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Introduction
In today’s environment, the pace of change is accelerating at a fierce rate; it took 38 years 
for radio to reach 50 million users, 13 years for television to do the same, three years for 
the internet, but just 19 days for the Pokémon Go app. We live in a world which is not only 
powered by technology but shaped by it; it has steadily infiltrated every facet of modern 
living, from expenditure to exercise and almost everything in between. The digital natives who 
embraced the newest technology from day dot have a distinct advantage, but leading legacy 
organisations are reviewing and re-planning their future strategies today in order to succeed in 
tomorrow’s marketplace, with change shaped by digital transformation. There are two choices; 
either fall behind your competitors, or pursue a digital transformation to become a highly 
responsive customer-centric operation, led by integration and driven by innovation. 

Artificial intelligence, machine learning, 
industry 4.0, blockchain, big data and analytics 
have been gamechangers, paving the way for 
value creation, collaboration and improved 
margins for organisations savvy enough 
to adopt them. But there is a catch; these 
technologies can only benefit businesses with 
the capability to properly utilise them, and a 
surprisingly large number of companies have 
the budget to buy, but lack an effective plan 
to apply. This is nothing new; history is littered 
with failed companies who chased the ‘next 
big thing’. Seduced by promises of a quick 
fix and big returns, they invested millions in 
technology but neglected to invest in making 
the organisational and operational changes 
fundamental to fully realise the potential of  
their investment. 

The key to becoming one of the success 
stories, rather than a cautionary tale, is rooted 
in effective integration of strategy, planning, 
processes, behaviours, people and capabilities.  
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The tech spec.
Industry 4.0, Internet of Things (IoT), AI and blockchain have been the buzzwords of the last 
few years, infiltrating the mainstream lexicon and appearing in headlines, in articles and 
dropped into business meetings and sales pitches. But, despite their frequent use – if we are 
honest with ourselves – there is often an underlying sentiment of confusion as to what these 
technologies actually do. 

Industry 4.0

Noun

Industry 4.0 refers to the fourth industrial 
revolution in manufacturing. Focusing 
heavily on interconnectivity, automation, 
machine learning, and real-time data, it 
marries physical production and operations 
with smart digital technology, machine 
learning, and big data.

Example: Digital twins: a digital 
representation of a real-world product, 
machine, process or system which enables 
organisations to monitor and analyse 
processes through real-time simulation. 

Blockchain 

Noun

A digital, public ledger that records online 
transactions. Blockchain is the core 
technology for digital currencies like bitcoin 
or another cryptocurrency, ensuring the 
integrity of these digital currencies by 
encrypting, validating, and permanently 
recording transactions. These are 
maintained across several computers that 
are linked in a peer-to-peer network.

Example: All parties in the pharmaceutical 
industry could track the medicine through 
its entire supply chain lifecycle, with the 
ledger noting if medicines are altered or 
counterfeit drugs are introduced.

Artificial Intelligence 

Noun

The theory and development of computer 
systems able to perform tasks normally 
requiring human intelligence, such as  
visual perception, speech recognition, 
decision-making, and translation  
between languages.

Example: Facebook uses AI to help with 
image recognition, autonomously creating 
text tags such as: “Image may contain, 
smiling, six people, one beard and  
a tree”. 

Internet of Things (IoT)

Noun

The interconnection via the internet of 
computing devices embedded in everyday 
objects, enabling them to send and  
receive data. 

Example: Smart cars, webcams, drones, 
smart home devices such as light switches, 
personal assistants and even refrigerators! 



T H E O L I V ER W I G H T W H I T E  PA PER S ER I ES

4

Big tech; big benefits  
or big problems?
Customer satisfaction 
All these technologies ultimately produce or cultivate one output – data. And in today’s 
digitally dominated marketplace, data is an invaluable commodity because of its infinite 
potential to inform and improve the way that organisations serve their customers. In the face 
of increasing consumer demands, a competitive market has become cut-throat and to gain 
an edge over the competition, businesses must not only meet customer demand, but they 
must also predict it. Through a combination of the data collected through the IoT,  
AI and advanced analytics, organisations can generate deep consumer insights to create an 
integrated and personalised customer experience. 

