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1 Executive Summary
1.1 Introduction: the AI Transformation Imperative
We are living in an era of unprecedented technological advances in which Artificial Intelligence (AI), and Generative AI in particular, is transforming business foundations, operating models and competitive strategies. For [Company Name - to be completed], an established organization with ambitions for further growth, the adaptation and strategic implementation of AI is no longer an option, but an imperative. This strategic report provides a comprehensive guide to AI transformation, synthesizing best practices, an in-depth analysis of the organization's current state, and specific, actionable recommendations. The goal is not just to implement new technologies, but to fundamentally transform the way we think, act and create value, leading to a position as an innovation leader in its industry. This transformation requires vision, commitment at all levels of the organization, significant investment, and a willingness to continuously learn and adapt.
1.2 Strategic Context of the Organization
[Company Name - to be completed] operates in a dynamic sector [specify sector, e.g., manufacturing, technology, services], characterized by [specify key market characteristics, e.g., increasing competition, pressure to innovate, shortening product life cycles, changing customer expectations]. The organization's key strategic goals for the next 3-5 years include [identify 3-4 key objectives, e.g., increase market share, enter new geographic markets, diversify product/service portfolio, improve operational efficiency, strengthen customer relationships]. In this context, AI appears as a key enabler to achieve these goals by:
· Accelerating innovation: Shortening the development cycle for new products (NPD) and services.
· Increasing efficiency: Automating processes, optimizing resources and reducing costs.
· Improving customer experience: Personalization of offerings, proactive service and better understanding of needs.
· Strengthening decision-making: Using advanced analytics to make data-driven decisions.
Failure to take a proactive approach to AI carries the risk of loss of competitiveness, market marginalization and inability to meet future challenges.
1.3 Diagnosis of the Current State of AI Maturity (OLIMP Model).
The conducted Gap Analysis based on the OLIMP model (People and Competencies, Organization and Processes, Products and Services) showed that [Company Name - to be completed] is at an early stage of Generative AI adoption. The overall maturity level oscillates between A (no or minimal action) and C (partial, uncoordinated initiatives) in most of the aspects examined. This implies the existence of significant development potential, but also the need for fundamental and systemic actions.
1.3.1 People and Competencies: Foundations to Build
· GenAI Awareness and Understanding (Level C): Knowledge of the capabilities and implications of Generative AI is limited to a select few individuals or departments, lacking a coherent narrative and understanding of its strategic importance across the organization.
· Training in AI, programming and data analysis (Level B): Training initiatives are rudimentary, sporadic and involve only small, select groups of employees. There is no systematic program to develop competencies in prompting, data analysis or AI project management.
· Interdisciplinary AI teams (Level A): The organization does not create dedicated interdisciplinary teams to explore and implement AI solutions. Work is done in silos, making it difficult to approach problems holistically.
· Engaging external consultants (Level A): There is a lack of systematic use of the knowledge and experience of external AI experts, which slows learning and adoption of best practices.
· GenAI knowledge management (Level A): AI knowledge and experience are dispersed, employees collect information individually, and there is a lack of a central platform and knowledge-sharing processes.
1.3.2 Organization and Processes: Need for Structure and Integration
· Integration of AI with NPD processes (Level A): Generative AI is not integrated into existing new product development processes in any systematic way.
· Automation of NPD processes with GenAI (Level A): There are no efforts to automate product development stages using AI.
· Use of AI for decision support (Level A): Business decisions, even those based on data, are not supported by AI tools or models.
· Tools to support AI teams (Level A): There is a lack of dedicated tools and platforms (e.g., MLOps, AI development environments) for potential AI teams.
· Continuous improvement cycles for AI (Level A): There are no mechanisms for regular evaluation and improvement of AI implementations.
· AI software lifecycle management (Level A): No defined SDLC (Software Development Life Cycle) processes tailored to the specifics of AI solutions.
· Guide to the product development process with AI (Level A): Lack of internal standards and guides for the use of AI in NPD.
1.3.3 Products and Services: Untapped Innovation Potential
· AI in design and manufacturing (Level A): Generative AI is not being used to support or automate design or manufacturing processes.
· Personalization of products with AI (Level A): Products and services are not personalized using AI capabilities.
· Generating product ideas with AI (Level A): AI is not used to analyze trends, customer feedback or generate new product ideas.
· Reducing information from AI (Level C): There are only partial, probably individual, attempts to use AI to summarize texts or documents.
· Evaluating product concepts with AI (Level A): AI does not support the process of evaluating and selecting new product concepts.
· Reducing testing time with AI (Level A): No use of AI to automate or optimize testing processes.
· Product marketing with AI (Level A): Marketing activities are not supported by Generative AI tools (e.g., for content creation, targeting).
· Recommendation systems with AI (Level A): The organization does not use AI to build or improve recommendation systems.
· AI as an application component (Level A): Generative AI is not integrated as a functional component in existing or new professional applications.
· Exploration of new AI use cases (Level C): Exploration is partial and unsystematic, lacking a strategic approach to identifying new opportunities.
1.4 Key Challenges and Identification of Critical Gaps.
Based on the diagnosis, the following key challenges and critical gaps have been identified that must be addressed first:
1. Fundamental Lack of AI Competence and Awareness: Low awareness of AI opportunities and risks, lack of technical skills (prompting, data analysis, AI programming) and management skills (AI project management, AI ethics). Practical example: R&D teams may not know how to use generative design to optimize products, and marketing may not know how to personalize communications at scale.
2. Lack of Technology and Data Infrastructure for AI: Data silos, lack of data management platforms (Data Lakehouse), lack of MLOps tools to effectively implement and monitor AI models, lack of secure access to advanced GenAI models. Practical example: Even if a valuable AI model is created, it will be difficult, expensive and risky to implement and maintain without the right infrastructure.
3. Non-existent Processes and Organizational Structures for AI: No defined processes for integrating AI with NPD, no standards for AI lifecycle management, no interdisciplinary teams, no corporate governance for AI. Practical example: AI initiatives, if established, will be chaotic, difficult to scale, and may generate risks (e.g., ethical, legal) without an appropriate framework.
4. Organizational Culture Unprepared for AI: Resistance to change, silo mentality, lack of culture of experimentation and knowledge sharing, fear of automation. Practical Example: Employees may fear AI as a threat to their jobs, instead of seeing it as an enabling tool.
5. Untapped Potential of AI in Products and Services: Lack of AI-based product innovation, leading to loss of potential competitive advantages and new revenue streams. Practical Example: Competitors can introduce products with intelligent features, personalization or better support, capturing the market.
1.5 Target Vision: [Company Name] as an AI-Augmented Enterprise.
In 3-5 years, [Company Name - to be completed] will transform into an AI-Augmented Enterprise (AI-Augmented Organization), where artificial intelligence is an integral part of strategy, operations and culture. The vision includes:
· People and Competencies (Level E): All employees have the appropriate level of AI awareness and skills tailored to their roles. There are dedicated teams of AI experts (CoEs) and a culture of continuous learning and knowledge sharing.
· Organization and Processes (Level E): AI is fully integrated into key business processes, including the entire new product development (NPD) cycle. Processes are automated and optimized through AI. There is robust corporate governance for AI, ensuring its ethical and responsible use. Decisions at all levels are supported by advanced analytics and AI.
· Products and Services (Level E): AI is a key component of product and service offerings, enabling innovative, personalized and intelligent solutions. AI is driving new business models and revenue streams.
· Technology and Infrastructure (Level E): The organization has a modern, scalable and secure technology infrastructure for AI, including advanced data platforms, MLOps and access to the latest Generative AI models.
The key business benefits of achieving this vision are:
· Innovation Leader: Ability to rapidly bring breakthrough products and services to market.
· Operational Excellence: Significant improvements in efficiency, cost reduction and resource optimization.
· Superior Customer Satisfaction: Deeply personalized experiences and proactive service.
· Strategic Agility: Ability to react quickly to market changes and make sound decisions.
· Attractive Employer: Attracting and retaining top talent through a culture of innovation and working with the latest technologies.
1.6 AI Strategic Transformation Roadmap.
The proposed transformation will be implemented in three strategic phases, spread over a period of approximately 36 months:
· Phase 1: Foundations and Piloting (0-9 months):
· Goal: Build basic AI awareness and competence, establish initial technology infrastructure (sandbox), identify and execute 2-3 high-potential, low-risk pilot projects (PoCs), establish transformation management framework.
· Key Milestones: Launch of AI Empowerment Program, implementation of knowledge management platform (MVP), delivery of first PoCs with measurable results, establishment of AI Steering Committee.
· Phase 2: Development and Scaling (9-24 months):
· Goal: Expand AI applications into key business areas, build advanced competencies, implement scalable AI infrastructure (Data Lakehouse, MLOps), formalize AI processes and governance, integrate AI into NPD process.
· Key Milestones: Launch of AI Competence Center (CoE), implementation of 5-7 strategic AI use-cases, full implementation of AI SDLC, achievement of D-level in key OLIMP areas.
· Phase 3: Optimization and Excellence (24-36+ months):
· Goal: Make AI an integral and ubiquitous part of the company's operations, achieve operational excellence and innovation through AI, continuously search for new breakthrough applications, achieve Level E in most areas of OLIMP.
· Key Milestones: Full automation of key processes with AI, AI as a key component of most products/services, AI-first culture throughout the organization, potential certification (e.g. ISO/IEC 42001).
1.7 Expected Key Benefits and Indicators of Success
Implementation of this strategy will result in measurable benefits that will be monitored through defined KPIs:
	Benefit Area
	Example KPIs
	Target (after 36 months)

	Innovation
	Reduction in average new product development time (Time-to-Market, TTM)
	-25% to -40%

	
	Number of new AI-based products/services/features per year
	Increase by >100%

	Efficiency
	Reduction in operating costs in selected processes through AI automation
	-15% to -30%

	
	Increase in team productivity in AI-supported tasks
	+30% to +50%

	Customer Experience
	Increase in Net Promoter Score (NPS) / Customer Satisfaction (CSAT) ratio
	+15 to +25 points

	
	Increase in conversions through AI-based personalization
	+10% to +20%

	Competency
	% of employees with AI certification/training completed (depending on role)
	>80% (key roles >95%)

	Finance
	Return on Investment (ROI) in AI projects
	>100% (portfolio average)

	
	Additional revenue generated by products/services with AI component
	Significant growth (to be determined)


This report elaborates on each of these aspects in detail, providing specific recommendations and action plans that will enable [Company Name - to be completed] to successfully and fruitfully transform AI.

