
 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 



Executive Summary 

The era of artificial intelligence is not on the horizon; it is here. Yet, a striking paradox defines 

the current business landscape. While AI, particularly generative AI, promises a 

once-in-a-generation disruption, most companies remain stuck in a cycle of experimentation. 

Fewer than 20% of organizations have successfully scaled their AI efforts in any meaningful 

way, leaving a trail of disconnected pilots and unrealized value [1]. The business world is in a 

state of AI transformation gridlock, struggling to bridge the gap between the technology's 

potential and its practical, enterprise-wide application. 

 

This paper presents a strategic blueprint for breaking this stalemate. It argues that lasting AI 

transformation is not a technology challenge but a leadership, strategy, and organizational 

design challenge. We move beyond the hype to offer a pragmatic, three-pillar framework for 

success: Strategic Value Creation, which emphasizes making fewer, bigger bets on high-impact 

domains; AI-Native Process Redesign, which involves rethinking work from the ground up with 

AI at the core; and building a Transformation-Ready Operating Model that enables continuous 

change and adaptation. 

 

The path forward requires a fundamental shift from a technology-first, IT-led approach to a 

business-led, value-focused one. By mastering this new playbook, organizations can move 

beyond isolated experiments to unlock the full transformative power of AI, building a sustainable 

competitive advantage in an increasingly automated and intelligent world. 

The AI Transformation Gridlock 

The launch of ChatGPT in 2022 was a starting gun for a revolution that is only beginning to 

reshape how the world works. The transformative potential of artificial intelligence is undeniable, 

yet most companies are finding the journey from promise to reality to be fraught with friction. 

Quarter after quarter, surveys tell the same story: a vast majority of enterprises are stuck in 

experimentation mode, unable to scale their generative AI efforts in any meaningful way [2]. 

This "AI transformation gridlock" stems from a series of common missteps. Many organizations 

have deployed technology without a clear tie to business outcomes, resulting in a "thousand 

points of light"—dozens or even hundreds of disconnected pilots that lack focus, specificity, and 



a clear path to scaling. This overwhelming sprawl of use cases, with no prioritization across the 

vast AI landscape, has led to a diffusion of effort and a failure to generate significant ROI. 

The old playbook, where IT departments lead technology implementation, is proving inadequate 

for the scale and scope of the AI revolution. AI is not just another tool to be layered onto existing 

processes; it is a fundamental force that requires a complete rethinking of how work is done. To 

break the gridlock and unlock the true potential of AI, a new, business-led, value-focused 

approach is required. This paper provides that new playbook, offering a structured framework 

for navigating the complexities of AI transformation and building a truly AI-powered enterprise. 

The Three Pillars of AI Business Transformation 

To move from scattered experimentation to strategic transformation, organizations must ground 

their AI initiatives in three core pillars: strategic value creation, AI-native process redesign, and 

a transformation-ready operating model. These pillars provide a comprehensive framework for 

building a sustainable and scalable AI-powered enterprise. 

Pillar 1: Strategic Value Creation - Making Fewer, Bigger Bets 

The allure of AI has led many companies down the path of a "thousand points of light," 

launching countless small-scale pilots across the organization. This approach, however, rarely 

leads to meaningful transformation. It diffuses resources, creates a management nightmare, and 

fails to generate the momentum needed for enterprise-wide change. The most successful 

companies, in contrast, make focused, grounded bets on a few high-impact domains where AI 

can create a sustainable competitive advantage [2]. 

 

These domains are not random; they are clusters of high-impact, interrelated use cases that are 

central to the company's strategy. For a technology company, this might be the software 

development lifecycle. For a healthcare organization, it could be drug discovery and patient 

engagement. In retail, it might be personalization and dynamic pricing. By concentrating their 

efforts on these critical areas, companies can achieve a depth of transformation that is 

impossible with a scattered approach. 

 

This requires a shift in mindset from thinking in terms of point solutions to thinking in terms of 

systems of work. The software development lifecycle, for example, is not a single use case but a 

complex system of over 40 discrete activities. A copilot might improve a developer's coding 



speed, but meaningful productivity gains require coordinated changes across design, testing, 

code review, and planning. True transformation happens when organizations think in terms of 

domains that drive competitive advantage and real ROI, not just isolated use cases. 

