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EXECUTIVE SUMMARY

WHY INDUSTRIAL DIGITAL TRANSFORMATION
STILL FALLS SHORT

Industrial organizations are not short on digital ambition. Across heavy industry, leaders are already investing
in better visibility, stronger reliability, lower operating costs, improved emissions performance, and more
resilient operations. Yet many transformation efforts still struggle to produce measurable results.

THE PROBLEM IS RARELY A LACK OF TECHNOLOGY.

More often, the issue is that transformation is approached as a technology program before the organization
is ready to turn digital capability into operational value. Data may become more available, but not more
trusted. New tools may launch, but not change day-to-day decisions. Reporting may improve, but not lead to
faster action, stronger alignment, or sustained performance gains.

In heavy industry, transformation does not happen in a controlled lab environment. It happens inside live
operations where safety, uptime, compliance, and production remain the daily priority. Data is spread
across systems and teams. Infrastructure must support both operational continuity and modernization.
Supervisors and frontline teams are expected to adopt new ways of working while still delivering on their
core responsibilities. In that environment, broad transformation efforts often create activity without enough
impact.

That is why the most important question is not, *“What technology should we implement next?”

Itis, "What must be true for this initiative to deliver measurable value in live operations?”

THAT IS A READINESS QUESTION.

This eBook makes the case that industrial digital transformation succeeds when organizations build the right
foundations before trying to scale. Dexcent approaches that work through a staged model designed for

industrial reality:
CRAWL: WALK: RUN:
Establish visibility, Solve focused, high-value Scale what works with
ownership, and use cases and prove stronger governance,
foundational readiness measurable results resilient infrastructure,

and sustained adoption
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THAT JOURNEY DEPENDS ON FOUR FOUNDATIONAL PILLARS:

( ) 4 )

DATA ECOSYSTEM DATA GOVERNANCE
Building a usable environment where Creating the ownership, consistency, and
operational data can move from source to trust required for confident decisions.
action.

4

ORGANIZATIONAL CHANGE
MANAGEMENT

Ensuring new capabilities are adopted,
reinforced, and sustained in day-to-
day operations.

Together, these pillars help industrial organizations move from digital ambition to operational impact.

For managers and directors responsible for digital transformation, the opportunity is clear. Valuable use
cases already exist. The challenge is knowing where readiness is strong, where friction is building, and what
should be addressed first.

That is why Dexcent offers its free Digital Transformation Readiness Assessment & Roadmap.

This is not a lightweight checklist or generic scorecard. It is a comprehensive starting point designed to

help industrial leaders understand current maturity, identify the gaps most likely to slow progress, and see
where to focus first. In many organizations, this level of diagnostic clarity would require a paid consulting
engagement worth thousands of dollars. Dexcent makes it available as a free first step so leaders can move
from broad ambition to a more practical, prioritized roadmap.

Complete the assessment to get a clearer picture of your current state, your target maturity, and the actions
most likely to accelerate measurable operational value.

ent
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CHAPTER 1



EMISSIONS AND ENERGY PERFORMANCE
LOOK LIKE REPORTING PROBLEMS UNTIL AN
ORGANIZATION TRIES TO IMPROVE THEM.

THEN THEY BECOME TRANSFORMATION PROBLEMS.

That is what makes them such useful use cases in heavy industry. They are concrete, high-value, and
immediately relevant to leadership. They affect cost, compliance, reliability, and operational discipline
at the same time. When a company tries to reduce energy intensity, improve emissions performance, or
strengthen reporting confidence, it is forced to answer a deeper question: can the business actually turn
operational data into action?

Many organizations assume the answer is better visibility. They invest in dashboards, integrations, or
analytics tools. Those can help, but they do not solve the real issue on their own.

THE DEEPER CHALLENGE IS USUALLY MATURITY.

In industrial environments, the information needed to improve emissions or energy performance rarely
sits in one clean system. It is spread across historians, SCADA records, maintenance inputs, manual
logs, spreadsheets, and business reporting workflows. Different teams often rely on different sources,
definitions, and assumptions. Data exists, but confidence does not.

THAT IS WHERE THE USE CASE BECOMES REVEALING.

If operations, engineering, and reporting teams cannot work from the same trusted picture, the
organization spends too much time reconciling and not enough time improving. A simple question about
abnormal energy use or emissions variance turns into manual extraction, spreadsheet cleanup, and
debate over which number is right. What looked like a visibility gap is really a foundational gap.




