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1 Executive Summary
1.1 Introduction: the AI Transformation Imperative
We are living in a time of unprecedented technological advances, where Artificial Intelligence (AI), and Generative AI (GenAI) in particular, is transforming business foundations, operating models and competitive strategies. For your Organization, adapting and strategically implementing AI is no longer an option, but an imperative - the key to future growth, innovation and sustaining market advantage. This report is a comprehensive strategic guide, synthesizing best practices and in-depth analysis to guide your Organization through the complex but highly promising process of AI transformation. Our goal is not only to show you the way, but also to provide you with practical tools and recommendations to achieve full AI maturity, transforming challenges into tangible business benefits.
1.2 Strategic Context of the Organization
Your Organization operates in a dynamic market environment where speed of adaptation, product innovation and operational efficiency are key determinants of success. Based on the gap analysis conducted (which is a Common Source of Truth), significant potential for improvement and development through the strategic application of AI technologies has been identified. Current initiatives, while indicative of a degree of awareness, are fragmented and require an integrated, enterprise-wide approach. AI transformation fits into the Organization's long-term strategic goals of increasing market share, optimizing costs, reducing time-to-market (TTM), and increasing customer and employee satisfaction.
1.3 Diagnosis of the Current State of AI Maturity
The gap analysis underpinning this report indicates that your Organization is at an early stage of maturity (levels A-C in most areas) in terms of Generative AI adoption. This means that there is basic awareness and initial, often isolated attempts to use AI, but there is a lack of a systemic approach, integrated processes, widespread competencies and adequate technology infrastructure.
Key observations from the gap analysis:
	Key Area
	Average Present Level (Scale A-E)
	Main Observations

	People and Competencies
	B/C
	Partial AI awareness, basic training in selected teams, lack of AI project management training, fragmented knowledge management.

	Organization and Processes
	A/B
	Lack of AI integration in key processes (e.g., NPD), low automation, lack of tools for AI teams, lack of formal AI lifecycle management.

	Products and Services
	B/C
	Sporadic use of AI in personalization, design or testing; untapped potential in databases and professional applications.

	Technology and Infrastructure*.
	B/C (requested)
	Likely lack of a central AI platform, low automation of data/model pipelines, potential shortcomings in access to specialized computing power.


*The assessment of technology and infrastructure is based on a synthesis of recommendations from the analyses provided (OpenAI, Gemini) and overall AI implementation needs, as a direct assessment of this area was not part of the "Gap Analysis." The Gemini analysis indicates the use of PDM/PLM, ERP systems at the B/C level, which suggests the need to upgrade for AI.
1.3.1 People and Competencies: Foundations for Strengthening
Currently, awareness and understanding of GenAI solutions in the Organization is at level C ("Partial understanding and awareness in selected areas"). Training in programming (including prompting) and data analysis is at Level B ("Basic training in selected teams"). A critical gap is the complete lack of GenAI-based project management training (A level). The formation of interdisciplinary AI teams (Level B) and the engagement of external consultants (Level B) are sporadic. Knowledge management in the GenAI field (Level B) is fragmented and ineffective. These shortcomings are a significant barrier to the successful implementation and scaling of AI initiatives.
1.3.2 Organization and Processes: The Need for a Systems Approach
In the area of organization and processes, the Organization faces the greatest challenges. Integrating AI into existing new product development (NPD) processes and automating these processes using GenAI are at Level A ("No integration/automation"). Similarly, implementing tools to support AI teams, defining a lifecycle management process for AI software, and creating a guide for a GenAI-based product development process are also at Level A. The use of AI for decision support is limited (level C), and continuous improvement cycles in the implementation of GenAI solutions are sporadic (level B). The absence of these elements prevents the effective and consistent use of AI's potential across the Organization.
1.3.3 Products and Services: Untapped Innovation Potential
The use of GenAI in products and services is at an early stage. Minimal use of AI in design and manufacturing (Level B), sporadic use in personalization (Level B), concept evaluation (Level B) and testing (Level B) shows that AI's potential is far from fully realized. Particularly alarming is the lack of use of AI for improving product databases (Level A) and as a component of professional applications (Level A). On the positive side, there is partial idea generation using AI (C-level) and regular use of AI for information reduction (D-level), marketing support (D-level) and exploration of new use cases (D-level). These strengths provide a good starting point for further development.
1.3.4 Technology and Infrastructure: Intermediate Applications
Although the "Gap Analysis" did not directly cover this area, conclusions from the analyses provided (particularly OpenAI and Gemini) and general requirements for AI projects point to likely gaps. These include the lack of a central, integrated AI/ML platform, insufficient automation of data and model pipelines (MLOps), potential limitations in access to specialized computing power (GPU/TPU), and data silos that hinder effective use. Existing systems (PDM/PLM, ERP), while used, may need to be upgraded and better integrated to support advanced AI initiatives.
1.4 Key Challenges on the Road to Transformation
Based on the diagnosis, your Organization faces the following key challenges:
1. Low Level of AI Competence and Awareness: Lack of widespread understanding of AI capabilities and limitations, as well as specialized skills (e.g., prompt engineering, AI project management, data analysis) inhibits initiative and efficiency. Example: Marketing teams may not know how to use GenAI to create personalized campaigns, and engineers may not be familiar with AI tools to optimize designs.
2. Lack of Integrated Strategy and Governance AI: Activities are often ad-hoc, without a clear vision, priorities and governance framework (including ethical and legal), leading to wasted resources and increased risk. Example: Different departments may experiment with different, incompatible AI tools, without central oversight of data security.
3. Fragmented Technology Infrastructure: Lack of appropriate platforms, tools and access to data prevents effective building, deployment and scaling of AI solutions. Example: Data Scientists spend most of their time preparing data instead of modeling, due to the lack of an integrated data lakehouse and MLOps tools.
4. Resistance to Change and Lack of Culture of Experimentation: Traditional structures and processes can hinder the adaptation of new technologies and work methods. Lack of permission to experiment and learn from mistakes slows innovation. Example: Employees may fear AI automating their tasks, rather than seeing it as a tool to help them work.
5. Difficulties in Measuring ROI and Justifying AI Investment: Lack of clear metrics for success and understanding of potential benefits makes it difficult to attract funding and support for AI initiatives. Case in point: It is difficult to convince management to invest in an AI platform without specific projections of cost savings or revenue growth.
1.5 Target Vision: AI Driven Organization (Level E - 2027+)
Our vision is to transform your Organization into a leader leveraging the potential of Artificial Intelligence (Level E maturity in all areas by 2027 or later). In this vision:
· People and Competencies: All employees have the right level of AI awareness and skills, and dedicated, interdisciplinary teams ("Fusion Teams") effectively use AI to innovate. A thriving "AI Academy" is in operation, and the organizational culture promotes continuous learning and knowledge sharing.
· Organization and Processes: AI is integral to all key business processes, from product development to customer service. Processes are highly automated, agile and data-driven. A robust AI governance system is in place to ensure ethical and responsible use of the technology.
· Products and Services: Product offerings are highly personalized, innovative and tailored to rapidly changing market needs. AI is a key component in creating value for customers, shortening development cycles and improving quality.
· Technology and Infrastructure: The organization has a modern, scalable and secure AI/ML platform, integrated with a data ecosystem (Data Lakehouse) and MLOps tools. Access to computing power is flexible and customized.
Key business benefits of achieving the vision:
· Reduce time-to-market (TTM) by at least 35-50%.
· Gross margin increase of at least 8-10 percentage points through optimization and new products/services.
· Significantly improve operational efficiency by automating and optimizing processes.
· Increase in customer satisfaction and loyalty through hyper-personalization and improved product/service quality (NPS increase of at least 15 points).
· Strengthen market position and build a sustainable competitive advantage.
· Creating an attractive workplace to attract the best AI talent.
1.6 Strategic Roadmap for AI Transformation
To achieve the above vision, we propose a three-phase transformation roadmap, spread over a period of 3-4 years:
· Phase 1: Foundations and Pilots (0-9 months): Focus on building awareness, core competencies, creating AI strategy and governance, upgrading infrastructure, and launching the first carefully selected GenAI pilot projects that will yield quick wins and prove the value of the technology.
· Key milestones: Launch of "AI Academy" (entry level), implementation of MVP of data and AI platform, implementation of 2-3 successful pilot projects with measurable ROI, development and approval of AI strategy and governance framework.
· Phase 2: Development and Scaling (9-24 months): Expanding training programs, building advanced competencies, systematically integrating AI into key processes (especially NPD), implementing a production MLOps platform, scaling successful pilots and launching new, more complex AI initiatives.
· Key milestones: Train >75% of relevant employees, implement >10 AI models in production environment, integrate AI into >50% of key NPD processes, achieve TTM reduction of 15%.
· Phase 3: Optimization and Excellence (24-48 months+): Strive to fully integrate AI into the DNA of the Organization, continuously improve implemented solutions (AIOps), explore breakthrough applications of AI, build an "AI-first" culture, and become a leader in the use of AI in the industry.
· Key milestones: Achievement of E-level AI maturity in key areas, AI integrated into 100% of new products, full automation of selected processes, establishment of a self-sustaining AI Center of Excellence (CoE).
A detailed implementation plan, with activities, budgets and indicators of success, will be presented in later sections of this report. This transformation requires the involvement of the entire Organization, from management to front-line employees, but its potential benefits cannot be overstated.

