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From Pilots To Strategic

Al Transformation

Stephen Ram - CEO at Cedus

Al Technology Is Ready - But Organisational Capability Is Not

Every day, leaders are bombarded with noise - headlines about trillion-dollar Al opportunities,
predictions of disruption, and endless technical detail. Everyone agrees Al has vast potential. But
the truth is, most organisations still don’t know how to get from experimentation to ROI.

Across industries, CEOs, CFOs, COOs, CIOs, CROs, and transformation heads all describe the same
reality: Al costs are rising, learning is high, but measurable business return is missing. Pilots are
everywhere, but few deliver sustained impact - research from MIT, BCG, and Gartner shows
around 85% fail to deliver ROI, and more than half are expected to be abandoned.

The issue isn't the technology - it's ready. The gap is the missing organisational capability to re-
engineer the business to take full advantage of the significant opportunities Al enables.

Every leader is asking the same question: How do we move beyond technical pilots to achieve
meaningful business results?

A Practical Blueprint - Strategic Al Business Transformation

After more than thirty years leading ROI-driven transformation - from business model redesign
to enterprise IT - I've seen both the failures and the solutions. The pattern is clear: technology
advances quickly, but strategic success depends on the organisation’s ability to adapt and build
the new capabilities required to take advantage of it - capabilities often very different from those
that exist today.

In conversations with senior leaders across sectors, the same point keeps surfacing the Central
Strategic Al Tranformation Function is missing.

This Blueprint has been created as a recommended approach that fills the gap - providing a
practical framework leaders can implement. It's about giving leaders a solution - not adding to
the noise and the hype.
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Al is a Fundamental Step Change

Throughout history, there have been many waves of innovation. Some - like the Industrial
Revolution and the introduction of assembly lines - reshaped entire industries. Others, such
as digital and data, have been more incremental. Al, however, sits firmly among the most
transformative, offering a leap in scale comparable to those earlier industrial shifts.

Al is not just another technology wave. It represents a fundamental change in how
businesses operate - from deterministic systems that follow rules to adaptive networks of Al
agents that learn, optimise, and make decisions in real time.

But while opportunity has grown, organisations’ ability to capture it has declined. Early
revolutions achieved near-total transformation; recent ones have seen success rates fall to
around 30%. With Al, that figure has dropped again - to roughly 15%. The result is a
realisation gap that's wider than ever.

The Al technology is ready. What's missing is the organisational capability to take advantage
of it - to turn potential into performance. Closing that gap demands deliberate, decisive
action, or the biggest opportunity in decades will remain unrealised.
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Note: Values are conceptual indices (0-100) representing relative theoretical vs realised business benefit. Adoption windows are approximate and for
illustration only. Empirical proxies may be drawn from: 1) historical productivity and TFP growth data (Allen, Crafts, OECD, Brynjolfsson & Hitt): 2)
firm-level transformation success studies (McKinsay, BCG, Gartner); 3) Al productivity J-curve research (MIT, OECD).
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Entering The Trough Of Disillusionment

After months of hype and inflated expectations, Al has reached an inflection point. The market is
saturated with bold claims and rising costs, but the promised returns are proving harder to find.
For many Al is adding to the cost base rather than transforming the business model.

Al is now entering the Trough of Disillusionment - the phase on the wider technology hype
cycle where reality catches up with expectation. The hype cycle describes how every major
innovation moves from early excitement and inflated expectations through a period of
disappointment before stabilising into sustained value creation.

This isn't failure; it's a natural part of the innovation cycle - but it's also the moment where the
real work begins.
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This trough happens at the start of every major innovation wave. Organisations do what's easy -
running pilots, proofs of concept, and experiments in innovation labs or IT teams. It feels
productive, it's fast to fund, and it creates visible activity. But it rarely moves the organisation
any closer to real strategic transformation. When the investment mounts and business impact
doesn't, disillusionment follows.

