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FOREWORD
Get a promising start into industry 4.0
Industry 4.0 is one of the new terms that appeared at the turn of this decade and, it is used to describe
the fourth industrial revolution.
The concept refers to the implementation of high-tech, so basically the automation of traditional
manufacturing and industrial practices which we can also refer to as digital transformation.
We all have one valid reason on why we must start our journey with Industry 4.0 optimistically:
IT IS HERE TO STAY!
If somebody is telling you different, you should probably not waste your time listening. Many believe
that the fourth industrial revolution – also known as industry 4.0 - started in the Silicon Valley, like
many other tech trends are now standards. But that is not the real story.
The truth is it this revolution started in Europe, to be precise in Germany!
The terms were first mentioned at the Hannover Trade Fair in 2011. The German Government that
took the opinions of the experts at the fair seriously, it established a working group about the topic
that was co-chaired by Bosch executive Siegfried Dais and SAP AG executive Henning Kagermann.
At the Hannover Trade Fair 2012 the working group presented its suggestions for the actual
implementation of Industry 4.0 and reported this to the German Government. Since then a campaign
has been launched to stimulate these principles in the industry. Nowadays Industry 4.0 is improving
our all lives, and therefore it has a valid reason for being relevant.
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You should read this report if:

ü You are a sheet metal fabricator and your business depend on serving your customers faster,
more effectively and more profitably.
ü You sometimes struggle with projects in digital transformation. Or even to get started with
automation.
ü You have too much work preparation to do and can’t find more suitable employees to solve
this pressure.
ü You are missing a clear plan for digitalizing your processes.
ü You are missing a big picture overview of what software is out there.
ü You are getting tired of all the vague answers from your machine and software vendors.

The Challenge of Industry 4.0 projects
I understand, as a sheet metal company, you want a business that works. For this to happen it needs
to be easy to handle so you can focus on your craftsmanship, instead of getting stuck with clunky
systems.
Unfortunately, many businesses that are involved in Industry 4.0 projects end up with more worries
than they had before they started. The promise of getting more peace of mind by buying more
software is great, but for many it causes costs and frustrations. Therefore, confusion and
disappointment come along.

LET’S PREVENT THAT!

Even if you have experience with digitizing and automation, there are pitfalls that you need to avoid
to get the most out of Industry 4.0.
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The Driving Force Behind Innovation
Today’s sheet metal companies are facing more and more challenges and burden than ever before:
Batch sizes are getting smaller every day, and margins are getting tighter.
Your customers’ demands are changing rapidly. What used to be repetitive becomes custom. What
used to be long term, is now just-in-time. The communication moves online, and there is more
information than ever before in the company.
Hiring more staff is not a suitable option, because wage costs are already high. There are limits to
what we can do by getting ‘leaner’. Forcing customers to behave differently may have worked years
ago but nowadays – regarding also the impact of the CEE region – your customers have more choice
and therefore demands get less.
To remain competitive, you’ll have to invest in digitization. You need to start working smarter
rather than just harder. With so many companies facing these challenges, how come you don't see
them solving them?
Moving your business forward is already hard enough. People resist to change and convincing
others of the virtues of Industry 4.0 and adapting your employees to new technologies can be
difficult.
And when it comes to investments, it doesn’t get any better. There are no general standards when
it comes to Industry 4.0, so the thought of investment, no matter how small, makes some companies
reluctantly advance.
What do we need to avoid pitfalls or even failed projects?

We need clarity.
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What’s in this guide:
Let’s get clear about what works and what doesn't by gaining a sense of simplicity and focus.
In this guide, you’ll learn:
●

What Industry 4.0 is genuinely about and what it means to your business

●

Why your vendor is not your best advisor when it comes to investment decisions

●

How to prevent an IT-hell when you apply new technology

●

How you can form the right Industry 4.0 strategy that considers how customers will buy in
the future

●
You

How to overcome obstacles in making innovation plans for your digital factory
will

find

out

that

Industry

4.0

projects

can

be

successful

●

The right understanding of Industry 4.

●

A broader vision than the market of today.

●

Multiple options of multiple vendors compared side by side.

●

Designed a system that scalable and maintainable.

