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This whitepaper outlines a
four-pillar framework: strategize,
realize, utilize, and operate,
while embedding feedback and
learning mechanisms to allow
for continuous adaptation in an
ever-evolving landscape.

Executive
Summary

The advent of Artificial Intelligence (Al) presents unprecedented opportunities
for businesses across all sectors. This white paper is designed to empower
executives to take ownership of their organization’s Al journey, guiding

them through a structured approach that moves beyond technological
implementation to embrace a strategic imperative. It argues that Al is not
merely a technological add-on, but rather a transformative force that
demands proactive leadership and a clear vision. This whitepaper outlines

a four-pillar framework: strategize, realize, utilize, and operate, while
embedding feedback and learning mechanisms to allow for continuous
adaptation in an ever-evolving landscape. Finally, it underscores the
importance of ethical, security and privacy considerations. Organizations
embracing Al, need to be the guardians of what we call “digital trust”.

Only if Al innovation and digital trust co-exists can sustainable value be
created. Ultimately, this whitepaper seeks to inspire executives to lead their
organizations into an Al-powered future, ensuring that the integration of Al is
both strategic and beneficial for all stakeholders.

Agile
Transformation

Strategize

Realize Operate

Digital
Trust
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Al is not just about adopting

new technologies; it represents a
fundamental shift in how businesses
operate, compete, and create value.

The Al Imperative

In today’s rapidly evolving business environment, Artificial Intelligence (Al)
stands as a paramount force, holding the power to reshape industries. For
executives, this is no longer a distant prospect but a present-day reality

that demands immediate attention and strategic action. Al is not just

about adopting new technologies; it represents a fundamental shift in how
businesses operate, compete, and create value. Organization needs to

move beyond the technical intricacies of Al, and focus on providing a clear,
actionable framework for integrating Al strategically, ethically, and effectively.

The potential for Al is undeniable. From optimizing operations and predicting
market trends to enhancing customer experiences and fostering innovation,
Al presents a vast array of opportunities. However, it's crucial to recognize
that the successful adoption of Al is not simply a matter of acquiring the
latest technologies. It demands a deep understanding of its capabilities

and limitations, a strategic approach to its implementation. This whitepaper
presents a four-pillar approach to Al integration: strategize, realize, utilize,
and operate. These pillars form the foundation of a structured and thoughtful
Al strategy, ensuring that initiatives are aligned with business goals, ethically
sound, and continuously refined. Additionally, we'll highlight the critical role
of strategic experimentation and learning, which allows for validation and
refinement of the approach. We aim to empower you with a framework to
help executives confidently lead their organizations into the Al era and to
ensure Al delivers lasting value.
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The Four Pillars of
Al Transformation:
A Framework for

Strategic

Leadership

O1. Strategizing:
a clear vision on the
contribution of Al

The first and perhaps most crucial step in the Al journey
is the development of a well-defined strategy. This is
where executive leadership plays an indispensable
role. It is the responsibility of leaders to set the overall
direction for Al initiatives, ensuring that they are
aligned with the organization’s broader objectives and
values. This phase requires a strategic mindset, a clear
understanding of both the potential and the limitations
of Al, and a willingness to challenge conventional
thinking.

Demystifying Al: One of the primary tasks of executive
leaders is to cut through the hype surrounding Al and
develop a clear understanding of what it is, what it

can do, and what it cannot do. This means moving
beyond the buzzwords and focusing on the practical
applications of Al that can solve real business problems
or bring competitive advantages. Executives must

lead from a place of knowledge, not speculative
assumptions. This requires learning about Al, engaging
with experts, but not leaving it to the experts, and
participating in discussion about what Al has to offer.
Hence, investing in their own understanding of Al

and setting out a clear vision on why and how Al is
important for the organization.
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Identifying Strategic Topics: Effective strategizing
involves identifying specific areas where Al can

have the greatestimpact on the business. This is

not about implementing Al for the sake of it, but

about strategically targeting opportunities where

an organization is willing to invest, as it can enhance
efficiency, drive innovation, and create a competitive
edge. Leaders should encourage open discussions
across their organizations to gather ideas from diverse
perspectives and get involved in the final decision
about where to allocate resources, hence which
capabilities to develop. This process should involve
identifying potential quick wins as well as long-term
transformative opportunities. For example, a financial
services firm could identify the personalization of
financial advice or the detection of fraudulent activities
as strategic priorities. The key is to be specific about the
problem that Al will solve.