The hype cycle doesn’t happen because expectations are too high, but because organisations
assume early experiments will somehow deliver the step-change the business needs. The true
transformation required to become an Al-led organisation - with all the benefits that brings -
doesn’t happen organically. Rolling out tools and expecting revolution keeps you in the game,
but it won't change it. The path forward demands a defined destination: a clear strategy for how
the Al-led enterprise will operate in the future, and deliberate action to start moving toward it.
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Avoiding The Al Adoption Gap

A Likely Reduction In Adoption

The result of the “Trough of Disillusionment” phase is often a reduction in adoption. Gartner
forecasts that around 60% of Al pilots will be shut down over the coming year. That doesn’t
mean Al has failed - it means organisations have reached the limits of experimentation. Most
will pause to regroup before moving forward again, creating a short-term dip in adoption as
they recognise the need for a more strategic, enterprise-level approach. It's the same inflection
point seen in every major technology era: adoption falls before it rises

Al Adoption Maturity
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Why A Strategic Approach Can Avoid it

This slowdown is avoidable. A few organisations have already shown how to break the pattern.

DBS Bank faced this same turning point during the digital era. Instead of scaling pilots, it rebuilt
how the business worked - redesigning data, processes, and governance around measurable
outcomes. The result was a step change in speed, quality, and ROI that redefined digital
transformation in its industry.

Siemens has done the same with Al. By creating a central Al Accelerator to coordinate global
projects, it replaced scattered pilots with a unified capability built on shared data, tooling, and
measurement. The result: consistent, measurable impact - from predictive maintenance to energy
optimisation.

The lesson is clear. Organisations that build strategic capability can bypass the trough altogether,
moving directly from experimentation to unlock the benefits the new capability brings.
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Where Are You On Your Al Maturity Journey?

Most organisations overestimate their Al maturity. Pilots and experiments give the impression of
progress, but they're usually isolated and tactical. Real maturity means knowing where you stand
against the ultimate destination - becoming a genuinely Al-led organisation.

That's a structural shift: open-heart surgery on the business, with new ways of working and
redesigned processes. The real question is whether you're moving forward on that path. Most
organisations stall between stage two and stage three, where experimentation must give way to
something strategic.

Every organisation needs to take a hard look at where it is today and ask: Do we have a defined
path to the Al-led Enterprise end-state - or are we stuck in the experimentation phase?

This table outlines the five stages of Al maturity - from early concepts to full enterprise
orchestration - helping you assess where your organisation realistically sits on the path to
becoming Al-enabled.

Stage Description / Focus Technology Business | Competitive
Learning Impact Advantage
1. Concepts Curiosity and exploration -
understanding what Al could Low Low Low
do.
2. Pilots & Testing and proving potential in
Experiments isolated areas without Medium Low Low

enterprise structure.

3. Early Strategic | Applying Al to priority business

Use Cases areas with clear linkage to ) . .
i High Medium Medium
strategic outcomes - enabled
by SAITO.
4. Structural Integrating Al into core
Transformation = processes, governance, and ) , )
P . J . High High High
operating models; embedding
continuous learning.
5. Enterprise Running the business as an
Orchestration adaptive, Al-led system - ) , High
P , y High High g
strategy, delivery, and data (Sustained)

connected in real time.
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The Strategic Al Transformation Office (SAITO)

Al transformation won't just happen on its own. It requires a specialist function designed to
manage the unique characteristics and challenges of Al - a technology capability that is still
emerging, fast-moving, and deeply interwoven with business operations.

The Strategic Al Transformation Office (SAITO) is designed to provide that function, ensuring
the organisation has the capabilities needed to turn ambition into measurable business
performance. It bridges the gap between innovation and execution, aligning strategy,
technology, data, and delivery into one coherent model.

The Blueprint is designed as a practical framework for establishing SAITO and equipping it to
succeed.

