking. experimentation.

13


https://twitter.com/

P2: Fostering employee and third party buy-in for digitalisation

« Successful digital technology adoption requires stakeholder support and supportive organisational culture.

Lack of buy-in for digitalisation can be overcome by effective change management, including:

— defining a case for change and explaining the benefits;

— engaging stakeholders, fostering new behaviours and attitudes;

— effective dialogue-based communication explaining targets, goals, activities and implementation timelines;

— monitoring and demonstrating progress.

A Spanish construction
company specialised in roof
waterproofing.

What: an ERP and CRM
system for site workers to
fill in worksheets digitally.
Key enablers: fostering a
start-up mentality in the
company; promoting the
story externally; ensuring
employee commitment.

0

A Portuguese company
producing household
textiles.

What: a virtual showroom.
Challenge: overcoming the
COVID-19 measures of
physical distancing.

Key enablers: the presence
of skilled workers with
knowledge in IT; the
company’s culture of
openness to innovation.

A multinational automobile
manufacturer.

What: app for clients;
predictive maintenance;
connectivity at plants.
Lessons learnt: changing
the entire working culture,
promoting a new mindset,
management style and
agility. The HR department
played a key role in change
management and digital
skills development.

14
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). P3: Setting strategic objectives for digitalisation

o
!

O_ 3.1 Technology trend monitoring

- Companies can benefit from scanning
digitalisation opportunities.
Information can be obtained through

following

research,

patents, start-up

activities and digital communities.

=t

3 3.2 Identifying of digitalisation gaps
E and needs

A German store selling
travel luggage, hats, bags,
shoppers, and jewelry.
What: a cloud-based ERP
system.

Key enablers: exploring
digitalisation opportunities
online; participating in a
state support programme;
being aware of potential
Implementable solutions
before applying for support.

« Awareness of digitalisation gaps and
needs can help with investment decisions.

« Seeking support and using existing
frameworks,  maturity models  and
readiness assesments can help bypass
resource and time constraints.

Italian manufacturer of
components for the
automotive industry.
What: introducing I-loT;
predictive algorithms, Al
and machine learning for
production scheduling.
Key enablers: conducting a
preliminary assessment of
needs and possibilities in
collaboration with a
consulting company.

L\—% 3.3 Digital strategy

» A digital strategy helps to guide decision-

making,

Secure

stakeholder buy-in.
 Strategies should be agile and adaptabile.
« Companies, especially SMEs, rarely have

documented digital strategies.

0

funding and

A small Romanian textile
manufacturing company.
What: computer-aided
design; virtual prototyping;
cloud storage and Product
Lifecycle Management
software.

Key enablers: with an
external advisory support,
the company defined its
short- medium- and long-
term digitalisation
strategies.

foster

15
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P4: Securing the skills needed

The availability of the necessary human resources and skills and digital know-how is crucial.

Companies with sufficient ICT expertise, talent development and employees with a hybrid skills are more likely to

successfully implement digital technologies.

The securing of skills can be achieved by different means, including upskilling and reskilling of the staff, relying on
existing in-house capabilities or seeking external expertise.

The skills needed include leadership, professional and user skills.

A British fashion brand
providing an alternative to
traditional tailoring and
standard sizing.

What: adopting 3D body-
scanning technologies anad
an open-source pattern
creation software.

Key enabler: collaborating
with academic researchers
for knowledge exchange
and expertise.

UL

————

A bio-label bakery from
Belgium that produces
high-quality, organic bread.
What: implementing robotic
applications, big data, and
AR technology.

Challenges: upskilling staff
during the transformation.
Key enablers: gamified staff
training; benefitting from
cooperation with training
facilities and competence
centres.

Company specialising in
producing car parts and
equipment.

What: adopting an ERP and a
digital access control system.
Challenges: lack of in-house
expertise and employee
reluctance.