This strategic focus must be driven from the top. The companies making real progress are those 

where the executive team is hands-on, setting a clear vision for how AI will reshape their 

industry and providing active, intentional sponsorship that is tied to business outcomes [2]. 

Pillar 2: AI-Native Process Redesign - Rethinking the Work Itself 

Perhaps the most significant mistake companies make in their AI journey is attempting to 

automate their existing processes. As one report aptly puts it, "You can't automate your way to 

transformation. You have to rethink the work itself" [2]. Layering AI onto broken or inefficient 

workflows will only yield marginal gains. The real value of AI is unlocked when it is used as a 

catalyst to redesign processes from the ground up. 

 

This requires a detailed, zero-based process design approach. Organizations must first map 

where they are today—the "point of departure"—and then reimagine how the work could 

operate with AI embedded from the ground up—the "point of arrival." This is not about simply 

digitizing existing steps; it is about fundamentally rethinking the flow of work, the roles of 

humans and machines, and the nature of value creation. 

 

A compelling example of this is a major bank that transformed its customer engagement 

process. Previously, it took 60 to 100 days and 40 employees to launch a new customer 

campaign. By redesigning the process with AI-native workflows, the bank was able to turn a 

customer insight into an in-market campaign in a single day, with a team of just four or five 

employees. The key was not just the technology but the complete rethinking of the customer 

engagement lifecycle, with AI at its core [2]. 

 

This kind of deep process redesign is not glamorous work. It requires a detailed understanding 

of current workflows and the imagination and commitment to rebuild them from the ground up. 

But it is what separates marginal gains from step-change performance. The majority of the 

value in AI transformation comes not from the technology itself but from the new ways of 

working that it enables. 



Pillar 3: Building a Transformation-Ready Operating Model 

AI transformation is not a one-time project; it is an ongoing journey. To sustain the momentum of 

change, organizations need to build a transformation-ready operating model that can balance 

the demands of running the business today with the need to transform the business for 

tomorrow. This requires a new set of organizational capabilities and a culture that embraces 

continuous change. 

 

At the heart of this new operating model is a small, central transformation team that facilitates 

transparency, coordination, and adaptability across the organization. This team supports 

business-owned solution teams that are responsible for designing and implementing changes in 

their respective domains. The goal is to create a repeatable model for testing, scaling, and 

optimizing AI-powered solutions. 

 

This operating model must be supported by six critical capabilities: 

 

1. End-to-end process ownership: Breaking down silos to reimagine how key sources of value 

deliver strategic and financial objectives. 

2. Agile solution team mobilization: Ensuring that solution teams are designed for rapid 

testing and scaling, with clear processes for removing roadblocks and releasing funds. 

3. Value-driven data infrastructure and governance: Focusing data efforts and investments 

on what drives the most value, not on comprehensive, all-encompassing fixes. 

4. A repeatable scaling model: Committing to scaling change quickly and effectively across 

the organization. 

5. Robust adoption and feedback loops: Building and sustaining feedback loops, such as 

weekly adoption reporting, to support solution teams in scaling and to provide visibility into 

progress. 

6. A strong partnership between business and technology: Increasing visibility of enabling 

platforms, opportunities for reuse, and appropriate governance across the organization. 

 

Finally, a transformation-ready operating model requires a culture that embraces AI. This means 

investing in large-scale upskilling initiatives to build AI fluency across all functions, rewriting 

incentive systems to reward AI-related objectives, and fostering a culture of continuous learning 

and adaptation. As AI continues to evolve, the questions will keep coming. Answering them will 



require a defined, ongoing transformation motion built into the operating model and a set of 

change capabilities built for the long haul [2]. 

The AI Transformation Roadmap: A Phased Approach 

While there is no single standard playbook for an AI journey, a phased approach can help 

organizations navigate the complexities of transformation and ensure that their efforts are 

aligned with their strategic objectives. This roadmap provides a structured path from initial 

exploration to enterprise-wide integration and continuous improvement. 