Al Transformation Strategic Al Transformation Office (SAITO)

Maturity Coverage

Enterprise
Orchestration

Structural

. Transformation
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The next section describes SAITO in more detail:

* How Does SAITO Work? — The operating model that connects strategy, delivery, and
governance through an eight-stage lifecycle.

* Who Leads SAITO & What Is Their Skill Profile? — The cross-functional leadership structure.
* What Is The SAITO Lifecycle? — The recurring stages of continuous improvement.

* How Is SAITO Different To Traditional Transformation? — Ten additional focus areas specific to
Al-driven change.

* Where Does SAITO Sit & How Do We Stand It Up? — linking executive governance to
operational execution and the practical steps to establish it quickly using existing resources.

* What Does The SAITO Team Deliver? — Builds the capabilities to transition to an Al-led
enterprise.
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How Does SAITO Work?

Al transformation moves too fast for

traditional corporate governance. New Understand

. . the
data, models, and risks appear daily. Evolving Al St
Strategy, design and operations evolve Data-led IR Strategic

. Steeri S
together. The only way to manage it is eerng Al Direction

through a live, adaptive system.

, Strategic Al Define

. Continuously 1 Roadma
At the centre of that system sits the Al Manage Al Transformation o P
Transformation Cycle - eight connected R Pl Cycle Outcomes

sequential capabilities that run in iterative
cycles. Together, they form a repeatable Create

Build Al
. . . ROI-Led ure 2
rhythm of learning, direction, design, Predictive | Organisational
. . Deliver Capability
delivery, and control - helping leaders Ml with Cross-

anticipate, visualise, and manage Al as a F“;\‘C?:.‘:"a'
gility

living, learning system for growth

1. Understand the Evolving Al Track shifts in technology, regulation, and competition, and
Landscape turn them into foresight that shapes opportunity, not just
mitigates risk.

2. Set Strategic Al Direction Define how Al grows the business. Anchor ambition in
measurable outcomes: £ benefit, ROI, and growth potential,
not just headcount reduction

3. Define Roadmap to Al Build a connected roadmap of business-process use cases,
Outcomes each mapped to clear outcomes, benefits, and ROI.

4. Build Al Organisational Develop the systems & skills needed to implement the
Capability roadmap, empower innovators and address laggard behaviour

5. Deliver with Cross- Execute the strategic roadmap through empowered, cross-
Functional Agility functional agile delivery teams.

6. Create ROI-Led Predictive Ml = Use learned performance to project realistic benefit, cost, risk,
and ROl into one predictive view.

7. Continuously Manage the Al = Monitor Al related risk - ethical, operational, and reputational
Risk Profile risks as Al adoption scales - adapting controls and
accountability dynamically.

8. Data-led Steering Use predictive data to continually refine strategy, prioritise for
ROI, redeploy resources, and make faster trade-offs.
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Who Leads SAITO & What Is Their Skill Profile?

Most organisations respond to transformation by

forming a committee of senior representatives Strategic
from each department, meeting every few weeks. PIEETom
That won't work here. Al moves faster and cuts .

. . Systems Business
deeper. It demands a dedicated, full-time team Tl SAITO Mindset
with the skill, mandate, and authority to act across Leadership
functions - not review from the sidelines. Team Core

Cultural Skills ROI-Led
Sensitivity Focus

SAITO is led by a small, cross-functional group of
experienced innovators drawn from across the
enterprise. They act on behalf of the executive, Capability
defining strategy and connecting it directly to Builder
delivery on the ground.

This isn't a committee - it's an operating engine for Al transformation. The team builds capability,
drives progress, and keeps strategy, benefits, and delivery aligned in real time. It engages the
executive on the major decisions that shape direction, ensuring momentum is maintained and
learning is shared enterprise-wide. The following table shows the specific SAITO roles needed.

Business Lead Anchors the transformation in commercial outcomes and strategic
priorities.