2 Detailed Analysis and Recommendations by Area
This section provides an in-depth analysis of the current state and detailed recommendations for four key areas of AI transformation: Technology and Infrastructure, People and Competencies, Organization and Processes, and Products and Services. The goal is to provide concrete, actionable steps that will enable your Organization to move from its current level of maturity to its target state of AI excellence (Level E).
2.1 Technology and Infrastructure: the Backbone of AI Transformation
Successful AI transformation is inextricably linked to having the right technology and infrastructure in place. It must support the entire lifecycle of AI solutions - from data collection and preparation, to model training and deployment, to monitoring and continuous improvement.
2.1.1 Assessment of the Current State of Technology Infrastructure
As mentioned in the executive summary, a direct assessment of this area was not part of the "Gap Analysis." However, based on the typical challenges of organizations in the early stages of AI adoption and the conclusions of the analyses provided (OpenAI, Gemini), the following weaknesses can be assumed:
· Data Silos: Data is scattered across different systems (ERP, CRM, PDM/PLM, manufacturing systems, spreadsheets), making it difficult to integrate, ensure quality and use it to build AI models. Gemini's analysis indicates the use of PDM/PLM and ERP systems at the B/C level, suggesting that the data they contain may not be easily accessible or optimized for AI.
· Lack of a Central AI/ML Platform: There is likely a lack of a unified environment for experimenting, building, deploying and managing AI models. Teams may be working on local machines or using different, incompatible tools.
· Insufficient Automation (MLOps): Model deployment processes are likely to be manual, time-consuming and error-prone. There is a lack of data and model versioning, automated testing, and continuous monitoring of model performance in production.
· Limited Access to Computing Power: AI projects, especially those using deep learning and large language models (LLMs), require significant GPU/TPU resources. Access to these can be limited or inflexible.
· Tools for AI Teams: Lack of standardization of tools (IDEs, Python libraries, visualization tools, collaboration platforms) can reduce productivity and hinder collaboration. Gap analysis indicates an A level for "implementing tools to support AI teams."
· Security and Compliance: Existing security policies may not be tailored to address specific AI risks (e.g., data poisoning, attacks on models, privacy of training data).
2.1.2 Data Strategy for AI: From Silos to an Integrated Ecosystem
Data is the fuel for AI. Without high-quality, accessible and well-managed data, no AI initiative will succeed.
Recommendations:
1. Conducting a Data Audit:
· Goal: Identify all key data sources in the Organization, assess their quality, availability, formats and potential value for AI.
· Activities: Mapping of data flows, analysis of data completeness, consistency and accuracy, identification of data "owners."
· Tools: Data profiling tools (e.g. Apache Griffin, AWS Glue DataBrew), surveys and workshops with data owners.
2. Develop a Data Governance Strategy:
· Goal: Establish clear rules, roles and responsibilities for data management in the context of AI.
· Activities: Define data quality policies, metadata standards, access management processes, anonymization and pseudonymization rules for sensitive data (in accordance with RODO). Establish Data Stewards.
· Frameworks: Consider frameworks such as DAMA-DMBOK.
3. Construction of the Central Data Repository - Data Lakehouse:
· Goal: To create an integrated platform that combines the flexibility of Data Lake (storing raw data in various formats) with the management and performance functionalities of Data Warehouse (structured, analysis-ready data).
· Technologies:
· Storage Layer: Cloud solutions (AWS S3, Azure Data Lake Storage, Google Cloud Storage) or on-premise (e.g., Hadoop HDFS).
· Data Formats: Parquet, ORC, Delta Lake, Apache Iceberg - enabling transactivity, versioning and schema on Data Lake data.
· Processing Engines: Apache Spark, Presto/Trino for processing and querying on large data sets.
· Data Catalog: Unity Catalog (Databricks), AWS Glue Data Catalog, Azure Purview - for metadata management, data discovery and access control.
· Benefits: Single source of truth for data, easier access for Data Scientists, better scalability and performance.
4. Implementation of Data Pipelines:
· Goal: Automate the processes of extracting (ETL/ELT), cleaning, transforming and loading data into the Data Lakehouse.
· Tools: Apache Airflow, AWS Glue, Azure Data Factory, Google Cloud Dataflow, dbt (Data Build Tool) for data transformation.
· Practices: Versioning the code of pipelines, monitoring their execution, ensuring data quality at each stage.
5. Creating a Vector Layer for GenAI (Vector Database):
· Purpose: To efficiently store and search embeddings (vector representations) of text data, images, etc., crucial for RAG (Retrieval Augmented Generation) and semantic search applications.
· Technologies: Pinecone, Weaviate, Milvus, Chroma, or services built into cloud platforms (e.g., Azure AI Search with vector integration).
· Integration: Link to Data Lakehouse so that embeddings are generated based on current data.
Transition from the current state to Level E:
· Currently (requested B/C): Data silos, manual processes.
· Step to D: Launch the first automated data pipelines for key sources, implement a basic Data Lake, begin work on Data Governance.
· Step to E: A full-featured Data Lakehouse with comprehensive Data Governance, automated high-quality data pipelines, integrated vector layer, widely used across the Organization.
2.1.3 AI/ML Platform: Building a Central Development Environment
A central AI/ML platform is needed to standardize tools, improve collaboration and accelerate the lifecycle of AI models.
Recommendations:
1. Selection and Implementation of MLOps Platform:
· Goal: Provide an integrated environment for managing the entire lifecycle of ML models - from experimentation, to training, versioning, deployment, to monitoring and re-training.
· Key Features:
· Code and Model Repositories: Git (e.g., GitHub, GitLab), DVC (Data Version Control), MLflow Model Registry, Vertex AI Model Registry.
· Tracking Experiments: MLflow Tracking, Weights & Biases, Vertex AI Experiments.
· Orchestration of ML Pipelines: Kubeflow Pipelines, Apache Airflow (with ML operators), Vertex AI Pipelines, Azure ML Pipelines.
· Implementing Models (Deployment): Kubernetes (with KFServing/KServe), Seldon Core, cloud platforms (SageMaker Endpoints, Azure ML Endpoints, Vertex AI Endpoints).
· Monitoring Models: Data and concept drift detection tools (e.g., Evidently AI, Arize, WhyLabs), integration with logging and metrics systems (Prometheus, Grafana).
· Platform Options:
· Open source solutions: Kubeflow (comprehensive platform on Kubernetes), MLflow (lightweight, modular).
· Cloud platforms - AWS SageMaker, Azure Machine Learning, Google Vertex AI - offer integrated toolkits.
· Commercial Platforms: Databricks (integrated with Data Lakehouse), Dataiku, H2O AI Cloud.
· Selection Criteria: Cost, scalability, ease of integration with existing infrastructure, level of team competence, GenAI support.
2. Standardization of Development Environments:
· Goal: Provide consistent and reproducible environments for Data Scientists and ML Engineers.
· Tools: Containerization (Docker), dependency management (Conda, Poetry), JupyterHub/JupyterLab for interactive work, VS Code with AI/ML extensions.
3. Providing Access to GenAI Foundation Models:
· Goal: Enable teams to use ready-made, powerful models for language, vision, etc.
· Options:
· APIs from Suppliers: OpenAI (GPT-4, GPT-4o), Anthropic (Claude 3), Google (Gemini), Cohere.
· Open source models: Llama, Mistral, Falcon - can be hosted on-premise or in a private cloud (requires appropriate GPU infrastructure).
· Model Aggregation Platforms: AWS Bedrock, Azure OpenAI Service, Google Vertex AI Model Garden.
· Cost and Security Management: Monitoring API usage, implementing cost control mechanisms, secure API key management.
4. Tools for Prompt Engineering and Fine-tuning:
· Purpose: To support the effective creation of prompts and customization of GenAI models to meet the specific tasks of the Organization.
· Tools: Platforms for experimenting with prompts (e.g., Vellum, PromptPerfect), libraries for fine-tuning (e.g., Hugging Face Transformers, PEFT - Parameter-Efficient Fine-Tuning).
Transition from the current state to Level E:
· Currently (requested A/B): No MLOps, manual deployments.
· Step to C/D: Implement basic MLOps tools (e.g., MLflow) for pilot projects, standardize environments, provide access to GenAI model APIs.
· Step to E: A fully integrated, automated MLOps platform (e.g., Kubeflow or advanced cloud services) supporting the entire lifecycle of AI/ML/GenAI models, widely used, with continuous monitoring and AIOps.
2.1.4 Computing Power (GPU/TPU) and Cloud Infrastructure
Training advanced AI models, especially LLM, requires specialized computing power.
Recommendations:
1. Computing Power Demand Analysis:
· Goal: Identify current and future GPU/TPU needs according to planned AI projects.
· Activities: Evaluate complexity of models, size of training data, frequency of re-training.
2. "Hybrid Cloud" or "Cloud-First" strategy:
· Goal: Provide flexible and scalable access to computing resources.
· Public Cloud (AWS, Azure, GCP):
· Benefits: Wide choice of GPU/TPU instances (e.g. NVIDIA A100, H100, Google TPU), flexibility (on-demand, spot instances), managed AI services.
· OpenAI recommendation: Migrate to a "GPU-on-demand" model (Azure OpenAI/AWS Bedrock + spot instances).
· Activities: Purchase a basic pool of cloud GPUs (min. 8xA100) to start (OpenAI recommendation).
· On-Premise/Private Cloud Infrastructure:
· Benefits: Full control over data and infrastructure, potentially lower costs at a consistently high workload (once purchase and maintenance costs are taken into account).
· Challenges: High initial costs, need for specialized knowledge to manage.
· Hybrid Approach: Use the public cloud for tasks requiring high scalability and experimentation, and on-premise infrastructure for fixed workloads or sensitive data.
3. Optimizing Computing Costs:
· Activities: Use of spot instances, reservations, cloud cost management tools, optimization of models for computational efficiency (e.g., quantization, distillation).
Transition from the current state to Level E:
· Currently (requested B): Probably local servers, no standard.
· Step to C/D: Deploy GPU-on-demand model in the cloud for key projects, first experiments with cost optimization.
· Step to E: Flexible, cost-optimized computing infrastructure (hybrid or fully cloud-based) tailored to the dynamic needs of AI, with advanced resource management.
2.1.5 Tools for AI Teams: Increasing Productivity and Collaboration
The right tools are key to the effectiveness of AI teams. The Gap Analysis indicates Level A ("No tools to support the work of AI teams").
Recommendations:
1. Standardization of Basic Tools:
· IDE: VS Code with Python, AI/ML, Docker extensions.
· Interactive Notebooks: JupyterLab, JupyterHub (for teams).
· Version Control: Git (GitHub, GitLab, Bitbucket).
· Task and Project Management: Jira, Asana, Trello (integrated with Agile methodologies).
· Communication and Collaboration: Slack, Microsoft Teams (with integrations such as Slack GPT).
2. Tools to Assist Coding with AI:
· GitHub Copilot, Amazon CodeWhisperer, Tabnine: AI assistants for writing code, generating tests, documentation.
· OpenAI recommendation: standardize on VS Code + GitHub Copilot.
3. AutoML tools:
· Purpose: To automate some of the steps in building ML models (e.g., data preparation, algorithm selection, hyper-parameterization), which speeds up work and enables "Citizen Data Scientists" to create simpler models.
· Tools: Google Vertex AI AutoML, Azure ML Automated ML, AWS SageMaker Autopilot, open source libraries (e.g., Auto-sklearn, TPOT).
· OpenAI Recommendation: Databricks AutoML.
4. Data and Model Visualization Tools:
· Python libraries: Matplotlib, Seaborn, Plotly, Bokeh.
· BI tools: Tableau, Power BI (with the ability to integrate the results of AI models).
· Model interpretability tools: SHAP, LIME, TensorBoard.
5. Data Labeling (Data Labeling) Platforms:
· Purpose: To support the preparation of training data for supervised models.
· Tools: Label Studio, CVAT (for images/video), Doccano (for text), cloud services (SageMaker Ground Truth, Azure ML Data Labeling, Google Vertex AI Data Labeling).
Transition from the current state (A) to Level E:
· Step to B: Provide basic tools (IDE, Git, Jupyter) for the first teams.
· Step up to C: Partial implementation of tools, e.g., GitHub Copilot for developers, basic AutoML tools for analysts.
· Step to D: AI tools support work of most teams, standardization across key platforms.
· Step to E: Fully implemented, integrated and widely used AI tools to support the daily work of all relevant teams, including advanced AutoML platforms and labeling tools.
2.1.6 Security, Privacy and Compliance in the Age of AI
The implementation of AI introduces new security and privacy challenges.
Recommendations:
1. Develop AI-specific Security Policies:
· Goal: Address risks such as attacks on models (e.g., adversarial attacks, model inversion), data poisoning (data poisoning), and model theft.
· Activities: Implement secure coding rules for AI, regular security audits of models, mechanisms to protect training data and models.
· OpenAI recommendation: "Secure AI" workshop - developing privacy, RODO, IP policies.
2. Privacy-Preserving AI:
· Techniques: Anonymization, pseudonymization, homomorphic encryption, Federated Learning, Differential Privacy.
· RODO compliance: Special attention to personal data used to train models.
3. Foundation Model Risk Management:
· Risks: Generation of harmful or false content (hallucinations), leakage of sensitive data through prompts, copyright infringement.
· Mitigation: implementation of a "safe-prompt layer" (filtering and validation of prompts and responses), monitoring of AI-generated content, training for users on responsible use of GenAI.
4. Preparation for the EU AI Act and Other Regulations:
· Goal: Ensure compliance with upcoming and existing AI regulations.
· Activities: Classify AI systems by risk (according to the AI Act), implement requirements for transparency, documentation (model cards), risk management and human oversight.
· OpenAI recommendation: Implement AI Governance: model cards, risk assessment.
Transition from the current state to Level E:
· Currently (requested B/C): Scattered policies, low awareness of specific AI risks.
· Step to D: Develop and implement basic AI security policies, audit against RODO and AI Act, implement model cards for key models.
· Step to E: Fully integrated AI security and compliance management system, regular audits, proactive risk management, "security by design" culture for AI. Consider ISO 42001 (AI Management System) certification.
2.1.7 Migration and Infrastructure Development Scenarios: Step by Step
Phase 1 (0-9 months): Foundations
· Data: Data audit, start working on Data Governance, Proof-of-Concept Data Lake for 1-2 key sources. Implementation of RAG chatbot on CRM data (OpenAI recommendation).
· AI/ML platform: Choosing an MLOps platform (e.g., MLflow as a startup), standardizing basic tools (JupyterHub, Git), providing access to GenAI model APIs.
· Infrastructure: Purchase a basic pool of GPUs in the cloud (e.g., 8xA100).
· Security: Secure AI" workshop, development of initial policies.
Phase 2 (9-24 months): Development and Scaling
· Data: Implement a production Data Lakehouse (e.g., on Databricks from Delta Lake and Unity Catalog), automate data pipelines for >50% of critical sources, implement a vector layer (e.g., Pinecone, Azure AI Search).
· AI/ML Platform: Full implementation of MLOps platform of choice (e.g. Kubeflow, Vertex AI, Azure ML), integration with Data Lakehouse, implementation of AutoML tools.
· Infrastructure: Scale GPU/TPU resources in the cloud as needed, optimize costs.
· Security: Implement comprehensive AI security policies, begin AI Act preparations.
Phase 3 (24-48 months+): Optimization and Excellence
· Data: Full integration of all relevant data sources with Data Lakehouse, advanced data quality management, AIOps for data pipelines.
· AI/ML platform: Continuous optimization of the MLOps platform, exploration of new tools and technologies (e.g. Quantum ML in the future), full automation of the life cycle of models.
· Infrastructure: Dynamic management of computing resources, potential construction of custom GPU clusters for specific needs.
· Security: ISO 42001 certification, continuous monitoring and adaptation to changing threats and regulations.
2.1.8 Technology Risk Analysis and Mitigation Strategies
	Technology Risks
	Probability
	Impact
	Mitigation Strategies

	Vendor Lock-in (dependence on a single cloud/platform provider)
	Medium
	High
	Multi-cloud or hybrid strategy, use of open-source technologies where possible, regular evaluation of alternatives.

	Low Data Quality / No Data.
	High
	High
	Investments in Data Governance, data cleaning and validation tools, synthetic data acquisition strategies (if relevant), clear definitions of data requirements.

	Problems with Scalability of AI Solutions.
	Medium
	High
	Designing architecture with scalability in mind from the beginning, using elastic cloud resources, regular performance testing.

	Security Gaps in AI Systems.
	Medium
	High
	Implement "security by design" principles, regular security audits, team training, AI-specific threat monitoring.

	Rapid Obsolescence of AI Technology
	High
	Medium
	A culture of continuous learning, a flexible architecture to exchange components, monitoring of technology trends, collaboration with universities and start-ups.

	High Cost of AI Infrastructure and Tools
	Medium
	High
	Careful planning of demand, use of spot and booking instances, optimization of models, regular review of costs, selection of tools with best value for money.

	Lack of Appropriate Competence to Manage Infrastructure
	High (initially)
	High
	Investing in training, hiring specialists, working with experienced consultants, choosing managed cloud services.