2 Strategic Analysis and Recommendations for the OLIMP Areas.
The following section provides a detailed analysis of the current state and recommendations for action for each of the three key areas of the OLIMP model: Technology and Infrastructure, People and Competencies, and Organization and Processes. The goal is to raise the maturity of the organization from current levels A-C to the target level E.
2.1 Area - Technology and Infrastructure: Building the Foundations for AI
Successful AI transformation is inextricably linked to having the right technology infrastructure in place. Today, the organization faces the challenge of modernizing and building a foundation that will enable the effective collection, processing of data and the development, deployment and management of AI models.
2.1.1 Assessing the Current State of the Technology Infrastructure
Gap analysis and conclusions from independent reports indicate the following weaknesses in the current infrastructure:
· Data: Silos of data in various systems (ERP, PLM, CRM - if any) dominate, making it difficult to integrate and prepare for AI analysis. Metadata quality is often poor, and access to training data for AI models is limited. There is a lack of a central Data Lake or Data Lakehouse type data repository.
· MLOps (Machine Learning Operations): There is virtually no automated CI/CD (Continuous Integration/Continuous Deployment) processes for AI models. Deployments are manual, which increases the risk of errors, slows down the process and makes monitoring difficult. There is a risk of "shadow AI" - uncontrolled, unmanaged models created ad-hoc by employees. There is a lack of systematic monitoring of model drift or bias.
· AI tools: The use of AI tools, including Generative AI (e.g., ChatGPT), is done ad-hoc, often on private accounts, without corporate licenses. This raises serious risks related to intellectual property (IP) security, data protection, and lack of control over the versioning of prompts and models.
· Cloud Infrastructure: An organization may have some elements of hybrid infrastructure, but often lacks a coherent strategy for leveraging the cloud for AI and a FinOps (Cloud Financial Operations) policy to manage costs, especially related to GPU resources needed to train advanced models. Compliance issues, such as with RODO, in the context of cloud computing, may not be fully addressed.
· Integration of Systems: Existing systems (CAD/CAE, ERP, PLM) are often not fully integrated with each other, making it difficult to flow data and create comprehensive AI solutions. There is a lack of standardization of interfaces (e.g. through OpenAPI).
Achieving E-level in this area requires a strategic approach to building a modern, flexible and secure technology platform.
2.1.2 Recommended Technology Architecture for AI
The target technology architecture should support the entire lifecycle of AI solutions, from data acquisition and preparation, to model training and validation, to deployment, monitoring and management.
2.1.2.1 Data Management: From Silos to Data Lakehouse and Feature Store
A key element is the creation of a single source of truth for data (Single Source of Truth). Recommendations are:
· Data Lakehouse implementation: Combine the advantages of Data Lake (storing raw data in different formats) and Data Warehouse (structure, management, query performance). Technologies such as Azure Data Lake Storage with Delta Lake, AWS S3 with Lake Formation and Apache Iceberg, and Google Cloud Storage with BigLake make it possible to build such a solution. This will allow the collection of data from ERP, PLM, CRM, IoT systems, as well as unstructured data (text, images).
· Creation of a Feature Repository (Feature Store): A central place to store, manage and share processed features (features) used to train AI models. This facilitates reuse of features, ensures consistency between training and production, and speeds up model development. Examples of tools: Feast, Tecton, Vertex AI Feature Store, SageMaker Feature Store.
· Data Governance and Data Quality: Implement processes and tools to manage data quality, catalog data, manage metadata, and ensure compliance with security and privacy policies.
2.1.2.2 MLOps Platforms: Automate the Lifecycle of AI Models.
To effectively manage AI models, it is essential to implement MLOps practices and tools. Recommended:
· Automating CI/CD for Models: Using tools such as GitHub Actions, GitLab CI/CD, Jenkins in conjunction with ML workflow orchestration platforms (e.g. Kubeflow Pipelines, Apache Airflow, Azure Machine Learning Pipelines, AWS Step Functions, Vertex AI Pipelines).
· Data, Code and Model Versioning: Using tools such as DVC (Data Version Control), Git-LFS to version large data and model files, and standard code repositories (Git).
· Model Registry (Model Registry): A central place to store, version and manage trained models (e.g. MLflow Model Registry, Azure ML Model Registry, SageMaker Model Registry, Vertex AI Model Registry).
· Monitoring Models in Production: Implement systems to monitor model performance, detect data and concept drift, and identify bias. Tools: Evidently AI, WhyLabs, Arize AI, Fiddler AI, and native features of cloud platforms.
· Orchestration and Scaling: Using containers (Docker) and orchestrators (Kubernetes) to deploy and scale AI models.
2.1.2.3 Generative AI Tools and Platforms: Access and Security.
Access to advanced Generative AI models should be centrally and securely managed:
· Corporate GenAI Platforms: Using services such as Azure OpenAI Service, AWS Bedrock, Google Vertex AI (with Gemini and other models), Cohere, AI21 Labs. They enable access to the latest models (LLM, diffusion models) in a secure, private environment, with fine-tuning on your own data.
· Private Gateways to LLM: Implement Open-LLM-Gateway solutions or build your own API gateways to manage access, costs, logging of requests and responses, and content filtering.
· Frameworks for Building GenAI Applications: Use libraries such as LangChain, LlamaIndex, Semantic Kernel to rapidly prototype and build LLM-based applications (e.g., Retrieval Augmented Generation (RAG) systems).
· Prompt Engineering & Management: Implement tools and processes for creating, testing, versioning and optimizing prompts.
2.1.2.4 Cloud and Hybrid Infrastructure: Flexibility and Scalability.
The cloud strategy should be tailored to the needs of AI:
· Hybrid/Multi-Cloud Approach: Consider a hybrid strategy (some resources on-premise, some in the cloud) or multi-cloud to optimize cost, performance and avoid vendor lock-in.
· GPU/TPU Computing Resources: Provide access to specialized computing resources (GPUs, TPUs) needed to train and infer large AI models, through cloud services (e.g., Azure N-series, AWS P-series/G-series, Google Cloud TPUs) or investing in your own clusters.
· FinOps for AI: Implement FinOps practices to monitor, analyze and optimize the costs associated with AI infrastructure, particularly the costs of data storage, computation and use of model APIs.
2.1.2.5 Data Security and Privacy in the AI Era.
Security must be an integral part of the AI architecture:
· Data Encryption: Data encryption at rest (at rest) and in transit (in transit).
· Access Management (IAM): Precise management of access permissions to AI data, models and tools.
· Data Anonymization and Pseudonymization: Applying privacy techniques when working with sensitive data.
· AI Model Security: Protecting models from attacks (e.g., model stealing, data poisoning, adversarial attacks).
· Auditability and Logging: Logging all operations related to data and AI models.
2.1.3 Infrastructure Migration and Development Scenarios (Step by Step).
2.1.3.1 Phase 1 (0-12 months): Foundations and Test Environment
· Goal: Establish a basic, secure infrastructure for experimentation and implementation of initial pilot projects.
· Activities:
· Launch Data Lakehouse (MVP) on a cloud platform of choice (e.g. Azure Data Lake Storage with Delta Lake, AWS S3 with Glue). Integration of 2-3 key data sources.
· Implement a basic MLOps (sandbox) environment: code repository (Git), data versioning tool (DVC), simple CI/CD pipelines (e.g. GitHub Actions) for 1-2 pilot projects.
· Provide secure, enterprise access to selected Generative AI models (e.g., via Azure OpenAI Service PoC/Dev tier or AWS Bedrock) for pilot teams. Implement basic usage policies.
· Purchase enterprise licenses for key tools (e.g., Microsoft 365 Copilot for selected users, data analytics platforms).
· Development of initial data security policies for AI and FinOps.
· Result: Ability to implement PoC projects in a controlled environment, gathering initial experience.
2.1.3.2 Phase 2 (12-24 months): Scaling and Integration
· Goal: Expand infrastructure to support more projects and users, integrate with key business systems, implement advanced MLOps tools.
· Activities:
· Full implementation of Data Lakehouse and integration of most key data sources. Feature Store (MVP) Implementation.
· Implementation of a comprehensive MLOps platform (e.g., Kubeflow, Azure Machine Learning, SageMaker) including automated training, deployment, model monitoring and lifecycle management.
· Establish a private network and dedicated instances for Generative AI platforms (e.g., Azure OpenAI Enterprise, AWS Bedrock with Provisioned Throughput) for performance and security.
· Standardize APIs (OpenAPIs) for AI services to facilitate integration.
· Implementation of advanced model monitoring tools (drift, bias, performance).
· Development of FinOps policies and proactive management of cloud costs.
· Result: a scalable and managed AI platform to support the development and deployment of AI solutions on a wider scale.
2.1.3.3 Phase 3 (24-36+ months): Optimization and Innovation
· Goal: Continuous optimization of infrastructure, exploration of cutting-edge technologies, support for advanced and innovative AI applications.
· Activities:
· Implementation of advanced Data Governance and automated data quality management mechanisms.
· Optimization of AI infrastructure cost and performance (e.g., by using spot instances, optimizing models for inference).
· Exploration and implementation of new AI paradigms (e.g., AI on edge devices - Edge AI, quantum computing for AI - in the longer term).
· Automatic monitoring of regulatory compliance (e.g., AI Act).
· Building an "AI-as-a-Service" platform for internal teams to easily use AI resources and tools.
· Result: a modern, highly optimized and future-proof AI platform, laying the foundation for innovation leadership.
2.1.4 Technology Risk Analysis and Mitigation Strategies
	Risks
	Description
	Probability
	Impact
	Mitigation Strategy

	Data and IP security
	Leakage of sensitive data, loss of intellectual property through uncontrolled use of AI tools.
	High (currently)
	Large
	Implement security policies, encryption, IAM, corporate licensing of AI tools, employee training, regular security audits.

	Vendor Lock-in
	Dependence on a single cloud provider or AI platform.
	Medium
	Large
	Consider multi-cloud/hybrid strategy, use open standards and open-source tools where possible, build layers of abstraction over vendor services.

	Infrastructure Costs (FinOps)
	Uncontrollable increase in costs associated with cloud resources (GPU, storage, APIs).
	High
	Large
	Implementation of FinOps practices, cost monitoring, resource optimization, spot instance utilization, AI project budgeting.

	Low Quality of Training Data
	"Garbage in, garbage out". - Poor quality data leads to ineffective or erroneous AI models.
	High
	Large
	Investment in Data Governance, data cleaning and preparation processes, data quality validation tools, building a Data Lakehouse.

	Problems with Scalability of Models
	Difficulties in scaling deployed AI models to handle growing workloads.
	Medium
	Large
	Use of containerization (Docker) and orchestration (Kubernetes), MLOps platforms to support scaling, designing models with scalability in mind.

	Lack of Appropriate IT/DevOps Competencies.
	The IT team lacks the skills to manage modern AI and MLOps infrastructure.
	High
	Large
	Intensive training programs for the IT team, recruitment of DevOps/MLOps specialists, cooperation with external consultants in the initial phase.

	Regulatory Compliance
	Failure to comply with RODO, AI Act or other industry regulations.
	Medium
	Large
	Regular legal reviews, implementation of Privacy by Design and Security by Design, compliance monitoring tools, cooperation with legal department and DPO.