BEYOND
SUSTAINABILITY.

The same pattern shows up in reliability,
production optimization, cost control,
compliance, and decision intelligence. In
each case, the real question is the same: can
the organization move from information to
action with enough trust, coordination, and
discipline to produce measurable value?

Dexcent's Industrial Digital Transformation
positioning is built around that exact
challenge. The goal is not more digital
activity for its own sake. It is turning
fragmented industrial data into integrated,
governed, analytics-ready ecosystems that
support smarter operations and measurable
business value.

That is why emissions and energy
performance are such strong starting points.
They are specific enough to matter, broad
enough to expose foundational gaps, and
urgent enough to create executive attention.

They also help leaders ask a better question.
Not "What technology should we add?”
But

That question sets up the rest of this eBook.

Because once a valuable use case is
identified, many organizations make the
same next mistake:

before the environment is ready to
support it.
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CHAPTER 2



ONCE AN INDUSTRIAL ORGANIZATION
IDENTIFIES A STRONG USE CASE,

THE NEXT INSTINCT IS OFTEN TO MOVE
FAST AND BROADLY.

CONNECT THE SYSTEMS. CENTRALIZE THE DATA. LAUNCH THE PLATFORM. TRAIN THE USERS.
SCALE ACROSS THE BUSINESS.

That approach sounds efficient.

In heavy industry, it usually creates friction faster than value.

THE PROBLEM IS NOT AMBITION. IT IS SEQUENCING.

Digital transformation does not happen in a clean environment. It happens inside live operations where
safety, uptime, compliance, and production still come first. The systems involved are often a mix of
legacy and modern environments. The data may still be fragmented. The people expected to adopt new
ways of working already have full operational responsibilities.

When organizations try to change too much at once in that setting, the effort becomes harder to execute
than expected. Scope expands. Dependencies multiply. Site-level exceptions appear. Adoption lags
behind deployment. The organization stays busy, but the business case becomes harder to prove.

THIS IS WHY ALL-AT-ONCE TRANSFORMATION UNDERPERFORMS.

It assumes value will emerge once enough capability is deployed at scale. In industrial environments,
unresolved foundational issues usually get worse under scale. Weak data practices create more noise.
Unclear ownership creates more confusion. Fragile infrastructure creates more risk. Limited reinforcement
leads to uneven adoption.




WHAT LOOKS DECISIVE FROM THE TOP CAN
FEEL UNWORKABLE ON THE GROUND.

A better model starts from a different assumption: build the
conditions for value before trying to scale it.

That is why Dexcent's approach is built around crawl, walk, run.

In the crawl stage, the focus is establishing the right foundation.
Leaders assess the current state, identify the gaps most likely to
block progress, clarify ownership, and establish the conditions
required for a use case to succeed.

In the walk stage, the organization applies that foundation
to a focused, high-value problem. Instead of trying to prove
everything at once, it solves something important enough to
matter but contained enough to manage.

In the run stage, the organization scales what works. By that
point, the work is being extended on top of stronger governance,
more reliable infrastructure, and better-supported adoption.

THAT PROGRESSION CHANGES THE QUESTION
LEADERS ASK.

Instead of asking, "How quickly can we deploy the solution?”
they ask, "What must be true for this initiative to deliver value
consistently?”

That is the better transformation question because it keeps the
focus on business outcomes, not deployment activity.

It also leads to better decisions. Rather than spreading effort
across too many moving parts, the organization can focus on
the barriers most likely to slow progress. Is the data usable
enough to support action? Are ownership and governance clear
enough to reduce friction? Is the infrastructure strong enough to
scale safely? Are supervisors equipped to reinforce new ways of
working?

These are foundational questions, and they determine whether
transformation holds after launch.

This is why Dexcent frames transformation through a roadmap
tied to business objectives and incremental value, supported
by four foundational domains: Data Ecosystem, Data
Governance, Cyber Security and Infrastructure, and People
and Organizational Change Management.

For managers and directors responsible for digital
transformation, the lesson is simple. A broader scope does not
guarantee broader impact. In many cases, it delays it.

The strongest programs establish readiness, solve something
that matters, learn from execution, and scale with discipline.




CHAPTER 3



MOST INDUSTRIAL ORGANIZATIONS DO NOT
HAVE A DATA SHORTAGE.
THEY HAVE A USABILITY PROBLEM.