Key enabler: learning by doing
and using the knowledge
gained in future digitalisation
initiatives.
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. P5: Ensuring that the foreseen digital intervention is feasible

@ 5.1 Assessing the costs of digitalisation ./i I F5).“2)jgcr:tsurlng capacity to implement the digitalisation

* Understanding of one’s capabilities and costs of - SMEs are more likely to face structural barriers in
digitalisation is an important preparatory step. accessing appropriate sources of finance that are critical to

« Companies often underestimate the cost of digitalisation. their growth and digitalisation.

» Calculating the Total Cost of Ownership can be useful in - Companies can leverage existing European and national
assessing the feasibility of the intervention. supporting programmes to gain access to funding.

A family farm of 550 @ A micro-enterprise
hectares for potato crops, specialised in roof proofing.
maize and wheat. What: streamlining

What: precision agriculture operations and improving
to increase production. customer interactions.

Key enablers: the company Key enablers:

received public financial  Management assessed
support from national SME different options for
iInnovation and rural digitalisation.

economic development « After comparing different
programmes. financing options, the
company relied on its own
funds.

ﬁ) A small Romanian textile

manufacturing company.

What: automation of

company processes.

Key enablers:

* The company performed
a feasibility study to
assess whether the
planned digitalisation
was possible.

* The company applied for
external financial and
technical support.

17
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P6: Implementation planning

—

& 6.1 Defining the scope of the digitalisation effort =

(-
O

6.2 Implementation planning and monitoring

- Digitalisation interventions range from small-scale initiatives
to whole-of-the-organisation transtormations depending on
the company’'s needs, strategic objectives, and
transformation capabilities.

- Digitally advanced companies use iterative test-and-learn
cycles to support continuous recalibration of digitalisation

* Planning the main milestones and monitoring their
implementation helps to ensure successful digitalisation.

* The extent of planning highly depends on the complexity of
the digitalisation initiative.

» Flexibly adapting plans helps to address arising challenges
and reinforce commitment when there are setbacks.

plans.
Blueberry farms in % A company providing ﬁ A small Romanian textile
Lithuania. architecture and civil manufacturing company.
What: testing precision engineering services. What: automation of
agriculture. What: incremental company processes.

Key enabler: participating in
a test-bed pilot to test the
solution before its full
deployment.

digitalisation, from an ERP,
to a whole-of-organisation
digitalisation.

Key enablers: adoption of
agile practices, innovation,
experimentation and
upscaling.

Key enablers: working
closely with a technical
advisor, the company
defined short, medium and
long-term strategies for
digitalisation. Continuous
progress monitoring was an
enabler for success.

18
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P7: Taking advantage of the wider ecosystem and collaboration

Business
ecosystem and
digital platforms

Partnerships, testing,
access to a broader
market

Other companies

In the value chain

Partnerships, technology
diffusion

Public sector organisations

European, national and regional initiatives,
funding programmes

Company’s
network

Clusters
Expertise, matchmaking, test-beds

Universities and

academia

Joint research projects,
expertise, R&D, technology
piloting

(European) Digital
Innovation Hubs

Expertise, test-beds,
mentoring

An Estonian manufacturer of
work clothing for Scandinavian
markets.

What: design of a smart work
suit prototype for heavy-duty
environments.

Key enabler: cooperation with
the Estonian ICT cluster, smart
electronics cluster and a
university to gain access to
expertise and testbed facilities.

A German retailer of lamps and
home accessories.

What: implementation of an
ERP system to connect various
sales channels.

Key enabler: applying to recieve
external financial and technical
support to implement the ERP
system.

19



https://twitter.com/

Q

E% 8.1 Choosing a solution

P8: Choosing a solution and technology provider

W 8.2 Interacting with solution providers

+ Selecting a viable solution is a challenging process where
external expertise can play an important role.
« SMEs need solutions that are accessible, unobtrusive,

simple and scalable.

* Low-cost or ‘shoestring’ technologies can be a viable way
for SMEs to digitalise and reduce costs.

A company in the
cosmetics retail segment.
What: integration of B2B &
B2C sales channels.
Challenge: choosing the
right technological solution
was challenging, as the
company lacked know-how
and information.