Doing this profitably means doing it quickly, 
efficiently and effectively; translating the 
thousands of data points collected on 
consumers, so that organisations get 
to know their customers better than the 
customers know themselves. By leveraging 
advanced analytics, organisations can 
assess processes, with the view of improving 
practices and ultimately, minimising costs 
and maximising profits. But, pivotal to this 
translation of data is the correct data, right 
people in the right roles and in this scenario, 
the interpreters are the data analysts. Data 
analysts are highly talented individuals with a 
very particular skill set; they take aggregated 
data and analyse it to reveal insights regarding 
not only how organisations operate, but how 
customers shop. In practical terms, this could 
mean serving a pop-up ad for a sale on knee 
high boots after a customer has left a pair 
unpurchased in an online basket, or promoting 
a sponsored post on social media after they’ve 
googled “cat-eye sunglasses”, for example. 

As well as helping to deliver the right 
experience for consumers, the right data also 
has the potential to drive an increase in sales 
by shaping an organisation’s product portfolio 
to reflect and satisfy consumer demand. Data 
analysts can help organisations to create an 
accurate picture of changing demand, based 
on the current realities of consumer behaviour 
and understand what is driving purchasing. 
For example, one Oliver Wight customer,  
a major confectionary manufacturer, identified 
a positive correlation between the number of 
shopping events and increased purchases 
and subsequently steered marketing activity 
towards “buy one get one free” to encourage 
customers to shop more frequently. 

Greater forecast accuracy is one of the 
benefits of modern technologies, as predictive 
analysis is refined through the use of big 
data. By using corresponding tools, such as 
modelling, and sophisticated IT systems to 
identify hidden patterns and interpret early 
signals, companies can anticipate future 
customer behaviours to inform their forward 
business plan with true knowledge. By 
understanding what the customer wants and 
is likely to want in the future, manufacturers 
can stay a step ahead in terms of meeting 
customer demand, with faster response times 
and shorter lead times. 



T H E O L I V ER W I G H T W H I T E  PA PER S ER I ES

5

Quality, not quantity 
Data quality is a major bugbear. A lot of 
high-level big data is built up from very small, 
everyday transactional data – such as bills of 
materials, inventories, production durations 
– and companies tend to not pay as much 
attention to its quality as they should. At  
Oliver Wight, one of our improvement 
techniques involves asking companies to 
validate their data to evaluate its true accuracy 
and more often than not, they find their data 
accuracy is just 5% to 15%. Subsequently, 
organisations either ‘fill in the gaps’ using 
intuition instead of statistics, or resources are 
wasted scrubbing the information before it can 
be aggregated and analysed. In a worst-case 
scenario, the data is used in its erroneous 
state with unfavourable consequences. 

Or, as one recent study indicates, the data 
is barely used at all; only 7% of external data 
is adequately sorted and just 1% is properly 
utilised within the system, because the quality 
of data is unuseable. Some system providers 
claim that ‘dirty’ data can be cleansed using 
machine-learning, but this is only possible if the 
data has minimal errors to begin with. If data 
accuracy is poor – which it often is – or even 
average, systems don’t yet have the capability 
to cleanse the data to an acceptable accuracy. 
Data is the basis for information, information 
leads to knowledge and knowledge enables 
good decision-making so if the fundamentals 
are lacking, this ultimately causes issues to 
ripple through the entire organisation. 