That distinction matters because it changes what transformation work should focus on first. If leaders
assume the issue is visibility alone, they tend to invest in dashboards, reporting layers, or analytics tools.
If the real issue is fragmented, poorly connected, or inconsistently structured data, those investments
add another layer without fixing the operating problem underneath.

THAT IS WHY THE FIRST PILLAR IS THE DATA ECOSYSTEM.

A strong industrial data ecosystem is the environment that lets information move from source to action

with enough consistency and context that the business can use it confidently. In heavy industry, that
usually means connecting information across SCADA, historians, field devices, maintenance systems,
production records, spreadsheets, and business workflows that were never designed to work together
cleanly.

THE CHALLENGE IS NOT ONLY TECHNICAL. IT IS OPERATIONAL.

Different teams often use the same data differently, transform it differently, and interpret it through
different priorities. Operations may rely on one source. Engineering may trust another. Reporting teams
may use a third version built through manual extraction and adjustment. When that happens, the
organization loses confidence before it loses data.

THAT IS WHERE TRANSFORMATION STARTS TO STALL.
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A manager asks a simple question about abnormal energy use, throughput loss, or a developing
emissions issue. The answer should be quick. Instead, it triggers manual extraction, spreadsheet cleanup,
and debate over which source is correct. The data exists, but the ecosystem does not support quick,
trusted action.

Dexcent's Industrial Digital Transformation positioning
speaks directly to this challenge. It frames the work

as turning fragmented industrial data into integrated,
governed, analytics-ready ecosystems that enable
smarter operations, reduced risk, and measurable
business value.

This is also why advanced analytics often disappoint
organizations earlier in the maturity journey. Analytics
can only be as useful as the ecosystem beneath them.

If source data is inconsistent, transformation logic is
unclear, or ownership is vague, the output may look
polished while still creating hesitation among the people
expected to use it.

That is why early maturity work matters. Before an
organization can scale data-driven decision-making,

it has to understand how data moves today, where it
breaks down, and who depends on it. It needs to identify
key users, clarify transformation points, reduce recurring
rework, and make trusted data easier to access.

If the ecosystem is weak, every use case becomes harder than it should be. If it is strong, each use case
becomes easier to prove, easier to operationalize, and easier to scale.

That is why organizations should resist the urge to jump straight to advanced analytics before the data
environment is ready to support them.
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CHAPTER 4



A USABLE DATA ECOSYSTEM IS ESSENTIAL,
BUT MOVEMENT ALONE IS NOT ENOUGH.
DATA CAN FLOW ACROSS SYSTEMS AND
STILL FAIL TO CREATE ACTION IF THE
BUSINESS DOES NOT TRUST IT.

THAT IS WHERE DATA GOVERNANCE BECOMES CRITICAL.

In many organizations, governance is treated like an administrative exercise. It is associated with policies,
standards, and controls that feel disconnected from operations. In industrial environments, that framing
misses the point. Governance matters because it reduces confusion, improves accountability, and gives

people confidence that the information in front of them is reliable enough to use.

THAT IS WHY GOVERNANCE HAS TO BE PRACTICAL ENOUGH TO BE
TRUSTED.

Trust breaks down in familiar ways. One team changes a naming convention and another is unaware.
Manual entries are captured differently across shifts. Reports are built from extracts that no one fully
owns. Engineers, operators, and business teams all work hard, yet still end up questioning which number
is right. When that happens repeatedly, the organization develops an expensive habit: even when data is
available, people hesitate to act on it. They cross-check, rework, escalate, and debate.

THE ISSUE IS NO LONGER JUST DATA QUALITY. IT IS OPERATIONAL DRAG.
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Dexcent's Digital Transformation messaging treats governance and
compliance as one of the four core domains required to improve
the likelihood of delivering and sustaining a transformation
initiative. That is the right framing. Governance is not separate from
business value. It is one of the conditions that makes business value
repeatable. If ownership is unclear, definitions vary by team, and
changes to critical data happen without visibility, the organization
may still produce dashboards and reports, but it will struggle to
turn them into confident decisions.

Good governance starts with clarity.
Who owns which data set?
Who can edit it?
Who depends onit?

Which information is critical to operational decisions,
compliance obligations, or executive visibility?

Without that structure, even capable teams create inconsistency.
One group may solve a local problem while creating downstream
confusion for another.

That is why early governance work matters. Before an organization
builds a sophisticated governance program, it needs practical
discipline. It needs to clarify ownership, understand who uses what
and why, surface recurring frustrations, and create simple rules for
handling the information that drives important decisions. These are
not bureaucratic exercises. They are the first steps toward making
data dependable enough to support real operating choices.

