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Releasing the Strategic Value of Quality

Over 60% of companies are now pursuing an Industrial Transformation 

initiative, often referred to as Industry 4.0, Smart Manufacturing, or 

the Industrial Internet of Things (IIoT). These initiatives are often 

approved or instigated at the board level, with the direct support of 

the CEO. In response, cross-functional teams are identifying gaps, 

risks, and opportunities, and prioritizing projects to align with tar-

geted improvements; many have a pilot program in place with a 

detailed business case.

Quality improvement is among the leading use cases for Industrial 

Transformation, often pursued in concert with other use cases such as 

improving operational efficiency, connected products, Digital Twin, 

connected worker, or predictive asset maintenance. In prior publica-

tions, LNS Research coined the term Quality 4.0 to define this space, 

and captured early use cases and value. Quality 4.0 initiatives have 

broad appeal as they contribute to multiple goals, including reducing 

process and product variance, reducing cost of poor quality, reduc-

ing appraisal costs, improving time to market, product and process 

innovation, reducing lead time, improving workforce characteristics, 

compliance improvements, and creating brand differentiation.

Manufacturers across industry verticals and throughout the val-

ue chain, from raw material providers to OEMs, see Quality 4.0 as 

a critical differentiator for their business. Many have declared that 

Quality 4.0 initiatives must mature in the next two to three years to 

remain competitive.

Quality touches the entire value stream and product portfolio, and 

our research has consistently shown that firms with a cross-functional 

approach to quality processes, teams, and data achieve operational, 

financial and brand advantage. While a few leading firms have taken 

advantage of the immense opportunity, the market has largely under-

invested in quality technology and data management for decades. In 

fact, by 2017 only 23% of the market had adopted enterprise quality 

management software (EQMS), and of these, only 16% integrated 

this technology to manufacturing operation management (MOM). 

Inaction has created significant gaps across management, planning, 

and quality execution.

Because Quality 4.0 is based on a solid traditional quality foun-

dation, most of the market faces a fundamental challenge. How 

can a company build an effective strategy to leverage prior invest-

ments, makes up for lost time, and rapidly delivers on the promise 

of Quality 4.0?

Remote monitoring

Energy efficiency

Asset reliability

Quality improvement

0%        5%       10%      15%       20%       25%      30%     35%

29%

25%

24%

23%

Top Four IIoT Use Cases (n=252, all respondents)

https://blog.lnsresearch.com/4-mistakes-in-your-quality-business-case
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Releasing the Strategic Value of Quality (Cont.)

To answer this question the enterprise must reevaluate the value of 

quality and compliance to corporate success, and institute a coop-

erative cross-functional approach to technology. The technology 

selection team must prioritize those use cases with which new tech-

nologies can transform teams, leadership, culture, processes, and 

outcomes to support enterprise objectives and priorities. Ultimately, 

every organization will face pressing questions about Quality 4.0; 

this publication addresses those of immediate concern:

• How can my organization build a successful Quality 4.0 ini-

tiative?

• How should we select Quality 4.0 technology to increase 

value and reduce time to value?

• What are the top risks in a Quality 4.0 tech selection project?

• What does a “successful” selection team look like?

• Is it possible to simultaneously reduce the cost of good quality 

and poor quality?

• Are there architectural considerations related to quality exe-

cution and management, and site and corporate quality?

• Where can leaders demonstrate progress with short-term 

wins while building toward a robust future state?

Early adopters are demonstrating that Quality 4.0 is a once-in-a- 

career opportunity to overcome traditional quality challenges and 

make quality a corporate competitive differentiator. This research pro-

vides high-level guidance to repeat and build upon early successes.
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Research Demographics

The research data presented in this eBook is from the LNS Research 

quality management survey with responses from over 1198 executives, 

business leaders and professionals across a broad range of compa-

ny sizes, geographies, and industries. Survey questions examine the 

challenges and opportunities companies face, strategic objectives 

and goals, and best practices and technology adoption. Slightly less 

than half of the companies operate in batch manufacturing indus-

tries, with the remainder nearly equally split between process and 

discrete manufacturing.

LNS Research conducts its surveys in English, and primarily serves 

industrial companies in North America and English-speaking Europe. 

The survey data represents that tendency, with just under half of re-

spondents in North America.