Identifying issues
In process-based industries, one of the proven 
benefits of advanced analytics is increased 
yield, whether through improved production or 
reduction of waste. Similarly, superior quality is 
a by-product of advanced analysis, as insights 
emerge as to exactly which parameters 
influence yield variation. For example, an FMCG 
company producing cakes for distribution to 
bakeries and supermarkets can use AI and 
analytics to identify the origins of issues, such 
as excessive cracking after baking. Analytics 
would determine if the problem was that the 
eggs were fridge-temperature as opposed 
to room temperature, or that production only 
beat the batter for one minute instead of three, 
causing the cake to rise, sink and then crack. 
By carefully pinpointing which processes are 
underperforming and using data to assess 
the effect of the varying factors on production, 
businesses can decide on a course of action 
as to how to best tackle issues which are  
either negatively affecting yield, or negatively 
affecting quality. 

As well as identifying issues to increase quality, 
yields can also be increased with the reduction 
of waste. One well-known manufacturer 
working with fresh produce is using infrared 
sensors to sort the bad apples from the good. 
Although bruised apples won’t make it onto 
the shelves, they can still be used for juicing 
if the flesh inside passes the quality test – 
beneficial for both the environment and the 
company’s shareholders.  

However, before the data analyst, comes the data scientist. The two roles are very different and 
shouldn’t be confused. Data is only useful if the insights it provides align with the strategic vision and 
the needs of the business. Data scientists help organisations determine what type of data is required 
and which functionality from IT systems is required to collect it. By taking a top-down approach and 
determining what the organisation needs prior to data collection and establishing parameters of the 
type of data extracted and analysed, data scientists filter the flow of information interpreted by the 
data analysts to include only relevant data. 
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Predict and plan 
Industry 4.0 and analytics identify the relationship between action and consequence, enabling 
organisations to improve performance and ultimately, improve their margins. And their use isn’t 
limited to just assessing the past; they can also predict the future. 

Predictive maintenance is one area where IoT, big data and analytics are making a significant impact; 
although it originated in the 1990s, the advent of advanced technology has meant that the 
capabilities of predictive maintenance have been ‘supercharged’, particularly in the manufacturing 
sector with smart factories becoming a reality. Unplanned downtime and poor maintenance can cost 
companies millions, but IoT-enabled sensors can detect when machinery needs a check-up, 
preventing the development of a more serious fault which would cause costly disruption. Not only 
does predictive maintenance identify errors missed by the human eye, but it also makes solely 
data-driven decisions to improve the lifespan of machinery, lower service costs and increase 
operational efficiency for healthier profits. 

Traceability and transparency 
It’s not just manufacturing that has been 
making the most of available technology – 
service providers are also investing, especially 
in blockchain. Accessible to hundreds of 
thousands of linked computers all over the 
world, every transaction is recorded on a block 
and multiple copies of the ledger, meaning 
records can’t be altered retroactively without 
the alteration of the subsequent blocks.  
This makes blockchain highly transparent. 
It’s also highly secure, as not only are the 
transactions and ledgers encrypted but 
because they aren’t contained in one central 
location, they don’t have a single point of 
failure for hackers to infiltrate.

Clearly, blockchain's attributes of security  
and transparency are hugely beneficial for 
organisations, particularly those with complex 
supply chains. Modern day supply chains are 
now incredibly elaborate, comprising dozens 
of components; production, procurement, 
logistics, sales, customers – to name a few – 
and with so many elements, tracking a 
product’s journey from start to finish can  
prove tricky.

By strengthening the traceability, in situations 
such as product recalls or quality problems, 
organisations can isolate the issue efficiently 
and accurately, minimising the cost of locating 
the root of the problem and limiting damage to 
a brand’s reputation. For example; Walmart 
plans to use blockchain to pinpoint the culprit 
in future food safety scares, and Nestlé is 
already using blockchain to track the provenance 
of food ingredients in a number of products.

