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Foreword
In today’s boardrooms, manufacturing leaders are bombarded
with buzzwords like “digital twin”, “industry 5.0” and
“generative AI-driven analytics”. These terms have become the
modern-day snake oil, promising revolutionary changes without
addressing the fundamental question: “What real, measurable
value do they bring to our business?”

We’ve reached a point where the
race isn’t to improve operations or
sustainability outcomes but to see
who can drop the latest buzzword
first. It’s time to ask ourselves: are
we transforming our businesses or
just getting lost in the noise?

In recent months, we have been
discovering a worrying trend with
the manufacturing leaders we are
talking to. They are sitting through
yet more meetings where their
vendors or consulting partners pitch
“Industry n.0 solutions” or AI. They
nod along, but behind the polite
expressions, they’re all thinking,
“How will this actually help us
improve our operations, reduce
waste, lower costs or meet our
sustainability targets?” After the
meeting, the executive is left with a

stack of glossy presentation slides
and flyers and a vague sense of
urgency to “keep up”, yet no closer
to understanding how these
buzzwords translate to tangible
improvements on the factory floor
and in their day-to-day operations.

This disconnect is the real threat to
digital transformation: not the
technology, but the empty promises
behind the jargon. It’s time for a
change in approach.

In this guide, we look at how
manufacturing businesses can start
to move from buzzwords to benefits
in a practical and achievable way,
and how they should be raging
against the buzzword machine!

Nick Leeder

Founder, Nick Leeder & Co Limited

From Buzzwords to Benefits Guide Foreword
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How do we turn buzzwords into benefits?

A note on “Industry n.0”

We say Industry n.0, as it could be Industry 4.0 or Industry 5.0 depending
on the day of the week or the wind direction.

From Buzzwords to Benefits Guide Foreword
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How did we arrive at buzzword bingo?
In the relentless push towards digital transformation, the
manufacturing industry finds itself at a crossroads as the
global economies start to recover.

Terms like “smart factories”,
“predictive maintenance” and
“machine learning” have become
staples in boardroom discussions,
often touted as the silver bullets for
operational challenges. Yet, amid this
technology-driven frenzy, a critical
element is frequently overlooked: the
“why” behind these transformations.

For manufacturing and sustainability
leaders, the real value of digital
transformation lies not in the
technologies themselves, but in the
tangible outcomes they deliver:
outcomes such as enhanced
operational efficiency, reduced
environmental impact, improved
product quality and greater
resilience in supply chains. Focusing
solely on the “what” (the
technologies) without a clear

understanding of the “why” (the
business benefits) leads to
investments that are misaligned with
strategic goals, wasted resources
and missed opportunities.

This guide argues that the
conversation must shift from a
preoccupation with the latest shiny
technological trends to a purposeful
dialogue about the outcomes these
technologies are intended to
achieve. By centring discussions on
measurable benefits and use cases,
manufacturing leaders can navigate
the digital transformation landscape
with clarity and intent, ensuring that
every technological investment
drives meaningful progress towards
their business and sustainability
objectives.

From Buzzwords to Benefits Guide How did we arrive at buzzword bingo?

Ref: from-buzzwords-to-benefits-digital-transformation-guide 6 (43)

© Nick Leeder & Co Limited 2024. Registered in England and Wales no. 14066763. Registered office: 37 Great Pulteney Street, Bath BA2 4DA.



Executive summary
In today’s manufacturing world, buzzwords like “AI” and “IoT”
won’t drive real progress. Only measurable outcomes will.

To unlock the true value of digital
transformation, it’s crucial to shift
focus from technology hype to
achieving tangible results like
improved efficiency, reduced costs
and enhanced product quality. This
guide shows you how to move
beyond buzzwords and turn digital
initiatives into powerful, outcome-
driven strategies for success.

The manufacturing industry is at a
critical crossroads where digital
transformation is no longer optional,
but essential for staying competitive
in an increasingly digital world. Yet
many companies find themselves
bogged down by buzzwords (“IoT”,
“AI”, “Industry 4.0”) and struggle to
connect these concepts to real
business benefits. This guide takes a
practical approach, designed to help
manufacturing business leaders cut
through the noise and focus on what
really matters: achieving meaningful,
measurable outcomes through
digital transformation.

It all starts with understanding your
“why”. Without a clear purpose,
digital initiatives risk becoming
expensive distractions rather than
tools for driving strategic change.
This guide emphasises the
importance of uncovering your
organisation’s true drivers for
transformation, whether it’s reducing

downtime, improving efficiency,
enhancing product quality or
achieving sustainability goals. By
focusing on these specific outcomes,
you can prioritise the initiatives that
will deliver the most value to your
business.

Once the “why” is clear, the next
step is connecting the potential
benefits of digital transformation to
specific, measurable outcomes.
Technology alone doesn’t drive
success: how you use it does. This
guide explains how to link digital
investments to key performance
indicators (KPIs) that track progress,
enabling you to adjust and refine
your strategy as needed. Whether
you’re looking to cut costs, increase
efficiency or improve product
quality, you’ll learn how to align
digital tools with your business goals
for maximum impact.

Stakeholder alignment is crucial to
any transformation journey, and one
of the biggest challenges
manufacturers face is getting
everyone, from leadership to
frontline workers, on the same page.
This guide offers actionable
strategies to shift the conversation
from buzzwords to outcomes,
ensuring that your entire team is
committed to a shared vision. With
early engagement and clear

Outcome-focused digital transformation

An outcome-focused digital transformation starts with the business
problem and the measurable result you need, then chooses the technology
that delivers it, rather than adopting technology for its buzzword appeal.

From Buzzwords to Benefits Guide Executive summary
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communication, you’ll reduce
resistance, build trust and create a
culture that embraces change.

Of course, no transformation is
without its challenges. From
resistance to change, to difficulties
in measuring success, to the
constant evolution of new
technologies, the obstacles can be
daunting. We walk you through the

common pitfalls and provide
strategies for overcoming them.
You’ll learn how to implement
feedback loops, foster a culture of
innovation and stay adaptable in the
face of shifting market dynamics, all
while ensuring your transformation
efforts remain aligned with your
long-term business objectives.