2.1.5 Recommended Suppliers and Technologies (Examples)
The selection of specific vendors and technologies should be preceded by a detailed analysis of needs, existing infrastructure and the organization's strategy. The following are examples of leading options:
· Cloud Platforms (IaaS/PaaS for AI):
· Microsoft Azure: Azure Machine Learning, Azure OpenAI Service, Azure Data Lake Storage, Azure Synapse Analytics, Azure Kubernetes Service (AKS), Power BI.
· Amazon Web Services (AWS): Amazon SageMaker, AWS Bedrock, Amazon S3, AWS Lake Formation, Amazon EKS, QuickSight.
· Google Cloud Platform (GCP): Vertex AI, Google Cloud Storage, BigQuery, Google Kubernetes Engine (GKE), Looker.
· Data Lakehouse / Databases:
· Databricks Lakehouse Platform (based on Apache Spark and Delta Lake).
· Snowflake Data Cloud.
· Solutions based on open table formats (Delta Lake, Apache Iceberg, Apache Hudi) on existing Data Lakes.
· MLOps tools (Open Source and Commercial):
· Open Source: MLflow, Kubeflow, DVC, Evidently AI, BentoML.
· Commercial: Cloud platforms (Azure ML, SageMaker, Vertex AI), DataRobot, H2O.ai, Iguazio.
· Generative AI Platforms:
· Foundation Models: OpenAI (GPT-4, GPT-3.5), Anthropic (Claude 3), Google (Gemini), Meta (Llama).
· Managed Services: Azure OpenAI Service, AWS Bedrock, Vertex AI Model Garden.
· Frameworks: LangChain, LlamaIndex, Haystack.
· Visualization and BI tools:
· Microsoft Power BI, Tableau, Qlik Sense, Looker.
· Code and CI/CD Repositories:
· GitHub (with GitHub Actions), GitLab (with GitLab CI/CD), Bitbucket.
Recommendation: Start by evaluating cloud platforms that offer the most comprehensive set of AI and MLOps services, while exploring integration with existing on-premise systems. For organizations already using a particular cloud provider, a natural step would be to explore its AI offerings.
2.2 Area - People and Competencies: Investing in AI Human Capital
People are the most valuable asset of any organization and a key factor in the success of an AI transformation. Even the best technology will not deliver the expected results without properly prepared, committed and competent employees. The current state of the organization (levels A-C) indicates an urgent need for strategic investment in AI human capital development.
2.2.1 Deep Analysis of Current Competencies and Critical Gaps
OLIMP's gap analysis identified the following key deficits:
· Low awareness and understanding of AI (Level C): Lack of widespread knowledge of what AI (especially GenAI) is, its capabilities, limitations and potential applications in the context of business operations. This leads to unrealistic expectations or unfounded fears.
· Lack of technical skills (Level B):
· Prompt Engineering: The ability to effectively formulate queries for GenAI models is crucial, and currently virtually absent.
· Data Analysis: Basic data analysis skills are limited to select teams; advanced competencies in statistics, data visualization or interpretation of results are lacking.
· Programming for AI: Knowledge of languages such as Python and AI libraries (e.g., Scikit-learn, TensorFlow, PyTorch) is minimal.
· Lack of management skills for AI (Level A):
· AI Project Management: Traditional project management methodologies may not be fully adequate for the specifics of AI projects, which are often exploratory and iterative in nature. There is a lack of knowledge of agile methodologies (Agile) in the context of AI.
· AI Ethics and Accountability: Lack of awareness and preparation to address ethical issues, bias (bias) in models, data privacy and responsible AI implementation.
· Lack of knowledge-sharing culture (Level A): Knowledge is pooled individually, and there is a lack of platforms and processes to foster the sharing of experiences, best practices and "lessons learned" from AI initiatives.
· Competency silos and lack of interdisciplinary teams (Level A): Specialists from different disciplines (business, IT, R&D) do not collaborate effectively on AI projects, limiting innovation and a holistic approach.
2.2.2 Strategic AI Competency Development Program ("AI Empowerment Program").
To address the identified gaps, it is recommended to implement a comprehensive, multi-level AI competency development program, called the "AI Empowerment Program." This program should be tailored to different target groups within the organization.
2.2.2.1 Competency Levels: From Awareness to Expertise
The program should include at least three levels of competence:
1. Level 1: AI Aware (AI Awareness for All):
· Target Group: All employees of the organization, including executives.
· Goal: To build a basic understanding of AI, its types (including GenAI), key concepts, potential benefits and risks, and impact on the future of work and the industry. To promote a positive attitude toward AI as an enabling tool.
· Forms: Interactive workshops (online and onsite), e-learning, webinars, handouts (newsletters, intranet).
2. Level 2: AI Power-User (Advanced AI User):
· Target Group: Employees who will actively use AI tools in their daily work (e.g., analysts, marketing, R&D, customer service, project managers).
· Purpose: To develop practical skills in using specific AI tools, including advanced prompting, interpreting results, basic data analysis using AI, and identifying AI use cases in their area.
· Forms: Dedicated workshop training (e.g., "Prompt Engineering Masterclass," "AI for Marketing Professionals," "Data Analysis with AI Tools"), case studies, hands-on projects.
3. Level 3: AI Creator/Specialist:
· Target Group: Employees who will be directly involved in creating, implementing and managing AI solutions (e.g. data scientists, ML engineers, AI developers, data analysts, AI architects).
· Goal: To build deep technical competence in AI programming, machine learning, deep learning, natural language processing (NLP), MLOps, AI ethics, and managing advanced AI projects.
· Forms: Intensive specialized courses, bootcamps, industry certifications, expert mentoring, participation in conferences and hackathons.
2.2.2.2 Training Paths and Curriculum (Basic, Advanced, Specialized).
Sample modules under the "AI Empowerment Program":
· For Level 1 (AI Aware):
· Introduction to Artificial Intelligence and Machine Learning (2-4h)
· Generative AI: Possibilities and Applications (ChatGPT, Midjourney, etc.) (2-4h)
· AI Ethics and Responsible Use of Technology (2h)
· AI in Our Industry: Trends and Use Cases (2h)
· For Level 2 (AI Power-User):
· General Track:
· Effective Prompt Engineering for Language Models (8-16h)
· Using AI Tools for Productivity (e.g., Microsoft Copilot, Google Workspace AI) (4-8h)
· Fundamentals of Data Analysis with the Use of AI (8h)
· Identifying and Evaluating AI Use Cases (4h)
· Specialized Paths (e.g., for Marketing, R&D):
· GenAI in the Creation of Marketing Content and Campaigns (8-12h)
· AI in Market and Customer Behavior Analysis (8-12h)
· Fundamentals of Generative Design and AI in Engineering (for R&D) (8-12h)
· For Level 3 (AI Creator/Specialist):
· Data Science / ML Engineering track:
· Python Programming for AI (Pandas, NumPy, Scikit-learn) (40-80h)
· Advanced Machine Learning and Statistics (40-80h)
· Deep Learning (TensorFlow/PyTorch, CNN, RNN, Transformers) (40-80h)
· Natural Language Processing (NLP) and LLM (40-80h)
· MLOps: Building, Implementing and Monitoring AI Models (30-60h)
· AI Project Management Track:
· Agile Project Management for AI Projects (16-24h)
· Risk and Quality Management for AI Projects (16h)
· Ethics, Law and Governance in AI (16-24h)
Schedule: The program should be implemented in phases, starting with awareness training (Level 1) for the entire organization in Phase 1 of the transformation. Level 2 and 3 training should be intensified in Phase 2 and continued in Phase 3.
2.2.2.3 Role of AI Champions and Internal Trainers
· AI Champions: In each key department/team, "AI Champions" should be appointed - AI enthusiasts who have received additional training and will act as the first point of contact, AI promoters, and support for their colleagues. They will also collect ideas for AI applications and submit them to the CoE.
· Train the Trainer program: Selected employees with the right aptitude and knowledge (e.g., AI Champions, CoE specialists) should be trained to become internal AI trainers. This will allow the training program to be scaled and tailored to the specifics of the organization, as well as reduce costs.
2.2.2.4 Certification and Skills Recognition
· Introduce a system of internal AI certifications upon completion of individual training levels/tracks.
· Support employees in obtaining recognized industry certifications (e.g. Microsoft Certified: Azure AI Fundamentals/Engineer, AWS Certified Machine Learning - Specialty, Google Professional Machine Learning Engineer).
· Link AI competency development to career paths and compensation system to motivate employees to learn.
2.2.3 AI Talent Recruitment, Development and Retention Strategies.
Facing a global shortage of AI professionals, the organization must adopt a proactive talent acquisition and retention strategy:
· Recruitment:
· Identify key AI roles to be filled (e.g. Data Scientist, ML Engineer, AI Product Manager, AI Ethicist).
· Actively seek candidates in the job market, at universities (internship programs, collaboration with academic circles), and at conferences and industry meetups.
· Building an attractive employer image (Employer Branding) as an innovative company that invests in AI and employee development.
· Using external recruitment agencies specializing in AI (especially at the beginning).
· Internal Development (Upskilling and Reskilling):
· Developing internal talent through an "AI Empowerment Program" should be a priority. This is often more cost-effective and builds loyalty.
· Identify employees with potential and motivation to retrain for AI roles.
· Retention:
· Competitive salaries and benefits for AI professionals.
· Interesting and challenging AI projects, providing opportunities for growth and working with the latest technologies.
· An organizational culture that encourages autonomy, creativity and continuous learning.
· Opportunities for career development in AI within the organization.
· Flexible work arrangements (remote/hybrid work) if possible.
· Regular feedback and mentoring programs.
2.2.4 Building an Organizational Culture that Supports AI
Technology and competencies are not enough. Sustained AI transformation requires a cultural change:
2.2.4.1 Knowledge Management and Collaboration Platforms
· Central AI Knowledge Management Platform: Implement and promote a platform (e.g. Confluence, SharePoint integrated with Viva Engage, dedicated KM systems) to collect and share training materials, AI project documentation, best practices, case studies, links to tools, discussion forum.
· Use of Semantic Search and Q&A Bots: use of AI technologies (e.g., RAG from LLM) to facilitate access to knowledge on the KM platform.
· Regular Knowledge Sharing Meetings: Hold internal seminars, "brown bag sessions," and AI project presentations where teams can share their experiences.
2.2.4.2 Promote Experimentation and Innovation (Hackathons, Pilot Projects).
· Company AI Hackathons: Hold regular (e.g., quarterly/half-yearly) hackathons where employees can work in teams on new ideas for AI applications. Rewarding the best projects.
· Grassroots Innovation Program: Create a mechanism for submitting and funding small, experimental AI projects proposed by employees.
· "Fail Fast, Learn Faster" Culture: Promote an approach in which mistakes in experimental projects are treated as learning opportunities rather than failures.
2.2.4.3 The Role of Leadership in Modeling an AI-First Culture
· Board Involvement: The Board of Directors must be the primary sponsor and ambassador of the AI transformation, communicating its importance and actively participating in key initiatives.
· Example Coming from the Top: Leaders at all levels should demonstrate openness to AI, learn its basics and promote its use within their teams.
· Breaking Silos: Actively promote cross-departmental collaboration and the formation of interdisciplinary teams.
2.2.5 Create Interdisciplinary Teams for AI and Center of Excellence (CoE).
· Interdisciplinary Project Teams: For specific AI projects, teams should be set up with representatives from different disciplines: domain experts (familiar with the business), AI specialists (data scientists, ML engineers), software engineers, IT/DevOps specialists, and end-user representatives.
· AI Center of Excellence (CoE):
· Purpose: Central team (initially 3-5 FTEs, eventually 10+ FTEs) responsible for AI strategy, development of standards and best practices, support for AI projects, management of key AI platforms, conducting training, researching new AI technologies, and promoting AI innovation across the organization.
· CoE structure: may include roles such as Chief AI Officer (CAIO) or Head of AI, AI Strategist, Lead Data Scientist, Lead ML Engineer, AI Ethicist, AI Trainer.
· CoE operating model: Initially, the CoE may have a support and advisory role, evolving over time into a unit that executes the most strategic and complex AI projects and manages key AI resources.
Engaging External Consultants: In the early stages of the transformation (Phase 1 and 2), regularly engaging external Generative AI consultants will be key. They can help with:
· Develop and review AI strategies.
· Provide specialized training.
· Support in the implementation of the first complex pilot projects.
· Transfer of knowledge and best practices to internal teams.
· Audit of AI solutions. The cooperation model may include "Capability Lease" (renting of competencies) or implementation of specific projects. However, efforts should be made to build strong internal competencies to avoid long-term dependence.
2.3 Area - Organization and Processes: Integrating AI into the Core of Operations
AI transformation is not only the implementation of new technologies and the development of competencies, but first and foremost a profound change in the way work is organized and business processes run. The current state (A-level in all aspects) indicates the need to build from the ground up structures, methodologies and corporate governance that will enable the effective and responsible use of AI.
2.3.1 Mapping and Diagnosing Key Business Processes from the Angle of AI
The first step is to identify and map key business processes, and then analyze them for potential AI applications. The focus should be on processes that are:
· Critical to the company's strategy: e.g., new product development (NPD) process, customer relationship management (CRM), supply chain management.
· Labor-intensive and repetitive: Ideal for automation with AI.
· Based on big data: Where AI can discover patterns and provide valuable insights.
· Generating bottlenecks or quality issues: Where AI can bring significant improvements.
For each identified process, ask questions:
· In which steps of the process can AI be used to automate tasks?
· How can AI support decision-making in the process?
· What data is needed to apply AI and is it available?
· What benefits (efficiency, quality, speed, innovation) will AI implementation bring?
· What are the potential risks and challenges?
Example for the New Product Development (NPD) process:
	NPD stage
	Potential Applications of AI

	Ideation
	Analysis of market trends and customer feedback (NLP), generation of initial product concepts (GenAI), identification of market niches.