Setting Clear and Measurable Objectives: Strategy
without clear objectives is like a journey without a
destination. Therefore, executives must set specific,
measurable, achievable, relevant, and time-bound
goals for their Al initiatives. This involves defining
successful metrics and establishing clear benchmarks
to track progress. For instance, a retail company could
set objectives such as reducing inventory costs by a
certain percentage or improving customer satisfaction
scores by a specific margin. This ensures that Al
efforts are results-oriented and contribute to the
overall strategic objectives of the organization. Clear
objectives also provide a framework for accountability
and ensure that teams remain focused and aligned.

Ethical Considerations and Governance: Al is not

just a technology; it is a force that has a profound
impact on society. Therefore, executive leaders have a
responsibility to ensure that Al is developed and used
ethically and responsibly. This requires establishing
clear guidelines and governance frameworks from
the start that are aligned with moral and legal
requirements. This framework should focus on fairness,
transparency, and accountability in the design and
deployment of Al systems. It is important to involve all
stakeholders, including employees, customers, and
regulators, in the development of these frameworks.

02. Realization: the right
teams, the right projects

Once a clear strategy is in place, the next step involves
identifying the specific projects that Al can contribute
to and execution them in an effective way. This phase
is about focusing on areas where Al can add the most
value to the organization. First Al projects have great
symbolic value, success at the right place can inspire
and ignite more successful initiatives, while failure
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can unfortunately spark backlash and delays. This
phase requires a good understanding of the state of
the organizations, knowing which departments, units
and teams are committed to change, coupled with a
realistic assessment of Al's capabilities. Good teams
and dedicated middle managers play a major role in
making Al work.

Targeted Approach: Organizations must avoid the
temptation to jump on the Al bandwagon without a
clear understanding of what they hope to achieve. It is
important to recognize that not every problem is an Al
problem and that some issues may be more effectively
resolved through other means. Resources should be
allocated efficiently, and Al should be deployed in areas
where it can deliver tangible results. This requires a
detailed examination of the company’s operational
landscape to identify the actual challenges and pain
points. This could involve internal process bottlenecks,
customer churn issues, or inefficiencies in the supply
chain. Itis essential to involve relevant stakeholders to
gain a comprehensive understanding of the issues. For
example, if a manufacturing company is experiencing
high levels of defects, Al systems could be used to
analyze production data and identify the root causes.
This ability to focus on specific challenges ensures
that Al investments are focused and deliver maximum
impact and can function as powerful showcases for the
rest of the organization.

Building or Partnering with the Right Teams: Effective
Al realization requires having the right teams in place.
Executives must decide whether to develop in-house
Al capabilities and/or partner with external specialists.
The end result should be that Al capabilities are
incorporated in the core of product management

and team delivery. Al will - just as data driven
transformation is doing - enhance the possibilities

for optimizing business processes, or even business
models. The decision how to achieve this should be
based on the company’s resources, capabilities, and
strategic priorities. If a company lacks the necessary
expertise, it may be cost-effective to partner with an

Al solutions provider - especially in the initial phases

- that not only brings in the solution itself but also
teaches and coaches the employees and helps grow
this Al capability within the organization. However, even
when partnering with external specialists, executives
should ensure that there is a good level of in-house
understanding of Al, and that knowledge transfer is
part of the agreement. A balanced approach that
combines both in-house expertise and external support
is often the most effective.

Start Small, Scale Fast: What we learned from
this agile way of working is that one first needs to
experience the potential and the impact on the
organization before implementing it all the way.
Itis the same when it comes to mastering Al.
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Instead of implementing ambitious large-scale
projects, executives should start with smaller, well-
defined products. This not only allows the organization
to test the waters, manage uncertainty and risks,
adapt to new insights, and build internal expertise, but
very importantly - deliver results quickly. The world

of technology is moving faster than ever. Delivering
value next year is a losing proposition. Speed matters
more than ever. The digital revolution disrupts market
positions much faster than in the material world.. Itis
crucial to realize that the potential of Al is understood
and mastered and true value is created in a scaled way.
In other wordes, it is more beneficial to scale something
smaller quickly, then something bigger slowly. By
focusing on smaller clearly defined challenges, we

are able to provide more tangible results quicker if
organizations put more energy in scaling up Al efforts.