Ultimately, this guide offers a roadmap for moving beyond buzzwords and
implementing a digital transformation that truly drives results. Dive into the
following chapters to explore these concepts in depth, and take the next step
towards a smarter, more agile manufacturing future.

The key ingredients to move from buzzwords to benefits

Focus on the “why”: uncover the true drivers for your transformation./

Connect benefits to outcomes: link every digital investment to KPIs./

Align stakeholders: get everyone, from the boardroom to the shop floor,
behind a shared vision.

/

Overcome challenges: use feedback loops, a culture of innovation and
adaptability.

/

From Buzzwords to Benefits Guide Executive summary
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01
The problem with buzzwords in
manufacturing
Chasing buzzwords without a clear purpose is like throwing
darts in the dark.

In a world obsessed with digital buzzwords like “IoT”, “AI” and
“Industry 4.0”, it’s easy to get swept up in the excitement of the
latest technological trends. Most manufacturers end up with
shiny new tools that deliver little value because they’ve lost
sight of the outcomes that really matter. This section will
challenge you to stop chasing trends and start focusing on the
real results your business needs, before your competition beats
you to it.

In today’s fast-paced, technology-
driven world, manufacturing leaders
are constantly bombarded with
buzzwords such as “Industry 4.0”,
“IoT” and “AI”. These terms, though
useful in capturing attention, often
obscure the real purpose of digital
transformation: achieving tangible
business outcomes. As catchy as
they are, buzzwords can create more
confusion than clarity, leaving
manufacturers chasing the latest
trends without truly understanding
how these technologies can be
effectively integrated into their
operations.

The prevalence of buzzwords in
manufacturing

Buzzwords like “Industry 4.0” have
dominated manufacturing
discussions for years. “Industry 4.0”
refers to the fourth industrial
revolution, characterised by smart

factories that use digital
technologies like automation, data
analytics and interconnected
systems. More recently, “Industry
5.0” has emerged, adding concepts
of human-centric and sustainable
manufacturing into the mix. While
these ideas sound futuristic and
innovative, they often remain
abstract, making it difficult for
leaders to see their practical
application within their specific
business context.

For example, a study highlighted that
while over 70% of manufacturers had
invested in Industry 4.0 technologies,
only a small fraction reported
significant improvements in
operational performance (Baur and
Wee, 2015). This discrepancy
underscores the risk of focusing on
buzzwords without aligning them
with measurable, strategic goals.

From Buzzwords to Benefits Guide 01  The problem with buzzwords in manufacturing
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How do you filter through the buzzwords to what matters in manufacturing?

How buzzwords overshadow real
business benefits

The real issue with buzzwords in
manufacturing is not their existence
but the way they dominate
conversations. The terms themselves
are often used as proxies for
success, which shifts attention away
from the specific, measurable
outcomes that digital transformation
should achieve. When manufacturers
focus too much on adopting “IoT” or
“AI” technologies without
understanding how these tools
contribute to operational excellence,
the benefits, such as improved
efficiency, reduced downtime or
better sustainability practices,
become secondary.

This approach leads to significant
misalignments between technology
investments and business goals. For
instance, a company may invest in
IoT sensors to track equipment
performance without a clear
strategy for how this data will be
used to reduce downtime. Without
aligning these investments to
specific outcomes like decreasing

equipment failure rates or reducing
energy consumption, these
technologies often remain
underused, offering limited value for
the business.

The risks of focusing on buzzwords

Buzzword-driven decision-making
can lead to several challenges:

Misalignment with business goals.
Investments in technology that do
not support strategic objectives can
divert resources from more impactful
areas. This misalignment often
occurs when decisions are driven by
the latest trends rather than a clear
understanding of how the
technology aligns with the
company’s specific goals. For
instance, implementing a new
analytics platform might seem
innovative, but if it doesn’t integrate
with existing systems or address
core business challenges, it can
become more of a hindrance than a
help.

Underused technologies. Without
clear plans for driving specific
outcomes, technologies often

From Buzzwords to Benefits Guide 01  The problem with buzzwords in manufacturing
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become expensive, complex tools
that add little value. This underuse
not only squanders financial
investments but also contributes to
organisational complexity, making it
harder for employees to adopt and
use these technologies effectively.
Imagine a sophisticated robotics
system installed on a factory floor
but not fully used because the
workforce lacks the training or the
system lacks integration with
existing processes.

Change fatigue. Continuous digital
initiatives that seem disconnected
from real-world improvements can
lead to employee resistance or
apathy. Change fatigue is a common
challenge in organisations
undergoing transformation, where
the workforce feels overwhelmed by
constant shifts in technology that
seem to offer only some immediate
and clear benefits. This fatigue can
lead to disengagement, reduced
morale and a lack of buy-in for future
projects.

Wasted resources. Financial and
time investments in ineffective
technologies can detract from

initiatives that matter. Beyond the
immediate financial costs, there’s an
opportunity cost associated with
misguided technology investments:
resources that could have been
better spent on initiatives with
clearer paths to improving
operational efficiency, reducing
costs or enhancing customer
satisfaction.

Example of avoiding buzzwords
and focusing on outcomes

One case that highlights the
importance of moving beyond
buzzwords is Bosch’s approach to
digital transformation. Instead of
jumping on the Industry 4.0
bandwagon for the sake of it, Bosch
focused on a specific outcome:
reducing equipment downtime. By
integrating a tailored IoT platform,
Bosch achieved a 15% reduction in
downtime across their factories,
saving millions annually. Their
approach centred on solving a
defined problem, rather than
adopting the technology for its
buzzword appeal (Bosch, 2020).

From Buzzwords to Benefits Guide 01  The problem with buzzwords in manufacturing
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Immediate steps

To avoid the pitfalls of buzzword-driven strategies, manufacturing and
sustainability leaders can take these immediate steps:

By focusing on real outcomes rather than buzzwords, manufacturers can
ensure that their digital transformation efforts are purpose-driven and
impactful rather than just trendy.

Start with the problem, not the technology. Define the operational
challenges you aim to solve before selecting a technology solution. Ask
yourself how a particular technology will enhance efficiency, reduce
costs or contribute to sustainability.

/

Align technology investments with clear business outcomes. Ensure
that every technology investment has a direct and measurable business
goal, such as reducing downtime, improving product quality or
enhancing energy efficiency.