	Product Definition
	Automatic requirements summarization, technical and market feasibility analysis (predictive models), benchmarking of competing solutions.

	Design
	Generative Design (optimization of topologies, materials), AI-driven simulations, automatic creation of technical documentation (CAD-to-text), virtual prototyping.

	Testing
	Automatic generation of test cases, analysis of test results (anomaly detection), failure rate prediction, virtual simulations replacing part of physical testing.

	Deployment/Production
	Optimization of production parameters, predictive maintenance, computer vision-based quality control.

	Marketing
	Marketing content generation (descriptions, ads, posts), campaign personalization, price optimization, post-release sentiment analysis.

	Lifecycle Management
	Predicting demand for replacement parts, optimizing service, collecting feedback for subsequent product iterations.


The result of this analysis should be a prioritized list of processes and specific AI use cases, which will become the basis for planning pilot projects and implementations.
2.3.2 AI Project Management Methodologies: Agile and DevOps Adaptation (MLOps).
AI projects, due to their often exploratory nature, uncertainty of results and iterative nature, require flexible management methodologies.
· Adaptation of Agile Methodologies:
· Scrum or Kanban for AI: Implement Scrum (sprints, daily meetings, retrospectives, Product Owner, Scrum Master roles) or Kanban (workflow visualization, work-in-progress limitation) frameworks adapted to the specifics of AI projects.
· Iterative Development: Build AI solutions in short cycles, with frequent collection of feedback from users and stakeholders.
· Experimentation: Include an experimentation and hypothesis validation phase as an integral part of the process.
· MLOps as an Extension of DevOps for AI:
· MLOps (Machine Learning Operations) is a set of practices designed to streamline and automate the entire lifecycle of AI models, from data preparation to monitoring in production. It is the DevOps equivalent for the world of machine learning.
· The key elements of MLOps (described in detail in the Technology section) must be supported by appropriate organizational processes.
2.3.2.1 Implementing the AI Playbook and AI Software Development Lifecycle (AI SDLC).
· AI Playbook (AI Playbook):
· Create an internal document ("AI Playbook") describing the organization's AI strategy, key principles, processes, roles and responsibilities, ethical standards, security guidelines, available tools and platforms, and best practices.
· The Playbook should be a living document, updated regularly as new experience is gained.
· AI Software Development Lifecycle (AI SDLC):
· Define and implement a standard software development cycle tailored to the specifics of AI projects. It should include the following phases (as an example):
a. Definition of the Business Problem and AI Objectives: Understand the business needs and determine how AI can help solve them. Defining measurable objectives.
b. Data Acquisition and Preparation: Collecting, cleaning, transforming and labeling data. Ensuring data quality and representativeness.
c. Model Selection and Training: Exploring different algorithms and model architectures, training models on prepared data, optimizing hyperparameters.
d. Model Evaluation and Validation: Evaluating model performance on test data, verifying for bias, robustness and alignment with business objectives.
e. Model Implementation (Deployment): Deploying the model to a production environment (e.g., as an API, in an application, on an edge device).
f. Model Monitoring and Maintenance: Continuous monitoring of the model's performance in production, detecting drift, retrying the model as needed, version management.
g. Integration with Business Processes: Integrating the AI solution into existing or new business processes.
h. Feedback Collection and Iteration: Gather feedback from users and stakeholders, plan further improvements.
2.3.3 Governance, Risk, and Compliance (Compliance) in AI Context.
The implementation of AI brings with it new risks and requires the establishment of a robust governance framework.
2.3.3.1 Ethical and Responsible AI Framework.
The organization must develop and implement a Responsible AI Framework based on key principles such as:
· Fairness: Avoiding and mitigating bias (bias) in data and models that could lead to discrimination.
· Transparency & Explainability (Transparency & Explainability): Ensuring that the operation of AI models is understandable (where possible and necessary) and that the decisions they make can be explained.
· Accountability (Accountability): Clearly defining responsibility for the development, implementation and impact of AI systems.
· Reliability & Safety (Reliability & Safety): Ensuring that AI systems perform as expected, are resistant to attacks and do not cause harm.
· Privacy (Privacy): Protecting personal data used by AI systems, in accordance with applicable regulations.
· Beneficence (Beneficence) and Non-harm (Non-maleficence): Striving to ensure that AI benefits society and avoiding its harmful uses.
· Human Oversight (Human Oversight): Ensuring an adequate level of human oversight of AI systems, especially in critical applications.
This framework should be translated into specific guidelines, checklists and ethical review processes for AI projects.
2.3.3.2 Regulatory Compliance (GDPR, AI Act).
· RODO (GDPR): Ensure that all AI solutions that process personal data comply with the requirements of the RODO (including legal basis for processing, rights of data subjects, Data Protection Impact Assessment - DPIA).
· AI Act (EU Artificial Intelligence Regulation): Prepare for the requirements of the AI Act, in particular by classifying AI systems by risk (unacceptable systems, high risk, limited risk, minimal risk) and implementing appropriate risk management measures and documentation for high risk systems.
· Industry Regulations: Consider specific regulations for the use of AI in a given industry.
It will be necessary to work closely with the legal department, the Data Protection Officer (DPO) and possibly external experts on AI law and ethics.
2.3.3.3 AI Risk Management (Bias, Security, Reliability).
· Risk Identification and Assessment: Implement a process to systematically identify, analyze and assess the risks associated with each AI project (e.g., bias risk, misprediction risk, security risk, reputational risk).
· Mitigation of Risks: Develop and implement strategies to mitigate identified risks (e.g., through training data diversification, debiasing techniques, model robustness testing, human oversight mechanisms).
· AI Risk Register: Maintain a central register of AI risks and review it regularly.
2.3.4 Change Management and Internal Communication Strategy.
AI transformation is a significant change for an organization and its employees. Effective change management is critical to its success.
· Communication:
· Clear and consistent communication of the vision, goals and benefits of the AI transformation.
· Regularly updating employees on progress, successes and challenges.
· Addressing employee concerns and questions in an open and transparent manner.
· Using various communication channels (intranet, newsletters, meetings, webinars).
· Employee Engagement:
· Involve employees in the transformation process through workshops, focus groups, idea gathering.
· Promoting success stories and examples of how AI has helped employees in their work.
· Creating a sense of shared ownership of the transformation.
· Supporting Employees:
· Provide appropriate training and tools to adapt to new ways of working.
· Supporting employees whose roles may change as a result of automation (reskilling, outplacement).
· Mood Monitoring: Regularly survey employees' moods and readiness for change (e.g., through surveys).
2.3.5 Integration of AI with Strategic Decision Making.
Ultimately, AI should support decision-making at all levels of the organization:
· From Descriptive to Predictive and Prescriptive Analytics: Moving from reporting what has happened, to predicting future events, to recommending optimal actions.
· AI-Based Decision Dashboards: Create interactive dashboards for managers, presenting key metrics, predictions and recommendations generated by AI models.
· Decision Support Systems (DSS): Implement AI-based DSS systems in key areas (e.g., strategic planning, risk management, resource allocation).
· Data-Driven Decision Making Culture: Promote decision-making based on data and analysis, not just intuition or experience.
2.3.6 Continuous Improvement Cycles (Kaizen) for AI Solutions.
AI solutions are not static - they require continuous monitoring, evaluation and improvement.
· Regular Model Performance Reviews: Systematically monitor the KPIs of AI models in production and compare them to baseline values.
· AI Project Retrospectives: After the completion of each iteration or implementation of an AI project, hold retrospective meetings to identify what went well, what can be improved, and what the "lessons learned" are.
· User Feedback Mechanisms: Establish channels for collecting feedback from end users on the performance and usability of AI solutions.
· Plan-Do-Check-Act (PDCA) for AI: Using the PDCA cycle to systematically improve both the AI models themselves and the processes for developing and implementing them.
· AI Playbook Update: Regularly updating the AI Playbook based on new experiences, technological and regulatory changes.
Achieving Level E in the Organization and Processes area means creating an agile, adaptive and accountable organization where AI is a natural and effective tool to support strategic goals.