Data Foundation: The execution of Al requires a

solid foundation of data. Before embarking on an Al
project, one should assess its feasibility. This involves
evaluating the availability and quality of data, as

well as the technical skills required to execute the
project. High-quality data is the fuel that powers Al
systems. Therefore, it is vital to assess the availability
of relevant data and ensure that it is accurate and
reliable. Businesses should start with areas where they
already have good data and build an infrastructure
thatis able to abstract value from this data and can
produce accurate and reliable results. When building
the data infrastructure again it is important to follow
the principle of “Start Small, Scale Fast”. It is better

to master a few technical capabilities, which can be
utilized across different projects, than to do everything
at once and be “master of none”.

By focusing on strategically aligned, feasible, and
impactful projects, organizations can realize the
potential of Al to drive meaningful change. Tangible
results should be delivered quickly, which means
projects should be kept as small as possible and
scaling should be top priority. In addition, effective
realization hinges on the establishment of a strong
data foundation and the building of the right teams for
sustained success.

03. Utilization: Al-Powered
Organizations and People

Developing new solutions is not the same as utilizing
them. This is not simply done by deploying technology;
This involves redesigning processes, empowering
people, and driving organizational change. New
solutions need to be integrated or replace existing
routines, an open mindset, and a willingness to challenge
the status quo - thus, enhancing business agility and
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entrepreneurship. This will result in an enhanced
collaboration of IT and business in one value stream
portfolio and steering.

Focusing on People: While Al appears to be about
technology, itis all about people. Organizations must
ensure that the human element is not overlooked.

It also means ensuring that Al is used to augment
human capabilities rather than replace them entirely.

A symbiotic partnership between Al and Human
Intelligence can only be fully realized if employees
understand, trust, and adopt Al. It is important to clearly
define how the nature of work, roles, and responsibilities
will change with Al. A clear understanding of job design,
the purpose of using Al, and how Al relates to their

roles will address ambiguity, uncertainty, and negative
anticipation.

Integrating Al into organizational models: Integrating
Al into organizational models is a complex undertaking
that requires a thoughtful approach. It is not simply
about adding Al on top of existing processes, but rather
about fundamentally re-evaluating how an organization
operates. Al should not be ,crammed" into existing
workflows, but instead, business processes should

be re-engineered, old tools and methods need to be
dismantled, and organizational structures need to be
reshaped to accommodate Al. If not done properly,

Al is likely to be sidelined, after realization instead of
becoming a core component of the organization. It
isimportant that key people are assigned and made
accountable for this business transformation. This
requires a structured plan with clear deliverables and a
governance structure that makes business executives
accountable.

Implementing Change Management: As discussed,

the implementation of Al, when done properly, will

have a profound impact on organizational structures,
processes and people. Therefore, effective management
changes are essential to ensure that Al solutions are
adopted successfully. This involves a mature change
management approach, building sponsorship coalitions,
investing in management engagement, addressing
employee concerns, communicating the benefits of

Al early in the change, and providing suitable training
and coaching when it comes to adapting new roles,
responsibilities and way of working. This also involves
developing employees to work alongside Al systems

and ensuring that they are aware of the upcoming
change. Executives must lead by example throughout
the implementation process creating an environment
that fosters innovation and adaptability, as they learn to
“Manage with Al".
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04. Operate: Always-on Al

A symbiotic partnership between
Al and Human Intelligence can
only be fully realized if employees
understand, trust, and adopt Al.

Al systems are not static, they need continuous
monitoring, updating, and refinement. The Operate pillar
involves implementing systems and processes to ensure
that Al solutions remain effective and aligned with
evolving business needs and priorities and technological
trends. This is a continuous process that requires a
commitment to lifelong learning, adaptation, and
feedback.