/

Measure and adjust. Establish KPIs for every digital initiative. Regularly
measure progress, and if a technology isn’t delivering the expected
results, don’t hesitate to adjust your strategy.

/

From Buzzwords to Benefits Guide 01  The problem with buzzwords in manufacturing
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02
Understanding the “why” behind digital
transformation
Without a clear “why”, even the most advanced technologies
are little more than expensive distractions.

Why are you really pursuing digital transformation? If your
answer is “because everyone else is”, you’re on the fast track
to failure. In this section, we’ll dive into how you can pinpoint
the true drivers behind your transformation efforts, whether it’s
cutting costs, boosting quality or achieving sustainability, so
that every move you make is backed by a strategic purpose.

While buzzwords like “IoT” and “AI”
can easily capture attention, the real
success of digital transformation lies
in understanding the underlying
“why” behind adopting these
technologies. As discussed earlier,
chasing the latest tech trends
without clear objectives can lead to
wasted investments and underused
tools. Now, let’s delve into the
importance of defining your “why”:
the specific business challenges or
opportunities you aim to address
through digital transformation.

The importance of knowing the
“why”

In the rush to embrace digital
transformation, many manufacturing
companies focus on acquiring
cutting-edge technologies to future-
proof their operations. However,
without a clear understanding of the
reasons behind this adoption, the
benefits of digital tools remain

elusive. The true value of digital
transformation lies not in the
technology itself, but in the business
outcomes it enables.

For manufacturing leaders,
understanding the “why” means
identifying the operational issues or
strategic opportunities that new
technologies can solve. Whether it’s
reducing operational costs,
enhancing product quality or
improving supply chain resilience, a
well-defined “why” ensures that
digital initiatives are purposeful and
directly contribute to long-term
success. For instance, a
manufacturing company struggling
with production bottlenecks may
focus its efforts on predictive
maintenance, using data-driven
insights to prevent equipment
failures and reduce downtime, rather
than investing in generalised IoT
platforms without clear goals.

From Buzzwords to Benefits Guide 02  Understanding the “why” behind digital transformation
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Why do you need digital transformation in your operations?

Examples of success by focusing
on the “why”

Predictive maintenance in
automotive manufacturing. A large
automotive manufacturer was
experiencing frequent unplanned
downtime, which significantly
affected production schedules and
costs. Instead of investing in IoT
sensors simply because they were
popular, the company identified its
“why”: reducing downtime and
extending equipment life. By
implementing predictive
maintenance technology that used
real-time data and machine learning
algorithms to anticipate equipment
failures, the company achieved a
20% reduction in downtime, saving
millions in maintenance costs. This
example highlights how
understanding the “why” can lead to
targeted, impactful outcomes.

Sustainability through smart energy
management. A chemical
manufacturing firm was committed
to reducing its carbon footprint as
part of its broader sustainability
goals. Rather than adopting generic

“smart factory” solutions, the
company identified a specific “why”:
optimising energy usage to lower
emissions and energy costs. By
implementing a smart energy
management system that monitored
and controlled energy consumption
across its facilities, the company cut
energy costs by 15% and
significantly reduced its
environmental impact. This focus on
a clear outcome, sustainability,
demonstrates the power of aligning
technology with business objectives.

Improving supply chain resilience
with digital twins. A global
electronics manufacturer faced
inefficiencies in its supply chain,
which hindered its competitive edge.
Instead of adopting digital twin
technology simply because it was
trending, the company asked “why”:
to improve supply chain visibility and
agility. By deploying a digital twin, a
virtual replica of the supply chain,
the company simulated various
scenarios to predict disruptions and
optimise logistics in real time. This
resulted in a 25% improvement in
delivery times, showcasing the

From Buzzwords to Benefits Guide 02  Understanding the “why” behind digital transformation
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benefits of focusing on strategic
outcomes over trendy technologies.

The power of an outcome-oriented
mindset

An outcome-oriented mindset is
critical for driving meaningful results
from digital transformation. Rather
than focusing on technology first,
outcome-oriented manufacturers
start by asking, “What are the
specific problems we need to solve?”
or “What strategic goals are we
aiming to achieve?” This clarity of
purpose not only guides every
decision but also ensures that
technology investments are fully
aligned with the company’s long-
term vision.

By adopting this approach,
manufacturers can achieve several
key benefits:

Learning from Toyota’s lean digital
transformation

Toyota’s success in digital
transformation is a prime example of
understanding the “why”. Rather
than adopting Industry 4.0
technologies just for the sake of it,
Toyota identified that reducing
waste in production processes was
its primary goal. By integrating AI
and IoT into its existing lean
manufacturing practices, the
company was able to further reduce
waste, improve production efficiency
and maintain its commitment to
high-quality, sustainable operations
(Toyota, 2020). This focus on
reducing waste exemplifies how a
clear “why” can guide meaningful
transformation efforts.

Alignment with business strategy:
understanding the “why” ensures
that digital transformation
supports core objectives like
operational efficiency,
sustainability or customer
satisfaction. This makes
technology investments more
strategic and integrated into
broader business goals.

/

Measurable improvements: when
the “why” is clear, it’s easier to

/

define success metrics and track
the impact of digital initiatives.
This approach enhances
accountability and ensures that
investments yield the desired
returns.

Increased stakeholder buy-in:
tying digital initiatives to
meaningful business outcomes
fosters greater buy-in from
employees and stakeholders, who
are more likely to support
changes that improve their roles
and the company’s success.

/
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Immediate steps

Manufacturing leaders who want to ensure the success of their digital
transformation should focus on the following actions:

By focusing on the “why” behind digital transformation, manufacturing
leaders can ensure that their digital efforts lead to real, measurable
improvements that drive long-term success.

Define your business challenges first. Before considering any new
technology, identify the specific challenges you want to solve, whether
it’s reducing downtime, improving sustainability or optimising your
supply chain.

/

Set clear success metrics. For every digital initiative, define measurable
outcomes such as reduced production costs, improved quality or
enhanced customer satisfaction. Track these metrics consistently.

/

Align digital initiatives with strategic goals. Make sure every technology
investment supports your long-term objectives. If it doesn’t, reconsider
its relevance to your business.