3 Detailed AI Transformation Implementation Plan.
The following implementation plan outlines a three-phase approach to AI transformation at [Company Name - to be completed], spread over a period of approximately 36 months. Each phase has clearly defined goals, activities, key deliverables, estimated budget, and roles and responsibilities. The plan is ambitious but realistic, and involves an iterative approach and continuous learning.
3.1 Phase 1: Foundations and Piloting (Months 0-9)
Overarching Goal of Phase 1: Build a solid foundation for AI transformation by raising awareness and core competencies, establishing initial technology infrastructure, implementing the first high-value pilot projects (PoCs), and establishing a program management framework.
3.1.1 Key Objectives for Phase 1
1. Awareness and Competence:
· Achieve a C/D level of awareness and understanding of GenAI across the organization (according to the OLIMP gap analysis).
· Train min. 70% of employees with the basics of AI (Level 1 "AI Aware").
· Train selected "AI Champions" and pilot team members on the basics of prompting and GenAI tools (Level 2 "AI Power-User" - introduction).
· Launch of AI knowledge management platform (MVP).
2. Technology and Infrastructure:
· Launch Data Lakehouse environment (MVP) and integrate 2-3 key data sources.
· Implement a basic MLOps environment (sandbox) for pilot projects.
· Provide secure, corporate access to selected GenAI models for pilot teams.
3. Organization and Processes:
· Establish AI Steering Committee and AI Transformation Program Office (seed).
· Develop and approve an Initial AI Playbook (v0.5) including, among other things, an ethical framework and security guidelines.
· Mapping key business processes and identifying 2-3 AI use cases for piloting.
4. Pilot Projects (PoC):
· Successfully execute and evaluate 2-3 pilot projects (PoCs) demonstrating the value of AI and providing "lessons learned." Example PoCs:
· PoC 1: "AI-Powered BoM Cleansing & Enrichment" (Automation of cleaning and enrichment of material lists using AI).
· PoC 2: "GenAI for Marketing Content Generation" (Using GenAI to create draft versions of product descriptions, social media posts).
· PoC 3: "Intelligent FAQ Chatbot" (Creating a chatbot based on LLM to answer frequently asked internal or customer questions).
3.1.2 Major Activities and Initiatives
· Months 0-3:
· Kick-off of AI Transformation Program: Official announcement of the program, communication of vision and goals.
· Establishment of Management Structures: Establishment of AI Steering Committee (with Board of Directors participation) and AI Transformation Program Office (Project Manager, key stakeholders).
· AI Readiness Audit (In-depth): Verification and completion of the current gap analysis, detailed assessment of data and systems.
· Selection of Strategic Partners: Selection of cloud technology providers, AI platforms, and consultants to support Phase 1.
· Training Planning: Development of detailed schedule and content for "AI Aware" and "AI Power-User" training (introduction).
· Definition of Pilot Projects: Detailed definition of scope, objectives, success metrics and teams for 2-3 PoCs.
· Initiation of Infrastructure Work: Initialize work on Data Lakehouse (MVP) and MLOps (sandbox) environment.
· Months 3-6:
· Implementation of "AI Aware" Training: Conducting workshops and e-learning for a wide group of employees.
· Launch of KM Platform (MVP): Implementation of a basic version of the platform (e.g. Confluence, SharePoint) with the first materials about AI.
· Implementation of Pilot Projects (PoC): Intensive work on selected PoCs, regular reviews of progress.
· Training for Pilot Teams and AI Champions: Dedicated workshops on prompting, GenAI tools, basics of data analysis.
· Development of Initial AI Playbook (v0.5): Define first ethical, security, data management guidelines.
· Months 6-9:
· Completion and Evaluation of Pilot Projects: Analysis of PoC results, collection of "lessons learned," identification of risks and benefits. Presentation of results to Steering Committee and organization.
· AI Playbook Iteration (v0.8): Refinement of playbook based on PoC experience.
· Phase 2 Planning: Detailed planning of activities, budget and resources for the next phase of the transformation.
· Communicating Success: Promote PoC results within the organization to build enthusiasm and commitment.
· Begin work on a more formal MLOps process for PoC models.
3.1.3 Key Deliverables and Milestones.
· Established AI Steering Committee and AI Transformation Program Office (Month 1-2).
· Conducted in-depth AI readiness audit (Month 2).
· Launched "AI Aware" training program for min. 70% of employees (Month 6).
· Implemented AI knowledge management platform (MVP) (Month 4).
· Launched Data Lakehouse environment (MVP) and MLOps (sandbox) (Month 5).
· Completed and evaluated 2-3 pilot projects (PoC) with documented results and "lessons learned" (Month 8).
· Developed Initial AI Playbook (v0.8) (Month 8).
· Detailed plan for Phase 2 of the transformation (Month 9).
3.1.4 Estimated Budget and Resources for Phase 1.
· Budget: €350,000 - €650,000
· Training and workshops: EUR 50,000 - EUR 100,000
· External consulting (strategy, PoC support, technical expertise): 150,000 - 300,000 EUR
· Tools, platforms, licenses (API access, core licenses, cloud environments): 100,000 - 200,000 EUR
· Internal costs (staff time): 50,000 - 150,000 eur (estimated equivalent)
· Human Resources:
· Internal:
· Project Manager of the AI Transformation Program (1 FTE).
· AI Champions (0.2 FTE per person, 5-10 people)
· PoC team members (dedicated time, 3-5 FTE total)
· IT/DevOps representatives (infrastructure support, 1-2 FTE)
· External:
· AI strategy and change management consultants.
· AI specialist trainers.
· Technical experts (e.g., Data Engineers, ML Engineers) to support PoC.
3.1.5 Responsibilities and Roles.
· Program Sponsor: Board Member.
· AI Steering Committee: Strategic oversight, key decision-making, resource allocation. Composition: representatives of the Board of Directors, heads of key departments (IT, R&D, Production, Marketing, HR), Project Manager of the Program.
· AI Transformation Program Project Manager: Day-to-day management of the program, coordination of activities, reporting on progress.
· Pilot Project Owners (Product Owners for PoCs): Responsibility for the success of individual PoCs, defining requirements, working with teams.
· Pilot Teams: Execute PoCs, test solutions, collect feedback.
· IT Department: Support in infrastructure, security, systems integration.
· HR Department: Support in training, recruitment, internal communication.
3.1.6 Identification of "Quick Wins."
Pilot projects should be selected to deliver quick, visible benefits ("quick wins") that will build support for further transformation. Examples:
· Significantly reducing the time required to clean up BoM data.
· Generate high-quality marketing content in less time.
· Improving employee/customer satisfaction with an effective FAQ chatbot.
3.2 Phase 2: Develop and Scale (Months 9-24).
Overarching Goal of Phase 2: Expand AI applications into key business areas, build advanced internal competencies, implement a scalable and secure AI infrastructure, formalize AI processes and governance, and integrate AI more deeply into the new product development (NPD) process.
3.2.1 Phase 2 Key Objectives
1. Awareness and Competence:
· Achieve D/E level in GenAI awareness and understanding.
· Train key groups of employees in advanced AI tools and techniques (Level 2 "AI Power-User" - full scope, Level 3 "AI Creator/Specialist" - first groups).
· Launch and develop the Center of AI Competence (CoE AI) as a focal point for knowledge and support.
· Implementation of the "Train the Trainer" program and internal certifications.
2. Technology and Infrastructure:
· Full implementation of a scalable Data Lakehouse and integration of most key data sources. Feature Store Implementation.
· Implementation of a comprehensive MLOps platform to manage the entire lifecycle of AI models.
· Establishment of a private network and dedicated instances for corporate Generative AI platforms.
· Standardization of APIs for AI services.
3. Organization and Processes:
· Formalize the operation of the AI Transformation Program Office and AI CoE.
· Implement the AI Playbook (v1.0) across the organization.
· Define and implement the AI Software Development Lifecycle (AI SDLC).
· Implement Responsible AI Framework and compliance procedures (GDPR, AI Act preparation).
· Integration of AI into 3-5 key business processes, including NPD steps.
4. Implementation Projects:
· Successful implementation of 5-7 strategic AI solutions with measurable business benefits. Examples:
· AI in CAD design optimization (Generative Design).
· Automation of technical documentation generation.
· Predictive quality analysis in manufacturing.
· Advanced personalization of marketing and product offerings.
· Intelligent customer recommendation systems.
· AI for customer sentiment analysis and churn prediction.
3.2.2 Major Activities and Initiatives.
· Months 9-15:
· Expansion of Transformation Team: Recruit or internally develop key roles for CoE AI (e.g., Data Scientists, ML Engineers).
· Intensify Advanced Training: Launch Level 2 and 3 training for designated groups.
· Infrastructure Development: Work on full Data Lakehouse, MLOps platform, Feature Store.
· Implementation of AI Playbook (v1.0) and AI SDLC: Communication and training on new standards.
· Launch of First Implementation Projects: Begin work on 2-3 strategic AI solutions.
· Develop Responsible AI Framework: Workshops with experts, legal, HR.
· Months 15-24:
· Scaling AI Solutions: Implement another 3-4 strategic AI solutions.
· Full CoE AI Launch: CoE takes the lead in AI strategy, standards and support.
· Integrate AI into NPD Processes: Systematically integrate AI tools and techniques into the next stages of product development.
· Monitoring and Optimizing Implemented Solutions: Collecting data on performance, costs and benefits.
· Implement AI Governance Processes: Regular ethical reviews, compliance audits.
· Promoting AI Culture: Organization of hackathons, competitions for best AI application.
3.2.3 Key Deliverables and Milestones.
· Launched and fully operational AI Competence Center (CoE AI) (Month 18).
· Trained employees according to Level 2 and Level 3 goals (continuous, with milestone at Month 24).
· Implemented scalable Data Lakehouse platform and MLOps (Month 20).
· Implemented AI Playbook (v1.0) and AI SDLC across the organization (Month 15).
· Implemented Responsible AI Framework and compliance procedures (Month 18).
· Successfully implemented 5-7 strategic AI solutions with measurable benefits (Month 24).
· Integration of AI into at least 3 key business processes, including NPD (Month 24).
3.2.4 Estimated Budget and Resources for Phase 2.
· Budget: €1,200,000 - €2,500,000
· Advanced training and certification: 150,000 - 300,000 EUR
· AI solution development and implementation (internal and external resources): 600,000 - 1,200,000 EUR
· MLOps platforms, specialized tools, licenses: 250,000 - 500,000 eur/year
· CoE AI costs (salaries, tools): EUR 200,000 - 500,000/year
· Human Resources:
· Internal:
· CoE AI team (3-7 FTE: Lead Data Scientist, ML Engineers, AI Architect, AI Trainer).
· AI Project Managers (2-3 FTE).
· AI Business Analysts (2-3 FTE).
· IT/DevOps/MLOps Specialists (2-4 FTE).
· External:
· Specialized consultants (support on complex projects, audits).
· Technology and platform providers.
3.2.5 Responsibilities and Roles.
· AI Steering Committee: Continuing strategic oversight.
· Head of CoE AI / Chief AI Officer (CAIO): Responsibility for AI strategy implementation, CoE management, innovation promotion.
· AI Transformation Program Office: Management of AI project portfolio, monitoring of KPIs.
· AI Product Owners: Responsibility for the development and success of individual AI solutions.
· AI Implementation Teams: Interdisciplinary teams to implement projects.
3.3 Phase 3: Optimization and Excellence (Months 24-36+).
Overarching Goal of Phase 3: To make AI an integral and ubiquitous part of the company's operations, to achieve operational excellence and innovation leadership through AI, to continuously seek new breakthrough applications, and to achieve E-level in most areas of OLIMP.
3.3.1 Phase 3 Key Objectives
1. Awareness and Competence:
· Achieve Level E in awareness, understanding and use of AI across the organization.
· A culture of continuous learning and experimentation with AI deeply ingrained in the organization.
· CoE AI as a recognized center of excellence, driving innovation.
2. Technology and Infrastructure:
· Fully optimized, secure and future-proof AI platform.
· Automated data quality and compliance management.
· Exploration and implementation of the latest AI technologies (e.g. Edge AI, Quantum ML - in perspective).
3. Organization and Processes:
· Full integration of AI into all key business processes, including the entire NPD cycle.
· AI as an integral part of strategic decision-making at all levels.
· Implemented and regularly audited AI governance processes to ensure ethical and responsible use.
· Potential certification (e.g., ISO/IEC 42001 - AI Management System).
4. Products, Services and Innovation:
· AI is a key differentiator of product and service offerings, generating new revenue streams.
· Continuous exploration and implementation of breakthrough AI applications, leading to new business models.
· Organization recognized as a leader in AI innovation in its industry.
3.3.2 Major Activities and Initiatives
· Months 24-36+ (Continuous):
· Optimize AI Solutions: Continuously monitor, retrench and improve deployed AI models and systems for performance, cost and business value.
· Automation at Large Scale: Identification and automation of downstream processes using RPA (Robotic Process Automation) in conjunction with GenAI.
· Advanced AI Applications: Development and implementation of more complex and innovative AI solutions (e.g., AI-powered digital twins, autonomous decision-making systems in selected areas).
· Research and Development in AI (R&D AI): A dedicated team within the AI CoE conducting research on new technologies and prototyping future solutions.
· Building the AI Ecosystem: Active cooperation with universities, startups, research institutes in the area of AI.
· FinOps AI at Advanced Level: Proactively manage and optimize AI costs.
· Preparation and Maintenance of Certification (e.g. ISO/IEC 42001): If the organization decides to pursue certification.
· Sharing Knowledge Externally: Publications, participation in conferences, building a position of expertise.
3.3.3 Key Deliverables and Milestones.
· Achieve E-level in 80-90% of OLIMP sub-areas (Month 36).
· Automation of >70% of key tasks in selected NPD and operational processes (Month 36).
· AI KPIs (e.g., ROI, TTM, customer satisfaction) regularly reported at Board level and showing significant improvement (Continuous).
· Implemented continuous improvement (Kaizen) system for all AI solutions (Month 30).
· Established AI R&D function within the CoE (Month 30).
· Potentially obtain ISO/IEC 42001 certification (Month 36+).
3.3.4 Estimated Budget and Resources for Phase 3.
· Budget: €1,000,000 - €2,000,000 / year (continuous in nature).
· Maintenance and development of AI systems, licenses: EUR 300,000 - 700,000/year
· AI CoE and AI R&D costs (salaries, tools, research): EUR 400,000 - 800,000/year
· Continuous competence development, specialized training: EUR 100,000 - 200,000/year
· Investment in new breakthrough AI technologies: EUR 200,000 - 300,000+/year (dependent on strategy)
· Human Resources:
· Internal:
· Expanded CoE AI Team (8-12+ FTEs: additional roles like AI Ethicist, AI Researcher, specialized ML Engineers).
· Specialized AI Product Teams.
· Broad group of employees with AI competencies at various levels.
· External:
· Strategic partnerships with universities and research institutes.
· Occasional support from niche experts.
3.3.5 Responsibilities and Roles.
· Board of Directors: Oversight of long-term AI strategy and its impact on business performance.
· Chief AI Officer (CAIO) / Head of AI CoE: Responsibility for maintaining AI innovation leadership, managing a portfolio of AI initiatives, developing talent.
· Product/Process Owners: Responsibility for continuous improvement and use of AI in their areas.
· All Employees: Actively use AI, submit ideas for improvement, continuous learning.
3.4 Analysis of Relationships Between Projects and Initiatives
The success of AI transformation depends on proper management of dependencies between activities. The key dependencies are:
· Training and Competencies -> AI Projects: The execution of AI projects (PoC and implementation) is strongly dependent on the availability of trained employees.
· Technology Infrastructure -> AI Projects: AI projects require adequate infrastructure (data, MLOps, GenAI platforms). Delays in building infrastructure will affect project schedules.
· Governance and Processes -> Scaling AI: Successful scaling of AI solutions and risk management requires implementation of appropriate governance frameworks, AI Playbook and AI SDLC.
· Pilot Projects (PoCs) -> Deployment Projects: Experiences and "lessons learned" from PoCs are key to planning and executing larger deployment projects.
· CoE AI -> All AI Initiatives: the CoE has a central role in supporting, coordinating and standardizing all AI activities.
Use project management tools (e.g., Jira, Azure DevOps, Asana) to visualize dependencies and track progress.
3.5 Project Risk Management Strategies and Contingency Planning.
Every phase of transformation carries risks. Key risk management strategies include:
	Project Risk
	Mitigation Strategy and Contingency Planning