Investment in a robust, flexible and secure technology infrastructure is the foundation on which your Organization will build its AI-based future. The recommended actions, implemented in an iterative manner and tailored to your specific needs, will allow you to gradually achieve Level E maturity in this key area.
2.2 People and Competencies: AI Human Capital Investment
AI transformation is not just about technology, but first and foremost about people. Without the right competence, awareness and organizational culture, even the best technology will not deliver the expected results. The goal is to build an organization where employees at all levels understand the potential of AI, are able to work with it effectively and are motivated to continuously develop in this area.
2.2.1 Deep Analysis of Current Competencies and Identified Gaps
The Gap Analysis (Common Source of Truth) provides key information about the current state of AI competence in your Organization:
· Awareness and understanding of GenAI (Currently: C - Partial understanding in selected areas): There is a need for broad dissemination of knowledge about the capabilities and limitations of GenAI, its applications in the context of the industry and the specifics of the Organization.
· Training in programming (prompting) and data analysis (Currently: B - Basic training in selected teams): The scope and availability of training should be expanded to include not only specialists, but also "power users" and "citizen data scientists." Special emphasis should be placed on practical prompting skills.
· Formation of interdisciplinary AI teams (Currently: B - Formation of teams in some projects): It is necessary to formalize and popularize the model of working in teams combining business, technological and analytical competencies.
· Engage external GenAI consultants (Currently: B - Occasional engagement): Use external expertise strategically to accelerate development and transfer of know-how, while building internal competence.
· GenAI-based project management training (Currently: A - No training): This is a critical gap. AI projects have their own characteristics (uncertainty, iterative, data-dependent) and require new skills from Project Managers.
· GenAI knowledge management (Currently: B - Various platforms, unorganized): A central, easily accessible repository of AI knowledge, best practices and case studies is needed.
2.2.2 Program to Develop Awareness and Understanding of AI across the Organization
Goal: Raise the overall level of knowledge and understanding of AI (including GenAI) among all employees, from executives to professionals and operations staff, to reduce fears, inspire action and facilitate adoption of new solutions.
Recommended Actions:
1. AI Demystified" Introductory Workshop Series:
· Target Group: All employees (with grouping and content customization).
· Content: What is AI and GenAI? Key concepts (Machine Learning, Deep Learning, LLM). Practical examples of AI applications in everyday life and business (with a focus on the Organization industry). Potential benefits and risks. Ethical aspects of AI. The future of working with AI.
· Form: Interactive workshops, presentations, Q&A sessions.
· Schedule: Phase 1 (first 3-6 months).
2. "AI Inspiration Days" / "AI Fridays:
· Purpose: To regularly showcase internal and external AI implementation successes, demo new tools and technologies, share ideas.
· Form: Short, periodic meetings (e.g., monthly), webinars, guest presentations by experts.
· OpenAI recommendation: "AI Friday" (demo day).
3. Internal Newsletter/AI Portal:
· Purpose: To keep abreast of AI transformation progress, new trainings, interesting articles, tools, case studies.
· Content: Curated content, interviews with in-house experts, links to resources.
4. AI Champions / AI Ambassadors Program:
· Goal: To identify and train AI enthusiasts in each department to promote knowledge, support colleagues and identify local AI use cases.
· Anthropic's recommendation: the "AI Champions" program.
· Activities: Special training for Ambassadors, regular meetings, support from central AI team.
5. "AI for Leaders" Executive Training:
· Goal: Equip leaders with the knowledge needed to make strategic decisions about AI, manage AI teams and foster a culture of innovation.
· Content: Strategic implications of AI, change management in the context of AI, building AI teams, evaluating the ROI of AI projects, AI ethics and accountability.
Expected Results: Transition with AI awareness from level C to D ("Awareness and understanding in most departments") in Phase 1/2, and then to E ("Full understanding and awareness of generative AI throughout the organization") in Phase 3.
2.2.3 Comprehensive Training Program "AI Academy"
Goal: Build comprehensive AI competencies in the Organization through a structured, multi-level training program tailored to different roles and needs.
Structure of "AI Academy":
2.2.3.1 Basic Path: AI for All
· Target Group: All employees.
· Modules:
· AI Fundamentals: (Expansion of "AI Demystified" workshop) AI fundamentals, ML, GenAI, key terms, AI ethics. (Level B -> C)
· GenAI in Practice: Practical use of GenAI tools (e.g. ChatGPT, Copilot) for everyday tasks (writing emails, summarizing documents, generating ideas). (Level B -> C)
· Data Literacy Basics: basics of working with data, understanding graphs, importance of data quality.
· Form: E-learning, short workshops, videos.
· Maturity Level Objective: Improve overall competence so that employees can effectively use simple AI tools and understand their impact on work.
2.2.3.2 Specialty Track: Data Analysts and AI/ML Engineers
· Target Group: Technical workers, Data Scientists, ML Engineers, Data Engineers, programmers.
· Modules (examples):
· Python for Data Science & AI: Python programming, libraries (NumPy, Pandas, Scikit-learn). (Level B -> D/E)
· Machine Learning Deep Dive: ML algorithms (regression, classification, clustering), model building and evaluation. (Level B -> D/E)
· Deep Learning & Neural Networks: Convolutional Neural Networks (CNN), Recurrent Neural Networks (RNN), Transformers. (Level B -> D/E)
· Natural Language Processing (NLP) with GenAI: Natural language processing, language models (LLM), fine-tuning techniques, RAG. (Level B -> D/E)
· Computer Vision with AI: Image and Video Analysis.
· MLOps in Practice: Building CI/CD pipelines for models, containerization (Docker, Kubernetes), tools (MLflow, Kubeflow). (Level B -> D/E)
· Data Engineering for AI: Data Lakehouse design, construction of data pipelines (Spark, Airflow), data quality management.
· Advanced Prompt Engineering: advanced prompt creation techniques, optimizing interaction with LLM.
· Format: Intensive courses, hands-on workshops, individual and group projects, certifications (e.g. OpenAI API, TensorFlow Developer, AWS/Azure/GCP ML certifications).
· Maturity Level Objective: Achieve Level E ("Fully developed training program for all teams in AI and data analytics").
2.2.3.3 Managerial Track: Managing AI Projects and Teams
· Target Group: Project Managers, Product Owners, team leaders, middle and senior managers.
· Modules:
· Managing AI Projects: AI project specifics, methodologies (CRISP-DM, ASUM - Agile Scrum for AI, Scrum-AI), risk management, estimation, defining MVP. (Level A -> D/E)
· Building and Leading AI Teams: AI team structure, roles and responsibilities, motivating and developing AI talent.
· AI Product Management: Identify AI use cases, define requirements for AI products, collaborate with technical teams.
· Ethical Leadership in AI: Responsible implementation of AI, management of bias, transparency and interpretability of models.
· Form: Workshops, case studies, simulations, coaching, certifications (e.g. PMI-GenAI).
· Maturity Level Objective: Achieve Level E ("Full AI generative project management training program for all relevant teams").
2.2.3.4 Prompt Engineering Pathway: Effective Communication with AI
· Target Group: Employees who regularly use GenAI tools (marketing, sales, customer service, R&D, analysts).
· Modules:
· Fundamentals of Prompting: Prompt structure, types of prompts, techniques (zero-shot, few-shot, chain-of-thought). (Level B -> D/E)
· Advanced Prompting Techniques: Create complex prompts, debug, optimize for specific models and tasks.
· Prompting for Specific Use Cases: Examples of prompts for marketing, data analysis, code generation, customer service.
· Form: Short, practical workshops, library of ready-made prompts, internal competitions.
· Maturity Level Objective: Improve the effectiveness of using GenAI tools in daily work.
Schedule and Implementation of "AI Academy":
· Phase 1: Launching the Basic Track, the first modules of the Managerial Track (AI Project Management) and Prompt Engineering. Pilot modules of the Specialized Track.
· Phase 2: Full implementation of all pathways, expansion of module offerings, introduction of certification.
· Phase 3: Continuous updating and development of the program, adaptation to new technologies and needs of the Organization, internal mentoring.
2.2.4 Creating Interdisciplinary AI Teams ("Fusion Teams")
Goal: Break down organizational silos and create effective project teams that combine the diverse competencies necessary for successful AI initiatives.
Recommended Actions:
1. Definition of the "Fusion Team" Model:
· Composition of a Typical Team: Product Owner/Manager (business), Data Scientist/ML Engineer (AI), Data Engineer (data), Software Engineer (implementation), UX Designer (interfaces), Domain Expert. Depending on the project, ethics, legal, security specialists may join.
· Working Principles: Agile methodologies, close collaboration, shared responsibility for results.
2. Gradual Implementation:
· Phase 1: Create the first "Fusion Teams" for pilot projects.
· Phase 2: Formalize the teaming process for most key AI initiatives. Introduce KPIs measuring % of projects completed by "Fusion Teams" (OpenAI recommendation).
· Phase 3: "Fusion Teams" are becoming the standard for all AI projects.
3. Support for Teams: Provide appropriate tools for collaboration, work space, training in teamwork and communication.
Expected Results: Transition with the formation of interdisciplinary teams from B to D ("Most projects have interdisciplinary teams") in Phase 2, and then to E ("Fully integrated interdisciplinary AI teams in all projects") in Phase 3.
2.2.5 AI Talent Recruitment, Development and Retention Strategies
Goal: To attract, develop and retain highly skilled AI professionals within the Organization who are critical to the success of the transformation.
Recommended Actions:
1. Identification of Key AI Roles: Chief AI Officer (CAIO), Data Scientist, ML Engineer, Data Engineer, AI Product Manager, AI Ethicist, Prompt Engineer.
2. Recruitment Strategy:
· Actively search for talent in the market (job portals, LinkedIn, conferences).
· Cooperation with universities and participation in job fairs.
· Building an attractive employer image (Employer Branding) as an innovative company investing in AI.
· Offering competitive terms and conditions of employment.
3. Internal Development Programs:
· "AI Academy" as the main pillar of competence development.
· Mentoring and coaching programs.
· Opportunities to participate in conferences, workshops and external courses.
· Rotate between projects and departments to gain comprehensive experience.
4. Retention Strategies:
· Create challenging and interesting AI projects.
· Ensure autonomy and the ability to influence technology development in the Organization.
· An organizational culture based on respect, cooperation and appreciation of contributions.
· Competitive salaries and bonus systems tied to the success of AI projects.
· Opportunities for advancement and career development in the AI field.
2.2.6 Role of External Consultants and Knowledge Transfer
Goal: Effectively leverage the knowledge and experience of external experts to accelerate transformation, while building sustainable internal competencies.
Recommended Actions:
1. Strategic Consultant Engagement:
· Phase 1: Support in creating AI strategy, competency audit, designing "AI Academy", conducting first training, support in pilot projects.
· Phase 2: Consulting in the selection of advanced technologies, design of AI/ML platform architecture, support in more complex implementations, knowledge transfer to internal teams.
· Phase 3: Consultants engaged mainly for very specialized, niche issues, audits or as independent strategic advisors.
2. Knowledge Transfer Mechanisms:
· Joint work of consultants with internal teams (pairing, shadowing).
· Organization of workshops and training sessions conducted by consultants.
· Document the knowledge and best practices provided by consultants in a central knowledge base.
3. Building Long-Term Partnerships: Establish framework agreements with reputable consulting firms specializing in AI (e.g., PwC, Deloitte AI Studio - OpenAI recommendation).
Expected Results: Transition with consultant engagement from B to D ("Regular engagement of consultants for key initiatives") in Phase 2, and then to E ("Fully integrated support of AI consultants in all relevant projects" or, more desirable, strong internal competencies minimizing the need for ongoing support) in Phase 3.
2.2.7 Building an Organizational Culture that Supports AI: Experimentation and Continuous Learning
Goal: Create an environment where employees feel encouraged to explore the possibilities of AI, experiment with new solutions, share knowledge and learn from mistakes.
Recommended Actions:
1. Promoting the "Growth Mindset." Emphasizing that skills can be developed and that failures are learning opportunities.
2. Creating an Experimentation Space ("AI Sandbox"): Provide employees with a safe environment and tools to test AI ideas without risking impact on production systems.
3. Organizing Internal AI Hackathons and Competitions: Stimulating creativity and generating new ideas for AI application.
4. Innovation Reward System: Recognize and reward employees for AI-related initiatives and successes.
5. Support from Management: Leaders should actively promote a culture of experimentation, lead by example and remove barriers.
2.2.8 AI Knowledge Management System: Centralization and Accessibility
Goal: To create an effective system for collecting, organizing and sharing AI-related knowledge to facilitate the transfer of know-how, avoid duplication of mistakes and accelerate learning throughout the Organization. The current status is Level B ("There are various platforms, but they are not well organized").
Recommended Actions:
1. Selection and Implementation of a Central Knowledge Management Platform:
· Options: Dedicated portal on existing intranet, Wiki system (e.g. Confluence - OpenAI recommendation), SharePoint with appropriate structure, Notion AI. Gemini analysis indicates good use of shared folders and intranet (E) as a potential base.
· Key Features: Easy search (consider integration with vector-search - OpenAI recommendation for Confluence +  Vector-search), document versioning, commenting and discussion capabilities, personalized access.
2. Structure and Content:
· A repository of training materials from the "AI Academy".
· Base of case studies (internal and external).
· Best practices and guidelines (e.g., prompting, AI ethics, security).
· Technical documentation of AI models and tools.
· A discussion forum for the AI community in the Organization.
· Library of useful links, articles, research.
3. Knowledge Management Processes:
· Appoint people responsible for updating and developing the platform.
· Encourage employees to actively co-create content (e.g., through gamification systems).
· Regularly review and update content.
Expected Results: Transition with knowledge management from B to C ("The centralized platform is under construction") in Phase 1, then to D ("The centralized platform is available to all employees, but not everyone is using it") in Phase 2, all the way to E ("The centralized knowledge platform is used by all employees and is constantly being expanded") in Phase 3.
Investment in people and competence is the most difficult, yet most important element of AI transformation. It requires long-term commitment, patience and consistency, but its fruits - in the form of an innovative, agile and highly competent organization - will be immeasurable.
2.3 Organization and Processes: Integrating AI into the Company's DNA
To realize the full potential of AI, it is not enough to have the right technology and competent people. It is also necessary to deeply transform organizations and processes so that AI becomes an integral part of them, not just an add-on. The goal is to create an agile, data-driven organization where AI supports decision-making, automates tasks and drives continuous improvement.
2.3.1 Map of Business Processes for Transformation Using AI
Goal: Identify key business processes in the Organization that have the greatest potential for improvement or transformation through AI, and create a prioritized roadmap for these changes.
Recommended Actions:
1. Process Mapping and AI Potential Identification Workshop:
· Participants: Representatives of all key departments (sales, marketing, R&D, production, finance, HR, IT), business leaders, AI experts.
· Methodology: Review existing process maps (if available), analyze "pain points," identify routine, time-consuming tasks that require big data analysis or complex decision-making.
· AI Potential Evaluation Criteria: Ability to automate, improve quality, reduce time, reduce costs, generate new value.
2. Prioritizing AI Initiatives in Processes:
· Priority Matrix: Assess initiatives for potential business impact (high/medium/low) and ease of implementation (high/medium/low).
· Focus on "Quick Wins." Selecting high-impact and relatively easy-to-implement projects first to build momentum and demonstrate the value of AI.
3. Key Process Areas to Consider (examples):
· New Product Development (NPD): From ideation, to design, to testing, to launch (discussed in detail in 2.3.2).
· Customer Service: intelligent chatbots, personalization of communications, churn prediction, automatic categorization and prioritization of requests.
· Marketing and Sales: Customer segmentation, offer personalization, campaign optimization, sales forecasting, sentiment analysis.
· Supply Chain: Demand forecasting, inventory optimization, logistics planning, predictive maintenance.
· Finance and Accounting: data entry automation, fraud detection, credit risk analysis, financial forecasting.
· Human Resources (HR): Candidate selection, personalization of development paths, employee engagement analysis.
· Internal Operations: Automation of office tasks, document management, optimization of resource consumption.
2.3.2 Integrating AI into the New Product Development (NPD) Process
The Gap Analysis indicates Level A ("Lack of AI integration in new product development processes"). This is an area with great potential. Gemini analysis indicates that the formal product development model is being followed (D), which provides a good basis for AI integration.
Recommendations for the various stages of NPD:
1. Ideation and Market Research:
· Currently: Probably manual analysis, limited sources.
· FROM AI:
· Analysis of market and technology trends using LLM (processing of articles, reports, patents).
· Analysis of customer sentiment and opinions from social media, reviews, forums (NLP).
· Generation of initial product concepts by GenAI based on defined needs and constraints.
· OpenAI example: GPT-4o + Voice Mode workshop generating 100 concepts in 2h.
· Maturity Level Objective: Transition to D/E, where AI systematically supports idea generation and validation.
2. Defining Requirements and Specifications:
· Currently: Probably manual document creation.
· FROM AI:
· Automatically generate preliminary versions of specifications based on collected requirements.
· Analysis of consistency and completeness of requirements.
· Translating requirements into technical language for development teams.
3. Design and Prototyping:
· Currently (Products and Services - B): Minimal use of AI. CLIMB_2 (according to Gemini) indicates good use of 3D CAD (E) and CAE (E), which is a great base.
· FROM AI:
· Generative Design: AI creates optimal design variants based on set parameters (e.g., strength, weight, cost of materials) - especially in mechanical design.
· AI Assistants in CAD/CAE Tools: support in modeling, simulation, optimization (e.g., Autodesk Fusion AI Assistant - OpenAI example).
· Rapid prototyping of user interfaces (UI/UX) using GenAI tools.
· OpenAI example: Simulia + GPT-optimizer for virtual testing.
· Maturity Level Objective: Transition to D/E, where AI is a standard tool to support designers.
4. Testing and Validation:
· Currently (Products and Services - B): Occasional use of AI.
· FROM AI:
· Automatic test case generation (especially for software).
· Smart test planning (focus on the highest risk areas).
· Analysis of logs and test results, automatic identification of anomalies.
· Virtual testing and simulation (reducing the need for physical prototypes).
· OpenAI example: reduce testing costs by 40% through AI-generated virtual bench tests.
· Maturity Level Objective: Transition to D/E, where AI significantly reduces time and increases testing efficiency.
5. Creation of Technical Documentation:
· Currently: Probably manual and time-consuming.
· FROM AI:
· Automatic generation of documentation based on code, models, specifications.
· Maintain consistency and timeliness of documentation.
· OpenAI example: auto-spec (LLM) reducing time to document by 70%.
6. Preparation for Marketing (Marketing & Sales):
· Currently (Products and Services-D): AI supports the marketing of most products.
· From AI (expansion):
· Generate marketing content (product descriptions, posts, ads, video scripts) through GenAI.
· Personalize communications for different customer segments.
· Real-time campaign optimization.
· OpenAI example: Gen-video (Sora-like) - 48h to finished campaign.
· Maturity Level Objective: Transition to E, where AI fully automates and optimizes new product marketing activities.
Expected Results: Move with the integration of AI in NPD from Level A to D ("Integration of AI into the development processes of most products") in Phase 2/3, and then to E ("Full integration of AI into the development processes of all products") in Phase 3.
2.3.3 Process Automation Using Generative AI
The Gap Analysis indicates Level A ("No automation of product development processes with AI").
Recommendations:
1. Identifying Tasks to Automate:
· Focus on repetitive, rule-based tasks that require processing large amounts of text or generating content.
· Examples: Creating reports, summarizing documents, answering standard queries, generating code (boilerplate), creating checklists (e.g., BOM, DFX check-lists - OpenAI recommendation).
2. Selecting GenAI Tools for Automation:
· No-code/low-code AI platforms (e.g., Zapier, Microsoft Power Automate with AI Builder).
· Tools for building "prompt-chains" (e.g., LangChain, AutoGPT).
· Access to LLM model APIs.
3. Gradual Deployment of Automation:
· Phase 1 (up to level B): Pilot automation of selected simple tasks.
· Phase 2 (to C/D level): Extension of automation to more complex processes, integration with existing systems.
· Phase 3 (to Level E): Fully automated, intelligent workflows where AI collaborates with humans.
2.3.4 AI in Supporting Business Decision Making
Gap analysis indicates level C ("AI supports decision-making to a limited extent"). CLIMB_2 (according to Gemini) indicates that TTM and delivery date are key in decisions (E), which AI can support.
Recommendations:
1. Integration of AI with Business Intelligence (BI) Systems:
· Enrich existing BI dashboards with AI-generated predictions, recommendations and insights.
· OpenAI example: the "AI Insights" dashboard (Power BI-embedded).
2. Development of Dedicated Decision Support Systems (DSS) based on AI:
· Examples: Systems for project risk assessment, product portfolio optimization, pricing strategy selection, resource allocation.
3. Using AI for Scenario Analysis ("What-if"): Simulating the impact of various decisions on key business metrics.
4. Ensure Explainable AI (XAI): So that decision makers can understand on what basis AI generates recommendations and build trust in the system.
Expected Results: Move with AI decision support from C to D ("AI supports most decisions in key areas") in Phase 2, and then to E ("AI integrated into all decision-making processes of the organization") in Phase 3.
2.3.5 AI Project Management Methodologies: adaptation of Agile and CRISP-DM
The Gap Analysis indicates Level A ("Lack of training in project management based on generative AI").