/
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Benefits of an outcome-focused approach
Digital transformation that isn’t tied to outcomes is nothing
more than a glorified tech upgrade.

If you’re not seeing clear improvements in productivity, cost
savings or product quality, then what’s the point? This section
uncovers how focusing on outcomes, rather than tech for
tech’s sake, ensures that your transformation initiatives
actually pay off.

Understanding the “why” behind
digital transformation is crucial for
ensuring that technology
investments yield meaningful
outcomes. Once manufacturers have
clarified their purpose, they can fully
capitalise on the benefits of an
outcome-driven approach. By
focusing on specific business
objectives, such as improving
efficiency, reducing costs or
enhancing safety, manufacturers
can drive more strategic and
impactful transformations.

Driving improvements in
productivity and efficiency

One of the most significant
advantages of an outcome-focused
digital transformation is its direct
impact on productivity and
efficiency. When digital initiatives are
anchored to specific goals, such as
reducing cycle times, minimising
waste or optimising resource usage,
manufacturers create a roadmap
that prioritises high-impact
initiatives. For instance, by using
data analytics to streamline
production processes,
manufacturers can identify
bottlenecks, predict maintenance
needs and optimise workflows. This

boosts productivity and enhances
overall operational efficiency,
allowing companies to produce more
with fewer resources and deliver
products to market faster.

By focusing on outcomes,
manufacturers avoid introducing
unnecessary complexity. Instead,
digital technologies become
enablers of process improvement.
For example, real-time monitoring
and automation, driven by specific
performance metrics, reduce manual
interventions, lower error rates and
enhance throughput. This leads to a
more efficient and competitive
manufacturing operation.

Achieving cost savings through
goal-driven transformations

Cost savings are another key benefit
of an outcome-focused digital
transformation. By setting clear
goals, companies can avoid wasting
resources on technologies that do
not directly support their strategic
objectives. This approach
emphasises cost-effectiveness,
ensuring that every pound spent
contributes to reducing energy
consumption, lowering inventory
costs or minimising downtime.
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For instance, a manufacturer aiming
to reduce energy costs might
implement an energy management
system that provides insights into
power usage and identifies
inefficiencies. This targeted
approach helps the company
achieve substantial savings while
simultaneously contributing to its

sustainability goals. Similarly, by
setting cost-reduction targets
related to waste minimisation or
supply chain optimisation,
manufacturers can use data-driven
strategies to reduce excess material
usage, streamline logistics and lower
production costs.

What will drive the outcomes in your operations?

Enhancing product quality

An outcome-driven approach also
improves product quality and
consistency, factors critical for
maintaining customer satisfaction
and brand reputation. When digital
transformation is focused on
outcomes like defect reduction and
tighter quality control,
manufacturers can use technologies
like machine learning to detect
patterns that lead to defects and
make adjustments before issues
arise. Automated quality checks and
predictive maintenance can ensure
that products consistently meet
required standards, reducing costly
recalls and rework.

In the automotive industry,
companies like BMW have employed
advanced quality analytics to
identify production flaws early. By
focusing on reducing defects as a
primary outcome of digital
transformation, BMW was able to
improve product quality by 30%
while also enhancing customer
satisfaction (BMW, 2021). This
example demonstrates the power of
aligning digital tools with specific
quality goals.

Prioritising safety in digital
transformations

Safety is often overlooked in digital
transformation initiatives, yet it
should be a key objective in any
outcome-focused strategy. By
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setting safety-related goals,
manufacturers can use technologies
that proactively manage risks and
create safer work environments.
Wearable technology that monitors
worker health or AI-driven systems
that detect unsafe conditions in real
time can help manufacturers reduce
workplace injuries and ensure
regulatory compliance.

For example, an oil and gas company
used AI-powered monitoring systems
to detect unsafe equipment
conditions and potential hazards.
The focus on safety as an outcome
led to a 40% reduction in workplace
accidents and contributed to a safer
and more compliant environment
(ExxonMobil, 2020).

Boosting workforce engagement
and morale

A clear focus on outcomes not only
drives efficiency and safety but also

positively affects workforce
engagement and morale. Employees
are more likely to embrace digital
transformation when they see how
these initiatives improve their daily
tasks, enhance safety or contribute
to the company’s overall success. By
involving employees in the design
and implementation of digital tools,
companies ensure that technologies
meet real-world challenges on the
factory floor, fostering ownership
and higher adoption rates.

For example, General Electric (GE)
involved its employees in its digital
transformation by providing training
and support for new tools aimed at
improving workplace safety and
efficiency. By aligning digital
transformation with the workforce’s
needs and concerns, GE increased
job satisfaction and reduced
employee turnover by 15% (GE,
2022).

Outcomes from the examples in this guide

15%
less downtime at
Bosch
Bosch, 2020

30%
better product
quality at BMW
BMW, 2021

40%
fewer workplace
accidents
ExxonMobil, 2020

15%
lower employee
turnover at GE
GE, 2022
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Immediate steps

Manufacturers can immediately start realising the benefits of an outcome-
driven approach by implementing the following steps:

By focusing on outcomes rather than technologies, manufacturing
companies can ensure that digital transformation drives real, measurable
improvements that align with their long-term business goals.

Set specific business goals for each initiative. Before adopting any new
technology, define clear outcomes, such as reducing costs, improving
safety or increasing quality, that align with your company’s strategic
objectives.

/

Measure progress and impact. For every digital initiative, set
measurable KPIs and monitor them closely to ensure that the
technology is delivering on its intended outcomes.

/

Engage employees in the transformation. Involve employees in the
design and deployment of new technologies to ensure they are relevant,
user-friendly and effective in solving real challenges on the production
floor.

/
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04
Shifting the conversation for your digital
transformation
Get everyone, from the shop floor to the boardroom, talking
about real results, not buzzwords.

How often do your team meetings end up being about which
technology to implement next, without asking why it’s needed
in the first place? This mindset is killing your chances of
successful transformation. Shifting the conversation from
technology to outcomes is the key to unlocking the true value
of your digital initiatives.