	Resistance to Change / Low Adoption by Employees
	Intensive communication, employee engagement, training, leadership support, incentive programs. Contingency plan: additional workshops, individual coaching, revision of communication strategy.

	AI Talent Shortage / Recruitment Difficulties.
	Investment in internal upskilling, attractive employer branding, cooperation with universities, flexible employment models. Contingency plan: increase recruitment budget, intensify cooperation with external consultants.

	Exceeding the Budget/Schedule of AI Projects.
	Realistic planning, iterative approach, regular monitoring of progress and costs, scope management. Contingency plan: reprioritize tasks, allocate additional resources (if warranted), renegotiate contracts.

	Technology Problems / Low Performance AI Solutions.
	Careful testing, selection of proven technologies, collaboration with experienced vendors, building internal competencies. Contingency plan: engage external experts, revise architecture, change technology.

	Insufficient Business Engagement / Lack of Clear Objectives.
	Early engagement of business stakeholders, clear definition of goals and success metrics, regular communication. Contingency plan: strategy workshops with business, appointment of dedicated Product Owners.

	Regulatory changes (e.g., AI Act)
	Continuous monitoring of regulatory environment, flexible design of AI systems, collaboration with legal department. Contingency plan: rapid adaptation of systems to new requirements, allocation of resources for adaptation.


Regular risk review sessions (e.g., monthly) with the Steering Committee and key stakeholders are essential.

4 Resources, Total Budget and Governance Model.
Implementing such an ambitious AI transformation requires significant financial investment, adequate human resources, and a robust program governance structure. The following section provides detailed estimates and recommendations in these areas.
4.1 Total Estimated Budget for AI Transformation (36 months).
The total budget for the three-year AI transformation program is estimated in the range of €2,550,000 - €5,150,000. This is a significant investment, but one that, if properly implemented, should yield a return many times over.
4.1.1 Breakdown of Costs: Technology, People, Processes, Consulting
The table below shows an indicative breakdown of costs into major categories for the entire 36-month program:
	Cost Category
	Phase 1 (0-9m) (EUR)
	Phase 2 (9-24m) (EUR)
	Phase 3 (24-36m+) (EUR/year)
	Total Estimate (36m) (EUR)
	% of Total Budget

	1 Technology and Infrastructure
	100k - 200k
	500k - 1M
	300k - 700k
	1.4M - 2.9M
	40-45%

	- Cloud Platforms (IaaS, PaaS)
	30k - 60k
	200k - 400k
	150k - 300k
	
	

	- AI/ML/GenAI Software Licenses
	30k - 70k
	150k - 300k
	100k - 250k
	
	

	- MLOps tools, Data Governance
	20k - 40k
	100k - 200k
	50k - 100k
	
	

	- Hardware (if applicable, e.g. GPU servers)
	20k - 30k
	50k - 100k
	0 - 50k
	
	

	2 People and Competencies
	100k - 250k
	500k - 1M
	500k - 1M
	1.6M - 3.25M
	45-50%

	- Training and Certification
	50k - 100k
	150k - 300k
	100k - 200k
	
	

	- Recruitment of AI Specialists (one-time costs)
	20k - 50k
	50k - 100k
	20k - 50k
	
	

	- Salaries of the AI Internal Team (CoE, PMO)
	0 (time allocation)
	200k - 400k
	300k - 600k
	
	

	- Incentive programs, Hackathons
	10k - 20k
	30k - 50k
	30k - 50k
	
	

	- Costs of External Trainers
	20k - 80k
	70k - 150k
	50k - 100k
	
	

	3. Organization, Processes and Governance
	50k - 100k
	100k - 250k
	100k - 200k
	350k - 750k
	5-10%

	- Development of AI Playbook, AI SDLC, Ethical Framework
	10k - 20k
	20k - 50k
	10k - 20k
	
	

	- Project and Knowledge Management tools
	10k - 20k
	20k - 50k
	20k - 50k
	
	

	- Compliance Audits, Certifications (e.g. ISO)
	0
	20k - 50k
	30k - 80k
	
	

	- Change management and communication
	30k - 60k
	40k - 100k
	40k - 50k
	
	

	4 External Consulting (Strategy, Expertise)
	100k - 200k
	100k - 250k
	50k - 100k
	350k - 750k
	5-10%

	- Strategic and Technical Support
	80k - 150k
	80k - 200k
	40k - 80k
	
	

	- Legal and Ethical Support
	20k - 50k
	20k - 50k
	10k - 20k
	
	

	TOTAL PHASE
	350k - 650k
	1.2M - 2.5M
	1.0M - 2.0M / year
	
	

	TOTAL BUDGET (36 months)
	
	
	
	2.55M - 5.15M
	100%


Budget Notes:
· The above amounts are estimates and are subject to change depending on the selection of specific technologies, suppliers, scope of projects and market situation.
· The salary costs of the AI internal team in Phase 1 are partially hidden in the time allocation of existing employees. Phase 2 and 3 assume dedicated FTEs.
· The Phase 3 budget is annual and ongoing, reflecting continued investment in AI maintenance, optimization and development.
· Include a budget reserve (e.g., 10-15%) for contingencies.
4.1.2 Investment Justification and Potential Sources of Funding.
Justification for Investment: Investment in AI transformation, while significant, is critical to [Company Name - to be completed]'s long-term success and competitiveness. Expected benefits (detailed in Section 5) include:
· Revenue growth: Through new AI-based products and services, better personalization and more effective marketing.
· Cost reduction: By automating processes, optimizing resources and reducing errors.
· Improved efficiency: Reducing time to complete tasks and projects (e.g., TTM).
· Increased customer and employee satisfaction.
· Strengthening market position and competitive advantage.
The estimated return on investment (ROI) for the entire AI project portfolio should exceed 100% within 3-5 years, with some individual projects likely to yield much faster returns.
Potential Sources of Funding:
· Internal budget: Allocation of funds from the company's operating and investment budgets.
· Re-allocation of savings: Using savings from initial AI implementations to fund subsequent initiatives.
· Grants and subsidies: Actively seek national and EU support programs for innovation and digital transformation (e.g., from European Funds, NCBR programs).
· Debt financing: Bank loans or bonds for investment purposes (for large infrastructure projects).
· Strategic partnerships: Co-financing of projects with technology or business partners.
· Venture Capital / Private Equity: In case of spin-off of innovative AI projects as separate companies (spin-offs).
It is recommended to diversify funding sources and prepare a solid business plan for the entire transformation, justifying its profitability.
4.2 Human Resources Required: Internal and External.
The success of the transformation depends on the commitment and competence of the right people.
4.2.1 Key Roles in the AI Transformation Team.
The following are key roles that should be filled (internally or externally) during the transformation:
· Program Sponsor (Board Member): Provides strategic support, removes barriers, promotes the program.
· AI Steering Committee: Makes key decisions, oversees progress, allocates resources.
· Project Manager of the AI Transformation Program (Head of the AI Program Office): Responsible for daily program management, project coordination, reporting.
· Chief AI Officer (CAIO) / Head of AI Competence Center (CoE AI) (from Phase 2): AI strategic leader, responsible for vision, standards, talent development and AI innovation.
· Data Scientist / AI Data Analyst: Designs and builds AI models, analyzes data, interprets results.
· Machine Learning Engineer (ML Engineer): Responsible for implementing, scaling, monitoring and maintaining AI models in production environments (MLOps).
· AI Developer / Software Engineer (AI Focus): Integrates AI solutions into existing systems, builds AI-based applications.
· Data Engineer: Designs and builds data pipelines, manages Data Lakehouse and Feature Store.
· AI Product Manager / Product Owner (AI): Defines vision and requirements for AI products and solutions, collaborates with development teams and business.
· AI Ethicist / Responsible AI Specialist (from Phase 2/3): Takes care of ethical aspects of AI implementation, regulatory compliance, bias mitigation.
· AI Trainer / Coach (within CoE or HR): Provides training, supports the development of AI competencies.
· AI Champions (across departments): Promote AI, support colleagues, collect ideas.
· Business Analyst (with AI knowledge): Translates business needs into requirements for AI solutions, supports implementations.
· IT Specialist / DevOps / Cloud Engineer: Provides infrastructure support for AI platforms.
In Phase 1, many of these roles can be performed by existing employees with additional time allocation or supported by consultants. In Phase 2 and 3, efforts should be made to build a dedicated internal team, especially within the AI CoE.
4.2.2 Collaboration Model with External Partners and Consultants
Collaboration with external partners will be key, especially in the initial stages:
· AI Strategic Consultants: Assist in strategy development and review, change management, CoE construction.
· Cloud Technology and AI Platform Providers: Technical support, training, access to latest solutions.
· Implementation Companies/Software Houses with AI Competencies: Support in implementing complex AI projects if internal resources are lacking.
· Specialized AI Trainers: Providing advanced training and workshops.
· Law Firms / AI Ethics Experts: Advising on regulatory compliance and responsible AI.
· Universities and Research Institutes: Collaboration on R&D projects, access to talent, internships.
Collaboration model:
· Phase 1: Intensive consultant support in strategy, planning, PoC implementation, knowledge transfer.
· Phase 2: Selective support with more complex projects, audits, specialized training. Building strong internal competencies.
· Phase 3: Strategic partnerships (e.g., R&D), occasional advice from niche experts.
Strive for a model in which consultants support the building of internal competencies, rather than creating a long-term dependency.
4.3 AI Transformation Program Management Structure.
A solid governance structure is essential to successfully run such a complex program.
4.3.1 AI Steering Committee.
· Role: The highest decision-making body for the AI transformation program. Responsible for strategic oversight, approving budgets and plans, monitoring progress, resolving escalated issues, ensuring alignment with business objectives.
· Composition:
· Chairman: Member of the Board of Directors (Program Sponsor).
· Members: Heads of key departments (IT, R&D, Production, Marketing, Sales, HR, Finance, Legal), Head of CoE AI (from Phase 2), Project Manager of AI Transformation Program.
· Frequency of meetings: At least once a month in Phases 1 and 2, once a quarter in Phase 3.
4.3.2 AI Transformation Program Office (PMO).
· Role: Central unit to coordinate and manage all AI transformation program projects and initiatives. Responsible for planning, monitoring, reporting, risk management, resource management, communication.
· Composition (seed in Phase 1, development in Phase 2):
· Project Manager of the AI Transformation Program (PMO Leader).
· Project Managers of individual AI projects.
· Analyst (support in reporting, program data analysis).
· Communications and Change Management Specialist.
· Reporting to the AI Steering Committee.
4.3.3 AI Center of Excellence (CoE).
· Role (from Phase 2): Central team of experts responsible for developing and disseminating AI knowledge, standards and best practices within the organization. Supports AI projects, conducts research, manages key AI platforms, trains employees, promotes innovation.
· Composition (target in Phase 3):
· Chief CoE AI / Chief AI Officer (CAIO).
· Lead Data Scientist(s).
· Lead ML Engineer(s).
· AI Architect(s).
· AI Ethicist / Responsible AI Lead.
· AI Trainer(s) / Evangelist(s).
· AI Research and Development (AI R&D) Specialists.
· Collaboration: Close collaboration with PMO, business departments, IT.
4.4 Key Performance Indicators (KPIs) and Progress Monitoring System.
Measuring the progress and effects of the transformation is key. A set of KPIs should be defined and regularly monitored.
4.4.1 KPI Dashboard for AI Transformation.
The dashboard should include KPIs from the following areas:
· Program progress:
· % completion of tasks on schedule.
· Budget utilization vs. plan.
· Number of milestones achieved.
· Program risk index.
· People and Competencies:
· % of employees trained (by level and role).
· Number of certified AI specialists.
· Satisfaction rate with AI training.
· Number of active users of the KM AI platform.
· Retention rate of AI talent.
· Technology and Infrastructure:
· Availability and performance of AI platforms.
· Time to deploy new AI model into production (lead time for MLOps).
· Data Lakehouse and Feature Store utilization rate.
· AI infrastructure costs (compliance with FinOps).
· Organization and Processes:
· Number of processes integrated with AI.
· Adoption rate of AI Playbook and AI SDLC.
· Number of identified and implemented improvements in AI improvement cycles.
· Results of AI compliance and ethics audits.
· Products, Services and Business Benefits:
· Number of new AI-based products/services/functions.
· Revenue generated by products/services with an AI component.
· Reduction in TTM for new products due to AI.
· Reduction in operating costs due to AI.
· Increase in NPS/CSAT for products/services with AI.
· ROI for individual AI projects and the overall portfolio.
4.4.2 Reporting, Review and Course Correction Procedures.
· Reporting:
· Monthly progress reports from PMO to Steering Committee (including key KPIs, project status, risks, budget).
· Quarterly strategic reviews by the Steering Committee (assessing achievement of phase objectives, adjusting plans, allocating resources).
· Annual summary of AI transformation (assessment of overall business impact of AI, identification of strategic directions for the future).
· Reviews:
· Regular reviews of AI projects (e.g., every sprint in Agile methodology).
· Retrospectives after key milestones or projects are completed.
· Course Correction:
· Mechanisms to flexibly adjust plans in response to changing conditions, new technologies, project results or feedback from stakeholders.
· Course correction decisions made by the Steering Committee based on recommendations from the PMO and CoE.
4.5 Return on Investment (ROI) and Business Value analysis.
ROI analysis should be conducted both at the individual AI project level and for the entire transformation program.
· For Individual Projects:
· Before launching each project, a business case should be developed, including estimated costs, expected benefits (quantitative and qualitative), and projected ROI and payback period.
· After implementation, actual costs and benefits should be monitored and compared to assumptions.
· For the Entire Program:
· Regular (e.g., annual) evaluation of the total business value generated by the AI transformation.
· Consider not only direct financial benefits, but also strategic and intangible benefits (e.g., increased innovation, improved image, competence development).
· Using methods such as NPV (Net Present Value), IRR (Internal Rate of Return) to assess the profitability of the overall program.
It is critical that ROI and business value metrics are understood by the Board and linked to the company's overall strategic goals.