●

An absolute focus on serving the customer, rather than shipping products.

if

you

have:

But first, let me tell you how a laser cutter, bad manuals, and vague answers put me on a path to give
you this guide, today:
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Suffering through the pitfalls
I know how frustrating it can be if you don't get the answers that you need in order to make those
significant steps forward. I suffered through it myself:
When I started my work in 2012 as a business improvement engineer at a smaller metalworking
company, Industry 4.0 was just anything but clear to me. We had a staff of eleven - three at the office,
eight in construction and welding.
The business had recently acquired a brand-new CNC laser cutting machine and a CNC bending
machine. Modern devices that allowed to fully be programmed and connected. These devices could
technically run around the clock, but it usually took more time to set them up than it took to run the
production.
We wanted to get more out of the machines, and at the same time, keep up with our orders. But it
would take us way too many clicks to get from a 3D model to a program on the machine. The
communication was still on paper. The process was manual, tedious, and full of errors. We knew we
had to automate. And clients demanded a solution, fast.

More than just IT

The first thing was to figure out what was possible. But a quick question to a software vendor resulted
in a vague answer. They told me to buy more of their software. When I asked why that was going to
solve my problem, the answer remained unclear, usually followed up with a quote, consisting of an
endless list of modules that I supposedly would need.
There were just two options back then: stagnation or innovation. I chose the last one, but I decided
to figure it out myself.
After years of educating myself in the field, working longs nights learning how to code, connect, and
deeply understand the software systems, I found out that there is more involved than just IT. It
became clear to me that Industry 4.0 was about a new approach to work.

Finding a better way

Over the years, I started to discover patterns. Not only by observing, but also by hand-on
implementation and studying every possible book on Industry 4.0. I attended courses for process
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improvement. I graduated as an engineer from the Amsterdam University of Applied Sciences, with
a specialization in Business Process Integrations.
In the meantime, my work became more and more visible as my employer at that time had become
the first sheet metal company in The Netherlands to implement a full integration between sales,
production, and planning systems. Thanks to that, their revenue had doubled.
At the time the rapid success came as a surprise. Nowadays, this all just makes sense.
This great step forward was the result of countless hours of work, tedious research, and painful
lessons I had to learn. It was a struggle. At times it felt like I had made every mistake out there - just
to discover what actually would work.
But the pain was worth it: During my journey, I discovered pitfalls that all businesses fall for over and
over again. If you don’t do anything about them, they can stagnate your progress or skyrocket costs
of projects.
I hope that by reading this document, you don’t have to make mistakes that I’ve made for you.
Let’s dive into the five pitfalls and what to do about them.
If you want to learn more about how you can prevent these pitfalls, feel free to book our first call
through www.vanenkhuizen.com.
I’ve successfully helped more than ten clients with their Industry 4.0 projects and look forward to
talking to you about your business.
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#1:

Misunderstanding Industry 4.0

Industry 4.0, Industrie 4.0, or the fourth industrial revolution are different names for the same
current development in the world: a rapid change in how we work.
The market is vast and expanding rapidly. Industry 4.0 is increasingly popular. Just look at this
graphic that shows the increased search for Industry 4.0 (or one of its other names) from 2010 to
2020.:

(source: Google Trends)

What is the fourth industrial revolution?
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The Industrial Revolutions:
●

1st: the invention of water and steam

●

2nd: the invention of electricity and motors

●

3rd: the invention of computers and automation systems

●

4th: rapid developments in digitization and connectivity

As you can see, all prior revolutions have been revolving around physical inventions like machines
and technology. But not this time.
This time the real innovations lie in the field of digitization and connectivity. It’s not as much about
physical inventions, but rather about reinventing how we work with software and sensors.
Within Industry 4.0, computers are working directly with automation systems. Before this, you had to
rely on agents and middlemen, and extra employees to get work done. With Industry 4.0, you can
automate their tasks and have a more reliably output.
No matter how you view it, in its core, it’s about a new approach on how to use software to reinvent
our businesses.

The risks of misunderstanding
Most manufacturing companies are not attentive about what Industry 4.0 means in practice, where
it came from, and what it means for them. As a result, they keep working with and investing in
outdated systems.
Ask yourself why you are investing (exclusively) in more machines instead of software these days, in
retrospect you wouldn’t have taken someone as a role model that would have who invested in oil
lamps rather than electricity, during the second industrial revolution.
But sticking to something familiar sometimes seems more rational to us than exploring the risks of
the unknown, and vendors are taking advantage of this situation by selling “Industry 4.0 solutions”
while – truth be told – it is the same technology as it was 20 years ago.
What we can learn from this, is that our focus should be on the digital space. And not as much on
new machines, or bigger factories.
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What is relevant for the sheet metal industry
The most important thing for sheet metal companies is to serve your customers effectively – by
reducing manual activities as far as possible. The only way to do this is by applying the right software
tools that are integrating well.
Always remember: we are in a software revolution.