Building on the benefits of an
outcome-focused approach to
digital transformation, the next
critical step is to shift the internal
and external conversations from
technology buzzwords to meaningful
outcomes. Many digital
transformation efforts fail not
because of poor technology choices
but because they lack clarity in their
goals and alignment across the
organisation. Successful digital
transformation demands a
structured plan that engages
stakeholders, sets clear objectives
and emphasises ongoing learning
and adoption. Here’s how
manufacturing leaders can pivot the
conversation towards achieving real
business results.

Engaging stakeholders to align on
outcomes

The first step in shifting the
conversation is engaging all relevant
stakeholders in discussions about
the goals and expected outcomes of
your digital transformation. This
process should involve a diverse
group, including executives,

operations managers, IT specialists,
frontline workers and sustainability
leaders. Each group brings unique
insights into the challenges and
opportunities the company faces,
making it essential to include them in
shaping the transformation’s
objectives.

Collaborative workshops and
strategy sessions are particularly
useful for building a shared
understanding of what success looks
like. During these sessions, it’s
important to move beyond
discussions of “what technologies to
implement” and instead focus on
defining specific outcomes, such as
increasing operational efficiency,
improving safety or reducing
environmental impact. By aligning
the organisation around these goals,
you ensure that a shared vision will
guide digital transformation efforts.

For example, a global electronics
company successfully navigated its
transformation by involving all
departments in strategy sessions to
align on a primary outcome:
reducing time to market for new
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products. By focusing on this
outcome, the company implemented
digital tools that shortened design
cycles by 20%, an accomplishment
that stemmed from strong
stakeholder engagement (Electronics
Weekly, 2021).

Setting clear, measurable
objectives

Once stakeholder alignment is
achieved, the next step is translating
the broad outcomes into specific,
measurable objectives. Without clear
targets, even the best-intentioned
transformation efforts can lose
direction. Measurable objectives
provide clarity on what the
organisation is working towards and
how success will be defined.

A widely recognised framework for
setting objectives is the SMART

criteria: specific, measurable,
achievable, relevant and time-bound.
For example, instead of setting a
vague goal like “adopt automation”,
a clearer objective would be “reduce
manual production errors by 10%
within six months by automating
quality checks”. This specificity not
only provides a concrete goal but
also establishes a timeline and
success metric.

In another case, Toyota set the
specific objective of improving
factory output by 15% through better
integration of automated processes.
By defining clear KPIs around
production efficiency, Toyota was
able to track progress and ensure
that the transformation delivered
measurable improvements (Toyota,
2021).

Have you created continuous feedback in your transformation?

Creating continuous feedback and
adaptation mechanisms

Digital transformation is not a one-
time event, but an ongoing process
that requires continuous monitoring
and adjustment. Establishing

feedback mechanisms ensures that
your transformation remains aligned
with business goals and adapts to
evolving challenges. By regularly
assessing performance against
established objectives,
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manufacturers can identify areas for
improvement and course-correct as
needed.

Regular check-ins, data-driven
dashboards and performance
reviews provide real-time insights
into how well transformation efforts
are meeting the desired outcomes.
Involving stakeholders in this
feedback loop ensures that insights
from the shop floor, operational
management and leadership are
continuously integrated into
decision-making.

For instance, a leading aerospace
manufacturer employed a
continuous review process for its
digital initiatives, regularly collecting
feedback from operations teams.
This iterative approach allowed the
company to adjust its automation
processes, resulting in a 12%
productivity boost within a year
(Aerospace Manufacturing, 2020).

Training the workforce for
transformation success

A crucial, often overlooked, element
of shifting to an outcome-driven
approach is workforce training.
Without a properly trained workforce,
even the best digital initiatives can
falter. Training programmes should
address the technical skills required
for new tools and emphasise the
broader business outcomes the
transformation aims to achieve. This
alignment helps employees
understand how their roles are
evolving and how they contribute to
the company’s success.

Successful transformation efforts
invest heavily in educating their
workforce. For example, Siemens

launched a comprehensive digital
training programme alongside its
transformation, focusing not only on
technical skills but also on how each
employee’s work contributes to the
overall goals of improved
productivity and sustainability
(Siemens, 2021). This holistic training
approach boosted employee buy-in
and improved the success rate of
their digital initiatives.

Aligning with technology and
consulting partners

Manufacturers should also ensure
that their technology and consulting
partners are aligned with their
outcome-driven strategy. Instead of
working with vendors that focus
solely on selling technology, it’s
crucial to collaborate with partners
who understand your business
challenges and are committed to
helping you achieve your specific
goals.

When selecting partners, prioritise
those who demonstrate flexibility
and a clear understanding of your
industry’s unique needs. Successful
collaborations require continuous
communication and regular reviews
to ensure that all parties remain
aligned towards shared objectives.

For example, Rolls-Royce worked
closely with its digital technology
partners to ensure that new data
analytics tools would help meet its
primary objective: improving engine
efficiency and reducing downtime.
By maintaining a focus on outcomes,
Rolls-Royce was able to enhance the
reliability of its engines and provide
greater value to its customers (Rolls-
Royce, 2021).
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Immediate steps

To begin shifting the conversation towards outcomes, manufacturing
leaders can take these immediate steps:

By making outcomes the central focus of your digital transformation
strategy, you can ensure that every decision, investment and initiative is
directly aligned with delivering measurable business results.

Engage stakeholders in defining success. Hold cross-functional
workshops to align on the specific business outcomes that digital
transformation should deliver, such as improved efficiency, cost
reduction or enhanced safety.

/

Set clear, measurable objectives. Establish specific and measurable
goals (using SMART criteria) for each digital initiative, ensuring that all
stakeholders understand what success looks like.

/

Implement continuous feedback mechanisms. Use real-time data
dashboards, regular performance reviews and stakeholder feedback
loops to monitor progress and make necessary adjustments throughout
the transformation process.

/
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Overcoming challenges in outcome-focused
transformation
Failures often have nothing to do with the technology itself.

Let’s be honest: digital transformation isn’t easy. The road is
littered with failed attempts, broken promises and half-hearted
initiatives. The real issue? Resistance to change, misaligned
objectives and a lack of adaptability. In this section, we’ll
confront the biggest challenges head-on and give you the
strategies you need to overcome them.