As maturity grows, governance becomes more structured, but

it should still stay close to the work. The goal is not to create an
abstract program outside operations. The goal is to make trusted
data part of how the business runs.

For managers and directors responsible for digital transformation,
the value of governance is simple. It makes execution more
reliable. If a team is trying to reduce abnormal energy use, improve
emissions reporting, strengthen production visibility, or increase
confidence in operational KPIs, governance is what allows them to
move faster with less friction.

When people trust the data, they act more quickly. They spend
less time debating definitions, chasing versions, and validating
whether a number is safe to use. Governance does not create value
on its own, but it removes one of the most common barriers that
prevents value from being captured consistently.

The practical question is not whether an organization has a
governance policy somewhere. It is whether the people closest to
the work know what data they can trust, who is responsible for it,
and how issues are surfaced and resolved.

IF THEY DO NOT, THEN GOVERNANCE IS NOT YET
DOING ITS JOB.
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CHAPTER 5



DIGITAL TRANSFORMATION
DEPENDS ON CONNECTION.

OT environments connect to more systems, users, vendors, and
data sources as digital initiatives expand.

That can create value.

It can also create risk if the environment underneath it is not
ready.

This is why infrastructure and Cyber Security are not side issues in
industrial digital transformation. They determine whether digital
progress will be reliable, secure, and sustainable in live operations.

If connectivity is inconsistent, asset visibility is incomplete, or
network health is weak, the organization gets an unreliable
operating picture. Leaders may expect better insight into energy
use, emissions performance, throughput, or asset health, but the
real problem is often not the dashboard. It is the environment
feedingit.

The same issue appears when organizations try to scale. A pilot may
work because a few people understand the local environment and
can work around problems manually. But once the initiative expands
across sites, assets, or functions, those hidden dependencies
become operational risk.

Cyber Security raises the stakes further. As OT environments
become more connected, they face more exposure from remote
access pathways, inconsistent configurations, aging systems, and
unclear IT/OT boundaries. Dexcent's OT Infrastructure & Cyber
Security positioning is built around this reality: helping critical
infrastructure organizations secure and optimize OT environments
so they can operate safely, reliably, and compliantly.

For digital transformation leaders, the takeaway is simple.
Infrastructure and Cyber Security are part of the transformation
foundation. They affect whether data remains trustworthy, whether
new capabilities remain usable, and whether the organization can
scale without undermining the operation it is trying to improve.

A mature transformation effort asks two questions:

Can we deploy this capability?

Can the environment support it reliably, securely, and at scale?
If the second answer is uncertain, readiness work belongs there first.

The next challenge is just as important: even trustworthy data will
not create value if the environment supporting it is not ready to
scale.
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CHAPTER 6



EVEN WITH A STRONG USE CASE, BETTER DATA,
CLEARER GOVERNANCE, AND MORE RELIABLE INFRASTRUCTURE,

ONE FACTOR STILL DETERMINES WHETHER
TRANSFORMATION HOLDS IN THE FIELD:

PEOPLE.

THIS IS WHERE MANY INDUSTRIAL PROGRAMS LOSE MOMENTUM.

The technical solution may be sound. Leadership may be aligned. But if supervisors are not equipped to
reinforce the change, if teams do not understand what is expected in daily work, or if resistance is left to
spread informally, adoption becomes uneven. The organization does not reject the initiative outright. It
simply absorbs it poorly.

Usage varies by shift. Workarounds reappear. Old habits persist. The change is declared live, but it is not
fully operational.

That is why Organizational Change Management cannot sit on the edge of the program. It has to be
treated as a core transformation workstream.

Dexcent's broader messaging reflects that clearly. Across its Digital Transformation positioning, change
management is one of the four domains that improves the likelihood of delivering and sustaining an
initiative. Transformation is not just about modernizing systems. It is about guiding people, process, and
technology through change so improvements are adopted and sustained.

Industrial environments make this especially hard. Teams are already fully allocated to keep operations
safe and stable. Supervisors are balancing production, maintenance, reliability, safety, and reporting
pressures at the same time. In that setting, even a useful change can feel like added burden unless it is
introduced and reinforced in a way that respects operational reality.