LNS Research Quality Management Survey

Process Manufacturing

Discrete Manufacturing

Batch Manufacturing

INDUSTRYGEOGRAPHY
North America

Middle East & Africa

Europe

Asia / Pacific

Rest of World

49.4%

48.4%

20.4%

17.1%

11.2%

2%

45.9%

27.8%

26.3%

44.9%

38.8%

16.3%

REVENUE

Small: Less than $250 Million

Medium: $250 Million - $1 Billion

Large: More than $1 Billion
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Quality 4.0 Overview

The most recent decade has seen rapid advances in connectivity, mo-

bility, analytics, scalability, and data, spawning what has been called 

the fourth industrial revolution, or Industry 4.0. Industry 4.0 has dig-

italized operations and resulted in transformations in manufacturing 

efficiency, supply chain performance, and product innovation, and 

has enabled entirely new business models. While Industry 3.0 digi-

talized data and records in business and operational systems, Indus-

try 4.0 extends this through inexpensive sensors, mobility, augmented 

reality (AR), virtual reality (VR), and new collaborative technologies 

such as social media and blockchain. Advancement and democrati-

zation of analytics, simulation, autonomous control, material science, 

and additive manufacturing have enabled organizations to merge the 

physical and digital worlds and open new frontiers in innovation.

Quality 4.0 is the digitalization of quality management, and the 

impact of that digitalization on people, processes, and product. LNS 

identified 11 axes of Quality 4.0, which companies can use to educate, 

plan, and act. Using this framework and research, leaders recognize 

how Quality 4.0 can transform existing capabilities and initiatives. 

The framework also provides a perspective on traditional quality, 

as Quality 4.0 doesn't replace conventional quality methods, but in-

stead builds and improves upon them. Manufacturers should use the 

framework to interpret their current state and identify what changes 

are needed to move to the future state.

PR
OC
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S

TECHN
O

LO
G

Y

PEOPLE

QUALITY 4.0

TRADITIONAL
QUALITY

      CONNECTIVITY               DATA               ANALYTICS      APP DEVELOPM
ENT    SCALABILITY     COLLABOTRATION    COMPETENCY     L

EADERSHIP
   

   
  C
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M
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N
CE

   
   

   
   

  M
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AG
EM

EN
T SYSTEM       

               

© LNS Research. All Rights Reserved.

Click to learn more about the 
Quality 4.0 Framework

QUALITY 4.0 by LNS Research describes how 
manufacturers use modern technologies such 
as advanced analytics and digital connectivity to 
transform traditional quality and improve operational 
excellence; enabling enterprise efficiencies,  
innovation, performance, or strategic objectives.

http://blog.lnsresearch.com/quality40
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Core Tech for Quality 4.0

An effective Quality 4.0 strategy starts with data, which the organization 

gathers from people, processes, machines, online marketplaces, and 

third parties. Quality is a corporate-wide responsibility, and by exten-

sion quality processes and quality data connect with many IT systems. 

While manufacturers have made significant progress in enterprise re-

source planning (ERP), customer relationship management (CRM), and 

product lifecycle management (PLM) system adoption, quality data is 

still highly fragmented. Although EQMS adoption is accelerating, it is 

still only implemented by roughly 23% of manufacturers.

Poor quality data strategies are the leading cause of manufac-

turers failing to meet their quality objectives. As yourself:  What is 

your hub for quality management?  Is it integrated to other critical 

IT systems?  Do you struggle with compliance or delivering perfor-

mance improvements?

• NC/CAPA
• Audit Management
• Supplier Quality 
 Management
• Training & Certification
• Change Management
• Risk Management

• Control (eSignature,  
 View, Print, Read &  
 Understood)

• Collaborate (Search,  
 Share, Comment)

• Regulatory 
 Submissions

EQMS
Process Automation Document Management

Reporting, Analytics, Configurability, 
Mobility, Interoperability

MOM
• In-Line and 
 At-Line Testing
• SPC
• HACCP
• NC Reporting

CRM
• Customer 
 Complaints
• Sentiment Analysis
• Warranty 
 Management

PLM

EH&S
• Incident 
 Management
• Inspection 
 Management
• SOPs

•  System 
 Engineering/VOC
• Quality Development  
 (e.g. APQP)
• Product Risk 
 (e.g. FMEA)

