
Executive summary
Regardless of whether you are migrating a manufacturing operations 
management (MOM) system or implementing one from scratch, in this 
COVID-19 environment many implementations will have to be conducted 
with remote teams. To be successful, the choice of technology partner and 
deployment methodology becomes crucial. The Siemens Digital Industries 
Software Advantedge Success Program, which is applied in MOM, allows 
you to remotely implement the various phases of the deployment, ensur-
ing manufacturing continuity and a high level of production efficiency. 
This white paper provides guidance on the key activities and success  
factors related to each phase of remote project delivery.
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Abstract

The COVID-19 global pandemic has created a situation 
in which projects must be delivered by remote teams. 
Siemens Digital Industries Software services resources 
are familiar with working outside of a co-located setting 
and collaborating with people who are widely distrib-
uted. The integration of the Siemens Global Delivery 
Network into our delivery projects has allowed us to 
leverage centers of excellence in remote, lower-cost 
locations. These actions have already created approaches 
and refined practices that support this form of working.

Within the Advantedge Success Program, Siemens uses 
the Advantedge delivery framework to leverage industry 
best practices and ensure customer success.

This approach groups activities into defined phases that 
support an industry-proven define-deliver-deploy 
approach. It remains valid regardless of the constraints 
imposed by a virtual project environment. The 
Advantedge Success Program’s alignment with commu-
nication and objectives ensures on-time and within- 
budget project delivery that meets the customer’s 
objectives.

Advantedge delivery framework.
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The infrastructure for remote delivery success

Throughout all phases of the Advantedge delivery 
framework, Siemens uses its unique tools and templates 
to enable the fastest possible return-on-investment 
(ROI). We have developed these tools over hundreds of 
deployment projects across many industries, continually 
improving them to deliver successful projects on time 
and within budget, providing the value to meet our 
customers’ rigorous business challenges.

Siemens collaboration tools
Siemens has developed collaboration tools that cater 
specifically to remote teams.

The Siemens Concept Board is a unique platform that 
supports collaborative meetings for remote teams. It 
provides a sketch space for all participants to draw 
concepts, diagrams and ideas together – much like a 
virtual white board. It also provides time-saving tem-
plates and process diagrams that support the deploy-
ment of complex projects. Some of the capabilities 
include:

• Sketch board for collaborative idea generation and 
concept drawing

• Templates for flow charts, processes and other dia-
grams tailored for manufacturing systems

• Ability to upload reference documents for 
collaboration

• Document and image sharing for offline collaboration 
or expert review

• Export of boards as pdfs or images

Siemens also leverages virtual meeting software with 
video, audio, chat and document sharing to facilitate 
the variety of meetings required during a complex 
deployment, as well as shared document repositories 
for project team use.

Siemens requirements software
Siemens’ Polarion Requirements™ software provides a 
highly  efficient foundation for gathering, authoring, 
approving and managing requirements for complex 
systems across entire project lifecycles. Using Polarion 
facilitates synchronicity and easy access with complete 
browser-based access to all Polarion data. It enables 

real-time communication between analysts, engineers, 
quality assurance (QA) members and DevOps teams via 
threaded discussions, wikis, notifications, alerts and 
more.

The Polarion key functionalities include:

• Requirements management

• Re-use and branch management

• Change and configuration management

• Audits, metrics and reports

• Connectors and extensibility

Advantedge templates
The Advantedge Success Program framework includes 
templates for all phases of the implementation method-
ology. These templates compress specification time, 
increase team alignment, reduce testing issues and 
minimize late discovery. Our templated approach typi-
cally reduces the time for project implementation by 
more than 60 percent.

Advantedge templates include:

• Value template with trends, implications, possibilities 
and solution process improvement

• Scope template, including design management, 
document management, product configuration man-
agement, manufacturing configuration management, 
change management and original equipment manu-
facturer (OEM) collaboration across all functional 
domains of the project team

• Characteristics template, which defines all the 
characteristics of the launch services based on best 
practices

• Business processes and use cases templates for 
mapping processes and swim lanes across functions

• Capabilities and functions template to define and 
group functional steps

• Validated scenarios template, which maps and indi-
cates valid scenarios across process steps

These templates are used across the various phases of 
the Advantedge Success Program framework.
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The affirm value phase establishes a clear project scope 
and strategy that is aligned with business objectives. It 
validates the documented project to create awareness 
and commitment across all stakeholders.

Key activities
1. Educating and aligning expectations with the 

customer and extended project teams on the engage-
ment model, approach, roles and responsibilities.