#2:

The “Faster Horse” Syndrome

“If I asked people what they wanted, they would have said faster horses.”

Some people say that it was Henry Ford himself who first mentioned the famous “faster horse
syndrome” - others think it was one of his associates. Too bad they are not sure - the author deserves
his credit, because the thought itself is brilliant:

With every revolution, the rules of the game are being changed.
The risk for most businesses is that when they are confronted with change, they keep searching for
the things they know instead of what they really need.
Most of the thinking in the metal industry stems from the third industrial revolution: automated
production lines that make the same products as efficiently as possible.
The processes and systems are designed for big batch sizes with just a few customers, that don’t
change products often or have a continuous flow of orders. Having inventory was the industry
standard, and the bigger the shipment, the better.

The Customer of the 21st century
You probably already noticed it in your own business: batch sizes are shrinking rapidly, customers
are no longer interested in holding inventory, designs are being changed more often, and planning
all of these needs becomes increasingly difficult.
www.sheetmetalconnect.com
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The reason is that not only the logistical design of your factory but also your software solutions are
probably not designed for this new demand in the current market.
It doesn’t seem to make sense to focus only on a few customers anymore. If you only have a few big
customers, what will happen if some of them leave? If you are only focused on becoming better at
serving those few big clients, you are not even harvesting faster horses but actually just clinging on
to the ones you have, and evidently, they will get old eventually. But mor prominently you are missing
out on a key development in your industry.

You don’t need a faster machine.
Industry 4.0 is not in its essence about creating more efficient production lines; it’s about being able
to develop new solutions for your customers rapidly and making sure that productivity is improved
as a whole, so you can work more effevtively.
My clients have achieved this, and realized that making low volume, high mix, and complex products
is actually a safer, more future-proof approach.
Don’t just focus on process improvement philosophies such as LEAN (to eliminate waste). Expand
your view, and look into ways to become more efficient than the competition, for example, with
Quick Response Manufacturing (QRM).
Let's briefly talk about purchasing decisions too.
Budgets for machines are usually big because they are physically tangible products. But as soon as a
software package costs almost the same as a machine, companies don’t see the value of it. You
forget that in the current age it’s about software that’s going to make all the difference.
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#3:

The Sunk Cost Fallacy

Most businesses are afraid to let go of the past. We tend to overvalue what’s currently in the industry
and how things are. The older the company, the harder it seems to innovate.
The reason for this is called the sunk costs fallacy. Without going too far into the field of finance, let
me say that these are costs that have already arisen and cannot be reversed (such as through resale
for example).
Instead of admitting that the respective purchase was a mistake, the costs are irreversible, but now
it's about getting up and moving on, one tries to stick to the decision and defend the effort that has
been made. The price a company pays for this approach is that of advancement.

The first step is the hardest
Many companies would like to get started with new systems and digitization. Perhaps they have
already bought some software. Then, the projects begin with full enthusiasm. A team is formed, and
the vendors are being selected.
But as soon as the budget comes to discussion, resistance occurs:
●

“But what do we do with that current system then?”

●

“That self-made software that took so many days of work? It cost tons! Can't we optimize it
even further?”

●

“Was all that work for nothing? “

However, it does not always have to be a cost trap that prevents us from advancing. The problem is
often more than once that we establish a certain “setting” a certain way of dealing with something
as the status quo, and to get away from already established systems it is extremely difficult for us.
The reason for the skepticism about “the new” is easy to explain: a loss makes us twice as unhappy
as a comparable profit makes us happy! What you have to keep in mind now, is one thing: the
statement may be correct, but it is not logical. So, avoid these potential pitfalls and let someone help
you with this, who can make a decision with the help of logic and less based on emotions!
Through plain economic-theoretical glasses, it is easy to make a decision.
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Whether it makes sense to continue with anything or not, is determined by all future income and
expenditure. If this results in a positive total balance, then it makes economic sense; otherwise,
it will not.
In practice, decision making is not that rational, as many examples and research show. Our past
decisions play a major role in our future behavior. If we spent a large amount of money on (for
example) a software system, it will be much harder to let go of it even when it doesn’t make any
sense to continue with it anymore.
Predicting what industry 4.0 solutions will bring is hard, and software is just not as easy to understand
as mechanical processes.