Recommendations:
1. Adapting Agile Methodologies:
· Scrum/Kanban for AI: Iterative approach, short sprints, regular demonstrations (MVPs), close collaboration with the business.
· AI specifics: Accounting for uncertainty in research and experimentation, managing data as a key resource, iterative model building and validation.
· OpenAI Recommendation: Scrum-AI.
2. Using the CRISP-DM (Cross-Industry Standard Process for Data Mining) Framework:
· Phases: Business Understanding, Data Understanding, Data Preparation, Modeling, Evaluation, Deployment.
· Integration with Agile: CRISP-DM can provide a framework for the entire project, while individual phases (especially Modeling and Evaluation) can be implemented in an agile manner.
3. Training for Project Managers and Teams: (Discussed in Section 2.2.3.3).
4. AI Project Management tools: Jira, Asana with appropriate configurations, MLOps tools to support progress tracking.
2.3.6 Governance AI: Governance Framework, Ethics and Accountability
Goal: Establish clear policies, processes and structures to ensure that AI is developed and used responsibly, ethically, legally and in accordance with the Organization's values.
Recommended Actions:
1. Establishment of AI Ethics & Governance Board:
· Composition: Representatives from management, legal, IT, security, HR, AI experts.
· Tasks: Defining AI policies and ethical standards, overseeing compliance, assessing ethical risks of AI projects, resolving dilemmas.
2. Development of an AI Code of Ethics for the Organization:
· Principles: Fairness (Fairness), Accountability (Accountability), Transparency (Transparency), Safety & Security (Safety & Security), Privacy (Privacy), Non-discrimination (Non-discrimination), Human Oversight (Human Oversight).
3. Implement an Ethical Impact Assessment (EIA) Process: For any new AI project, especially those with high risk.
4. Mechanisms for Ensuring Integrity and Reducing Bias in AI Models:
· Audit training data for potential biases.
· Use of debiasing techniques.
· Regularly test models for discriminatory results.
5. Ensure Transparency and Interpretability of Models (XAI): Use XAI tools and techniques (e.g., SHAP, LIME) to enable understanding of how models work, especially those affecting human decisions.
6. Documentation of Models (Model Cards): Standard documentation of each model, including information on training data, architecture, performance, limitations, potential risks and applications (OpenAI recommendation).
2.3.7 Compliance with Regulations: AI Act, RODO and Others.
Goal: Ensure that all AI activities comply with current and future laws.
Recommended Actions:
1. Monitoring Changes in Law: Tracking the development of the EU AI Act and other relevant regulations.
2. RODO Compliance Audit: Special attention to the use of personal data in AI systems (legal basis for processing, rights of data subjects).
3. Preparing for the EU AI Act:
· Classification of AI systems implemented by the Organization in terms of risk levels (unacceptable, high, limited, minimal).
· Implementation of requirements for high-risk systems (including risk management system, data quality, technical documentation, transparency, human oversight, cyber security).
4. Cooperation with the Legal Department and Data Protection Officers (DPOs).
2.3.8 Managing the Life Cycle of AI Models (MLOps/AI-ALM)
The Gap Analysis indicates Level A ("No defined software lifecycle management process").
Recommendations:
1. Define Formal AI Application Lifecycle Management (AI-ALM) Process / MLOps:
· Phases: From data acquisition and preparation, model experimentation and training, validation, implementation, monitoring, to model re-training and recall.
· OpenAI recommendation: ALM process: Data→Model→Deploy→Monitor (MLflow).
2. Implement MLOps Tools: (Discussed in Section 2.1.3).
3. Process Automation: CI/CD for AI models, automated testing, data drift and concept monitoring.
4. Versioning: Data, code, models, experiments.
5. Documentation and Reproducibility: Ensure reproducibility of model building results and processes.
Expected Results: Transition with AI lifecycle management from A to C/D ("Defined lifecycle management process in several/most projects") in Phase 2, and then to E ("Full lifecycle management process for AI software implemented in all projects") in Phase 3.
2.3.9 Guide to the GenAI-based Product Development Process
The Gap Analysis indicates Level A ("No AI guide to the product development process").
Recommendations:
1. Development of the "GenAI Product Development Guide."
· Goal: To create a practical guide for product and development teams on how to effectively use GenAI at each stage of NPD.
· Content:
· Overview of GenAI capabilities in the context of NPD.
· Best practices for prompting for various tasks (ideation, design, coding, testing, marketing).
· Examples of applications and case studies from the Organization and industry.
· Guidance on selecting appropriate GenAI models and tools.
· Principles of ethical and responsible use of GenAI.
· Checklists and templates.
· Integration with "AI Playbook" (OpenAI recommendation).
2. Distribution and Promotion: making the guide available on a central knowledge platform, organizing trainings and workshops.
3. Regular Updates: The guide should be a "living document," updated as technology evolves and new experiences are gained.
Expected Results: Move with the AI-NPD guide from level A to C/D ("Guide partially implemented / used in most projects") in Phase 2, and then to E ("Fully implemented AI guide to the product development process throughout the organization") in Phase 3.
2.3.10 Change Management and Internal Communication
Goal: Successfully guide the Organization through the AI transformation process, minimizing resistance and maximizing employee engagement.
Recommended Actions:
1. Develop a Change Management Strategy: Identify key stakeholders, analyze potential resistance, plan communication and engagement activities.
2. Regular and Transparent Communication: keep employees informed about the goals, progress and benefits of AI transformation. Using various channels (newsletter, intranet, meetings).
3. Engaging Employees: Involve employees in the process of designing and implementing AI solutions, gathering their feedback and ideas.
4. Supporting Employees Whose Roles May Change: Offering reskilling and upskilling programs, clearly communicating future competency needs.
5. Celebrating Success: Publicize and recognize AI achievements to build positive attitudes and motivation.
2.3.11 Introduction of Continuous Improvement Cycles (Kaizen-AI).
Gap analysis indicates level B ("Occasional process improvement activities"). CLIMB_2 (according to Gemini) indicates regular continuous improvement initiatives (D) overall, which can be extended to AI.
Recommendations:
1. Implementation of PDCA (Plan-Do-Check-Act) Cycles for AI Initiatives:
· Regular reviews of implemented AI solutions.
· Gathering performance metrics for models and processes.
· Analysis of user feedback.
· Identify areas for optimization and make improvements.
2. AI Project Retrospectives: At the end of each sprint or project, the team should analyze what went well, what can be improved, and what lessons can be learned for the future.
3. Kaizen-AI Culture: Promoting the idea that any AI solution can be improved, and that small, continuous improvements lead to big results.
Expected Results: Transition with improvement cycles from B to D ("Improvement of AI implementations in most projects") in Phase 2, and then to E ("Fully implemented continuous improvement cycles for all AI implementations") in Phase 3.
Transformation of the organization and processes is critical to the sustained success of AI. It requires a holistic approach, strong leadership and commitment from the entire Organization. By systematically implementing the above recommendations, your Organization can build a solid foundation for effective and responsible use of AI.
2.4 Products and Services: Innovation Driven by AI
Integrating Artificial Intelligence, especially Generative AI, into your product and service portfolio opens up new horizons of innovation, personalization and efficiency for your Organization. The goal is not only to streamline existing offerings, but also to create entirely new, intelligent solutions that deliver unique value to customers and build a sustainable competitive advantage.
2.4.1 Analysis of Current Use of AI in Products and Services
Gap analysis (Common Source of Truth) shows that the use of AI in products and services is at an early stage, with a few brighter spots:
· Weaknesses (A/B Level):
· Improving product databases (A): No use of AI.
· AI as a component of professional applications (A): No use.
· Assist/automate design and manufacturing (B): Minimal use.
· Product personalization (B): Occasional use.
· Product concept evaluation support (B): Occasional support.
· Reducing product testing time (B): Occasional use.
· Improving recommender systems (B): Primary use.
· Developing Areas (Level C/D):
· Generating product-related ideas (C): Partial generation.
· Reduction of information (e.g., summaries) (D): Regular use.
· Product marketing support (D): AI supports the marketing of most products.
· Seeking new GenAI use cases (D): Regular search.
This diagnosis points to the vast untapped potential of AI throughout the product life cycle.
2.4.2 AI in Support and Automation of Design and Manufacturing
Current Level: B ("Minimal use of AI in selected processes")
Recommendations:
1. Generative Design in the Design Process:
· Goal: Use AI algorithms to explore thousands of design options based on engineer-defined goals (e.g., minimizing weight, maximizing strength, optimizing flow) and constraints (e.g., materials, cost, manufacturing methods).
· Tools: Integrated modules in CAD/CAE software (e.g., Autodesk Fusion 360 Generative Design, Siemens NX, Ansys Discovery).
· Benefits: Innovative, optimized designs, reduced design time, reduced material consumption.
2. AI in Simulation and Virtual Prototyping (CAE):
· Goal: Accelerate and improve the accuracy of engineering simulations, reducing the need to build costly physical prototypes.
· Applications: AI for prediction of simulation results from less data, optimization of simulation parameters, automatic analysis of results.
· Tools: AI integration with CAE platforms (e.g. Simulia - OpenAI example, Altair HyperWorks).
3. Intelligent Manufacturing Automation (Smart Factory / Industry 4.0):
· Goal: Use AI to optimize manufacturing processes, predictive maintenance, quality control and supply chain management.
· Applications:
· Predictive Maintenance: Analysis of machine sensor data to predict failures and plan maintenance.
· Visual Quality Control: AI (Computer Vision) based systems for automatic detection of product defects on the production line.
· Manufacturing Process Optimization: AI that analyzes production data to identify bottlenecks and recommend improvements.
· Collaborative Robots (Cobots) with AI: Robots capable of learning and adapting to changing tasks.
4. Design for Manufacturing (DFM) Supported by AI:
· Goal: Use AI to analyze designs for manufacturability, identify potential manufacturing problems and suggest modifications at an early stage.
Target Maturity Level (E): The full use of AI in the automation and optimization of design and manufacturing processes, leading to significantly shorter cycles, reduced costs and improved quality. AI is an integral part of CAD/CAM/CAE tools, and factories operate based on Smart Factory principles.
2.4.3 Personalization of Products and Services on an Unprecedented Scale
Current Level: B ("Occasional use of AI for basic personalization")
Recommendations:
1. Hyper-personalizing the Customer Experience (CX):
· Goal: Provide each customer with a unique, tailored experience at every stage of interaction with the Organization.
· Applications:
· Personalized Product Recommendations: (Discussed further in 2.4.9).
· Dynamic Content Matching of Websites and Apps: AI that adjusts layout, content and offers in real time based on user behavior.
· Personalized Marketing Communications: (Discussed further in 2.4.8)
· Customized Customer Service Paths: Chatbots and AI agents adapting communication style and offered solutions to the customer profile.
2. AI-based Product Configurators:
· Goal: Enable customers to easily configure complex products (e.g., cars, furniture, software) according to their individual needs, with AI support that can suggest optimal options or warn of incompatible choices.
· Benefits: Increased customer satisfaction, reduced ordering errors, better understanding of market preferences.
3. Adaptive Products (Adaptive Products):
· Purpose: To create products that learn from user interaction and automatically adapt their operation or functions to the user's needs (e.g., smart thermostats, personalized music playlists, adaptive software interfaces).
4. Personalized Pricing (Dynamic Pricing) based on AI (with ethics):
· Goal: Optimize pricing in real time based on demand, supply, competitive behavior and customer profile.
· Important: Be careful and transparent to avoid accusations of price discrimination.
Target Maturity Level (E): Full personalization of products and services with AI support, leading to maximized customer value and increased loyalty. The organization offers unique, dynamically adaptive experiences.
2.4.4 Generating Ideas and Product Innovation with AI
Current Level: C ("Partial idea generation using AI")
Recommendations:
1. Systematic Analysis of Market Data and Customer Opinions with the Use of AI:
· Goal: Identify unmet customer needs, new trends, competitive weaknesses and potential market niches.
· Tools: NLP to analyze online reviews, social media posts, customer service requests, industry reports. AI to detect patterns and anomalies in sales and market data.
2. Ideation Workshop Supported by GenAI:
· Goal: Use LLM models to stimulate creativity, generate a large number of diverse ideas, explore unusual connections.
· Methodology: Teams work with GenAI, asking relevant prompts, analyzing and developing AI-generated proposals.
3. Predicting the Success of New Product Concepts:
· Goal: Use ML models to assess the market potential of new ideas based on historical data, product features and market trends.
· Benefits: Better allocation of R&D resources, reduced risk of introducing failed products.
Target Maturity Level (E): Full use of AI to systematically generate innovative product ideas, analyze opinions and trends, and support decision-making for new product development. AI becomes an integral part of the innovation process.
2.4.5 Information Reduction and Analytical Support (e.g., Abstracts).
Current Level: D ("AI used regularly to reduce information in most projects")
Recommendations (pursuit of excellence):
1. Widespread Deployment of GenAI Automated Abstracting Tools:
· Purpose: To streamline information flow and speed up decision-making by automatically generating concise summaries of lengthy documents, reports, articles, emails, meeting transcripts.
· Integration: Incorporate summarization features into document management systems, email, collaboration tools.
2. Enterprise Search & Q&A:
· Goal: Enable employees to quickly find the information they need in the Organization's internal resources (documents, databases, intranet) by asking questions in natural language.
· Technology: combining semantic search (vector search) with LLM models (RAG architecture).
3. Automatic Extraction of Key Information from Documents:
· Goal: Use AI to automatically identify and extract relevant data (e.g., names, dates, amounts, contract clauses) from unstructured documents.
Target Maturity Level (E): Fully utilize AI for effective information reduction and intelligent analytical support in all relevant areas of the Organization, significantly increasing productivity and quality of work.
2.4.6 Supporting the Evaluation of Product Concepts
Current Level: B ("Occasional concept evaluation support in selected projects")
Recommendations:
1. AI-Driven Scoring Models for Product Concepts:
· Goal: To develop ML models that evaluate new product concepts against various criteria (e.g., market potential, alignment with company strategy, technical feasibility, estimated cost, risk).
· Input Data: Concept descriptions, market data, historical data on success/failure of similar products, expert opinions.
· Benefits: More objective and data-driven evaluation, speeding up the decision-making process.
· OpenAI example: LLM + ML-scoring (market fit, cost) reducing decision from 3 weeks to 2 days.
2. Market Simulations and Competitive Analysis Using AI:
· Goal: Predict potential market reaction to a new concept, analyze the strength and weaknesses of competing offerings.
3. Early Identification of Conceptual Risks:
· Goal: Use AI to analyze potential technological, market, legal or operational risks associated with a new concept.
Target Maturity Level (E): Fully support the evaluation of product concepts using AI, leading to more informed and accurate R&D investment decisions.
2.4.7 Reduce Time and Increase Efficiency of Product Testing
Current Level: B ("AI occasionally used in selected tests")
Recommendations:
1. Automatic Test Case Generation by AI:
· Goal: Use GenAI models to create complex and diverse test scenarios based on product specifications, requirements or existing code.
· Benefits: Increase test coverage, reduce manual effort.
2. Intelligent Test Planning and Prioritization (Risk-Based Testing):
· Goal: AI that analyzes product changes, historical error data and module complexity to identify the highest risk areas and direct testing resources there.
3. Automating Regression Testing Using AI:
· Goal: AI to help identify which regression tests to run after changes are made, and to analyze the results of those tests.
4. Log Analysis and Test Time Anomaly Detection:
· Goal: AI that automatically analyzes system logs and telemetry data from tests to quickly detect abnormal behavior and potential errors.
5. AI-supported Exploratory Testing:
· Purpose: AI suggesting to testers areas to explore or unusual scenarios not covered by standard test cases.
Target Maturity Level (E): Fully utilize AI to reduce product testing time as much as possible, while increasing product quality and reliability. Testing processes are highly automated and intelligent.
2.4.8 Product Marketing Transformation Using GenAI
Current Level: D ("AI supports marketing of most products")
Recommendations (pursuit of excellence):
1. Generating Personalized Marketing Content at Scale:
· Purpose: To use GenAI to create unique and engaging content (advertising text, product descriptions, social media posts, emails, video scripts, graphics) tailored to each customer's individual preferences and interaction history.
· Tools: GenAI platforms for content creation (e.g. Jasper, Copy.ai, Midjourney, Sora-like video tools).
2. Hyper-personalization of Marketing Campaigns:
· The goal: AI that dynamically adjusts messages, offers, channels and timing to reach each customer to maximize conversions.
3. SEO/SEM Optimization Using AI:
· Goal: AI that analyzes search trends, competitor activities and generates recommendations for keywords, content and linking strategies.
4. Intelligent Customer Segmentation and Targeting:
· Aim for AI that identifies hidden customer segments and their needs, enabling more precise targeting of campaigns.
5. Automatic Campaign Effectiveness Analysis and Real-Time Optimization:
· Goal: AI that monitors key campaign metrics and automatically adjusts parameters (e.g., budget, targeting, creatives) to maximize ROI.
Target Maturity Level (E): Full use of AI to support all aspects of product marketing, from strategy and content creation to campaign execution and optimization. Marketing is becoming highly personalized, automated and data-driven.
2.4.9 Improving Product Recommendation Systems
Current Level: B ("Basic use of AI for recommendations in selected areas")
Recommendations:
1. Implementation of Advanced Recommendation Algorithms:
· Goal: Move from simple methods (e.g., popularity-based collaborative filtering) to more advanced AI models (e.g., deep learning, neural networks, graph-based models, LLM for understanding context and intent).
2. Considering Context and Real Time:
· Goal: Recommendations that adapt to the customer's current situation (e.g., location, time of day, device, recent interactions).
3. Explainable Recommendations (Explainable Recommendations):
· Goal: To show customers why a product is recommended to them, which increases trust and propensity to buy.
4. Using GenAI to Generate Recommendation Descriptions:
· Goal: LLMs creating engaging and personalized justifications for recommended products.
5. Continuous A/B Testing and Optimization of Recommendation Systems.
Target Maturity Level (E): Fully utilize AI to optimize product recommendation systems that are highly relevant, personalized, contextual, and contribute to a significant increase in sales and customer satisfaction.
2.4.10 Intelligent Product Database Management
Current Level: A ("No refinement of product databases using AI")
Recommendations:
1. Automatic Product Data Enrichment Using AI:
· Goal: Use AI to automatically generate missing product attributes (e.g., descriptions, tags, categories, keywords) based on images, technical specifications or other available information.
2. Ensuring Quality and Consistency of Product Data by AI:
· Goal: AI to detect anomalies, inconsistencies, duplicates and errors in product data, and suggest or automatically make corrections.
3. Intelligent Product Catalog Management:
· Goal: AI to help optimize catalog structure, automatically categorize new products, identify complementary or substitute products.
4. Using GenAI to Create Product Descriptions for Different Channels and Languages.
Target Maturity Level (E): Fully utilize AI to improve product databases, which become intelligent, self-learning repositories that provide high-quality information and support other processes (e.g., e-commerce, marketing, recommendations).
2.4.11 GenAI as a Key Component of Professional Applications.
Current Level: A ("No use of AI as a component of the application")
Recommendations:
1. Identification of Applications (Internal and External) with Enrichment Potential by GenAI:
· Examples: CRM systems (intelligent sales assistant), ERP (demand prediction, inventory optimization), project management tools (automated reporting, risk analysis), analytical applications (natural language insight generation).
2. Embedding GenAI Functions into Existing Applications:
· Examples: Contextual chatbots, summary generation, data entry automation, intelligent search, code generation.
3. Creating New "AI-Native" Applications:
· Goal: Design applications from the ground up with the idea of using AI as their core, not just an add-on.
· Examples: Apps for personalized learning, intelligent assistants for professionals (e.g., lawyers, doctors, engineers), creative design tools.
Target Maturity Level (E): To fully utilize AI as a key component of professional applications, providing users with advanced, intelligent functions and significantly improving their productivity and efficiency.
2.4.12 Systematic Search and Implementation of New AI Use Cases
Current Level: D ("Regular search for new AI use cases")
Recommendations (pursuit of excellence):
1. Establish a Formal AI Innovation Process ("AI Innovation Hub" / "AI Lab"):
· Goal: Dedicated team or structure responsible for continuously monitoring the development of AI technologies, identifying new application opportunities, prototyping and testing innovative solutions.
· Gemini's recommendation: "AI Innovation Hub.
2. Promoting a Culture of Innovation and Internal Initiatives:
· Organization of in-house hackathons, idea contests, "intrapreneurship" programs focused on AI.
3. Collaboration with the External Ecosystem:
· Partnerships with universities, research institutes, AI start-ups.
· Participation in conferences and industry events.
4. Regular Reviews of AI Strategy and Product Roadmap:
· Goal: Ensure that the AI strategy is up to date and takes into account the latest technological opportunities and changing market needs.
Target Maturity Level (E): Full commitment to systematically and proactively seek out and implement new, breakthrough use cases of Generative AI in all areas of the Organization's operations, ensuring its position as an innovation leader.
Integrating AI into products and services is a journey that requires vision, courage and consistency. By implementing the above recommendations, your Organization can not only optimize its current offerings, but also lay the foundation for future dynamic growth based on intelligent solutions.