5 Business Benefits, Cultural Transformation and Long-Term Vision
AI transformation is not just an investment in technology, but more importantly a strategic initiative to fundamentally strengthen the organization, its competitive position and its work culture. This section discusses in detail the potential business benefits of implementing AI, the impact on organizational culture, and the long-term vision of [Company Name - to be completed] as an AI-powered enterprise.
5.1 Specific Use Cases for Generative AI in the Organization
Generative AI, along with other machine learning techniques, offers a broad spectrum of applications that can bring tangible benefits to various areas of [Company Name - to be completed]'s business. The following are examples of key use cases that should be considered and prioritized.
5.1.1 AI in New Product Development (NPD): From Ideation to Market Introduction
The NPD process is one of the areas with the greatest potential for transformation through AI.
· Use Case 1: Intelligent Ideation and Trend Analysis.
· Description: Using LLM and NLP to analyze large data sets (customer feedback from social media, forums, surveys; industry reports; patents; scientific publications) to identify unmet needs, new market trends, and potential product gaps. GenAI can also support brainstorming, generating initial product concepts based on defined criteria.
· Benefits: 3x more pertinent concepts per year, reduction of the market research phase by 30-50%, better alignment of products with market expectations.
· Estimated ROI (for a single product): Can lead to 5-15% increase in new product sales due to better fit.
· Use Case 2: Generative Design and Product Optimization.
· Description: Using generative design algorithms (often supported by AI) to create optimized designs of components or entire products for multiple criteria simultaneously (e.g., weight, strength, manufacturing cost, material consumption). AI can analyze thousands of design options, proposing innovative solutions that are difficult to achieve with traditional methods.
· Benefits: Reduction in component weight by 10-30%, reduction in design time by 20-40%, reduction in material costs, creation of more efficient and innovative products.
· Estimated ROI: Material and manufacturing savings of 5-20% per component, improved product performance.
· Use Case 3: Automation of Technical Documentation Creation and Management.
· Description: Using GenAI (LLM) to automatically generate technical descriptions, specifications, user manuals from CAD models, PLM data or engineering notes. AI can also support the translation of documentation into different languages and its updating.
· Benefits: Reduce documentation creation time by 50-70%, reduce risk of errors, ensure consistency, make documentation available faster.
· Estimated ROI: Saving hundreds of hours of work for engineers and documentation specialists annually.
· Use Case 4: Intelligent Product Testing and Validation.
· Description: AI can support the testing process by automatically generating test cases, analyzing test results (e.g., detecting anomalies in logs, analyzing visual test images), virtual simulations replacing some of the costly physical testing, and predicting potential failures or quality issues at an early stage.
· Benefits: Reduced test cycles by 20-40%, reduced testing costs, earlier detection of defects, improved product quality and reliability.
· Estimated ROI: Savings on physical testing costs and reduction in complaints.
· Use Case 5: AI-Powered Bill of Materials (BoM) Management.
· Description: Using AI to automatically clean, standardize, enrich and validate bill of materials (BoM). AI can identify duplicates, errors, incomplete information, suggest alternative components, and analyze the cost and supply chain impact of BoM changes.
· Benefits: Reduction in BoM errors by >80%, reduction in BoM preparation time, improved cost management, streamlined purchasing and manufacturing processes.
· Estimated ROI: Significant operational savings and avoidance of costly production errors.
5.1.2 AI in Operational Process Optimization.
· Use Case 6: Predictive Maintenance.
· Description: Using AI models to analyze machine and equipment sensor data to predict potential failures before they occur. This allows for optimal scheduling of maintenance work, minimizing unplanned downtime and reducing maintenance costs.
· Benefits: Reduction of unplanned downtime by 20-50%, extension of machine life, reduction of service costs by 10-30%.
· Estimated ROI: High, especially in production environments with expensive machines.
· Use Case 7: Supply Chain and Logistics Optimization.
· Description: AI can support demand forecasting, optimization of inventory levels, transportation route planning, supply chain risk management, and automation of warehouse processes (e.g., through AI-driven robots).
· Benefits: Reduced logistics costs, reduced delivery times, improved product availability, increased supply chain resilience.
· Estimated ROI: Cost savings and improved operational efficiency.
· Use Case 8: Intelligent Business Process Automation (IPA).
· Description: Combine Robotic Process Automation (RPA) with AI tools (e.g., NLP, OCR, Computer Vision, GenAI) to automate more complex, knowledge-based tasks such as invoice processing, claims processing, customer/employee onboarding, legal document analysis.
· Benefits: Significant reduction in manual work, speeding up processes, reducing errors, freeing up employees for more valuable tasks.
· Estimated ROI: Very high, especially for large-scale and repetitive processes.
5.1.3 AI in Marketing, Sales and Customer Service
· Use Case 9: Hyper-personalizing Communications and Offers
· Description: Using AI to analyze customer data (purchase history, website behavior, preferences) to create personalized product recommendations, marketing offers, website and mobile app content. GenAI can dynamically generate personalized message variations.
· Benefits: Increased sales conversion by 10-30%, increased shopping cart value, improved customer loyalty, higher engagement rate.
· Estimated ROI: Significant increase in revenue and profitability.
· Use Case 10: Generating Marketing and Creative Content through GenAI.
· Description: Automatically or semi-automatically create a variety of marketing content: social media posts, blog articles, product descriptions, video scripts, advertising slogans, and even initial graphic design or music.
· Benefits: Reduced time and cost of content creation by >50%, ability to quickly generate multiple variations, increased scale of marketing efforts.
· Estimated ROI: Savings on outside agencies and internal resources, faster campaigns.
· Use Case 11: Intelligent Chatbots and Virtual Assistants.
· Description: Implement advanced LLM-based chatbots capable of conducting natural conversations, answering complex questions, solving customer problems and even completing transactions. They can operate 24/7, relieving the burden on human agents.
· Benefits: Reduction in customer service costs by 20-40%, reduced response times, improved customer satisfaction, ability to handle more inquiries.
· Estimated ROI: Operational savings and improved service metrics.
· Use Case 12: Customer Behavior Prediction (e.g., Churn, LTV).
· Description: Use AI models to predict which customers are likely to leave (churn prediction) or what their potential long-term value to the company is (Lifetime Value - LTV). This allows for proactive retention efforts and optimization of customer investments.
· Benefits: Reduction in churn rate, increase in LTV, more effective retention campaigns.
· Estimated ROI: Increased profitability of the customer base.
5.1.4 AI in Strategic Decision Support.
· Use Case 13: Advanced Business Analytics and Forecasting.
· Description: Use AI to analyze complex data sets to identify key drivers of business performance, forecast sales, market share, profitability. AI can support "what-if" scenario analysis and strategic risk assessment.
· Benefits: Better understanding of market dynamics, more accurate forecasts, more informed strategic decisions, faster response to change.
· Estimated ROI: Difficult to estimate directly, but the impact on the overall health of the company can be huge.
· Use Case 14: Product and Investment Portfolio Optimization.
· Description: AI can analyze the profitability of individual products, market segments, distribution channels, as well as assess the potential for new investments or acquisitions, helping to optimize resource allocation.
· Benefits: Better portfolio alignment with strategy, higher profitability, avoidance of inefficient investments.
· Estimated ROI: Improved overall financial performance of the company.
5.1.5 Estimated Impact and ROI for Selected Use Cases.
The following table shows the estimated potential for several selected use cases. Note that these are indicative values and require detailed analysis in the context of [Company Name - to be completed].
	Use Case
	Potential Savings / Revenue Growth (per year after implementation)
	Estimated Payback Period (months)
	Key Metrics for Success

	AI-Powered BoM Management
	200,000 - 500,000 EUR (error reduction, time savings)
	12-18
	% reduction in BoM errors, BoM preparation time, material costs.