Changing our past decisions
Rationally it is only about the difference between now and the future. Why though do we hang onto
the past? That has to do with our desire to be consistent.
If we do not act consistently, we do not feel good about it, and we lose face to ourselves and the
outside world. Because, what if we made a wrong choice? That will show if we must replace a system,
right? That is basically saying that what you knew back then is now the entire truth. But the world
changes quickly and changing a strategy fast is a requirement for the world of today and tomorrow.

Thinking forward
Do you recognize this statement?
“We have already put so much into it; now we cannot go back.”
At this moment, stop and ask yourself:
●

“Do we overvalue this project because of our emotions?”

●

“What will be the best decision for our customers for now and in the future?”

●

“How much value will this still hold in 5 years from now?”

Often the best conclusion will be that the current setup served its purpose for the time being, but
times have changed, and now the actual value is probably much lower as the emotional value that
has been attached to it.
To get clear on this, we need to know what works and what doesn’t.
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There are two ways: do by trying or do by hiring. In my opinion, it is merely too expensive just to try
things out in an existing business. The bigger the company, the more there is at stake. Do not fall
victim to the so-called Not-Invented-Here-Syndrome, which is exactly the reason why companies
often fall into the fallacy of assessing internally developed ideas as superior than solutions by external
providers, often even if the external solutions are – from a purely objective point of view – better.
There are hundreds of solutions in our new global society. What needs to be done is to think about
the true needs for the future.
What helps is getting an independent analysis of the big picture and a plan for the future based
on data, no gut feeling, but rather a plan based on facts and research.
And if you think now, well I can do the research myself, just imagine what questions are you going
to ask yourself to get to the core problem? Exactly. That’s what you need the expert for.
You need to get started with a project that’s drafted for you, and everything that is unique about
your machines, software and processes.
A project that comes from an Industry 4.0 mindset, with a technical background, not just
theoretical or marketing jargon. If that’s what sounds interesting to you, feel free to hop over
to www.vanenkhuizen.com and book your free discovery call to see what could work for you.
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#4:

The Data Jungle

A big part of Industry 4.0 is Digital Transformation: going from paper processes to digital processes
(digitization). It’s more than just getting rid of paper because it also involves defining new ways to
work (digitalization). As you can see the terms digitization and digitalization result in digital
Transformation.
Digital transformation usually happens gradually, where step by step, certain parts of the business
are being changed. Rarely do businesses have the financial means and focus to fully transform in a
short while. Meaning, that they drop paper completely from one day or month to the other.
There are many benefits of a gradual transformation. A major one is that there is time to learn from
feedback. Also does it allows for the employees to gradually get used to the new work methods and
systems.
But there is a catch to a more gradual transformation: the underlying architecture. If, for each part of
the business, a new software tool is implemented, that means that that new tools will hold data: a
location where information is stored.
In its essence, instead of a stack of paper, you’ll have a new stack of data somewhere. Over time there
will be many stacks on different places. And in order to connect with each order, they will have to
hold a lot of duplicate data. The result: you do not know anymore what information is stored where,
and what happens when you want to exchange a system. This creates kind of an IT-Hell because
there is no overview anymore.
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Why you cannot escape dealing with a data problem
The short answer is, because with Software you automatically get more data.
Do you recognize these statements?
●

Your office team has 3-5 different software programs open to understanding what a project
is about and what to do with it? Sometimes even combined with stacks of paper?

●

One database or file might say that the design is the most recent one, the other might say
that the customer already submitted a revision months ago?

●

Have you shipped products in the wrong revisions, or orders in the wrong
quantities/materials on multiple occasions, or even unintentionally made double orders?

If any of these things sound familiar, you probably already have a data problem.
The more software that is being implemented, the more data there will be generated. And in order
to make this work for your business, this all needs to be integrated with one other.
What’s being forgotten when new solutions are implemented, is that it has to work with the entire
business as a whole, including the supply chain. If this is being neglected, it becomes a very chaotic
situation where nobody truly knows how things are working together.
To fight this every increasing confusion, you’ll need to centralize all your data. Usually, this is being
done by linking all systems to the Enterprise Resource Planning (ERP) software in a way where there
is one system leading.
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#5:

The Hidden Vendor Bias

Imagine you are an established machine manufacturer for sheet metal lasers. Up until now, your daily
business was about selling those machines, installing them, and sometimes selling a little software
on the side.
Now, while you know the client is not working very efficiently, he’s still interested in buying another
machine. For example, to keep up with rush orders.
Would you tell him not to buy the machine, but rather invest in IT solutions? Perhaps switch to
different (universal and / or independent) software to program the machine with?
I don’t think so.
And that’s precisely what seems to be just the norm in the industry these days. And it’s not much
different for software vendors. In this case, their profit model is the customization of the software,
not advising you if it’s an excellent time to make that switch to a better product.