Key enabler: hiring an
external contractor to help
select and implement the
solution.

from relative

A logistics service provider
active in several industries.
What: adoption of AR
goggles to guide workers.
Key enabler: choosing to
adopt a ‘downgraded’
solution co-developed with
students and non-industrial
older models of goggles
that were cheaper and
easier to use than inudstrial
AR goggles.

0

» Technology providers play a crucial role in facilitating
technology adoption.

» A service provider should be selected after carefully
assessing company needs, availability and costs.

* Interaction models between vendors and companies range

vy hands-off to close partnerships.

A company specialised in
the knitting of sustainable
fabrics.

What: automated quality
Inspection system with the
help of computer vision.
Key enabler: cooperation
with a start-up specialised
In computer vision and Al.
The start-up tested its
solution in the company’s
iIndustrial facilities and later
fully scaled it.

20
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téh- Panel discussion
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Barbora Kudzmanaité
Research Manager, PPMI

Digitalisation Iin practice — panel discussion

Irina Toma Katrin Schade

Catalin Podaru

Coordinator, Research associate,
FIT EDIH University of Leipzig

General Manager,
Leviatan

22
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: HOowW the european
":"1":7 Commission is promoting
pest practices

Available as a separate file
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2l |
téh- Now let's hear from you!
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Share your experiences

 Let's discuss what has worked well in your experience when it comes
to company digitalisation.

* We have some question prompts on Mentimeter.
» Please, raise your hand if you would like to speak.

Go to menti.com and enter the code 7677 0436

-

25
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Your Mentimeter results (1/7)

In your opinion, which are the top three principles that seem the most relevant for you?

13
10
9
38
-
3

Principle 8: Choosinga  Principle 7: Taking Principle 4: Securing Principle 3: Setting Principle 1: Ensuring Principle 6: Principle 2: Fostering  Principle 5: Ensuring
solution and technology advantage of the wider the skills needed strategic objectives for  sufficient managerial Implementation employee and third  that the foreseen digital

provider that fit ecosystem and digitalisation capacity and leadership planning party buy-in for intervention is feasible

company needs cooperation digitalisation

Source: compiled by the research team based on Mentimeter results, N=29.
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Your Mentimeter results (2/7)

In your opinion, which top three principles are most challenging for companies to implement?

9
38
14 14
6
Principle 4: Securing the  Principle 1: Ensuring  Principle 8: Choosing a Principle 7: Taking  Principle 5: Ensuring that Principle 2: Fostering Principle 3: Setting Principle 6:
skills needed sufficient managerial  solution and technology advantage of the wider the foreseen digital  employee and third party strategic objectives for Implementation planning
capacity and leadership provider that fit company ecosystem and intervention is feasible  buy-in for digitalisation digitalisation
needs cooperation

Source: compiled by the research team based on Mentimeter results, N=29.
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Your Mentimeter results (3/7)

What would you change about the principles?

Better explanation of digitalisation benefits
to the owners and managers (x2)

Designing and developing resources for
rapid adoption of best practices

A coopetition mindset. Working with similar
SMEs, DIHs, clusters or academia

Twin transition

B2B partnerships

Charismatic digital leadership

Interoperability and a new way of
collaboration

Concrete models for each industry for
better context

Digital integration and interoperability
along the supply chain

Focus on the economic benefit

Telling a convincing digitalisation story

Focus on customer needs and
sustainability

Rethinking processes with a digital and
non-digital point of view

More support from (E)DIHs to reduce time
of research for SMEs

A mix of cooperation and competition

Emphasis on competence

Policy drivers

Better access to funding

Proper integration of new employees with
culture

Strategic leadership and cooperation

Good practices and success stories to
learn from

Connecting SMEs with digitalisation tools
and opportunities

Finding ways to quantify and demonstrate
success of digitalisation

Not seeing digital as just another ‘to-do’
that distracts from other business
challenges

Top management having digital insight and
imagining the end goal

Understanding how digitalisation impacts
on your business model

Source: compiled by the research team based on Mentimeter results, N=19.