Finance Lead Tracks cost, benefit, and ROI across all business process use cases.

Transformation Lead Creates the cyclical rhythm and delivery cadence that drives enterprise

alignment and progress.

Technology & Al Lead Oversees all Al related technology solutions, ensuring they are

scalable, secure, and fit for purpose.

Data Lead Ensures data is trusted, high-quality, connected, and decision-ready
across the enterprise.

Operations Lead Ensures all new Al operational risk considerations are covered in any
release - maintaining full visibility of what's in production.

People & Organisation Lead Builds the culture and resource capability needed for success -
rewarding innovators and addressing laggards.

Risk & Compliance Lead Manages all aspects of Al risk, including bias, drift, dependency, and

regulatory exposure.
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What Is The SAITO Governance Lifecycle?

SAITO runs on a multi-layered leadership
governance rhythm - annual, quarterly,
monthly, and sprint-by-sprint. Each layer
reinforces the others, ensuring strategy,
execution and decision-making stay
aligned and continuously adaptive.

1. Annual Focus - Set
Strategic Direction

2. Quarterly Focus -
Prioritise Portfolio
and Resource

3. Monthly Focus -
Executive
Engagement

4. Fortnightly Focus -
Leadership Sprints &
Cross Org
Coordination

Annual
Direction

Fortnightly hi
Team Sprint Leaders P Quarterly
& Cross- Sprint Business

Functional Cycle Review
Engagement

Monthly
Executive
Engagement

Define Al strategy, outcomes, and roadmap linked to measurable
business targets (£ benefit, ROI, capability maturity).

Agree the annual portfolio / budget for Al transformation across
business process use cases.

Define enterprise risk appetite, confirm ownership & set
expectations for reporting and review.

Prioritise the next quarter’s roadmap of Al use cases and capability
development.

Review progress against outcomes, ROI, and delivery health.
Ensure teams, resources, skills are aligned to priorities

Agree executive level decisions, trade-offs, and required
interventions. Update the executive on live performance, benefits,
and risks.

Keep alignment between the board, SAITO, and delivery functions -
top-down clarity meets bottom-up evidence..

Run sprints within the quarter’'s roadmap, including sprint planning,
sprint review and retrospectives, across both the Al Leadership team
and the wider Al transformation community.

Make real-time course corrections within agreed boundaries and
communicate progress up and down the organisation.
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How Is SAITO Different To

Traditional Transformation?

Moving from pilots to strategic Al isn't about just launching a big programme. The issue is that
most organisations try to run Al transformation using the same change methods built for
traditional technology. But Al brings a new set of demands: it moves faster, goes deeper into
the operating model, needs measurable ROI and carries far higher cultural sensitivity.

Each of these focus areas creates exposure that traditional approaches aren’t built to manage.
Any one done badly can derail progress entirely. These ten capabilities define the areas every
organisation must strengthen to deliver Al transformation safely and successfully.

1. Ongoing Executive Engagement

2. Position for Organisational Authority

Must engage directly with the executive,
because leadership remains legally
accountable for all Al decisions, and it will
fundamentally change the business.

Needs positioning at a level with both
mandate and cross-organisational
oversight - Al cannot sit buried in IT or
innovation.

3. Monitor External Al Landscape

4. Implement Business Processes

Must continuously scan the external
environment; Al models, risks, and regulations
evolve too quickly for static governance.

Al business process use cases often span
multiple internal functions - value only
comes when design and delivery cut
across silos.

5. Measure Cost, Benefit and ROI

6. Maintain Cultural Sensitivity

Organisations must be able to quantify benefit,
cost, and risk to prove ROI. Without it, Al
becomes just another cost.

Resistance is real. Al challenges
established roles and comfort zones - with
focus on growing the business not culling
headcount.

7. Evolve Operational Health Monitoring

8. Ensure Data Trust & Quality

Al doesn't stop at go-live; it must be managed
continuously for accuracy, bias, and
performance in real time.