Phase 1: Strategy and Value Definition 

The first phase is about laying the groundwork for a successful transformation. It involves a 

deep dive into the organization's strategic priorities and a clear-eyed assessment of where AI 

can create the most value. Key activities in this phase include: 

 

• Identifying high-value domains: As discussed in Pillar 1, this involves selecting 4-5 critical 

domains where AI can drive a sustainable competitive advantage. 

• Setting clear objectives: For each domain, the organization must define specific, 

measurable, achievable, relevant, and time-bound (SMART) goals. These objectives should be 

tied to clear business outcomes, not just technology implementation milestones. 

• Securing executive sponsorship: AI transformation requires strong, active leadership from 

the top. This phase is about securing the commitment of the executive team and establishing a 

clear governance structure for the transformation program. 

Phase 2: Foundational Investments & Pilot Programs 

With a clear strategy in place, the next phase is about building the foundational capabilities and 

testing the waters with focused pilot programs. This is not the time for a "thousand points of 

light" approach. Instead, the goal is to launch a small number of high-impact pilots in the chosen 

domains.  

 

Key activities include: 

 

• Making targeted investments in data infrastructure: This may involve modernizing data 

platforms, improving data quality, and establishing clear data governance policies. 



• Launching focused pilots: These pilots should be designed to test specific hypotheses about 

the value of AI in the chosen domains. They should be small enough to be manageable but 

large enough to provide meaningful insights. 

• Building a cross-functional team: Each pilot should be run by a cross-functional team that 

includes business, technology, and data experts. 

Phase 3: Process Redesign and Scaling 

Once the pilot programs have demonstrated the value of AI, the next phase is about scaling the 

solutions across the organization. This is where the hard work of process redesign begins. Key 

activities include: 

 

• Redesigning core processes and workflows: As discussed in Pillar 2, this involves 

rethinking work from the ground up with AI at the core. 

• Developing a repeatable scaling model: This model should define the process for scaling 

solutions from a single pilot to multiple teams, departments, or business units. 

• Investing in change management: Scaling AI requires a significant investment in change 

management to ensure that employees are prepared for new ways of working. 

Phase 4: Enterprise-Wide Integration and Continuous Improvement 

The final phase is about embedding AI into the fabric of the organization and establishing a 

culture of continuous improvement. Key activities include: 

 

• Integrating AI into the operating model: This involves making the transformation motion a 

permanent part of how the organization operates, as discussed in Pillar 3. 

• Establishing a continuous cycle of innovation and optimization: The AI landscape is 

constantly evolving. Organizations must build the capabilities to continuously monitor the 

performance of their AI solutions, identify new opportunities, and adapt to changing market 

conditions. 

• Fostering a culture of learning: This involves creating a culture where employees are 

encouraged to experiment with new ideas, learn from their mistakes, and continuously develop 

their AI skills. 

Leading the AI-Powered Enterprise 



The journey to becoming an AI-powered enterprise is not easy. It is a complex and challenging 

undertaking that requires a fundamental rethinking of strategy, process, and culture. The most 

significant barriers to AI adoption are not technical but organizational. Overcoming these 

barriers requires strong leadership, a clear vision, and a relentless focus on value creation. 

The three pillars of strategic value creation, AI-native process redesign, and a 

transformation-ready operating model provide a comprehensive framework for navigating this 

journey. By making fewer, bigger bets on high-impact domains, rethinking work from the ground 

up, and building an operating model that can sustain continuous change, organizations can 

move beyond the experimentation phase and unlock the full transformative power of AI. 

 

The future of business is agentic. As AI continues to evolve, we will see the rise of more 

autonomous AI agents and systems that can reason, plan, and execute complex tasks with 

minimal human intervention. The transformation journey is ongoing, and the capabilities that 

organizations build today will be essential for navigating this next wave of AI-driven disruption. 

The companies that master the art of AI transformation will not just survive in this new era; they 

will thrive, building a sustainable competitive advantage and shaping the future of their 

industries. 

 

Contact Ralf Ellspermann, CSO, to discuss how your organization can capitalize on the AI 

transformation of customer experience outsourcing and develop a strategic roadmap for 

competitive advantage in the AI-powered future. 
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