FSM
•  RCMA

• Service

• Incidents

ERP
•  Purchasing Controls

• LMS

• Financial Reporting

LIMS & CAE
•  Physical/Virtual Test

• Quality Events

• Tooling Management

• Results

SCM
•  Supplier Selection

• Supplier Controls

• Supplier Communication

• Supplier Risk

ACRONYM
QUICK REFERENCE

VIEW ON BLOG 

Challenges to Achieve Quality Objectives (n=1328)
 

37%

37%

36%

24%

23%

22%

16%

16%

16%

15%

Disparate quality systems and data sources

Quality metrics not measured effectively

Quality is “department” not a “responsibility”

No formal process to manage risk

Lack of visibility into supplier quality

No formal process for continuous improvement

Ad hoc audit and compliance management

No formal process to capture non-conformance

Lack of executive support

Engineering lacks feedback on quality

http://blog.lnsresearch.com/acronym-quick-reference
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Connecting IT and OT

Most industrial organizations face significant data gaps across the 

management, planning, and execution of quality. Those that have au-

tomated quality processes and centralized quality data in an EQMS still 

have a siloed approach. For instance, only 16% of manufacturers have 

integrated EQMS with the manufacturing operations management 

(MOM) system. This disconnect prevents knowledge transfer between 

sites, teams, functions, and corporate. Not only is quality fragmented 

from operational and business systems, but alarmingly so between 

site, business unit, and corporate quality. Data fragmentation reduces 

monitoring effectiveness and increases monitoring costs by relying 

on people and processes versus data and analytics. It also creates 

knowledge silos, slowing knowledge transfer from lessons learned and 

forcing quality leaders into a reactive mode.

Conversely, industry forerunners have taken a substantially dif-

ferent approach, connecting manufacturing, service, and laboratory 

operations planning and execution with management, risk, and contin-

uous improvement. This closed-loop approach enriches processes and 

products through lessons learned from data and the workforce across 

the enterprise.

AGGREGATE DATA

ENTERPRISE SYSTEMS

PREDICTIVE / PRESCRIPTIVE ADVICE

Live Data In

Aggregate Data

STORAGE
EDGE

CONVERGENCE OF RISK, QUALITY, SAFETY

Feedback / Control

CONNECTED
PRODUCT

CONNECTED
MACHINE

CONNECTED
WORKER

AUTOMATION

SITE DECISIONS
(by role - operations, risk,

 quality, safety) 

ENTERPRISE DECISIONS
(by role - R&D, operations, risk,

 quality, safety, sales, supply chain, service) 

MANUFACTURING
OPERATIONS MANAGEMENT

EQMS, EHS, ERP, PLM, CRM

Predictive / Prescriptive Advice

QUALITY, SAFETY, RISK

PLANNING

MONITORING

CONTINUOUS IMPROVEMENT

SITE SYSTEMS

© LNS Research. All Rights Reserved.

ANALYTICS APPS

ANALYTICS APPS

CONVERGENCE OF RISK, QUALITY, SAFETY
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Connecting IT and OT (Cont.)

When an organization extends the discipline of IT architecture through 

from IT systems to manufacturing assets and connected products to 

deliver value and progress against strategic objectives, LNS Research 

calls the approach “operational architecture.”

New technologies permit greater connectivity between critical busi-

ness and operations systems, which solve long-standing challenges. 

Quality leaders cannot afford to be complacent about technology and 

data-driven insights. Those that think broadly can use this opportunity 

to overcome traditional barriers that block knowledge sharing among 

sites, enterprise, operations, and management.

Click to learn more about
Operational Architecture

OPERATIONAL ARCHITECTURE is a critical 
component of Industrial Transformation. It extends 
traditional enterprise architecture, to holistically manage 
the convergence of information technology and  
operations technology. It’s an approach to align people, 
process, and technology in context of the value chain, 
and in support of enterprise Strategic Objectives.

https://blog.lnsresearch.com/the-missing-link-connecting-operational-excellence-to-strategic-objectives
http://blog.lnsresearch.com/oa
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Digital Innovation Cycle

Agility, adaptation, and innovation are prized competencies in 

today's business climate. Disruption is top of mind because it is a 

genuine opportunity for the organization that creates or leverages it, 

and a serious risk to established brands. Today's manufacturers are 

exposed to unprecedented external forces, but also have the poten-

tial to access unprecedented insights. However, while the insights 

from across IT and OT and enterprise and site are powerful, they are 

only part of the solution.