3 AI Transformation Implementation Plan
Successful AI transformation requires a carefully planned and flexibly managed implementation process. The following implementation plan is divided into three main phases, spread out over a 3-4 year timeframe. Each phase has clearly defined goals, activities, milestones and estimated budget and resources. This plan synthesizes and elaborates on the proposals presented in the OpenAI, Anthropic and Gemini analyses, tailoring them to the complex needs of your Organization.
3.1 Implementation Philosophy: Iterative, Adaptive and Value Focused
The AI transformation process will be carried out according to the following principles:
· Iterative and Incremental: Instead of aiming for a single, large-scale implementation, we will implement the transformation through a series of smaller, manageable projects and initiatives, delivering value at each stage.
· Adaptability and Flexibility: The world of AI is changing extremely rapidly. The plan will be regularly reviewed and adapted to new technologies, changing business needs and lessons learned from past implementations.
· Focus on Business Value: Each AI initiative will be evaluated for its potential contribution to the Organization's strategic goals and generation of measurable ROI.
· Stakeholder Engagement: The success of the transformation depends on the active participation and support of employees at all levels, from management to operational teams.
· Learning and Improvement: We will promote a culture of experimentation, learning from mistakes and continuous improvement of processes and AI solutions.
3.2 Phase 1: Foundations and Pilots (0-9 months)
Main Objective of Phase 1: Build a solid foundation for AI transformation by raising awareness and core competencies, developing a strategy and governance framework, upgrading key infrastructure, and launching carefully selected GenAI pilot projects that will demonstrate the value of the technology and generate initial successes ("quick wins").
3.2.1 Phase 1 Key Objectives
· Achieve C/D level in GenAI awareness and understanding in key departments.
· Training of min. 80% of managers on the basics of AI project management and the strategic importance of AI (OpenAI recommendation).
· Launching the basic version of "AI Academy" and training the first groups of employees.
· Develop and approve the Organization's AI Strategy and AI Governance Framework (including ethics and security policies).
· Implement an MVP (Minimum Viable Product) central data platform (e.g., a basic Data Lake) and an environment for AI experiments.
· Execute 2-3 GenAI pilot projects with measurable results and positive ROI (e.g., RAG chatbot on CRM data - OpenAI recommendation).
· Establishment of the Central AI Transformation Team (AI Transformation Office / CoE - seed) and AI Steering Committee.
3.2.2 Activities in the Technology and Infrastructure Area
· Audit current technology infrastructure and assess readiness for AI.
· Develop a data strategy for AI, including Data Governance principles.
· Selection of cloud providers and key AI/ML technologies.
· Data Lake MVP implementation for 1-2 critical data sources.
· Purchase a basic pool of GPU resources in the cloud (e.g., min. 8xA100 - OpenAI recommendation).
· Launch a basic MLOps environment (e.g., using MLflow) for pilot projects.
· Provide access to GenAI foundation model APIs for pilot teams.
· "Secure AI" workshop and development of initial data security policies and AI models.
3.2.3 Activities in the People and Competencies Area
· Launch of AI awareness development program: "AI Demystified" workshops for key groups, "AI for Leaders" for executives.
· Design and launch of the first "AI Academy" modules: Basic Path, Fundamentals of Prompt Engineering, Introduction to AI Project Management.
· Recruit or appoint AI Lead/Manager to lead AI Transformation Office.
· Identification and training of "AI Champions" in selected departments.
· Begin work on a central AI knowledge management platform (e.g., a dedicated section on the intranet, Confluence).
· Engage external consultants to support strategy development and conduct initial training/pilots.
3.2.4 Activities in the Organization and Process Area
· Development and approval of the Organization's AI Strategy (in cooperation with consultants and management).
· Define AI Governance Framework, including AI Code of Ethics and initial risk assessment procedures.
· Establishment of AI Steering Committee and AI Transformation Office/CoE (seed).
· Selection and launch of 2-3 GenAI pilot projects in areas with high potential for "quick wins" (e.g., report generation automation, internal chatbot, marketing support).
· Adaptation of Agile methodologies (e.g., Scrum-AI) and CRISP-DM for pilot projects.
· Development of an initial version of the "GenAI Product Development Guide" for pilot teams.
· Begin mapping key business processes for AI potential.
· Develop an internal communication plan on AI transformation.
3.2.5 Activities in the Product and Service Area
· Analyze the product/service portfolio for potential GenAI applications.
· Pilot use of GenAI in selected areas:
· Generating product ideas (e.g., analyzing customer feedback with AI).
· Support in creating marketing content for 1-2 products.
· Experiments with personalization to a limited extent.
· Automation of technical documentation summarization.
· Pilot use of AI to clean and enrich product data for a selected segment.
3.2.6 Phase 1 Milestones
· Month 3:
· AI Strategy and Governance AI Framework - Draft version.
· Established AI Steering Committee and AI Transformation Office (Lead + 1-2 people).
· Launched first AI awareness workshop.
· Selected pilot projects and teams.
· Month 6:
· AI Strategy and Governance AI Framework Approved.
· MVP data platforms and AI environments available for pilots.
· Launched "AI Academy" (primary tracks).
· Initiated 2-3 pilot projects.
· Trained min. 50% of managers with "AI for Leaders".
· Month 9:
· Completed and evaluated min. 2 pilot projects with documented results.
· First version of central AI knowledge platform implemented.
· Developed detailed plan for Phase 2.
· KPIS: % of employees trained in AI basics (target: 40%), Number of models in production (target: 1-2), Coverage of NPD processes by AI (target: 10%).
3.2.7 Estimated Budget and Resources for Phase 1
· Budget Estimate: EUR 0.8 - 1.5 million (or PLN 800,000 - 1,500,000, depending on the base currency in the OpenAI and Anthropic analyses - to be standardized and adapted to the Organization's realities).
· Main Items: Consulting services (strategy, training, pilot support), software licenses (cloud platforms, AI tools, knowledge platform), GPU resource costs, salaries for AI Lead and small team, training budget.
· Human Resources:
· Internal: AI Lead/Manager (1 FTE), 1-2 Data Engineers/Scientists (can be partially delegated), Project Managers for pilots, "AI Champions".
· External: AI strategic consultants, AI trainers, technical specialists (implementation support).
· Key Technologies: Cloud platforms (AWS/Azure/GCP), MLflow, JupyterHub, knowledge management tools (Confluence/Notion), collaboration tools.
3.3 Phase 2: Development and Scaling (9-24 months)
Main Goal of Phase 2: Expand and deepen AI transformation by systematically developing advanced competencies, integrating AI into key business processes (especially NPD), implementing a production MLOps platform, scaling successful pilot initiatives, and launching new, more complex AI projects that will deliver significant business benefits.
3.3.1 Phase 2 Key Objectives
· Achievement of Level D in most areas of Gap Analysis.
· Training of min. 75% of relevant employees under the "AI Academy" (specialized and managerial tracks).
· Implementation of a production-integrated Data Lakehouse and MLOps platform.
· Scale successful pilot projects and implement min. 10-15 new AI solutions in a production environment.
· Integrating AI into more than 50% of key new product development (NPD) processes.
· Achieve a reduction in time-to-market (TTM) of min. 15% thanks to AI.
· Full operation of the AI Center of Excellence (AI CoE) with a dedicated team of specialists.
· Implement comprehensive AI security policies and prepare for compliance with the EU AI Act.
3.3.2 Activities in the Technology and Infrastructure Area
· Full implementation of a production Data Lakehouse (e.g. Databricks, Snowflake) integrated with most critical data sources.
· Implementation of advanced MLOps platform (e.g. Kubeflow, Vertex AI, Azure ML) to support CI/CD automation for models, monitoring and re-training.
· Scale GPU/TPU cloud computing resources according to growing needs, implement cost optimization mechanisms.
· Standardize and make available advanced tools for AI teams (AutoML, data labeling tools, prompt engineering platforms).
· Implementation of the Vector Database layer and integration with RAG applications.
· Implementation of comprehensive AI security policies, including model and data protection mechanisms, and regular audits.
· Begin work on ensuring compliance with the EU AI Act (classification of systems, documentation).
3.3.3 Activities in the People and Competencies Area
· Full implementation of all training paths in the "AI Academy," including advanced modules and certification.
· Expansion of AI CoE with additional specialists (Data Scientists, ML Engineers, AI Product Managers, AI Ethicist).
· Formal formation of interdisciplinary "Fusion Teams" for most AI projects.
· Implement mentoring and career development programs for AI talent.
· Regularly engage outside consultants for knowledge transfer in specialized areas and support in complex projects.
· Actively develop and promote a central AI knowledge management platform, enriching it with new content and case studies.
3.3.4 Activities in the Organization and Process Area
· Systematic integration of AI into key business processes identified in Phase 1 (NPD, customer service, marketing, supply chain).
· Automation of selected stages of product development using GenAI (e.g., documentation generation, partial code development, testing).
· Implementation of AI systems to support decision-making in key areas (e.g., "AI Insights" dashboards, scoring systems).
· Widespread use of Agile and CRISP-DM methodologies in AI projects, supported by appropriate tools.
· Full implementation of the AI Governance Framework, including regular ethics reviews of projects by the AI Ethics & Governance Board.
· Define and implement a formal AI software lifecycle management process (AI-ALM/MLOps) for most projects.
· Widespread use and updating of the "GenAI Product Development Guide."
· Intensify change management and internal communication activities.
· Implement systematic continuous improvement cycles (Kaizen-AI) for deployed AI solutions.
3.3.5 Activities in the Product and Service Area
· Scaling the use of AI in design and manufacturing (Generative Design, CAE simulations, first implementations in Smart Factory).
· Extend personalization of products and services to key segments of the offering (AI configurators, dynamic content).
· Systematic use of AI to generate product ideas and analyze trends.
· Implementation of advanced AI-based product recommendation systems.
· Integrating AI with key product databases for enrichment and quality assurance.
· Development of the first professional applications with embedded GenAI components.
· Launch an "AI Innovation Hub" (or similar initiative) to systematically explore new AI use cases.
3.3.6 Phase 2 Milestones
· Month 15:
· Production Data Lakehouse and MLOps platform fully operational.
· AI CoE fully staffed and operational.
· Trained >50% of relevant employees under "AI Academy."
· Production deployed min. 5-7 AI solutions.
· Month 24:
· Integrate AI into >50% of key NPD processes.
· TTM reduction of min. 15%.
· Production deployed min. 10-15 AI solutions.
· Positive ROI demonstrated for most AI projects implemented.
· Developed detailed plan for Phase 3.
· KPIS: % of employees trained with AI (target: 75%), Number of models in production (target: 10-15), Coverage of NPD processes by AI (target: 50%), ROI from AI projects (target: ≥ 15%).
3.3.7 Estimated Budget and Resources for Phase 2.
· Budget Estimate: EUR 2.0 - 4.5 million (or PLN 2,000,000 - 4,500,000 - to be specified).
· Major Items: Expansion of AI CoE team (salaries), licenses for advanced AI/ML platforms and tools, cloud costs (computing, storage), advanced training and certification, development and implementation budget for numerous AI projects.
· Human Resources:
· Internal: Expanded AI CoE (AI Lead, Data Scientists, ML Engineers, Data Engineers, AI Product Managers, AI UX Designers, AI Quality Assurance, AI Ethicist - 8-12 FTEs in total), Project Managers, "AI Champions."
· External: Specialized consultants (implementation support, audits), technology partners.
· Key Technologies: Advanced MLOps platforms (Kubeflow, Vertex AI, Azure ML), Data Lakehouse (Databricks, Snowflake), AutoML tools, data labeling platforms, prompt engineering tools, Vector Databases (Pinecone, Weaviate).
3.4 Phase 3: Optimization and Excellence (24-48 months+)
Main Objective Phase 3: Achieve full AI maturity (Level E in all key areas), where AI is an integral part of the Organization's strategy, operations and culture , generating sustainable business value and competitive advantage. Strive for leadership in the use of AI in the industry.
3.4.1 Phase 3 Key Objectives
· Achieving Level E in all areas of Gap Analysis.
· AI fully integrated into the DNA of the Organization, an "AI-first" culture.
· Continuous improvement and optimization (AIOps) of all deployed AI solutions.
· AI as a key driver of innovation and development of new products/services and business models.
· Full automation of selected business processes using AI.
· Reduction of TTM by min. 35-50%, significant increase in margins and NPS.
· Establish a self-sustaining, strategic AI CoE to drive innovation.
· Achieve and maintain compliance with AI regulations (e.g., ISO 42001 certification).
3.4.2 Activities in the Technology and Infrastructure Area
· Continuous optimization and modernization of the AI/ML and Data Lakehouse platform, implementing the latest technologies and best practices.
· Implementation of advanced AIOps mechanisms for automatic monitoring, management and optimization of infrastructure and AI models.
· Exploration and implementation of breakthrough AI technologies (e.g. Quantum ML, Neuromorphic Computing - depending on market development).
· Dynamic and predictive management of computing resources.
· Maintaining the highest AI security standards and proactive risk management.
· Full compliance with EU AI Act and other regulations, potential ISO 42001 certification.
3.4.3 Activities in the People and Competencies Area
· Maintain and continuously develop the "AI Academy" as a center of AI knowledge and competence in the Organization.
· AI CoE acting as a strategic partner to the business, identifying new opportunities and driving AI innovation.
· A culture of continuous learning and adaptation in the area of AI deeply ingrained throughout the Organization.
· Fully integrated, interdisciplinary AI teams as standard in all relevant projects.
· The organization as a magnet for the best AI talent in the market.
· A central AI knowledge platform actively used and developed by all employees.
3.4.4 Activities in the Organization and Process Area
· Full integration of AI into all key business and decision-making processes.
· Fully automated and intelligent workflows in key areas (NPD, customer service, operations).
· AI Governance as an integral part of corporate governance.
· Fully implemented continuous improvement (Kaizen-AI) cycles for all AI implementations and processes.
· Full, automated AI software lifecycle management (AI-ALM/MLOps) process implemented across all projects.
· "GenAI Product Development Guide" as a living, interactive standard integrated with design tools.
3.4.5 Activities in the Product and Service Area
· AI as a key differentiator and value component in all products and services.
· Continuous AI-driven product innovation, including new business models.
· Hyper-personalization of offerings and customer experience at the highest level.
· Making full use of AI to maximize efficiency in design, manufacturing, testing and marketing.
· "AI Innovation Hub" as an engine for generating breakthrough AI solutions.
3.4.6 Phase 3 Milestones
· Month 36:
· Achieving Level E in >70% of the Gap Analysis criteria.
· AI integrated into >80% of new products and key processes.
· TTM reduction of >30%.
· Implemented >30 advanced AI solutions.
· Month 48+ (Continuous Improvement):
· Maintaining Level E and striving for excellence in all areas.
· An organization recognized as an industry leader in AI innovation.
· Continuous business value generation from AI.
· KPIS: % of employees with advanced AI competencies (target: >50% in relevant roles), Number of models in production (target: 30+ and increasing), Coverage of NPD processes by AI (target: 100%), ROI from AI projects (target: ≥ 35%), NPS (target: +15 points vs. baseline).
3.4.7 Estimated Budget and Resources for Phase 3
· Budget Estimate: EUR 1.5 - 3.5 million per year (or PLN 1,500,000 - 3,500,000 per year - to be refined). The budget may stabilize, but will require continued investment in maintenance, development and innovation.
· Major Items: AI CoE maintenance and development, cloud and license costs, research and development (R&D) budget for new AI applications, ongoing training, optimization of existing solutions.
· Human Resources:
· Internal: Stable, strategic AI CoE (10-15+ FTEs), AI specialists embedded in product and business teams.
· External: Occasional consultant support in very specialized areas, cooperation with research partners.
· Key Technologies: the latest AI/ML platforms, AIOps tools, technologies to support ethical and responsible AI, potentially exploring quantum or neuromorphic technologies.
3.5 Analysis of Relationships Between Projects and Initiatives
The success of the implementation plan depends on proper management of dependencies between activities. Examples of key dependencies:
· Training and Competencies -> All Other Areas: Without properly trained people, advances in technology, processes and products will be limited.
· AI Strategy and Governance -> Technology and Process Deployments: A clear strategy and governance framework must be defined before broadly scaling deployments.
· Data Infrastructure (Data Lakehouse) -> AI Model Development: Access to high quality data is a prerequisite for building effective AI models.
· MLOps Platform -> Scalable Model Deployment: Without an MLOps platform, deploying and managing a growing number of models will become inefficient.
· Pilot Projects -> Scaling and Business Acceptance: The success of the first projects is crucial to gaining trust and support for further investments.
· Cultural Change -> Adoption of Tools and Processes: Without proper change management and building a culture open to AI, employees may resist new solutions.
Use project management tools (e.g., Gantt charts, dependency maps) to visualize and monitor these relationships.
3.6 Risk Management Strategies and Contingency Planning
AI transformation is a complex undertaking with many risks. Proactively identifying and managing them is key.
	Risk Category
	Sample Risks
	Mitigation Strategies and Contingency Plans.