Al fails without trusted data. Most
enterprises still have poor quality data and
fragmented ownership.

9. Evolve Risk Management Functions

10. Remove Legacy Solutions

Al introduces new risk focuses — reputational
risk, ethics, culture, regulation - demanding an
evolved control framework

In many areas Al increases cost if it just
adds Al solutions. To deliver ROI, it must
also remove legacy capabilities.
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Where Does SAITO Sit &

How Do We Stand It Up?

Where SAITO Needs to Be positioned

SAITO must sit close to the executive - reporting directly to the CEO, COO, or equivalent. It
spans all major internal functions - data, delivery, operations, risk, finance, HR, and technology
- as a single, cross-organisational function for Al-led transformation. It cannot sit in IT or an
innovation centre. This is open-heart surgery on how the business runs. The role of SAITO is to
keep strategy and execution continuously connected - ensuring the executive knows what's
really happening, and delivery teams focus on what matters most.

Strateglc Al . 1 Executives & Board
Transformation Office
(SAITO)
Strategic Al Transformation
Leadership Team
Change Business || Technology Data Operations HR Com?ﬁiice Finance Legal

How Long Does It Take To Stand SAITO Up?

Standing up SAITO isn't a long process. It's about deciding to do it and making it happen,
assembling the right people and following the blueprint. An organisation can move from
decision to operation in six to eight weeks.

Phase 1 - Mobilise Identify a small, senior, cross-functional team who understand both the business
(1-2 weeks) and the Al transformation challenge, and who have the required core skills.
Phase 2 - Build Follow the Blueprint to build the foundational artefacts - strategy, benefit, RO,
Foundations and risk frameworks - using the Knowledge Centre as an accelerator. Capture
(4-6 weeks) how Al creates value, what it costs, and how it will be governed. This becomes

the shared playbook for delivery.

Phase 3 - Operate Move from setup to a continuous learning cycle using short delivery sprints
and Adapt linked to a long-term roadmap. Review Al Leadership Team progress bi-weekly,
(Ongoing) refine priorities, and adjust based on cost, benefit, and risk insight.
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What Does The SAITO Team Deliver?

SAITO’s engine room is the Knowledge Centre. You don't
magically develop the ability to harness a new technology;
you build it deliberately and systematically.

The Al Transformation

Knowledge Centre

The Knowledge Centre provides the structure for that build Standards | Toolkits | Runbooks
- the deliverables, artefacts, and methods that turn
ambition into capability. Each deliverable aligns to one or Methods Tools Reporting
more of the ten critical capabilities that differ from ,

o . . , . Templates | Frameworks Guides
traditional transformation, ensuring they're designed, _ )

tested, and embedded.

The deliverable structure is tool-agnostic and organisation-neutral, integrating with any
structure or technology stack. The framework applies consistently across business units and
governance models, forming the foundation for scalable Al delivery. The table below lists the
deliverables that bring these capabilities to life across SAITO's eight building blocks.

Cycle Capability = Description Key Deliverables

1. Build a Live Builds the capability to continuously « Al Landscape Analysis
External Al scan and interpret the external Al Framework
Radar landscape - new technologies, « External Insight Dashboard

regulation, risks, and competitor
actions - providing the insight needed
to adapt internal priorities and
strategy.

2. Set Defines a measurable, outcomes- « Al-Led Business Vision
Measurfable Al base.d.AI strateg){ ‘_chat I|nk§ business « Target Outcomes & Benefits
Strategic ambition to specific benefits, target .

. : ) ] ) * Target Business &
Direction architectures, and metrics - ensuring

3. Build the Path
to Achieve Al
Strategy

Technology Architecture

investment aligns to business value, .. .
9 * Al Decision Making

not experimentation. Framework

» Strategic Delivery Portfolio
of Use-Cases

Creates the structured route from

vision to delivery - identifying,

» Use Case Outcome/Benefit
Traceability Map

sequencing, and connecting use
cases, benefits, and delivery plans to
ensure strategy becomes actionable. ¢ Prioritisation Framework

* Benefit Realisation &
Removal Plan

CEDUS From Pilots to Strategic Al Transformation: A Blueprint for What Comes Next




What Does The SAITO Team Deliver? (Cont.)