Increased visibility is also appealing to the 
‘conscious consumer’, who wants to be 
certain that the products they’re purchasing 
have been ethically sourced and made. This  
is getting big billion-dollar organisations 
interested; Mastercard announced investment 
in blockchain to enable customers to trace 
where products are made – jeans, for example 
– and to allow them to tip the creator.
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Immaturity 
However; big data, IoT, blockchain, AI, Industry 
4.0 – it’s all advanced technology and the clue 
is very much in the name, with an emphasis 
on the advanced! A huge proportion of 
companies aren’t even at what Oliver Wight 
would call a ‘capable’ level. They haven’t 
reached the maturity to competently handle 
data, and they lack the co-ordinated approach 
across all functions to effectively utilise it. 
Consequently, the complexities, logistics 
and potential of these technologies aren’t 
being fully understood, let alone successfully 
implemented. In an attempt to tap into the 
trend, immature companies are investing in 
tools and tech which they don’t ultimately 
utilise. In the twenty-first century, organisations 
must spend time aligning technology with the 
plan for their business, or else risk making a 

very expensive mistake, both in terms of time 
and money. Just because the technology 
exists, it doesn’t mean that it is the right fit –  
or the right solution – for every business based 
on its current capabilites. 

And this applies to the data too; unless 
organisations dedicate time beforehand to 
understand what information they want, what 
purpose it’s going to serve and how they’re 
going to manage it, analytics becomes an 
exercise in futility. 
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People, processes and tools 
Despite Industry 4.0, IoT and AI offering so many benefits, most businesses – even the ones 
who have invested in the technology – are failing to extract the value from the data they’re 
collecting. A recent study cited that although 54% of companies in Europe are using Industry 
4.0, most of them have barely scratched the surface to tap into its true potential. We’ve already 
identified some of the reasons for this – inadequate data, lack of organisational maturity, the 
wrong technology and a shortage of the correct skillset – so, the question changes from why, 
to how can we solve it? 

And this is where Oliver Wight can help.

IBP is the drumbeat
To effect cultural transformation for digital 
adaptation, you need five things; a strategy, 
strategy deployment, architecture, integration 
and ultimately, smart solutions. Simple to 
say, but not so easy to do – unless you have 
a process. Led by senior management, 
implementing Integrated Business Planning 
(IBP) requires change management; 
implemented to its full potential, the process 
connects the strategy to the business plan 
and ensures the delivery of both, aligning 
company plans to help organisations provide 
for critical resources - people, equipment, 
infrastructure, materials, time and money - to 
effectively deploy the strategy. A true IBP 
process is primarily driven by the strategic 
goals of the organisation and the key targets 
contained within the business plan, which, in 
this scenario, is aided and enhanced by the 
integration of AI, Industry 4.0 and IoT. 

Advanced technology requires some pretty 
hefty prerequisites and advanced business 
capabilities; organisations need to master the 
basics before even considering the enhanced 
technologies of Industry 4.0. “Don’t run 
before you can walk” springs to mind! Part of 
Oliver Wight’s offering is an assessment which 
pinpoints where an organisation is in terms 
of maturity and determines its capability for 
accelerating improvement and driving the right 
decisions on technology and tool integration. 
Maturity level identified; the organisation can 
subsequently make decisions as to when and 
what technological tools they can introduce to 
align not only with their current capability, but 
also help to realise their strategic goals. 
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Establish intent 
An organisation’s strategy permeates 
throughout the entire network, affecting all 
subsequent decisions - including investment 
in technologies. Organisations must ask 
themselves, what results they want to achieve, 
so that the strategic vision can be determined. 
Generally all organisations will want to 
enhance the customer experience, optimise 
efficiency, innovate in terms of product 
development and be price-competitive, but 
different businesses will want to do these 
to different degrees. Big pharma is driven 
almost entirely by customer experience, 
whereas traditional manufacturing tends to 
focus on efficiency, and FMCG straddles 
the two. The reward is in finding the sweet 
spot between all four, but the risk lies in 
ineffective communication of strategic vision 
and ultimately, disjointed investment in the 
incorrect technologies that don’t support the 
business goals. 