Having a better overview on all services
and products available
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Your Mentimeter results (4/7)

In your opinion, what has proved helpful when digitalising in the current uncertain and challenging environment?

Knowing services and products supported
by the EU and nationally (x2)

Ensuring resilience to ongoing external
challenges (x2)

Improving the overview of support
institutions regarding subjects at regional,
national and European levels (x3)

Accepting failure up front

Ensuring healthy cashflow

Moving in an agile way

Not expecting support from the government

Informing employees on what’s on your mind

Company’s mindset and will

Having virtual meetings instead of long
traveling

Taking small incremental steps that bring
quick wins

Avalilability of broadband Internet

Possibility of maintaining and sharing
processes or data without the need for a
physical space

Putting someone in charge of the
digitalisaton to make the process sustained
over time

Easier exchange of information, data keeping
and tracking

Realising there is no other way but to
digitalise if a business wants to survive.

See digital as a potential solution, as
opposed to another ‘distraction’

Source: compiled by the research team based on Mentimeter results, N=15.

Perceiving current uncertain and challenging
environment as a big push

29
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Your Mentimeter results (5/7)

'What practical things can SMEs do to build a culture that supports digitalisation in their company?

Two-way communication: do not just inform,
but hear & address concerns (x2)

Inform and train teams on digitalisation, its
benefits and needed skills (x2)

Involve employees in designing the change
(x2)

Quick wins (x2)

Learning by doing

Get geeks inside

Communicate often and explain the benefits

Create concrete possible scenarios for the
future and discuss them

Be clear on how digitalisation supports the
overall business strategy

Leading by example
(e.g. from managers)

Source: compiled by the research team based on Mentimeter results, N=12.

Involve learning by gaming

Not just earning money but improving
workflows and adding value

30
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Your Mentimeter results (6/7)

What is the most common way for SMEs to ensure they have the right skills to digitalise?

38
6
4 4
Learning by doing Hiring new people External support (e.g. External training Internal training External contractors
DIHs)

Source: compiled by the research team based on Mentimeter results, N=17.

Online resources

31
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Your Mentimeter results (7/7)

What are the main components of a good digitalisation strategy?

A larger vision and an action plan (x2)

A portfolio of leader-driven pioneering
efforts

Realising the costs of not digitalising

Motivation, commitment, money, will and
perseverance

Securing the perspective customer,
people, technology, organisation

Having a good and realistic
understanding of what the company really
needs

Management commitment

Understanding the market

Having the will to succeed

Set SMART objectives and define the
portfolio of projects needed to get there.
Gather the necessary resources and
iInvolve all stakeholders in the process.
Deal with change management.

Evaluating the company needs, current

problems, implementing a working digital

solution, training the staff, continuing to
upgrade

Promote focus group sessions with
experienced entrepreneurs. Assess risk in
a step-by-step implementation

Evaluating the impact between objectives
and results

Vision, objectives, benefits for all
stakeholders, methods, leadership,
perseverance

Prioritising successful efforts over too
specified plans

Clear how digitalisation will support the
overall business strategy

Knowing your goal and what you are
doing, documenting is not necessary

Source: compiled by the research team based on Mentimeter results, N=16.
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oo (500d and best practices —
“1* making the concept a reality

Available as a separate file


https://twitter.com/

Closing & next steps

» Sharing workshop presentations and take-aways

* Integrating today’s findings into the Best Practices report

» Validating and further exploring best practices through
experiments with companies in 5 country industry-pairings

» Organising a follow-up workshop on implementation
results in April 2023

Join us on menti.com for the last time today!
Enter the code: 7677 0436

-
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Participant take-aways from the workshop

frugal innovation best practices

exchange of experience change of mindset

C B
2 collaboration getexternalhelp
Q O
5 tep by st
f:’_) é good session tOOIS i
¢ 7 moh @cosystem
B g ChOnge mindset g) help smes
O —
§ perseverance -'6’ é S
takeitinsmallsteps O >
leadership invest in your team skill

good practice
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Thank you

Sign up for our mailing list and reach us at digital_industry@ppmi.|t
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Commission
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