Even with the best insights, are the correct subject matter experts 

involved who can interpret the insights and lead adaptation? Will 

biases prevent teams from pivoting to the best competitive decision? 

Will internal friction slow decision-making, missing the market?  The 

Digital Innovation Cycle by LNS Research explains the connection 

between insights and ambiguity, culture, competency, and corpo-

rate capability to adapt and act in a decisive, off-tempo rhythm. The 

Digital Innovation Cycle doesn’t replace existing processes such as 

phase-gate, agile, or plan-do-check-act. Instead, it provides a frame-

work for the industrial enterprise to embed innovation and digital 

insights into its existing process of choice.

Outcomes should portray all insights — including the new, critical 

digital insights — but successful adaption comes from teams that 

have cross-functional perspectives, mutual trust, and a culture of 

change. Truly disruptive outcomes require insights and adaptation, 

combined with timely and off tempo decisions and execution.

IIoT INSIGHTS

DIGITAL INNOVATION CYCLE

ADAPT DECIDE ACTACT

EXTERNALLY OWNED

DIGITAL TWIN CONNECTED WORKERINTERNALLY OWNED

COMPETENCY

PROCEDURESPROCESSES

WORK STANDARDS

ANALYSIS & SYNTHESIS

COLLECTIVE STAKEHOLDER ENGAGEMENT

CULTURE OF CHANGE

MUTUAL TRUST

COLLABORATION

COMPETENCY

OUTCOM
E

FEEDBACK
FEEDBACK

FEEDBACK

CUSTOMER 
FEEDBACK

LESSONS
LEARNED

OBSERVATIONS

GUIDANCE

COMPETITIVE
ENVIRONMENT

BUSINESS &
OPERATIONAL

SYSTEM
INSIGHTS

ML / AI APP DEVELOPMENT
(mobile, AR/VR)

TEMPO

COMMIT

TEST AND COMPARE

TIMING

RISK TOLERANCE

  A
M

BI

GUITY 

© LNS Research. All Rights Reserved.

IIoT = Industrial Internet of Things  

ML / AI = machine learning / artificial intelligence

AR / VR = augmented reality / virtual reality

INSIGHT

DIGITAL INNOVATION CYCLE

https://blog.lnsresearch.com/solution-selection-bias
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Who Cares About Quality 4.0 Technology?

Quality and Quality 4.0 are topics of broad interest and priority 

across the industrial landscape. The new product introduction (NPI) 

research conducted by LNS examined quality from a cross-functional 

perspective. We found that leaders across engineering, operations, 

and quality all singled out quality as the top success criteria of NPI. 

More importantly, the data showed that all teams felt ownership 

toward final product quality. Interest in Quality 4.0 is even more 

wide-spread. For every professional in a quality role prioritizing Qual-

ity 4.0 use cases, there are 19 others corporate-wide doing the same. 

0%           5%           10%          15%         20%          25%        30%

21%

15%

14%

12%

5%

5%
6%

22%

13%

10%

11%

9%

Which roles are planning to use IIoT  
to monitor and improve quality?

Information 
Technology

Research and  
Development

Engineering

Operations

Marketing

QUALITY

Quality Improvement Data

Quality Monitoring Data

Accountability By Function

57% 43% 0%

20% 20% 30% 30%

31% 15% 15%38%

7% 10% 69%

0%

14%

ENGAGED ONLY 
FOR SPECIFIC TASKS

INFORMED AND ACT 
WHEN NECESSARY

RESPONSIBLE FOR 
SPECIFIC TASKS

FULLY
ACCOUNTABLE

Operations

Information technology

Product development

Quality

Accountability by Function
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46% 43% 39% 36% 34%

Improving  
manufacturing quality

Better forecasts of a 
production plant

Operational Excellence 
programs

Continuing manufacturing 
process improvement

Improved customer  
service and support

TOP 5 USES OF ANALYTICS IN THE MANUFACTURING ENTERPRISE

Who Cares About Quality 4.0 Technology? (Cont.)

Case in point: Quality improvement is the number one use case in 

manufacturing analytics initiatives.