Ongoing Monitoring and Updates: Once Al systems are
implemented, they need to be continuously monitored
and updated. This involves tracking key performance
indicators (KPIs) to ensure that the systems are
performing as expected and make adjustments as
needed. Just like a garden requires constant attention,
Al systems need regular care and refinement to ensure
that they continue to thrive. This includes regular
assessments of data quality, system performance
analysis, but also the validation of the performance and
behaviour to prevent Al from “hallucinating”. In agile
transformation we talk about “quality by design”, in Al
we need to talk about “trust by design”. This is discussed
more in the final chapter of the whitepaper. Only if Al is
considered a trusted source, can organizations rely on
them. Through continuous monitoring and timely and
updates and being transparent about the performance
of Al solutions, they will become and remain trusted and
legitimate resources for the organization, which will help
expand their adoption and overall contribution.

Adaptability and Evolution: The field of Al is constantly
evolving, with new technologies, algorithms,
techniques, and tools being developed regularly.
Therefore, businesses must stay informed about the
latest advancements in Al and be willing to adapt
their strategies as the technology evolves. Also, the
organizations themselves are constantly changing as
new systems are implemented or new data sources
become accessible. Operating Al solutions requires
flexible technology and a proactive organization.

As part of the realization and utilization activities
technologies and processes need to be set-up to
accommodate agility, and as part of the operate
activities resources need to be made available that
can think and act, to assure that Al solutions evolve
and adapt to changes, unhindered by complex
bureaucratic decision processes.

Creating Feedback Loops: Feedback is essential for
continuous improvement. Organizations must establish
feedback loops to capture user feedback and to
evaluate the performance of Al systems. Feedback
loops can be established through benchmarking,
periodical audits, testing results of different models
or other methods of gathering insights. The feedback
received should be used to inform decision-

making and to identify areas for improvement. This
ensures that Al systems are aligned with the “real
world” and omission errors or biases are detected.
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Agile organizations are
characterized by their ability

to quickly adapt to changing
market conditions and customer
demands, through the use of
flexible, cross-functional teams
and continuous learning and
improvement.

Embracing an
Agile Al journey

While the four pillars provide a structured approach to Al implementation,
it's essential that organizations understand that Al is a journey. The
implementation of Al should be viewed as an iterative process rather than
a one-off event. This means adopting a continuous improvement mindset
and being prepared to adjust and restrategize based on ongoing learning,
feedback and experimentation.

Fostering a Challenger mindset: Organizations need to cultivate a culture
that encourages employees to embrace new ideas and new approaches to
problem-solving. This requires creating an environment where people feel
safe to take risks, share their ideas, and challenge the status quo. It is about
creating a culture that promotes change and innovation, while creating an
environment of psychological safety. This is about ensuring that employees
feel comfortable taking risks, sharing ideas and making mistakes without fear
of retribution. Executives must create a culture where failure is not stigmatized
but seen as a chance to learn and improve. This means celebrating learning
and sharing the lessons learned from both successes and failures. A “fail-fast,
learn-faster” approach is critical to successful innovation and challenging the
status-quo.

From ad-hoc agile to always agile: Embarking on the Al journey requires
organizations to be change-savvy and adopt the agile mindset, increasing
transparency with frequent performance dialogues and continuous
improvements in the way they work and deliver products. While many
organizations have IT teams already working with Agile methodologies, a
successful Al journey necessitates the entire organization (and partners) to
embrace product thinking in an agile way of working - for example through
frameworks like LeSS or the essentials of SAFe®. Agile way of working is an
iterative approach that helps the organization deliver value faster and with
fewer obstacles by using short sprints with constant feedback, collaboration
and learning. This iterative approach, with its inherent feedback loops and
continuous improvement cycles, is essential for navigating the four pillars of
our Al journey: strategize, realize, utilize, and operate. As these four pillars
interact, constantly gathering feedback and increasing the value each pillar
generates, the organization can effectively refine the Al strategy and execute
the transformation. To ensure seamless integration and continuous learning
across the four pillars, we must foster close collaboration between business
and IT, creating a unified force driving the Al transformation forward.