	Strategic
	Lack of management support, changing business priorities, underestimation of complexity.
	Regular communication with management, linking AI goals to company strategy, flexible planning, scenario building. Contingency plan: re-prioritization, focus on smaller, more certain projects.

	Operational
	Project delays, budget overruns, quality problems with implementations.
	Experienced Project Managers, realistic planning, regular progress monitoring, scope management, testing. Contingency plan: additional resources, renegotiation of scope, splitting the project into smaller phases.

	Technology
	Problems with systems integration, poor data quality, security gaps, vendor lock-in.
	Careful architecture planning, investment in Data Governance, security audits, multi-cloud/open-source strategy. Contingency plan: alternative technologies, support from outside experts, data and system backups. (See 2.1.8 for details)

	Human and Cultural
	Resistance to change, lack of competence, turnover of key specialists.
	Change management programs, comprehensive training, attractive terms of employment, succession plans. Contingency plan: intensive communication efforts, psychological support, rapid recruitment/outsourcing.

	Ethical and Legal
	Non-compliance with regulations (RODO, AI Act), model bias, lack of transparency.
	Implementation of the AI Governance Framework, ethical audits, cooperation with the legal department, monitoring changes in the law. Contingency plan: halt implementation of problematic system, modify model, consult with regulators.

	Market
	Rapid development of AI technology by competitors, changing customer expectations.
	Continuous monitoring of the market and competition, investment in R&D, flexibility to adjust product strategy. Contingency plan: acceleration of selected projects, strategic partnerships.