The new times:
Until recently, the landscape of software companies in the manufacturing industry was somewhat
The Wild West: you did not know whether the company could be trusted, but you had to work with
it because they were the only ones with the solution.
Sometimes you already knew these were known for weak service, but you simply had to move on.
Changing suppliers also wasn’t easy and extremely costly. Plus, there was a major sunk cost, as we
discussed in the previous chapters.
This way, vendors have built up enormous amounts of power in the past. Nowadays the market has
grown a lot. There are many more suppliers on the global market, not only in Europe but especially
beyond that.
Smaller startups are able to move much faster and adapt quickly to new needs and are usually
focused on particular problems and industries, like the sheet metal industry.
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ERP implementations
We all know the horror stories about failed ERP implementations. Market wide, millions are going
down the drain on failed projects. What happened here was the same phenomena: Promises about
customization were made but couldn’t be kept.
The thing that was forgotten, was the goal of the customer instead of the sales targets by the vendor.
This can be prevented.
The best way to overcome vendor bias is by having goal-driven milestones. In my opinion, hourly
billing is very questionable for the reason that it creates a mixed interest.
The vendor has then more reason to take longer, write more hours, and even make mistakes. A better
way would be outcome-based projects. This is only possible if you’re confident you can provide
solutions and your product is up for the task.
When multiple vendors are involved, it’s the same approach, but then you’ll need an independent
consultant or project leader to guide this toward success.
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Conclusion
If a business doesn’t move forward with the latest IT technologies, it will be overrun by companies
that do, in a short time.
Not only on efficiency levels but also since the workforce is getting older and less technically
educated in craftsmanship. On both sides, this will decrease margins, lose competitive positioning,
and increase wage costs.
The worst thing that can happen is that a company buys more machines to cover up for their
inefficiencies in the business, without adapting a real digital strategy.
Having high investments in the wrong areas of the businesses can strain their cash flow for many
years leaving no budget left for an essential aspect of the company: changing the way the business
works with IT.
But if you do make the change, you can quickly become a leader in your market. There are only a
handful of companies that are aware of these trends. Don’t get discouraged by their current size,
because these days the rules have changed.
If you get this right:
●

You’ll have complete control over your business and digital processes.

●

You’ll have a factory that’s running like clockwork: everything runs effectively and fast.

●

You’ll serve customers faster and more professional than your competitors.

●

You’ll have a team that is fully aligned with the business goals and client needs.

And with that:
●

You can generate more sales on a global scale.

●

You can attract clients that lift up your business innovation.

●

And have joy and passion out of your business, knowing you created something that will
stand the test of time!

Thanks for reading my report. It means a lot to me!
Let’s talk about your business.
I’m convinced that if you made it this far, we probably have much to talk about. Get started with a
free strategy call with me through the following link: https://www.sheetmetalconnect.com/schedulea-call/
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About Luke van Enkhuizen
Independent Consultant for Sheet Metal Fabricators

“Effective digitalization: No stagnation, just innovation”
As a sheet metal company you are increasingly faced with emerging
competition and pressure. Batch sizes are getting smaller every day, margins
are getting tighter and most important: increasing wage costs.
In order to remain competitive, you’ll have to invest in automation. But where to start?
The 1st problem: Your machine supplier has no interest in making you more efficient, they’d rather
sell you more machines.
The 2nd problem: Figuring out what works and what doesn’t, especially when it comes to
specialized software, takes years to master. And learning it by trying is just too expensive.
In my opinion, it’s not wise to rely solely on someone who has an interest in selling you more software
or machines. Or even worse: trying to figure things out on your own, without a direction.
Bottom line: Digitalisation without a plan is like building a skyscraper without an architect.
That’s why I serve to close this gap: I provide independent consultancy, project management, and
software implementation in the form of a total solution.
With over 10 years of practical experience in the metal industry, you can trust in my renowned
expertise.
… So schedule your free consultation today, so you can:
•

Gain clarity about your digital future

•

Stand out from the competition with a highly automated process

•

Save costs by making fewer mistakes

•

Stop wasting your time on software projects that lead nowhere

Book your consultation today. There are no strings attached.
I hope to speak to you soon.
Kindest Regards,
Luke van Enkhuizen
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