	Generative Design for Key Components
	EUR 100,000 - 300,000 (material savings, productivity improvements)
	18-24
	% reduction in weight, component cost, design time.

	GenAI for Marketing Content
	150,000 - 400,000 EUR (savings on agencies, increase in conversions)
	9-15
	Content generation cost, campaign execution time, conversion rates.

	Intelligent Customer Service Chatbot
	250,000 - 600,000 EUR (reduction in contact center costs)
	12-20
	% of inquiries resolved by chatbot, CSAT, average handling time.

	Predictive Maintenance (for 1 line).
	EUR 300,000 - 700,000 (reduction in downtime, service costs)
	15-24
	% reduction in unplanned downtime, maintenance cost, OEE (Overall Equipment Effectiveness).


Total Potential: The aggregate savings and revenue growth potential of implementing a broad portfolio of AI solutions can reach several to several million EUR per year after full Phase 3 implementation, with a total investment of EUR 2.55M - 5.15M over 3 years. This implies a very attractive ROI for the entire program.
5.2 Building Sustainable Competitive Advantage with AI
Strategic and deep implementation of AI will allow [Company Name - to be completed] to build a sustainable competitive advantage through:
· Innovation Leadership: The ability to bring more advanced, intelligent and personalized products and services to market faster, ahead of competitors' offerings.
· Operational Excellence: Achieving higher efficiency, lower costs and better quality through automation and process optimization, resulting in more attractive prices or higher margins.
· Deep Customer Understanding: Using AI to analyze customer data allows for a better understanding of customers' needs, preferences and behaviors, enabling you to build stronger relationships and offer more tailored solutions.
· Agility and Adaptability: The ability to respond quickly to market changes, identify new opportunities and threats, and make data-driven decisions, which is crucial in a dynamic business environment.
· Barriers to Entry for Competitors: Building unique AI competencies, advanced technology infrastructure, and an organizational culture based on data and AI creates barriers to competitors that are difficult to copy.
· New Business Models: AI can open the way for the creation of entirely new business models, such as AI-powered "product as a service" (PaaS), subscriptions to personalized solutions, and data-driven predictive services.
5.3 Impact of AI Transformation on Organizational Culture, Employee Satisfaction and Employer Branding
AI transformation is not only a technological change, but also a profound cultural transformation that, if properly managed, will yield positive results:
· A Culture of Continuous Learning and Innovation: The implementation of AI stimulates the need to acquire new knowledge and skills, promotes curiosity, experimentation and the search for new solutions. Employees learn to adapt to change and view technology as a tool for development.
· Increase Employee Engagement and Satisfaction:
· Automation of Routine Tasks: AI can take over monotonous, repetitive tasks, allowing employees to focus on more creative, strategic and rewarding aspects of their work.
· New Development Opportunities: AI transformation creates exciting new roles and career paths, giving employees the opportunity to grow in a rapidly expanding field.
· Sense of Influence: Employees who see how AI helps them at work and contributes to the company's success feel more engaged and satisfied.
· Strengthening Interdisciplinary Collaboration: AI projects inherently require collaboration between people with different competencies (business, IT, data, domain), which fosters breaking down silos and building a culture based on collaboration.
· Improving Employer Branding:
· Talent Attraction: Companies that invest in AI and offer the opportunity to work with cutting-edge technologies are seen as attractive employers, making it easier to attract and retain top professionals, especially those from generations Y and Z.
· Innovator Image: Positioning a company as a technology leader and innovator strengthens its brand in the labor market.
· Democratization of Data and Analytics: AI tools can make advanced analytics more accessible to a wider workforce, supporting a data-driven culture of decision-making at all levels of the organization.
However, it is critical to actively manage change, communicate transparently, and invest in reskilling and upskilling employees to minimize fear and resistance, and maximize the positive impact of AI on culture and people.
5.4 Long-term Vision: [Company Name] as a Leader in AI-driven Innovation
Over the next 5-10 years, consistent implementation of the AI transformation strategy will enable [Company Name - to be completed] to become a leader in AI-driven innovation in its industry. This means:
· AI Embedded in the Company's DNA: AI is no longer just a tool or project, but an integral part of strategy, culture, processes and products. "AI-first" thinking is becoming natural for all employees.
· Continuous Discovery of New Horizons: The organization actively researches and implements the latest AI developments, including those in the area of basic research, transforming them into practical business applications.
· AI Innovation Ecosystem: [Company Name] becomes the focal point of the AI innovation ecosystem, collaborating with leading universities, research institutes, startups and technology partners.
· Creating New Markets and Standards: With AI-based breakthroughs, the company is not only competing in existing markets, but also creating new markets and setting new standards for the entire industry.
· Responsible Leadership in the Age of AI: [Company Name] is seen not only as a technology leader, but also as a model for ethical and responsible use of AI, looking out for the well-being of its employees, customers and society.
· Sustainable Growth and Profitability: AI-driven innovation translates into sustainable, balanced revenue growth and profitability, providing the company with stability and the ability to continue investing in growth.
Achieving this vision requires continued commitment, adaptability and a willingness to make bold decisions. AI transformation is a journey, not a one-time project, with the ultimate goal of building a smarter, more efficient and more human organization of the future.
5.5 Ethical Implications and Corporate Social Responsibility (CSR) in the Context of AI
The implementation of AI, particularly Generative AI, raises a number of important ethical and social issues that [Company Name - to be completed] must actively address as part of its Corporate Social Responsibility (CSR) strategy.
· Bias and Discrimination: AI models learn from historical data that may reflect existing social biases. Rigorous processes should be implemented to identify and mitigate bias in data and algorithms to avoid discrimination based on gender, race, age or other characteristics.
· Data Privacy: Ensure the protection of personal data used to train and operate AI systems, in accordance with the RODO and other regulations. Transparency in Data Collection and Use.
· Transparency and Explainability (Explainability): Striving to make decisions made by AI systems (especially those with a high human impact) understandable and explainable. Investment in XAI techniques (Explainable AI).
· Impact on the Labor Market and Workers: Responsibly manage the impact of automation on employment. Investment in reskilling and upskilling programs to help employees adapt to new requirements. Transparent communication about the changes.
· Security and Reliability of AI Systems: Ensuring that AI systems are secure, resistant to attacks, and operate predictably and reliably, minimizing the risk of harm.
· Accountability for AI Decisions: Clearly define who is responsible for decisions made or supported by AI systems, especially in the event of errors or negative consequences.
· Intellectual Property: A cautious approach to the use of copyrighted data to train GenAI models and to the issue of copyrighting AI-generated content.
· AI Carbon Footprint: Awareness of and efforts to minimize the energy impact associated with training and using large AI models, e.g., through algorithm optimization, use of green energy.
CSR activities:
· Development and public release of an AI Code of Ethics for [Company Name - to be completed].
· Regular ethical audits of AI systems.
· Establish an internal AI ethics committee or integrate these competencies into the AI CoE.
· Investing in research on responsible AI.
· Engaging in public dialogue on the ethical and social aspects of AI.
· Supporting educational initiatives that promote responsible use of AI.
By proactively addressing these issues, [Company Name - to be completed] can not only minimize risks, but also build trust with customers, employees and the public, enhancing its reputation as a responsible technology leader.

6 Summary and Final Recommendations
This strategic report presents a comprehensive vision and plan for the transformation of [Company Name - to be completed] into an AI-Augmented Enterprise. Analysis of the current state of AI maturity has revealed significant growth potential, but also an urgent need for fundamental action in the areas of Technology and Infrastructure, People and Competencies, and Organization and Processes.
6.1 Key Strategic Proposals
1. Imperative for Action: AI transformation is no longer an option, but a strategic necessity for maintaining competitiveness and achieving long-term goals [Company Name - to be completed]. Delaying action risks market marginalization.
2. Holistic Approach: Success requires an integrated approach, including investment in technology, development of human competencies, adaptation of organizational processes and building a culture that supports AI innovation.
3. Significant Benefit Potential: Strategic implementation of AI offers tremendous potential to increase revenue, reduce costs, improve efficiency, increase innovation, and enhance customer and employee satisfaction. The estimated ROI for the entire program is highly attractive.
4. Key Role of Data: Data is the fuel for AI. Building a modern data infrastructure (Data Lakehouse, Feature Store) and implementing robust Data Governance practices are the foundation for successful transformation.
5. People at the Center of Transformation: The biggest challenge and at the same time the biggest opportunity is to develop AI competencies among employees and build an organizational culture that is open to change and experimentation. The AI Empowerment Program and the AI Competence Center (CoE) are key elements of this strategy.
6. Responsibility and Ethics: AI implementation must be done responsibly and ethically, respecting privacy, avoiding bias and ensuring human oversight. The Responsible AI Framework and compliance with regulations (GDPR, AI Act) are indispensable.
7. Phased and Iterative Approach: The proposed three-phase implementation plan (Foundations and Piloting, Development and Scaling, Optimization and Excellence) allows for incremental capacity building, risk management and learning from experience.
6.2 Critical Success Factors
For AI transformation to be successful, [Company Name - to be completed] must focus on the following critical factors:
1. Strong Leadership and Board Commitment: Visible, active, and consistent support from top management is absolutely critical to positioning the program, providing resources, and breaking ground.
2. Clear AI Vision and Strategy: Having a well-defined, communicated and understood throughout the organization, with an AI vision and strategy linked to overall business objectives.
3. Focus on Business Value: Prioritizing AI projects that deliver real, measurable business benefits, rather than implementing technology for technology's sake.
4. Effective Change Management: Proactively managing the human aspects of the transformation, including communication, training, engaging employees and addressing their concerns.
5. Building Internal Competencies: Investing in the development of AI talent within the organization to ensure long-term ability to innovate and sustain solutions.
6. Interdisciplinary Collaboration: Breaking down organizational silos and promoting close collaboration between business, IT, data analysts and domain experts.
7. Agility and Adaptability: Willingness to iterate, quickly learn from mistakes and adjust plans in response to changing conditions and new opportunities.
8. Robust Data Governance: Ensuring the high quality, availability and security of data that are the foundation of successful AI models.
9. Patience and Long-Term Perspective: AI transformation is a marathon, not a sprint. The full benefits will be seen over a period of several years, which requires patience and consistency in action.
10. Measuring Progress and Course Correction: Regularly monitor KPIs, assess performance and be ready to adjust strategies and plans based on lessons learned.
6.3 Call to Action: Next Steps
AI transformation is a journey that requires a decisive first step. We recommend the following immediate actions:
1. Formal Approval of the AI Transformation Program by the Board of Directors: Obtain official mandate and support for the strategy and action plan presented in this report.
2. Establish an AI Steering Committee and an AI Transformation Program Project Manager: Establish key management structures that will be responsible for program implementation.
3. Allocation of Budget for Phase 1 (Foundations and Pilot): Provide the necessary funding for the first 9 months of the transformation.
4. Launch of Communication Activities: Communicate the vision and plan for AI transformation to the entire organization, building commitment and enthusiasm.
5. Launch the "AI Aware" Training Program: Begin raising AI awareness among all employees.
6. Initiation of Pilot Projects (PoC) Work: Select and launch the first 2-3 projects that will demonstrate the value of AI and provide valuable experience.
7. Begin Building Core AI Infrastructure: Initiate work on Data Lakehouse (MVP) and MLOps (sandbox) environment.
[Company Name - to be completed] faces a historic opportunity to leverage the potential of Artificial Intelligence to revolutionize its business, strengthen its market position and build a sustainable competitive advantage. Implementing the transformation plan outlined in this report, while challenging, is an investment in the future that will yield tangible benefits and allow the organization to become a true innovation leader in the AI era. Now is the time for bold decisions and consistent action.