Regular risk identification and assessment sessions (e.g., quarterly) with the AI Steering Committee and AI CoE will be key.
3.7 Identification of "Quick Wins" and Long-Term Strategic Investments
· "Quick Wins" (Phase 1):
· RAG Chatbot on CRM/Knowledge Base data: Quickly streamline access to information for employees or customers.
· Automate the generation of standard reports: Saving analysts' time.
· Using GenAI to create marketing content for a single campaign: A demonstration of the possibilities and potential savings.
· Basic prompting training for selected teams: Quickly increase efficiency in using GenAI tools.
· Long-term Strategic Investments (Phases 2 and 3):
· Building a comprehensive Data Lakehouse and MLOps platform: the foundation for all advanced AI initiatives.
· Developing the "AI Academy" and building the AI CoE: Investing in human capital and internal competence.
· Transforming the NPD process using AI: The key to innovation and shortening TTM.
· Implementing AI in key transactional systems (ERP, CRM): Deep integration of AI into company operations.
· Developing new AI-based products and services: creating new sources of revenue and competitive advantage.
A carefully planned and consistently executed implementation plan is key to the success of AI transformation. Flexibility, continuous monitoring of progress and readiness to adapt will be essential along the way.

4 Resources, Overall Budget and Governance Model
Implementing an ambitious AI transformation plan requires adequate provision of financial and human resources, as well as the establishment of an effective governance model to ensure coordination of activities, monitoring of progress and strategic decision-making.
4.1 Overall Estimated Budget for AI Transformation (3-4 years)
The following estimated budget covers the entire transformation period (Phases 1-3) and represents a synthesis and realisation of the proposals from the OpenAI and Anthropic analyses. It should be emphasized that these are indicative values and require detailed verification in the context of your Organization's specifics, market rates and selection of specific technologies and suppliers. The base currency for the following estimates is EUR, however, the amounts should be accurately converted and adjusted to the local currency and market conditions of the Organization State.
Total Estimated Budget (3-4 years): EUR 4.3 million - EUR 9.5 million.
· Phase 1 (0-9 months): EUR 0.8 million - EUR 1.5 million.
· Phase 2 (9-24 months): EUR 2.0 million - EUR 4.5 million.
· Phase 3 (24-48 months+): €1.5 million - €3.5 million (annually, for maintenance, development and innovation)
4.1.1 Investment Costs (CAPEX)
CAPEX costs will dominate the initial phases of the transition and mainly include:
· Technology Infrastructure:
· Purchase or subscribe to cloud resources (GPU/TPU, data storage).
· Software licenses (AI/ML platforms, MLOps tools, databases, knowledge management tools, BI tools).
· Potential purchase of server hardware (if part of the infrastructure will be on-premise).
· AI security tools.
· Software and Platform Development:
· Costs of implementing and configuring the Data Lakehouse platform and MLOps.
· Costs of developing custom AI solutions and integrating with existing systems (if implemented by third-party vendors).
· Training and Competency Building (initial investment):
· Costs of developing training materials for "AI Academy".
· Purchase of external courses and certifications.
Estimated share of CAPEX in total budget: 30-40%
4.1.2 Operating Expenses (OPEX)
OPEX costs will increase as deployments scale and include:
· Human Resources:
· Salaries for the AI CoE team (AI Lead, Data Scientists, ML Engineers, etc.).
· The cost of recruiting new specialists.
· Salaries for Project Managers and others involved in AI projects.
· Consulting and External Services:
· Strategic and technical consulting costs.
· Implementation support from technology partners.
· Training services (ongoing).
· Infrastructure and Software Maintenance:
· Charges for cloud subscriptions (pay-as-you-go).
· Software license maintenance costs.
· Energy and cooling costs (for on-premise infrastructure).
· Training and Development (ongoing):
· Cost of participation in conferences, workshops.
· Access to e-learning platforms.
· Marketing and Internal Communications:
· Costs associated with promoting AI transformation within the Organization.
· Monitoring and Audits:
· Costs of model and infrastructure monitoring tools.
· Security and compliance audit costs.
Estimated share of OPEX in the total budget: 60-70% (increasing over time)
4.1.3 Budget Justification and Potential Sources of Funding
The budget presented, while significant, is an investment in your Organization's future competitiveness and efficiency. OpenAI's analysis indicates that mid-sized companies allocate an average of 0.9-1.3% of annual revenue to AI initiatives. Justification for spending is based on potential benefits such as:
· Shorter TTM and faster revenue generation from new products.
· Reduce operating costs through automation and optimization.
· Increased sales through personalization and better recommendation systems.
· Avoiding costs associated with failure to adapt to market and regulatory changes.
Potential Sources of Funding:
· Organization Central Budget: Allocating dedicated resources for AI transformation as a strategic priority.
· Reallocation of Existing Budgets: Reallocate funds from lower priority areas or from projects that can be optimized through AI.
· Project Funding: Obtaining budgets for specific AI initiatives from the various business departments that will be the beneficiaries of the solutions.
· Grants and EU/National Funds: Actively seeking funding opportunities for AI-related R&D and innovation projects.
· Strategic Partnerships: Co-funding projects with technology or business partners.
Transparent budget management, regular reporting of expenses and linking them to performance (ROI) will be key.
4.2 Organizational Structure to Support AI Transformation
Successfully managing AI transformation requires a dedicated organizational structure to provide coordination, expertise and support for initiatives across the company.
4.2.1 Central AI Transformation Office / AI Center of Excellence (CoE).
AI CoE's Mission: To be a center of AI knowledge, competence and innovation in the Organization, supporting strategic business objectives through effective implementation and scaling of AI solutions.
Key AI CoE Features:
· Strategy and Governance: Develop and update AI strategy, governance framework, ethics and security policies.
· Competency Development: Managing the "AI Academy," identifying training needs, and supporting AI talent development.
· Project Support: Technical and methodological consulting for AI projects, assisting in the selection of tools and technologies.
· Innovation and R&D: Monitor AI trends, explore new use cases, conduct R&D projects.
· Standardization and Best Practices: Develop and promote AI standards, templates and best practices.
· Knowledge Management: Running a central knowledge platform on AI.
· Collaboration with Business: Identifying business needs and "translating" them into AI solutions.
· AI Evangelism: Promoting awareness and benefits of AI throughout the Organization.
CoE AI Evolution:
· Phase 1 (Inception): AI Lead/Manager + 1-2 specialists, strong support from external consultants. Focus on strategy, first pilots, building awareness.
· Phase 2 (Development): Team of 8-12 FTEs (Data Scientists, ML Engineers, AI Product Managers, etc.). Focus on scaling, production deployments, "AI Academy" development.
· Phase 3 (Maturity): A team of 10-15+ FTEs, acting as a strategic partner to the business, driving innovation. Possible decentralization of some functions to business units, while maintaining central strategic coordination.
4.2.2 Roles and Responsibilities (Sample Key Roles)
· Chief AI Officer (CAIO) / AI Lead (AI Transformation Leader): Responsible for the overall vision, strategy and execution of AI transformation. Chairs the AI CoE and reports to the Board of Directors.
· Data Scientist: Analyzes data, builds and validates predictive models and other AI algorithms.
· Machine Learning Engineer (ML Engineer): Designs, builds, implements and maintains AI/ML systems in a production environment (MLOps).
· Data Engineer: Designs, builds and manages the data infrastructure (Data Lakehouse, data pipelines) required for AI.
· AI Product Manager: defines the vision and strategy for AI-based products, manages their lifecycle, and collaborates with technical teams and the business.
· Prompt Engineer: Specialist in creating effective prompts for Generative AI models.
· AI Ethicist / Responsible AI Specialist: Ensures that AI solutions are developed and used ethically, fairly and in accordance with company values.
· AI Project Manager: manages AI projects using appropriate methodologies (Agile, CRISP-DM).
· "AI Champions" / AI Ambassadors: employees from different departments, trained and enthusiastic about AI, supporting adoption and identifying local use cases.
4.2.3 Cooperation with Existing Departments
AI CoE should not operate in isolation. Close cooperation with:
· Business Departments (Sales, Marketing, R&D, Production, etc.): To identify needs, define use cases and implement AI solutions.
· IT department: On infrastructure, security, systems integration.
· Legal and Compliance Department: On issues of ethics, data privacy and regulatory compliance.
· HR Department: For recruitment, training and change management.
The collaborative model may involve dedicated AI CoE representatives working with individual departments or creating interdisciplinary "Fusion Teams" for specific projects.
4.3 Key Performance Indicators (KPIs) and Progress Monitoring System
Measuring the progress and effects of the AI transformation is critical to its success. A set of KPIs should be defined and regularly monitored and reported on. Below are sample KPIs, inspired by OpenAI and Anthropic's analysis, expanded and adapted.
4.3.1 KPIs for the Technology and Infrastructure Area
· Availability and Performance of AI/ML Platform: % availability time, average response time.
· Lead Time for Models (Lead Time for Models): Time from idea to production implementation.
· Degree of Process Automation MLOps: % of automated steps in the model lifecycle.
· Utilization of Computing Resources (GPU/TPU): % utilization, cost per computing unit.
· Data Quality: % of data meeting defined quality criteria, number of data quality incidents.
· Number of AI-related Security Incidents.
4.3.2 KPIs for the People and Competency Area
· % of Employees Trained in AI/GenAI Fundamentals (Target F1: 40%, F2: 75%, F3: 95% - OpenAI).
· Number of Employees with AI Certificates (e.g., under "AI Academy").
· Average AI Training Satisfaction Rating.
· Number of Active Users of the Central AI Knowledge Platform.
· Number of Completed Projects by Interdisciplinary AI Teams.
· AI Specialist Turnover Rate.
· Number of AI Innovation Ideas Submitted by Employees.
4.3.3 KPIs for the Organization and Process Area
· Reduce New Product Development Cycle Time (TTM) with AI (Target F1: -5%, F2: -15%, F3: -35% - OpenAI).
· % of Automated Tasks in Key Business Processes.
· Number of Business Decisions Supported by AI Recommendations.
· Employee Adoption Rate of AI Tools and Solutions.
· Number of AI Process Improvements Implemented as part of Improvement Cycles (Kaizen-AI).
· Compliance of AI Projects with Schedule and Budget.
· Coverage of NPD Processes by AI (Target F1: 10%, F2: 50%, F3: 100% - OpenAI).
4.3.4 KPIs for the Product and Service Area
· Increase in Revenue from Products/Services Using AI.
· Improve Customer Satisfaction Indicators (CSAT, NPS) for Products with AI (NPS Goal F1: +3 points, F2: +8 points, F3: +15 points - OpenAI).
· Reducing Product Testing Time with AI.
· Increasing Conversions in AI-supported Marketing Campaigns.
· Number of New Product/Function Ideas Generated with AI Assistance.
· Average Purchase Basket (Average Order Value) for AI Recommendations (Target: ↑ 12% - OpenAI).
· Reduce Product Defect Rate with AI (Target: -20% - OpenAI).
4.3.5 Business KPIs (General)
· Return on Investment (ROI) from AI Projects (Target F1: Positive in 1 use-case, F2: ≥ 15%, F3: ≥ 35% - OpenAI).
· Impact on the Company's Key Financial Indicators (EBITDA, margin).
· Market Share Growth.
· Improving Operational Performance Indicators.
4.3.6 Monitoring Tools and Processes (Dashboards, Reports)
· Central AI Transformation Dashboard: Real-time visualization of key KPIs available to the Steering Committee and AI CoE. Tools: Power BI, Tableau, Qlik (OpenAI recommendation: LMS + Power BI).
· Periodic Reports: Monthly, quarterly and annual reports on progress, achievements, challenges and recommendations.
· AI Model Monitoring Systems: MLOps tools for tracking model performance in production (e.g., MLflow Registry - recommended by OpenAI).
· Employee Surveys and Feedback from Users: Regular collection of feedback on implemented solutions and training.
· Internal and External Audits: Periodic assessment of compliance, security and effectiveness of AI initiatives.
4.4 Procedures for Reporting, Strategic Reviews and Decision Making
4.4.1 The role of the AI Steering Committee (AI Steering Committee)
· Composition: Representatives of top management (CEO, CFO, CTO, COO), leaders of key business units, Chief AI Officer (CAIO).
· Frequency of Meetings: At least quarterly (OpenAI recommendation).
· Key Responsibilities:
· Approval of AI strategy and its updates.
· Allocation of budget and resources for AI transformation.
· Monitor progress against key KPIs and milestones.
· Making strategic decisions on the direction of the transformation.
· Troubleshooting and removing barriers escalated by AI CoE.
· Promote AI transformation across the Organization.
4.4.2 Cyclicity of Reviews and Course Corrections
· Monthly Reviews (AI CoE + Project Leaders): Evaluation of operational progress, identification of current issues, planning of activities for the upcoming period.
· Quarterly Reviews (AI Steering Committee + AI CoE): Evaluate achievement of quarterly targets, review KPIs, analyze risks, decide on course correction, approve plans for next quarter.
· Annual Reviews (AI Steering Committee + AI CoE + Key Stakeholders): Summary of the year's achievements, evaluation of ROI, review of AI strategy in the context of market and technology changes, planning for the next year.
· Reviews after Completion of Each Transformation Phase: Detailed analysis of results, conclusions and preparation for the next phase.
Establishing a solid governance framework, backed by adequate resources and budget, is essential to successfully guide your Organization through the complex but highly promising AI transformation process.