While shifting the focus of digital
transformation from technology to
outcomes provides clear
advantages, it also presents a
unique set of challenges for
manufacturers. These challenges
include ingrained habits that
prioritise technology, resistance
from stakeholders, difficulties in
measuring success and the need to
remain adaptable in a rapidly
evolving technological landscape.
However, with a strategic and
outcome-driven approach, these
obstacles can be effectively
addressed, ensuring a smoother and
more impactful transformation.

Common challenges in shifting
focus from technology to
outcomes

One of the most significant hurdles
in digital transformation is moving
beyond a technology-centric
mindset. Many manufacturing
organisations approach digital
transformation as a race to adopt
the latest tools, such as AI, IoT and
automation, without fully
understanding how these
investments align with their broader

strategic goals. This often leads to
misaligned priorities, wasted
resources and technology
implementations that fail to deliver
meaningful results.

Resistance from stakeholders is
another frequent challenge.
Executives might hesitate to shift the
focus from tangible technologies to
less immediately obvious outcomes,
while frontline employees may fear
that digital initiatives could disrupt
their roles or require them to learn
new skills. This resistance often
stems from a lack of understanding
about the benefits of outcome-
focused transformations or a general
discomfort with change.

Overcoming resistance from
stakeholders

To overcome resistance from
stakeholders, it is crucial to involve
them early in the transformation
process and maintain open,
transparent communication. A key
strategy is to clearly articulate how
digital transformation aligns with the
company’s broader strategic
objectives, whether it’s improving
operational efficiency, enhancing
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product quality or meeting
sustainability goals. By framing the
transformation in terms of business
value rather than focusing solely on
technology adoption, stakeholders
are more likely to see the bigger
picture and understand the
importance of focusing on outcomes.

For instance, Volvo successfully
navigated this challenge by using
real-world examples to show how
digital tools improved safety and
reduced production costs. The
company involved employees from
all levels in workshops and strategy
discussions, allowing them to voice
concerns and contribute ideas. This
inclusive approach significantly
reduced resistance and improved the
adoption of new technologies,
helping the transformation to gain
momentum (Volvo, 2020).

Additionally, companies can address
specific concerns by providing
training and career development
opportunities. Offering clear
pathways for upskilling not only
reassures employees about their
future roles but also highlights how
transformation can positively affect
their daily tasks, whether by
reducing manual work, improving
safety or creating new growth
opportunities.

Measuring the success of
outcome-focused transformations

Measuring the success of outcome-
focused digital transformations is
critical for validating the impact of

these initiatives and fostering the
behavioural changes needed to
sustain them. Traditional methods of
measuring success, such as tracking
the number of technologies
implemented or the speed of
deployment, are insufficient for
outcome-driven efforts. Instead,
success should be measured based
on achieving specific business
outcomes, whether it’s improving
operational efficiency, reducing
downtime or enhancing product
quality.

Manufacturers can achieve this by
developing key performance
indicators (KPIs) that are directly
tied to their desired outcomes. Data
analytics tools can help track
performance against these KPIs in
real time, offering valuable insights
into where adjustments might be
needed. For example, a
manufacturing company aiming to
reduce its carbon footprint could
track energy consumption and
emissions reductions as key metrics
for measuring the success of its
digital transformation.

Schneider Electric provides an
example of how well-defined KPIs
can drive transformation success. By
focusing on specific goals, such as
reducing downtime and improving
energy efficiency, Schneider Electric
was able to track progress
continuously and adjust strategies
based on real-time data (Schneider
Electric, 2021).
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Can you remain agile and adaptable to new technologies and ideas?

Staying adaptable amid
technological advancements

Digital transformation is not a one-
time project, but an ongoing journey
that requires adaptability and
flexibility. As new technologies
emerge and market conditions
change, manufacturers must remain
agile, adjusting their strategies and
exploring new opportunities as they
arise. This adaptability ensures that
transformation efforts continue to
deliver value and remain aligned with
the company’s strategic goals over
time.

Fostering a culture of continuous
learning and innovation within the
organisation is essential for
maintaining this flexibility. Pilot
programmes, innovation labs and
cross-functional teams can help
companies explore new technologies

and test their impact on business
outcomes before fully implementing
them. For instance, Siemens adopted
a continuous learning and
experimentation approach to test
emerging technologies in pilot
programmes, ensuring that they
could respond quickly to
technological advancements while
minimising disruption (Siemens,
2021).

In addition to fostering innovation,
staying informed about industry
trends and emerging technologies is
crucial. Manufacturers must regularly
monitor their competitive landscape,
attend industry forums and
collaborate with technology partners
to stay ahead of the curve. This
enables them to capitalise on new
opportunities and pivot strategies
when necessary.
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Immediate steps

To overcome the challenges of outcome-focused digital transformation,
manufacturing leaders can take the following immediate steps:

By addressing these challenges head-on, manufacturing companies can
ensure that their digital transformation efforts deliver sustainable, long-
term value.

Involve stakeholders in the process. Engage stakeholders early and
maintain clear, ongoing communication about the goals and benefits of
digital transformation.

/

Define and measure success. Establish KPIs tied to specific business
outcomes and use data analytics to track progress and adjust
strategies as needed.

/

Stay flexible and adaptable. Foster a culture of continuous learning and
experimentation and remain responsive to emerging technological
trends and market shifts.

/
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Conclusion: leading the way to create your
future-ready manufacturing business
Manufacturing is undergoing a profound shift, where digital
transformation is no longer just about adopting the latest
technologies but about embedding them in ways that
fundamentally improve business outcomes.

The future of manufacturing is bright for those who
understand that digital transformation is more than
just adopting the latest tools. It’s about driving real,
measurable results that propel your business forward.

In this evolving landscape, the
companies that succeed are those
that move beyond buzzwords and
focus on the “why”: the specific
challenges and opportunities that
digital technologies can address. As
a manufacturing leader, you have the
responsibility and opportunity to
guide your organisation towards a
more strategic and impactful
approach to digital transformation.

A successful transformation starts
with a clear understanding of your
business goals. By defining the
outcomes you want to achieve,
whether that’s increasing efficiency,
reducing costs, improving product
quality or advancing sustainability,
your organisation can ensure that
every digital initiative is purposeful
and aligned with long-term
objectives. The temptation to jump
on the latest technology trends is
strong, but without a well-defined
“why”, these investments often fail
to deliver real value. The true power
of digital transformation comes
when technology is a means to an
end, not the end itself.