This finding reveals two important facts. First, product quality and 

Quality 4.0 are currently top of mind across the enterprise. Second, 

a Quality 4.0 selection team should be comprised of an extended 

team, with cross-functional representation.



What Defines “Success”  
in Quality 4.0  
Solution Selection?

SECTION 4
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Digital Transformation Framework

The Digital Transformation framework by LNS Research guides the 

industrial organization’s transformation efforts. While it’s iterative, 

companies that start at the beginning with Strategic Objectives im-

prove alignment of business outcomes, operational enhancements, 

IT-OT convergence, value, and technology. Each stage requires sig-

nificant thought, and skipping steps is a leading cause to failed or 

delayed selection and value realization. DIGITAL TRANSFORMATION  FRAMEWORK 
by LNS Research describes a systematic approach to 
simultaneous and interconnected digital initiatives, in 
order to manage transformation across all levels and 
functions of the organization.

Click to learn more about the
Digital Transformation Framework

http://blog.lnsresearch.com/DX
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The Ideal Outcome

Often, technology selection teams identify success criteria that are 

too narrow (“We need specific functionality at a given budget, and 

complete the project within a certain timeframe,”) which limits 

project goals, scope, impact, and recognition. To deliver successfully, 

it’s important to pinpoint the right outcomes. But, exactly what does 

that mean in terms of Quality 4.0?

Recall that many challenges can thwart quality objectives; tech-

nology is a common root cause. A Quality 4.0 project is an excellent 

opportunity to improve culture, collaboration, and process.

It is also a critical opportunity to innovate and disrupt. Therefore, 

the effort should be examined in context of the Digital Innovation 

Cycle; timing and tempo are crucial. One particularly important 

consideration is total time to value. Project teams usually look at 

combined software, hardware, and service project costs, and com-

pare it to value using metrics like return on investment (ROI) or 

breakeven point. This definition is incorrect because it looks at the 

costs and value post-procurement. True time to value begins from 

project inception, based on insights gained on changing market 

dynamics. This definition reflects the organization’s ability 

to adapt and decide, as well as to act.

Defining Success 
in Solution Selection

 Project costs

 Documented impact, 
    quantified success metrics

 Optimum time to value

 New, high velocity, 
     high veracity insights

 Team recognition

 User adoption

 Cultural improvement

 Competency creation

 Innovation

 Increased organizational agility



Cost of Poor Quality Versus Cost of Good Quality

TRADITIONALLY, TO IMPROVE waste, scrap, rework, recall, and warranty costs that impact cost of poor quality 
(CoPQ), a company needed an approximately equivalent investment in quality appraisal and prevention, which 
drive the cost of good quality (CoGQ). We view this as the original premise of Philip Crosby's statement, "Quality 
is free.”  An investment in good quality is offset by reducing poor quality.

Capabilities maturity research by LNS illustrates this well. The total cost of quality (TCoQ) declines as a company 
matures, levels off for moderately mature organizations, and increases at the highest levels of maturity as CoGQ 
increases without a corresponding decrease in CoPQ (all median data, n=1198).

However, Quality 4.0 doesn’t require this tradeoff. There are several use cases where data coupled with ad-
vanced industrial analytics reduce CoPQ and CoGQ, even in high maturity quality environments. For instance, 
LNS is aware of manufacturers of semicon-
ductors and consumer durable goods that 
have identified opportunities to reduce 
the frequency of less instructive testing 
while simultaneously reducing scrap and 
warranty costs. The companies achieved 
this by applying advanced analytics to data 
sets that include product genealogy, prod-
uct testing/screening, and anomaly data.

Data shows that manufacturers with less 
mature quality environments can improve 
TCoQ with traditional investments, while 
Quality 4.0 delivers TCoQ improvements 
across the maturity spectrum.
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Project Risks

Without a structured approach like the one prescribed in the Digital 

Transformation framework, industrial organizations incur significant 

risks that don’t necessarily manifest until late in the project. In many 

cases, not addressing risks early on reduces the impact of the solu-

tion, delays value, and increases costs. Manufacturers should strive 

to avoid or address the most common risks, which LNS uncovers 

most frequently in guiding solution selection initiatives.

WRONG TEAM 
Often, the team is exclusive and does not include stakehold-

ers from across the value stream, or from individual sites. 