5 Business Benefits, Cultural Transformation and Long-Term Vision
AI transformation is not just about implementing new technologies, but fundamentally changing the way we operate, think and compete in the marketplace. This section outlines the specific business benefits your organization can achieve, the impact of transformation on organizational culture, and the long-term vision for an AI-powered company.
5.1 Specific Use Cases of Generative AI and Their Business Potential
Generative AI offers a wide spectrum of applications that can bring tangible benefits to various areas of your Organization's business. The following are selected detailed use cases, along with estimated business potential.
5.1.1 Streamlining the New Product Development (NPD) Process - Detailed Scenarios
As pointed out in the OpenAI analysis, reducing the design cycle by up to 35% and cutting testing costs by 40% are realistic goals.
· Use Case 1: AI-Powered Ideation & Concept Validation.
· Description: Using LLM to analyze market trends, customer feedback from various sources (social media, reviews, surveys) and patent data to identify unmet needs and generate innovative product concepts. Then, ML models evaluate these concepts for market potential, technical feasibility and alignment with company strategy.
· Tools: NLP platforms, LLM (e.g., GPT-4o, Claude 3), web scraping tools, ML scoring models.
· Benefits:
· Increase the number and quality of ideas generated: Up to 5-10x more concepts in less time.
· Shorten the conceptual and validation phase: From weeks to days (e.g., OpenAI example: shortening the decision from 3 weeks to 2 days).
· Better matching of products to market needs: Reducing the risk of introducing unsuccessful products.
· Estimated ROI: Difficult to estimate directly, but affects long-term revenue growth and innovation.
· Use Case 2: Generative Design & AI-Assisted Engineering
· Description: Engineers define design goals (e.g., strength, weight, cost) and constraints, and Generative Design algorithms explore thousands of variations to propose optimized solutions. AI assistants in CAD/CAE software support modeling, simulation and analysis.
· Tools: Generative Design modules in CAD (Autodesk Fusion, Siemens NX), AI in CAE (Ansys Discovery, Simulia), AI assistants (e.g., Autodesk Fusion AI Assistant).
· Benefits:
· Reduction in design time: By 20-40% (OpenAI example: -25% modeling time).
· Optimization of material utilization: Reducing weight and material costs.
· Create more innovative and efficient projects.
· Reduction in the number of physical prototypes: With more accurate simulations (OpenAI example: -40% of physical prototypes).
· Estimated ROI: Savings in material and prototyping costs (10-20%), faster TTM.
· Use Case 3: AI-Driven Automated Testing & Quality Assurance
· Description: Using AI for automated test case generation (especially for software and electronics), intelligent test planning (risk-based testing), analysis of logs and test results, and visual quality control in manufacturing processes.
· Tools: Test automation platforms with AI modules, Computer Vision tools, NLP algorithms for log analysis.
· Benefits:
· Reduction in testing time: O 30-50%.
· Increase test coverage and error detection.
· Reduced testing costs: Less need for manual testing.
· Improved quality of the final product: Fewer defects going to the customer (OpenAI example: defect rate -20%).
· Estimated ROI: Savings in testing costs (20-40%), reduction in warranty and repair costs.
· Use Case 4: GenAI for Technical Documentation & Marketing Content
· Description: Automatic generation of technical documentation (user manuals, specifications) based on design data. GenAI's creation of engaging marketing content (product descriptions, posts, ads, video scripts) for new products.
· Tools: LLM (e.g., GPT-4, Claude 3), content generation platforms (Jasper, Copy.ai), video generation tools (Sora-like).
· Benefits:
· Reduction in documentation creation time: By 50-70% (OpenAI example: -70% time for documents).
· Accelerate the preparation of marketing campaigns: From weeks to days (OpenAI example: 48h to finished campaign).
· Reducing the cost of content creation.
· Ability to easily personalize and translate content into different languages.
· Estimated ROI: Labor cost savings (30-50% in these areas), faster TTM.
5.1.2 Optimizing Internal Operations
· Use Case 5: Intelligent Automation of Repetitive Tasks
· Description: Using Robotic Process Automation (RPA) in conjunction with AI (Intelligent Automation) to automate routine tasks in departments such as finance (invoice entry, account reconciliation), HR (employee onboarding, inquiry handling), customer service (ticket categorization, standard responses).
· Tools: RPA platforms (UiPath, Blue Prism, Automation Anywhere) integrated with AI services (NLP, Computer Vision).
· Benefits:
· Reduction in labor costs: By 20-40% in automated processes.
· Improving accuracy and eliminating human error.
· Improving employee satisfaction: Relief from monotonous tasks.
· Scalability of operations.
· Estimated ROI: High, especially in areas with a high number of repetitive tasks.
· Use Case 6: AI-Powered Predictive Maintenance in Manufacturing.
· Description: Analyze data from IoT sensors mounted on production machines to predict failures, optimize maintenance schedules and minimize unplanned downtime.
· Tools: IoT platforms, ML algorithms (time series analysis, predictive models), CMMS systems.
· Benefits:
· Reduction in maintenance costs: O 10-25%.
· Increase machine availability and production efficiency (OEE).
· Extend the life of machinery.
· Estimated ROI: Significant cost savings and productivity gains.
5.1.3 Innovations in Customer Service
· Use Case 7: Hyper-Personalized Customer Service with AI Chatbots & Virtual Assistants
· Description: Implementation of advanced chatbots and virtual assistants based on GenAI, capable of conducting natural conversations, understanding complex queries, providing personalized answers and solving customer problems 24/7. Integration with knowledge bases and CRM systems.
· Tools: Chatbot building platforms (Dialogflow, Microsoft Bot Framework, Rasa), LLM, RAG technologies.
· Benefits:
· Reduce customer service costs: By 20-30% through automation.
· Improved customer satisfaction (CSAT/NPS): Faster responses, 24/7 availability.
· Increasing the efficiency of human agents: Focusing on more complex problems.
· Gather valuable data on customer needs and problems.
· Estimated ROI: Cost savings, increased customer loyalty.
5.1.4 New Business Models and Revenue Sources
· Use Case 8: AI-as-a-Service (AIaaS) - Commercialization of Internal AI Tools.
· Description: If your Organization develops unique, highly effective AI tools or models (e.g., specialized industry recommendation engine, specific data analysis tool), there is an opportunity to offer them as a service to other companies, creating a new source of revenue.
· Requirements: Robust, scalable technology, business model (e.g. subscription, pay-per-use), marketing and sales efforts.
· Benefits: Diversify revenue, strengthen position as technology leader.
· Estimated ROI: Potentially very high, but requires significant investment and technological maturity.
· Use Case 9: Data Monetization - Creating Products Based on Data and AI Insights
· Description: Use collected data (anonymized and aggregated, respecting privacy) and insights generated by AI to create new information products, analytical reports or consulting services for clients or partners.
· Example: Reports on industry market trends, performance benchmarks, personalized strategic recommendations.
· Benefits: New revenue streams, strengthened customer relationships.
· Estimated ROI: Depends on the uniqueness of the data and the value of the insights provided.
5.2 Estimated Return on Investment (ROI) and Other Measurable Financial Benefits
Estimating a precise ROI for an entire AI transformation is complex and depends on many factors. However, based on industry benchmarks and the potential of identified use cases, the following predictions can be made (inspired by OpenAI and Anthropic's analysis):
· Total Investment (3-4 years): EUR 4.3 million - EUR 9.5 million (average about EUR 7 million).
· Cumulative Benefits (3-5 years from start):
· Cost Savings:
· Reduction of operating costs (automation, optimization): EUR 1.5 - 3 million per year (once mature).
· Reduction in R&D and testing costs: €0.5 - 1.5 million per year.
· Reduction in customer service costs: EUR 0.3 - 0.8 million per year.
· Revenue Growth:
· Increased sales through personalization and better recommendations (e.g., +7-12% increase in average shopping cart - OpenAI): €1 - €3 million per year.
· Revenue from new AI-based products/services: Potential difficult to estimate, but could be significant.
· Faster TTM leading to earlier revenue generation.
· Estimated ROI (3-5 years):
· OpenAI analysis suggests 3Y ROI: 190 - 270%, NPV at 8% WACC ≈ €12 M.
· Anthropic analysis suggests ROI (36 months) = 196%.
· Using conservative assumptions, one can expect an ROI in the range of 150-250% over 3-5 years.
· Payback Period (Payback Period): 18-30 months, depending on the pace of implementation and benefit realization.
Other Measurable Financial Benefits:
· Increasing Company Value (Valuation Premium): Companies perceived as AI leaders often achieve higher market valuations.
· Margin Improvement: By optimizing costs and being able to offer higher value-added products/services.
· Reducing Business Risks: Better forecasting, faster adaptation to change, less susceptibility to human error.
5.3 Building Sustainable Competitive Advantage and Market Positioning
AI transformation is not just about optimization and cost savings, but above all a strategic investment in building a sustainable competitive advantage.
· Innovation Advantage (First-Mover Advantage): Faster and more effective deployment of AI will put your Organization ahead of the competition in offering innovative products, services and customer experiences. OpenAI's analysis estimates "time-to-AI parity" at 3 years, meaning early action is key.
· Deeper Understanding of Customers: AI makes it possible to analyze vast amounts of customer data, leading to a better understanding of customers' needs, preferences and behaviors, resulting in more relevant offers.
· Increased Agility and Adaptability: An AI-powered organization is able to react faster to market changes, adapt its strategies and processes, and make more informed decisions.
· Value Chain Optimization: AI can optimize every element of the value chain, from R&D, manufacturing and logistics to marketing, sales and after-sales service.
· Building Barriers to Entry for Competitors: Advanced, unique AI solutions integrated with the Organization's processes and data can be difficult for competitors to copy.
· Positioning as a Technology Leader: Active and effective use of AI will enhance the image of your Organization as modern, innovative and future-oriented, which can attract customers, partners and talent.
5.4 Impact of AI Transformation on Organizational Culture
Technology is only one pillar of transformation. Equally important, if not more important, is the change in organizational culture.
5.4.1 Promoting a Data-Driven Culture
· Decisions Based on Facts, Not Intuition: AI provides the tools and insights to make decisions based on data analysis, not just hunches or experience.
· Democratization of Data (with security): Facilitate access to relevant data and analytical tools for employees at various levels.
· Measurement and Monitoring: Establish a culture of regularly measuring the effectiveness of operations and using data for continuous improvement.
5.4.2 Fostering Innovation and Readiness for Experimentation
· "Fail Fast, Learn Faster": Creating an environment where experimentation and calculated risk-taking are accepted and failures are treated as valuable lessons.
· Space for Creativity: Encourage employees to explore new applications of AI and submit innovative ideas (e.g., through the "AI Innovation Hub," hackathons).
· Openness to Change: Building readiness to adapt new tools, processes and ways of working.
5.4.3 Increasing Employee Engagement and Employer Attractiveness (Employer Branding)
· AI as a Tool to Support, Not Replace, People: Communicating that the goal of AI is to relieve employees of routine tasks, allowing them to focus on more creative, strategic and rewarding aspects of their work.
· Developing the Competencies of the Future: Investing in AI training ("AI Academy") shows employees that the company cares about their development and prepares them for the demands of the future job market.
· Attractive Workplace for AI Talent: A company that actively implements AI and offers interesting projects becomes a magnet for top AI professionals. OpenAI analysis suggests that an "AI-powered" image can reduce turnover by 4 pp.
· Sense of Influence and Co-Creation: Involving employees in the AI transformation process gives them a sense of being part of something important and innovative.
5.5 Long-term Vision: a Learning, Adaptive and AI Driven Organization
The ultimate goal of the transformation is to transform the Organization State into:
· Learning Organization: One that continually collects, analyzes and uses data to improve its processes, products and strategies. AI is a key tool to support this learning process.
· Adaptive Organization: Capable of responding quickly to changes in the market, technological and regulatory environment. AI provides the information and tools necessary for this adaptation.
· AI-Driven Organization: In which AI is not just a tool, but an integral part of strategy, operations and culture, permeating all aspects of the business and underpinning its success and growth.
Achieving this vision will take time, commitment and consistency, but the reward will be a strong, innovative and future-proof Organization, ready to lead in the Artificial Intelligence era.

6 Summary and Recommended Next Steps
This report presents a comprehensive AI transformation strategy for your Organization, based on an in-depth analysis of the current state of maturity, a synthesis of best practices, and specific, actionable recommendations. We are standing at the threshold of a revolution in which Artificial Intelligence, particularly Generative AI, is fundamentally changing the way companies operate, compete and create value. For your Organization, taking decisive steps toward strategic adoption of AI is not only an opportunity for growth, but a necessity conditioning future success.
6.1 Main Findings and Confirmation of Need for Action
The analysis showed that your Organization is at an early stage of AI maturity, with partial awareness and fragmented initiatives. There are significant gaps in the areas of competence, integration of AI into processes, use of AI in products and services, and fundamental technology infrastructure. Key challenges include low levels of AI skills, lack of integrated strategy and governance, inadequate infrastructure, resistance to change, and difficulties in measuring ROI.
At the same time, the transformational potential of AI is enormous. The vision of achieving AI Maturity Level E by 2027+ promises significant benefits: reducing time-to-market by more than 35%, increasing margins by a minimum of 8-10 percentage points, dramatically improving operational efficiency, increasing customer satisfaction, and building a sustainable competitive advantage.
The need for action is urgent and undeniable. Competition is not sleeping, and the pace of technological change is accelerating. The sooner your organization begins a systematic AI transformation, the better the chances of becoming a leader and reaping the full benefits of this revolution.
6.2 Key Recommendations in the Short-Term Perspective (Nearest 0-9 Months - Phase 1)
To give the transformation the right momentum and quickly demonstrate its value, we recommend focusing on the following activities in the first phase:
1. Establish an AI Steering Committee and AI Transformation Office/CoE (nucleus) with a dedicated AI Transformation Leader: Establishing management structures and accountability is absolutely critical to the coordination and success of the entire endeavor.
2. Develop and Approve Formal AI Strategy and Governance Framework: Creating a clear vision, priorities, ethics and control mechanisms will give direction to all activities.
3. Launch an AI Awareness and Core Competency Building Program ("AI Academy" - basic level): Start educating employees at all levels as soon as possible, with a special focus on management ("AI for Leaders") and AI project management training.
4. Execution of 2-3 Carefully Selected GenAI Pilot Projects ("Quick Wins"): Selection of projects with high potential for quick turnaround and value demonstration (e.g. RAG chatbot, report generation automation, marketing content creation support). The success of these pilots will build confidence and enthusiasm for further activities.
5. Begin Data and AI Infrastructure Modernization: Conduct a data audit, implement a Data Lake MVP, and provide access to core AI tools and computing power for pilot teams.
6. Intensive Internal Communication: Communicate regularly with employees about the goals, progress and benefits of the AI transformation to minimize resistance and build commitment.
6.3 Appeal for Management Commitment and Support
AI transformation is a strategic undertaking of fundamental importance to the future of your Organization. Its success requires not only adequate financial and technological resources, but most importantly the full commitment, support and leadership of the Board of Directors and top management.
We appeal for:
· Public and unequivocal support for the AI transformation vision and making it a strategic priority for the Organization.
· Actively participate in the AI Steering Committee and make key decisions on direction and resources.
· Promoting a culture of innovation, experimentation and continuous learning in the context of AI.
· Allocation of the necessary financial and human resources for the implementation of the presented plan.
· Patience and consistency - AI transformation is a marathon, not a sprint, and will take several years to see its full effects.
We are confident that with concerted effort, courageous decision-making and consistent implementation of this strategy, your Organization will not only meet the challenges of the Artificial Intelligence era, but transform them into a source of sustainable success, innovation and competitive advantage. The future is smart, and your Organization has the potential to actively shape it.