Servant Leadership: Leadership plays a pivotal role in driving a successful
Agile Al transition. Leaders must go beyond merely creating and
communicating a clear vision—they must translate this vision into actionable
steps that empower teams to deliver value effectively. A Lean leader evolves
from being a controller to becoming a facilitator of change and continuous
improvement. This shift demands a fundamental change in leadership
culture. Leaders must transition from top-down control to empowering teams
and decentralizing decision-making.



eraneos

This type of leadership is not just about managing
processes; it's about cultivating a culture of

agility, collaboration, and innovation, ensuring the
organization remains adaptable in an ever-changing
environment. It requires courage to embrace this
role, as it involves adapting personal behaviors while
navigating organizational and political complexities.

Strategic Experimentation: Because we have

a structured approach based on the previously
discussed 4 pillars, this doesn't mean we do not

rely on experimentation. Innovation is a critical
component of strategic success, and companies that
embrace experimentation are more likely to thrive

in the ever-changing business landscape. Strategic
experimentation is essential to ensure that Al solutions
are not only aligned with business objectives, but also
that they deliver measurable results and stay ahead

of the curve. This is not simply about trying new things
at random; it is about learning from failures, validating
assumptions and refining the strategy based on real-
world feedback. While acknowledging the importance
to try new things, we believe, especially looking at

the hype now going on in regard to Al, organizations
should “Experiment with Purpose. Organizations should
make experiments easily accessible, but they always
require a persuasive argumentation on WHY and How,
they align with the Al Strategy. Strategic Intentis a
requirement for experimentation.

Digital
trust first

Al presents enormous opportunities, but it also poses
significant challenges. As leaders, executives must

be aware of these challenges and take a proactive
approach to addressing them. One of the most critical
challenges is ensuring that employees, customers,
and society as a whole trust the organization to use Al
responsibly.

Al systems rely on large amounts of data, making data
privacy and security critical concerns. Organizations
must establish strong data governance frameworks
to ensure that data is protected from unauthorized
access and misuse and executives must take full
responsibility for them. This includes implementing
robust security measures, anonymizing data where
possible, and ensuring that data collection and
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usage practices comply with all applicable laws and
regulations. Transparency is also key to building trust
and confidence with both employees and customers.
Al brings about very specific implications regarding
for example biases or hallucinations. During the
development and the operations of Al itis crucial that
every decision ensures Al systems are fair, transparent,
and accountable. This implies “Trust-by-design”,

rather than addressing trust-related issues reactively,
a “Trust-by-design” approach proactively implies
incorporating trust principles from the strategize phase
on and integrates trust-enhancing features, routines
and mindsets during the realization, utilization and
maintenance phases. From the start of an Al project,
organizations must develop clear guidelines that for
example avoiding bias in Al algorithms, ensuring that
systems do not discriminate against any particular
groups of people and making sure that Al is used for
the benefit of society as a whole. Itisimportant to
acknowledge that these guidelines will not be perfect
from the start, just like the rest of the Al journey, they will
evolve over time as part of the agile process.

Crucially itis that executives must also be proactive

in engaging with all stakeholders to address any
concerns and to ensure that Al is used responsibly.
Strict procedures must be in place to report concerns,
manage and report on them to the highest levels of the
organization.

As discussed, Digital Trust is crucial. For this reason,
Eraneos has developed a Digital Trust framework
safeguarding out 6 core principles of Al usages:

e Fair and Impartial: Al systems should not make
discriminatory or biased decisions, ensuring
equitable treatment for all.

e Robust and Reliable: Al should perform consistently
and accurately, providing reliable outcomes that
users can depend on.

e Privacy: Al systems must respect and protect user
privacy, safeguarding personal information from
unauthorized access and misuse.

e Safe and Secure: Al should be well-protected from
attacks and misuse, ensuring the integrity and
security of systems and data.

e Responsible and Accountable: It must be clear who is
responsible for the actions of Al systems, establishing
accountability for outcomes and decisions.

e Transparent and Explainable: Users should be able
to understand how and why Al systems generate
specific outcomes, promoting transparency and
trust.
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A “Trust-by-design” approach
proactively implies incorporating
trust principles from the ,strategize’
phase onwards and integrates
trust-enhancing features, routines
and mindsets during the realization,

utilization and maintenance phases.