Technology selection is a powerful opportunity to enhance 

the corporate culture by providing alignment up front, which 

results in downstream adoption.

SOLUTION SELECTION PROJECT RISKS

Team
 CHANGE RELUCTANCE (it’s always been that way)

 WRONG TEAM (missing skills, siloed perspective, 

      lack of engagement from sites)

 WRONG SCOPE (too large to accomplish or

     too small to be meaningful)

 TEAM BIAS (Not challenging preset notions)

 COST MYOPIA (Inadequate funding, ignoring 

      cost categories such as internal costs)

 TOP MANAGEMENT SUPPORT (inability to 

      sell the project

  PROJECT LEADERSHIP (Lack of clear direction)

Selection Process
 POOR PRIORITIZATION (Lack of connection between        technology and strategic/departmental objectives)
 POOR BUSINESS CASE (Value justification versus 
      value enablement) 
 SKIPPING STEPS (e.g., starting by reviewing technology) TIMING (takes too long or insufficiently researched)
 SCOPE CREEP (Failing to lock down a charter)
   POOR REQUIREMENT DEFINITION (misunderstanding      tech, risk tolerance, needs)
 LATE CYCLE CHANGES (New perspectives, missed       requirements, revisions to support business case)

Adoption
 SCIENCE PROJECTS 

    (Excessive deviation from vendor best practice)

 UNOPTIMIZED

     (Lack of impact to culture, process, leadership)

 POORLY DEFINED SUCCESS CRITERIA 

     (Lack of clear communication of success)

 POORLY MEASURED SUCCESS CRITERIA

     (Poor quantification of success during deployment)

 POOR INTERNAL POSITIONING 

     (Lack of internal communication and marketing) 

 INSUFFICIENT STAKEHOLDER SUPPORT    

     (Support for training, etc.)

    EXTENDED TEAM CHANGE RELUCTANCE

(Pushback to new tech, processes)
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Project Risks (Cont.)

POOR BUSINESS CASE AND SKIPPING STEPS 
These are closely entwined. In our experience, 100% of solu-

tion selection projects by quality teams start with a review of 

existing technology. This is a “start wrong, end wrong” story, 

with companies choosing technology based on features and 

efficiencies rather than strategic importance. This route also 

negatively impacts top management support. Successful 

solution selection begins instead with an internal view of how 

the Quality 4.0 tech selection will impact the objectives of top 

management and cross-functional leaders.

TIMING
In many cases, technology selection can stretch on for years 

and in the process incur substantial internal costs and delay 

value. The median manufacturer engaged LNS Research to aid 

in solution selection after approximately 15 months of technol-

ogy investigation. A drawn-out selection process is a significant 

challenge for EQMS selection, but catastrophic for Quality 4.0 

selection, which is intended to be a fast-paced pilot.

SCIENCE PROJECTS 
Manufacturers should evaluate vendors for presence in their 

specific industry, positioning for delivering the scope of the 

project, and potential for leading the market. Merely assessing 

capabilities is insufficient. As markets mature and vendors 

deploy capabilities repeatedly, the solution selection team 

should also examine vendor pre-configurations and content 

along with capabilities. EQMS is an excellent case in point. 

More than a decade ago, EQMS deployments were heavily 

customized. Later, they were highly configured. Today, there 

are preconfigured solutions aligned to specific markets.



Selecting Tech  
for Quality 4.0
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A Plan for Solution Selection Success

Manufacturers have achieved substantial success following the pro-

cess that LNS prescribes for solution selection. While we organize 

and communicate the steps sequentially, even within groupings, 

there is almost always iteration. The three underlying factors that 

selection teams should consider throughout the effort:  selling to 

the ecosystem, positioning with top management, and time to value.

STEP 1 | Gather insight

STEP 2 | Build the team

STEP 3 | Set direction

STEP 4 | Launch internal communication

STEP 5 | Gather requirements and 
       create implementation strategy

STEP 6 | Revisit the business case

STEP 7 | Create vendor shortlist

STEP 8 | Conduct solution selection

STEP 9 | Procure and socialize

STEP 10 | Prep for deployment

STEP 11 | Deploy

11-STEP SOLUTION 
SELECTION PLAN
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STEP 4 | LAUNCH INTERNAL COMMUNICATION

• Communicate charter to extended team

• Begin developing internal brand

STEP 5 | GATHER REQUIREMENTS AND CREATE 
IMPLEMENTATION STRATEGY

• Define requirements: in/out of scope, 

priorities based on direction, business and 

tech requirements, operational excellence 

and operational architecture requirements; 

What are we harmonizing?  What do we want 

to see connected?  Which sites, and what 

process order?