Cycle Capability

4. Build the Al
Delivery Engine

5. Deliver with
Strategic Agility

6. Visualise with
ROI-Led
Predictive Insight

7. Manage the Al
Risk Profile
Continuously

8. Steer with ROI-
Led Decision-
Making

Description

Establishes the operating rhythm
for Al delivery - defining roles,
incentives, and flow across
business, data, and technology
so value moves continuously
from plan to execution.

Builds the ability to deliver and
adapt at Al speed - introducing
live reprioritisation, ROI
accountability, and early
warning controls that allow
continuous adjustment in real
time.

Connects cost, benefit, and risk
into a single predictive view -
showing live ROI, delivery
velocity, and alignment to
strategy, enabling forward-
looking decision-making.

Embeds proactive Al risk
management - continuously
monitoring for drift, bias,
explainability, and operational
exposure, and linking risk
directly to business
performance and ROI
protection.

Defines a live decision structure
that makes governance
evidence-based - clarifying who
decides, on what data, and how
accountability links directly to
benefit, risk, and ROI.

Key Deliverables

* Al Resourcing & Skill Model

* Upskilling plan, inc external
partners

* Cross-Functional Team Charter
* Al Delivery RACI
» Adoption & Incentive Model

* Strategic Agility Cycle
Framework

* ROI Accountability Model

* Flow Metrics inc Velocity
measurement

* Cross Org Communications
Plan

* ROI-Led Predictive Ml
dashboards

* Executive Insight Suite

Al Risk Tolerance Framework
* Al Risk Accountability Matrix

* Enterprise Risk Register &
Monitoring Dashboard

* Al Incident Response Playbook

* Decision Making
Accountability Matrix

* Executive Governance Cycle

* Decision Log, Minutes &
Actions
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Closing Thoughts

Blueprint Summary — A Practical Path Forward

Six months on, the structure is in place. The Strategic Al Transformation Office is operating as the
hub of direction, measurement, and delivery. Al is no longer scattered across the organisation -
it's connected to strategy, investment, and outcomes. Leaders can see progress clearly, make
decisions quickly, and focus resources where they have the greatest impact. The pace feels steady
and purposeful. Governance is lighter but more effective, teams are aligned, and value is visible.
The organisation has moved from pilots and proofs of concept to a system that learns and
improves continuously.

This is what strategic capability looks like in practice. It replaces enthusiasm with evidence, pilots
with performance, and activity with alignment. The first step is recognition.
The next is action. Those who take it now will move faster, learn faster, and deliver results that last.

A Personal Note

On a personal note, this is a space I've been passionate about
for decades. For over 30 years I've worked in ROI-led change
and transformation, building the structures, methods, and
predictive intelligence needed to link strategy, delivery, and
measurable outcomes.

Ten years ago, | built a business around that belief. Since then,
we've applied our ROI-led approaches with leading banks,
insurers, and big-four consultancies, helping them deliver
transformation through realistic costs, measured ROI, and
controlled risk.

My offer is simple - My personal goal is to help organisations take advantage of what | see as
the most significant step-change in business performance in generations. If you'd like to
explore this in a bit more detail, or ask questions, click below and we'll arrange a short follow-
up - or feel free to reach out to me directly on email or LinkedIn (details below)

If you need more support to get started Cedus can provide the Blueprint, Knowledge Centre,
capability frameworks, tools, and templates that underpin this approach. But this isn't a sales
document the Blueprint stands on its own and is designed to be used.

Stephen Ram, Cedus
+44 7767 600067

>3fin
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