To ensure Digital Trust in Al, we help organizations embed these core
principles across four key dimensions:

Strategy: Digital Trust should be integrated into the organization’s strategic
vision and values and related digital and Al strategies and captured in clear
and in practical guidelines, which assures compliance into the stages of

Al realization, utilization and maintenance, from the initial planning to the
final execution. This also includes conducting impact assessments for all Al
projects to proactively identify and mitigate potential risks and deviations
from these guidelines.

Organization: Establishing robust governance processes is crucial. This
involves setting up an Al ethics steering committee composed of diverse
stakeholders, including Al specialists, ethics, legal experts, and business
leaders. This committee should be responsible for overseeing Al ethics
initiatives, developing ethical guidelines, and ensuring accountability across
all Al projects. Additionally, creating clear Al ethics roles and responsibilities
within teams and departments will further promote ethical practices and
compliance.

People: Fostering a culture of ethical awareness and responsibility among
employees is paramount. This can be achieved through comprehensive

Al ethics training programs that cover not only the theoretical foundations

of Al ethics but also practical applications and real-world case studies.
Employees should be empowered to raise ethical concerns, participate in
the development of Al ethics policies, and promote responsible Al use among
colleagues and users.

Technology: Al systems should be designed and developed with ethical
considerations at their core. This includes building in features that promote
transparency, and explainability. Implementing privacy-preserving Al
techniques is crucial to protect user data, while the development of XAl
(Explainable Artificial Intelligence) tools can provide valuable insights into Al
decision-making processes, fostering trust and transparency. In addition,
and to other technology, it remains crucial to implement robust cybersecurity
protocols.

By embedding these principles across all dimensions, organizations
can create a holistic and sustainable approach to Digital Trustin Al,
ensuring that Al is used responsibly and ethically to benefit society.
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Leadership
In the Age
of Al

The journey into Al is not just a technological endeavor,
itis a strategic imperative that requires visionary
leadership. As executives and decision-makers have

a profound responsibility to guide organizations
through this transformative period and to shape a
future where Al is used to solve some of the most
pressing organizational as well as societal challenges.
Leaders have the task of setting out new visions that
embrace Al and reshape their organizations, culture,
their way of working and their capabilities, as well as

a clear commitment to being a trustworthy Al driven
organization. It is not enough to simply adopt Al
technologies; Leaders need to actively create the right
environment for Al to thrive. Therefore, | urge leaders to
take the following steps:

Invest in your own understanding of Al: Educate
yourselves on the fundamental principles of Al, its
capabilities, and its limitations. Stay informed about
developments in the field and engage with experts and
thought leaders.

Develop a clear and well-defined Al strategy:

Ensure that your Al initiatives are aligned with your
broader business objectives and values. Set clear,
measurable goals and develop ethical guidelines for Al
implementation for your organizations.

Identify the right Al problems to solve: Facilitate
discussions and investigations focused on finding areas
where Al can add real-world value to your organization
and prioritize projects that have a clear return on
investment. Start small to demonstrate value and build
confidence and allocate resources to scaling good
initiatives quickly.

Build or partner with the right teams: Invest in the
development of your in-house expertise, and seek
external partnerships where necessary, to ensure
access to the skills and capabilities needed to execute
your Al strategy effectively.
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Embrace a holistic approach: To utilize Al your
organization has to change; the realization of Al
solutions is easier than embedding them in your
organization. Threat your Al journey as a business
transformation, reevaluate structures, processes and
capabilities and put humans front and center in your
change endeavor.

Become “always agile™: Integrate agile across your
organization to support the transformation, apply agile
principles across the four pillars: strategize, realize,
utilize, and operate. By working iteratively, gathering
feedback, and continuously improving, organizations
can execute, scale and adapt and develop new
capabilities more quickly.

Lead with vision and integrity: Be a champion for
responsible Al leadership and ensure that your
decisions are guided by ethical principles and the best
interests of all stakeholders.

And finally, don’t forget to experiment! Align
experiments with your strategic objectives to assure
relevance and integrate them in your agile way of
working to secure learning and scalability.

Leaders need to
actively create the
right environment
for Al to thrive.
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