Equally important is fostering
alignment across your organisation.
Digital transformation isn’t just a

top-down directive; it requires buy-in
and collaboration at every level.
When leaders, managers and
frontline workers are all aligned on
the desired outcomes, the
transformation effort becomes more
cohesive and effective. By engaging
stakeholders early, you can build a
shared understanding of what
success looks like and create a sense
of ownership that fuels long-term
commitment.

To ensure that your digital
transformation drives real,
measurable results, you must
establish clear metrics for success.
This means setting specific,
quantifiable targets, such as
reducing production downtime by
15% or increasing energy efficiency
by 10%. Regularly monitoring these
key performance indicators (KPIs)
allows you to track progress and
make data-driven adjustments. This
continuous feedback loop not only
helps to keep the transformation on
course but also reinforces a culture
of accountability and improvement.

Another crucial aspect of a
successful digital transformation is
the ability to stay flexible and
adaptable. The manufacturing
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landscape is constantly evolving,
with new technologies and market
conditions emerging at a rapid pace.
Building flexibility into your
transformation framework allows
you to pivot when necessary and
explore new opportunities without

losing sight of your core objectives.
A culture of innovation, one that
encourages experimentation, rapid
prototyping and agile decision-
making, will keep your organisation
ahead of the curve and ensure long-
term relevance.
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By embracing these strategies, you
position your company not just to
keep pace with industry changes,
but to lead them. Your focus on clear
outcomes, stakeholder engagement
and adaptability will ensure that
your digital transformation delivers
both immediate improvements and
long-term benefits. As manufacturing
continues to evolve, those who can
seamlessly integrate technology
with business strategy will emerge
as the true leaders of the future.

In applying the principles outlined
throughout this guide, you are not
only preparing your company for

success: you are setting a course for
continued growth, resilience and
competitiveness in an increasingly
digital world. The decisions you
make now, and the way you execute
your digital strategy, will have a
lasting impact on the future of your
organisation. By prioritising
outcomes over technology and
building a strong foundation of
alignment and adaptability, you can
confidently lead your company into
the next era of manufacturing,
ensuring that it thrives in the face of
new challenges and opportunities.

Key recommendations to maximise success

Clearly define and prioritise outcomes. Before launching any digital
initiative, ensure that your goals are specific and measurable. By
focusing on the outcomes that matter most, whether it’s operational
efficiency, product quality or sustainability, you provide a clear
direction for your efforts.

/

Engage stakeholders and build alignment. Early and ongoing
collaboration is essential for successful transformation. Facilitate
workshops and discussions that bring together leaders, managers and
employees to align on a shared vision and strategy. This helps to reduce
resistance, build trust and ensure that the entire organisation is
committed to the same objectives.

/

Establish metrics and continuously monitor progress. Develop KPIs tied
directly to your desired outcomes and ensure they are regularly tracked
and reviewed. Data-driven insights will enable you to adjust strategies
in real time, ensuring that your transformation remains on target and
delivers the intended value.

/

Embrace flexibility and innovation. Be prepared to adapt your approach
as new technologies and opportunities emerge. By fostering a culture of
continuous learning and innovation, your organisation can remain agile
and responsive, turning potential challenges into opportunities for
growth.

/
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How we help you move from buzzwords to
benefits
Manufacturing companies today face a digital transformation
landscape crowded with buzzwords and technologies that
promise a brighter future but often fail to deliver unless there is
a clear understanding of the “why” behind these efforts.

At Nick Leeder & Co, we work with organisations to shift their focus from
chasing technology trends to achieving measurable, strategic outcomes. By
applying our expertise and proven frameworks, we help you cut through the
noise and ensure your digital transformation is aligned with your unique
business objectives. We have incorporated the insight from this guide into our
proven four-step approach.

01
Fuel
the need for
change with your
unique “why”.

SeeIT

02
Ignite
the change with
knowing the
impact to
transform.

IgniteIT

03
Launch
the change with
clarity and
alignment.

AccelerateIT

04
Co-pilot
with you every
step of the way.

ChangeIT

Fuel the need for change with your
unique “why”

Before investing in any new
technology, it’s critical to understand
the reasons driving your digital
transformation. Nick Leeder & Co’s
SeeIT programme is designed to help
manufacturing leaders uncover
hidden opportunities for
improvement. Through interviews
and workshops, we help you define
the “why” of your transformation
efforts based on our proprietary
“World on a Page” visual. Whether
your focus is on improving
operational efficiency, reducing
downtime or enhancing product
quality, we ensure that your digital
initiatives are aligned with these
strategic goals.

We go beyond technology to focus
on your organisation’s specific pain
points and challenges. This tailored
approach ensures that your
transformation is not about
technology for technology’s sake but
about solving real business problems
and driving long-term success.

Ignite the change with knowing the
impact to transform

Once the “why” is clear, the next
step is to connect the potential
benefits of digital transformation
with specific, measurable outcomes.
Our IgniteIT programme uses the
Smart Industry Readiness Index
(SIRI) to assess your organisation’s
readiness for digital transformation
and translate those insights into
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action. This programme helps you
identify the key performance
indicators (KPIs) that are directly
tied to your desired outcomes,
whether that’s reducing energy
consumption, improving safety or
optimising resource use.

By focusing on outcomes rather than
just technology adoption, we ensure
that every initiative delivers
measurable results that align with
your business strategy. We help you
track progress through data-driven
insights, enabling continuous
improvement and alignment with
your strategic goals.

Launch the change with clarity and
alignment

A critical component of digital
transformation success is engaging
stakeholders and shifting the internal
conversation away from buzzwords
and towards business outcomes.
With AccelerateIT, we help
companies cut through the noise to
find the right partners for success
and align the organisation against
clear plans and goals. Our approach
involves sessions that bring
executives, operations managers
and employees together to define
the outcomes that matter most to
your business. We help you select
your partners based on both their
ability to meet your requirements
and their cultural fit, to ensure they,
too, are focused on your outcomes.

We help you set clear, measurable
objectives and ensure that everyone
is on the same page, from the C-

suite to the factory floor. This
creates a shared vision for
transformation, increases buy-in and
helps overcome any resistance to
change.