Set a path for success
Strategic intent established, the next step is to 
delve into the background and define essential 
information which will shape the detailed 
design and deployment of the strategy. 
However, many organisations fail to define 
how they want to align accountabilities, how 
they want to run the business, how they want 
to view the information that will enable good 
decision-making and fail to incorporate the 
enterprise view of what the business requires. 
These considerations should ultimately define 
the data requirements and enhancements 
that are provided by advanced technologies. 
For many existing organisations, this means 
mapping out an entire change management 
process to enable the switch from current 
ERP-led systems, to digitised next-gen 
processes which can adequately incorporate 
Industry 4.0, IoT and analytics. 
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Cultivating the right environment to 
enable a top-down, bottom-up approach 
is fundamental, and companies need to 
recognise that people are the catalysts 
in inspiring transformation. In digital 
transformation, this is especially important: for 
a lot of businesses, the shift from experience-
intuition modes of working to data-driven 
models may mean structural reorganisation 
and how well companies evolve to adapt will 
impact their success long-term. Practically 
speaking, this requires nurturing digitally-
focused skills and new job roles that are 
critical in a digital world – such as the 
aforementioned data scientists and analysts.  
In high demand but in short supply, 
it’s estimated almost half of European 

organisations are struggling to fill data scientist 
roles. The demand for data analysis has 
skyrocketed in the last few years – Forbes 
estimates 90% of data has been generated 
in the last two years – but not enough people 
have been trained to meet this exponential 
demand and this is a challenge that 
organisations must be prepared to navigate,  
or risk stalling their success. There needs 
to be a cultural shift to embrace the era of 
advanced technology and a willingness to 
invest in the talent and training to make  
the investment in technology worthwhile.  
And for those who truly engage and invest,  
it can generate exciting opportunities for 
career development. 
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Training and Education 
Underpinning Oliver Wight’s 
transformative philosophies 
is the concept of people and 
behaviours, processes and tools.
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Conclusion  
Big tech has now become too big to ignore; it’s not an ‘if we should integrate IoT, Industry 
4.0, AI and big data’, but a ‘when?’ and crucially, ‘how?’. It’s already irrevocably affected the 
dynamics of multiple industries, and its influence is only going to accumulate as tech begins 
its shift towards machine and deep learning. 

Organisations need to have the capability to leverage these technologies effectively to create value, 
as well as to retain an advantage over their competitors by coalescing the multiple elements of tools, 
technology, maturity, capability and people into one integrated process. To extract the most value 
out of data, system providers and businesses will have to align themselves to build systems that offer 
organisations the capabilities they want and need. 

Kirsty Braines

Oliver Wight 

COO

Birgit Breitschuh 

Oliver Wight 
Partner

Authors



The information contained within is proprietary to Oliver Wight International and may not be modified, reproduced, distributed or utilised in any manner in whole or  

in part, without the express prior written permission of Oliver Wight International.

About Oliver Wight

When you talk to Oliver Wight about improving your business, we’ll assume  
you want results, not just better processes – things like increased revenues  
and margins and greater market share. If you have the ambition, it is possible  
to make improvements that truly transform the performance of your organization  
and create more fulfilling roles for the people within it. We believe this can only be 
delivered by your own people. So, unlike other consultancy firms, we transfer our 
knowledge to you; knowledge that comes from over 50 years of working with some  
of the world’s best-known companies.

Oliver Wight has a long-standing 
reputation for innovation and we 
continually challenge the industry 
status quo, so you always get the  
latest in new thinking. Your Oliver Wight 
partners will use their real-world 
experience to ensure your people, 
business processes and technology 
are fully aligned and integrated right 
across your organization.

They will coach, guide and inspire your 
people to drive change throughout 
your organization, allowing you 
to create a culture of continuous 
improvement and innovation that 
simply becomes for you ‘the way we 
do things around here’. It’s a proven, 
sustainable approach that will deliver 
results straight to the bottom line.
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