This is why adoption problems are often misread. They get described as training issues or isolated
resistance when they are really signs that the change was never embedded into the operating system of
the business. Expectations were not translated clearly enough. Reinforcement routines were too light.
Leadership follow-through was inconsistent.
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WHAT LOOKS LIKE A PEOPLE PROBLEM IS
OFTEN A PROGRAM DESIGN PROBLEM.

That is why practical change discipline matters. Teams need
away to surface issues early, assign ownership, and close
actions before frustration hardens into disengagement.
Supervisors need simple coaching tools. Training needs to
be role-based and connected to the real work people are
expected to do. Reinforcement has to be built into existing
routines so the change stays visible after launch.

For managers and directors responsible for digital
transformation, this changes the role of change
management entirely. It is not a communication plan added
at the end. Itis part of the mechanism that determines
whether technical work produces business value.

For industrial leaders, the practical question is not whether
change management appears somewhere in the project
plan. It is whether the organization has built the routines,
leadership behaviors, and support structures that make
adoption likely in live operations.

If not, then even good transformation work remains
fragile.

And even with stronger data, governance, and
infrastructure, transformation still stalls if people are not
prepared to work in new ways.
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CHAPTER 7



INDUSTRIAL ORGANIZATIONS RARELY
STRUGGLE BECAUSE THEY LACK IDEAS.

In most cases, leaders already know what they want to improve: visibility, reliability, cost, emissions
performance, and resilience.

The harder question is whether the organization has the conditions in place to turn those objectives into
measurable, repeatable results. The four pillars exist to answer that question.

Each pillar addresses a different barrier to transformation, but none of them creates value on its own. A
stronger data ecosystem improves access to information, but without governance, trust breaks down.
Governance improves trust, but without reliable infrastructure and Cyber Security readiness, scale
becomes risky. Infrastructure may be strengthened, but without change management, new capabilities
fail to influence daily work consistently.

The pillars work together because industrial transformation is not a single-system challenge. It is an
operating model challenge.

This is where Dexcent's approach matters. Its broader positioning is built around helping industrial
organizations strategize, transform, and evolve by uniting people, process, and technology across the OT
ecosystem. In Strategize, the focus is on business objectives, value potential, governance, and readiness.
In Transform, the organization modernizes systems, strengthens infrastructure, improves workflows,

and guides teams through change so improvements are actually adopted. In Evolve, value is sustained
through lifecycle governance, continuous improvement, refresher training, and alignment checks.

That integrated model reflects the realities of heavy industry. Industrial operations do not need
transformation that looks strong in a strategy deck but struggles in live conditions. They need
transformation that survives handoffs, site variation, competing priorities, and day-to-day operating
pressure.
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THAT IS ALSO WHERE
DEXCENT DIFFERENTIATES
ITSELF.

Many firms can support one part of the journey. Some focus on data.
Others focus on infrastructure. Others bring a narrow platform or
software solution. Dexcent's value is that it approaches transformation
through one OT-centric lens, connecting systems, secure
infrastructure, operational data, governance, and change management
to the business outcomes industrial leaders actually care about.

For managers and directors responsible for digital transformation, that
matters. Their challenge is rarely to sponsor more activity. It is to make
better sequencing and investment decisions.

Where is readiness strong enough to move forward?

Where are foundational gaps likely to undermine adoption or
scale?

Which barriers should be solved first so later work becomes easier
instead of harder?

Those are the questions Dexcent’s Digital Transformation
Readiness Assessment & Roadmap is built to answer.

This is not a lightweight checklist or generic scorecard. Itis a
comprehensive starting point designed to help industrial leaders
understand current maturity, identify the gaps most likely to slow
progress, and see where to focus first. In many organizations, this
level of diagnostic clarity would require a paid consulting engagement
worth thousands of dollars. Dexcent makes it available as a free first
step so leaders can move from broad ambition to a more practical,
prioritized roadmap.

If your organization has high-value use cases but still struggles with
fragmented data, unclear ownership, uneven adoption, or uncertainty
about where to begin, the better move is not to push a larger initiative
into the same conditions. It is to assess readiness, identify the barriers,
and build the roadmap from there.

THAT IS THE SHIFT FROM AMBITION TO IMPACT.

deXcent

STRATEGIZE | TRANSFORM | EVOLVE

Start with Dexcent's free

Digital Transformation
Readiness Assessment &

Roadmap.

Complete the assessment to
understand your current maturity,
uncover the barriers most likely to
slow progress, and get a clearer
view of the actions most likely to
accelerate measurable operational
value.
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