2. Reviewing pre-project activities, such as requests 
for proposals (RFPs), requirements, MOM road-
map and strategy, evaluating scope and defining 
characteristics.

3. Capturing intended business objectives and process 
improvements.

4. Identifying the approach for learning and user adop-
tion, including roles and responsibilities. 

5. Outlining the MOM strategy, deployment plans and 
project phases.

Phase: affirm value

Success factors – remote points of emphasis 

Follow best practices for remote presenta-
tions and virtual meetings.

Formalize identification of the customer 
program champions and clearly explore 
and align with the value definition and 
intended business outcomes.

Establish a common use for collaboration 
tools, including conference calls, meet-
ings, data gathering, whiteboards and 
sharing informal and formal documents.

Formalize learning programs to elevate 
their importance in ensuring user adop-
tion and knowledge transfer. Subsidize 
user adoption and project team enable-
ment by leveraging Siemens’ significant 
online learning assets.

Ensure clear ownership and guidance 
around the user and organizational 
change communication plan. Keep the 
project team, key constituents and inter-
ested parties informed and aligned.

Leverage visual proofs-of-concept and 
demonstrations while establishing 
requirements and value. This will ensure 
the leverage of Siemens solution capabili-
ties and avoid misunderstandings.



White paper | Advantedge Success Program

6Siemens Digital Industries Software

Phase: validate solution  
definition/blueprint

The objectives of the validate solution definition (VSD) 
phase are to validate and freeze the process-based 
scope and requirements with key customer users and 
domain experts. Although most of this phase is per-
formed remotely, the initial workshops have historically 
been performed face-to-face. Additional attention and 
flexibility are required to perform these activities in a 
virtual setting.

Key activities
1. Performing plant tours and workshops to verify the 

business challenges, business goals and intended 
improvements.

2. Reviewing the characteristics and overall process to 
confirm coverage of the defined requirements.

3. Performing walkthroughs of key business scenarios.

4. Validating the requirements and solution capabilities 
for each business use case.

5. Reviewing the solution definition and validating the 
solution with the key process users.

6. Confirming (and freezing) the scope and business 
requirements.

Success factors – remote points of emphasis 

Follow best practices for remote presenta-
tions and virtual meetings.

Be clear which documents are official and 
to be used for decision making and 
require formal approval, versus those that 
are work-in-process (WIP) or brainstorm-
ing and should not be relied on for 
reference.

Leverage the agreed-upon collaboration 
tools to replace the physical plant tours 
and face-to-face workshops.

Due to travel schedules and to take advan-
tage of co-location, the VSD workshops 
are often scheduled as part of long-dura-
tion meetings. Consider extending the 
overall duration by breaking the sessions 
up into shorter, more frequent discussions 
with domain experts.

When necessary, adjust the project team’s 
core working hours to best align with the 
customer’s working hours.

Employ visual demonstrations and 
Siemens’ best practices and templates. 
This will ensure users can leverage 
Siemens’ solution capabilities and avoid 
misunderstandings.

Deliver on-demand content to support 
enablement while social distancing.
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Phase: iterative configuration and  
verification/implementation

The objective of the iterative configuration and verifica-
tion phase is to complete the solution configuration and 
customization activities in an iterative manner. This 
iterative approach uses a series of maturity reviews to 
progressively confirm the implemented solution meets 
the intended business needs. Feedback is provided and 
incorporated as early as possible in the development 
cycle and results in validation with key users. The phase 
ends with user validation of all agreed upon end-to-end 
scenarios. This phase is mostly off-site activity; how-
ever, maturity reviews have been a mix of both virtual 
and co-located sessions.

Key activities
1. Performing customization component activities, 

including detailed design specifications, development 
and unit testing.

2. Configuring master data, workflows, security models, 
user interfaces and integration touchpoints.

3. Authoring scenario-based test cases.

4. Verifying and testing the subset of requirements as 
the solution matures during scenario-based maturity 
reviews.

5. Executing functional, integration and system tests.

6. Resolving issues discovered during maturity reviews 
and integration testing.

7. Establishing operational readiness by passing user 
acceptance tests.

Success factors – remote points of emphasis 

Follow best practices for remote presenta-
tions and virtual meetings. Ensure that 
appropriate meeting roles (facilitator, 
note taker, time keeper and invigilator/
proctor) are assigned.

Leverage the agreed upon collaboration 
tools to perform effective maturity 
reviews. Ensure that all processes are  
covered, questions are collected and 
answered and reviews are well facilitated.