• Prepare summary, attach to charter, use to 

communicate with internal brand

PAGE

A Plan for Solution Selection Success (Cont.)

STEP 1 | GATHER INSIGHT

• What insight drives this technology project?

• What is state of the market and  

competitive landscape?

• How are market and competitive landscape 

expected to change over the next 12-18 months?

• How does our organization compare to  

market leaders?

STEP 2 | BUILD THE TEAM

• Core team

• Extended team including site liaisons,  

value stream representatives

STEP 3 | SET DIRECTION

• Map Strategic Objectives to people, process,  

and technology

• Prioritize desired outcomes (initial)

• Site-level survey (optional, encouraged);  

cover IT and OT, what’s working, what isn’t

• Build project charter

CHECKPOINT #1 

Top management and extended team,  
set budget placeholder.

https://blog.lnsresearch.com/5-mistakes-companies-make-when-defining-an-operational-architecture


25

Ho
w

 to
 S

el
ec

t a
 Q

ua
lit

y 
4.

0 
So

lu
tio

n
AL

IG
N

 T
EC

HN
OL

OG
Y 

TO
CR

EA
TE

 M
AR

K
ET

 A
DV

AN
TA

GE

SECTION

TABLE OF  
CONTENTS

1 2 3
4 5 6

STEP 6 | REVISIT THE BUSINESS CASE

• Map to value, define success metrics; identify sites/

process areas

• External benchmarking

• Value assessment

STEP 7 | CREATE VENDOR SHORTLIST

• Build a vendor list

• Identify top candidates

• RFP

• Shortlist

CHECKPOINT #3
Refine budget placeholder.

PAGE

A Plan for Solution Selection Success (Cont.)

STEP 8 | CONDUCT SOLUTION SELECTION

• Solution demonstrations and RFQ for shortlist

• Pilot

• Revisit implementation strategy

STEP 9 | PROCURE AND SOCIALIZE

• Procure

• Promote internal brand, tech

STEP 10 | PREP FOR DEPLOYMENT

• Configure

• Integrate

• Train site leads

STEP 11 | DEPLOY

• Deploy per implementation strategy

• Measure success (measure before/after)

CHECKPOINT #2
Proceed?  If low value, “no.”

If “yes,” then communicate business value and  
approach to top management and ecosystem.

CHECKPOINT #4
Secure final capital / expense approval, identify top 
management support/involvement in implementation.
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Drive Momentum with the Right Partner

One of the most important tactical decisions in the process is where 

to deploy initially. Survey data collected by LNS clearly shows that ini-

tial deployment site can either accelerate or substantially delay value. 

Organizations should evaluate sites for current process repeatability 

and reproducibility, data integrity, and workforce competency. Some 

sites excel at adopting new technology, which moves them up on the 

priority scale. We can't overemphasize the importance of finding a 

good internal partner site for initial deployment. Although laggard 

sites may benefit more from technology, an internal success story is 

a powerful beacon and motivator.

While quality teams often drive Quality 4.0 and enterprise quality 

management software (EQMS) technology selection processes, in 

many cases quality may play a supporting role in larger technology 

selections such as Digital Transformation, Industry 4.0, or Smart 

Manufacturing.
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Action Steps to Deliver on the Promise of Quality 4.0

A Quality 4.0 initiative is once-in-a-career opportunity for manufac-

turers to establish enterprise differentiation through product quality 

and the cost to attain it.  Given the momentum across the industry 

and the growing set of published use cases, we encourage quality 

leaders and Digital Transformation teams to collaborate to deliver 

successful Quality 4.0 initiatives.  Teams should focus now on:

• Building a successful Quality 4.0 initiative by aligning Strategic 

Objectives and including cross-functional teams that support 

these objectives.

• Leveraging Operational Architecture practices to connect 

quality across IT and OT systems.

• Solving historical quality challenges, including core quality 

data management processes.

• Using a proven framework and strategy for solution selection.
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