Co-pilot with you every step of the
way

Finally, we know change isn’t easy:
it’s a complex, ongoing process that
presents a range of challenges, from
stakeholder resistance to difficulties
in measuring success. With
ChangeIT, we co-pilot organisations
to drive transformation by
facilitating stakeholder alignment
and collaboration. We provide end-
to-end coaching and support to help
manufacturing companies overcome
these challenges. We focus on
helping you stay adaptable in the
face of new technologies and market
conditions while ensuring that your
transformation initiatives remain
aligned with your strategic goals.

Your co-pilots typically have over 20
years of experience in delivering
change in operational industrial
environments. We’ve got the T-shirts
and the battle scars to help you
avoid some of the pitfalls as your
organisation grows into the
transformation. Whether it’s
addressing resistance from
stakeholders, establishing effective
KPIs or adapting to new industry
trends, we provide the tools and
support necessary to succeed. We
know that having somebody to turn
to for independent advice is
invaluable: this is your co-pilot.

Moving forward with Nick Leeder & Co
At Nick Leeder & Co, we understand that digital transformation is more than
just adopting the latest technologies. It’s about aligning every effort with your
business strategy to achieve measurable outcomes. By focusing on the “why”,
connecting benefits to real outcomes, facilitating stakeholder alignment and
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overcoming common challenges, we help manufacturing companies transform
successfully and sustainably.

Let us help you move your transformation
from buzzwords to benefits

Scan the QR code to arrange a free co-piloting session
with us. Together, we can ensure that your digital
transformation isn’t just about buzzwords but delivers
real, tangible results for your business.

Book at meetings.nickleeder.com
hello@nickleeder.com  /  +44 (0)1275 772 422

Scan to book
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Questions this guide answers

Why do buzzwords get in the way of digital
transformation in manufacturing?
They become proxies for success. Attention shifts to adopting “IoT” or “AI”
rather than to the outcomes those tools should deliver, which leads to
misaligned investments, underused technology, change fatigue and wasted
resources.

How do you find the “why” behind a digital
transformation?
Start with the operational challenge or strategic opportunity, such as reducing
downtime, improving quality or cutting energy use, then set clear success
metrics and check that every technology investment supports your long-term
objectives.

How should manufacturers measure the success of a
digital transformation?
With KPIs tied directly to business outcomes, such as downtime, energy
efficiency or product quality, tracked continuously so the strategy can be
adjusted. Counting technologies deployed or speed of deployment is not
enough.

How do you get stakeholders behind an outcome-
focused transformation?
Involve executives, operations managers, IT, frontline workers and
sustainability leaders early, agree specific outcomes in cross-functional
workshops, set SMART objectives and keep a continuous feedback loop
running.

About the author
Nick Leeder is the founder of Nick Leeder & Co. An engineer by background, he
has led, and been accountable for, transformation programmes in senior
management roles at Dyson, SKF and Philips, across Europe, North America
and Asia. He is certified in the Smart Industry Readiness Index (SIRI) and its
CoSIRI framework, and is recognised by organisations including the World
Economic Forum. Nick Leeder & Co is a multi-award-winning advisory and
coaching business that helps manufacturing leaders turn enabling technology
into measurable operational results.
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Further reading
Books

Industry reports and white papers

Websites and online platforms

The Digital Transformation
Playbook: Rethink Your Business
for the Digital Age by David L.
Rogers. A comprehensive guide to
digital transformation, including
case studies and practical
strategies relevant to the
manufacturing sector.

/

Digital Transformation: Survive
and Thrive in an Era of Mass
Extinction by Thomas M. Siebel.
Insights into how businesses can
adapt to and thrive amid
technological disruption, with
relevant examples from
manufacturing.

/

McKinsey & Company’s reports
on digital manufacturing:
McKinsey regularly publishes
reports on digital transformation
trends, strategies and best

/

practices specifically tailored for
the manufacturing industry.
These reports often include
valuable data and case studies.

World Economic Forum, “The Next
Economic Growth Engine: Scaling
Fourth Industrial Revolution
Technologies in Production”:
explores the impact of advanced
technologies on manufacturing
and provides insights on scaling
digital initiatives.

/

Manufacturing Leadership
Council (MLC): a division of the
National Association of
Manufacturers, MLC provides
resources, articles and webinars
focused on digital transformation
and leadership in manufacturing.

/

Smart Industry: an online
resource offering news, analysis
and case studies on the latest

/
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Podcasts

Professional networks and
communities

digital transformation trends in
manufacturing, including IoT, AI
and Industry 4.0.

Digital Transformation EXPO: an
online and in-person event series
featuring industry experts,
thought leadership and the latest
advancements in digital
transformation for
manufacturing.

/

The Digital Factory Podcast:
explores the impact of digital
transformation on manufacturing,
featuring interviews with industry
leaders and innovators.

/

Manufacturing Happy Hour:
focused on industrial technology,
leadership and strategies,
offering insights into the practical

/

aspects of digital transformation
in manufacturing.

LinkedIn groups: joining groups
such as “Digital Transformation in
Manufacturing” and “Industry
4.0” on LinkedIn can connect
readers with a network of
professionals, discussions and
shared resources.

/

Industry conferences: attending
conferences such as Hannover
Messe, IMTS (International
Manufacturing Technology Show)
and the Smart Manufacturing
Experience can provide first-hand
exposure to the latest
innovations and thought
leadership.

/
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Complexity delivers nothing.
At Nick Leeder & Co, we exist to restore clarity, confidence and control for
manufacturing leaders navigating digital transformation.

Our mission is to help industrial businesses unlock the real value of enabling
technologies, not through hype, but through practical action that improves
productivity, profitability and sustainability.

We have seen too many businesses fall into the pilot trap. Too many
strategies built on buzzwords instead of business outcomes. We believe
manufacturers deserve better. So we help leaders cut through the noise,
uncover what really matters and build a transformation path they can trust,
so they get results that stick.

Follow us on
LinkedIn
nickleeder.com/
linkedin

Subscribe to
Beyond the
Buzzwords
nickleeder.com/
beyond-the-
buzzwords

Nick Leeder & Co, 37 Great Pulteney Street, Bath BA2 4DA, United Kingdom
hello@nickleeder.com  /  +44 (0)1275 772 422  /  nickleeder.com
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