Ensure frequent status communication, 
issue visibility and risk identification. 
Communication is key when teams do not 
physically see each other. This is applica-
ble to both customer communication and 
internal project team communication.

Consider daily, virtual standup meetings 
for the project teams to foster communi-
cation and ensure that no one is stuck or 
otherwise distracted.

Employ visual demonstrations and use 
case examples. This will ensure users can 
leverage Siemens’ solution capabilities 
and avoid misunderstandings.

Enablement activities consider social  
distancing and leverages on-demand 
technologies.
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Phase: deploy

The objective of the deploy phase is to perform all nec-
essary tasks in preparation for production deployment. 
The final testing and integration deployment activities 
have often been performed face-to-face. Additional 
attention and flexibility are required to perform these 
activities in a virtual setting.

Key activities include:
1. Packaging the solution.

2. Preparing production environments.

3. Documenting the deployment plans.

4. Executing the acceptance tests.

5. Verifying deployment and completing go-live 
activities.

6. Formalizing the hand off to deployment and support 
teams.

7. Delivering training to end users.

Success factors – remote points of emphasis 

Ensure that reliable, secure connections 
are available to the relevant systems at 
the customer site.

Establish appropriate security credentials 
and roles for the required project team 
members. Ensure that project team mem-
bers attend any required customer 
training to support this access and that 
processes are in place to ensure they fol-
low all relevant protocols.

Ensure frequent status communication, 
issue visibility and risk identification. 
Communication is key when teams do not 
physically see each other. This is applica-
ble to both customer communication and 
internal project team communication.

Consider daily, virtual standup meetings 
within the project teams to foster commu-
nication and ensure that no one is stuck 
or otherwise distracted.

Ensure that the user-adoption plans are 
completed.

When necessary, adjust the project team’s 
core working hours to best align with the 
customer’s working hours. 
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Phase: sustain

The objective of the sustain phase is to operationally 
support the deployed solution. This phase is nearly 
always performed virtually. There are no special consid-
erations for remote needs.

Key activities include:
1. Maintaining the deployed solution.

2. Supporting and enabling users.

3. Monitoring system health.

4. Validating value is delivered to the business.

5. Continuing training for end users as adoption 
increases and new users onboard.

Ensuring solution adoption

The value of a solution is dependent on the adoption  
of its use throughout the organization. This is a key area  
of focus throughout the Advantedge Success Program 
framework. From the very start, stakeholders are 
involved in the process of defining the solution that 
best meets the needs of their business. Stakeholders 

validate the solution throughout the various phases. 
Training is a key aspect of adoption, with our remote 
training programs fully developed and customized for 
the business’ various users. This is an ongoing process 
as users develop greater command over the solution 
and new users onboard.
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Advantedge Success Program remote project delivery is 
a key enabling tool for manufacturers that are preparing 
to be part of the digitalization wave in a world of swift 
and secure systems implementations. Using the exper-
tise of the Siemens team coupled with proven tools and 
methods to support remote working environments, 
customers are moving forward with ease in a new social 
distancing world.

At the end of the day, the experience of our customers 
speaks for itself. We have delivered hundreds of suc-
cessful implementations, giving manufacturers great 
confidence they are selecting the best partner to enable 
the future of their digital infrastructure.

Manufacturers striving to deliver innovation must build 
their enterprises with innovation in mind. Brilliant ideas 
for product innovation must be supported by innovation 
in the enabling systems that can take them to market 
with speed, quality and efficiency. All of these functions 
need to operate in concert to achieve a digital transfor-
mation. They need to be architected for connected, 
collaborative communication, and ready for evolving 
needs as all the components in the manufacturing 
ecosystem become smarter in Industry 4.0.  In order to 
achieve these goals, Siemens has introduced an innova-
tive remote project implementation program to assist 
customers in their digital transformation journey.

Conclusion

• Lead model
• Template-based

• Lead model
• Template-based

• Lead model
• Template practice

• 8 months to produce 
(24-month estimate)

• Req. freeze in 2 weeks
• Excellent user adoption

• Solution definition in 1 month
• Partner involvement
• Projecting on-time delivery  

(1 year versus 3 years estimate)

• Template practice proved to be 
fastest and highest quality PLM 
experience to date
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Siemens Digital Industries Software is driving transfor-
mation to enable a digital enterprise where engineering, 
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new insights, opportunities and levels of automation to 
drive innovation. For more information on Siemens 
Digital Industries Software products and services, visit 
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