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Why You Need a
Roadmap and How to
Develop It

-

Many organisations are “trying Al” — testing tools, running
pilots, or attending trainings — but few move from
experimentation to real business impact.

They lack a clear roadmap that connects Al

The reason? initiatives to business goals, data, people,
and governance.

The Al Use Case & Strategy Blueprint helps you change that.

It gives you a structured, practical approach to identify the right use
cases, align them with your strategy, and design an Al roadmap that
actually delivers results.

Use this 7-step template to move from scattered experiments to a
clear, actionable roadmap for Al adoption in your organisation.
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7-STEPS

Al Maturity Assessment
Current State & Status Quo

Before you plan the future, understand where you stand today.

Do An Assessment

O What Al tools, pilots, or experiments already exist?

O How well are they integrated into business processes?

O What is your data readiness and accessibility level?

O What internal capabilities (data, people, tech) do we already have?

Score your organisation from 1-5 in these areas: Data

TIP-©
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readiness, Skills, Leadership, Technical tools, Al awareness

Strategic Objective Mapping

Al should never start with tools — it starts with business priorities.

Define what you want to achieve

O What are our top 3-5 strategic goals in the next 12-24 months?
O Which problems cost the most time, money, or quality today?

O Which business processes have the highest operational costs or
inefficiencies?
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7-STEPS

] Which areas of our business could benefit most from improved
decisionmaking?

0 What customer experience issues are impacting retention or
satisfaction?

O Which compliance or risk management challenges are most
pressing?

O What would a 10% improvement in [specific area] mean financially?

Link every Al initiative to a business goal such as:
 Reduce manual reporting

TIP-©
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« Speed up decision-making
o Improve customer satisfaction
« Strengthen risk management

This ensures your Al strategy supports your overall
company strategy.
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7-STEPS

Use Case Development & Prioritisation

Now that your goals are clear, identify where Al creates real value.

Analyse potential Al use cases along these dimensions

Problem & Goal What problem should Al solve? What outcome do we expect?

How much impact (time, cost, quality, revenue) will this

Business Value
Create?

Roles &

) N -
Stakeholders Who is responsible? Who benefits~

KPIs How will we measure success?

Data Landscape What data is needed? Is it available, clean, and secure?

Al Approach Is it automation, a workflow assistant, an agent, or analytics?

Technical

v ene Do we have the infrastructure, tools, and skills?
Feasibility

TI p@ Prioritise by impact and feasability.

The use cases with a high feasibility and impact are quick
wins.

The use cases with a lower feasibility and high impact means
strategic investment and longterm value.

Start with quick wins that build confidence — then scale to
strategic initiatives.
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7-STEPS

Roadmap & Timeline Planning

Turn your ideas into an actionable plan.

02 03

Define Assign clear

01 04

Plan quarterly

Select your milestones: rolesiand
goals and

dependencies

top 3-5 use Pilot » Rollout responsibilities.
cases. » Training »
Scaling.

EXAMPLE

(Phase | FocusArea | KeyActions | owner
Q1 Data readiness Clean data and build connections Data & IT Team
Q2 Pilot Develop first prototype Innovation Team
Q3 Adoption Train users, collect feedback HR + Operations
Q4 Scaling Roll out to more teams Leadership

TI P @ Keep your roadmap visual — one page with clear owners

and milestones is enough.
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7-STEPS

Al Governance, Risks & Compliance

Trust and responsibility are critical for long-term success.

Define how Al is managed, approved, and monitored

] Who is accountable for Al decisions?

O How do we ensure ethical, transparent, and fair Al use?

O Are data protection and privacy fully covered (GDPR, EU Al Act)?
O How do we manage risk and quality over time?

« Roles and approval workflows
« Risk and compliance checklist

TIP @ Create a lightweight Al Governance Framework including:

« Data security and bias monitoring rules
« Model review and update process

Governance builds trust, safety, and confidence
across the organisation.
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7-STEPS

Tracking & Continuous Improvement

Al success depends on learning, measuring, and adapting.

Track progress regularly through key metrics such as:

o Efficiency gains (hours saved) » Employee adoption rates
o Cost reduction or revenue increase < Model quality and reliability
e Accuracy improvements

working, what needs improvement, and what new

TIP @ Conduct quarterly Al review meetings to evaluate what'’s
= opportunities have emerged.

Al is not a one-time project — it's a continuous improvement
process.

Enablement, Change & Communication

Technology changes nothing unless people change how they work.

Build engagement and skills early:

O Train teams on Al tools, data literacy, and responsible use

O Communicate success stories and quick wins

O Involve employees as co-creators, not passive users

O Build internal “Al Champions” who drive adoption in each department

TIP-©
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Good communication builds trust and reduces fear.

Show people how Al helps them — not why it replaces them.
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7-Step
Overview

e, | Enablement & Change
v How do we empower people?

l Tracking
s -'\ How do we measure success?

Governance & Compliance

How do we ensure trust and control?

‘ Roadmap Planning
‘/’ What are the next milestones?

2% | Use Case Development
@ Where can Al create the most value?
r@ | Strategic Objectives
q}‘/:(' What do we want to achieve?

/A\ Al Maturity Assessment
\.>/ | Where are we now?
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Your Next Step

Turn This Template
) 0
INto ¢ P

This roadmap gives you structure — but

every organisation’s data, people, and
strategy are unique.

In the Al Strategy Sprint, we turn this
framework into your concrete plan:

Assess your Al maturity and Al readiness
Identify and prioritise high-value use cases
Define governance, risks, and clear data landscape

Build your roadmap with clear responsibilities

Upskill peole for safe and confident Al use
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Your Al Strategy
Readiness Checklist

Practical Section

Use this quick self-assessment to see where your organisation
stands — and which next step to prioritise.

Score each statement from 1 (not started) to 5 (fully in place).
Then total your points and see your readiness level at the end.

1. Al Maturity Assessment

We have a clear overview of existing Al tools, pilots, and initiatives.

Our leadership understands what Al can and cannot do.

Employees are aware of Al's role and opportunities in their daily work.

We have identified gaps in skills, data, and infrastructure.

2. Strategic Objectives

We have defined 3-5 clear business goals for Al.

Each goal is linked to measurable KPIs (efficiency, cost, quality).

Al initiatives align with overall business and innovation strategy.

3. Use Case Development & Prioritisation

We identify use cases based on real business problems, not tools.

Each use case has defined KPls, stakeholders, and required data.

We evaluate feasibility (data, skills, tech) before starting.

We prioritise use cases by impact and time-to-value.
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4. Roadmap & Timeline Planning

We have a roadmap showing milestones, responsibilities, and timelines.

There is a clear owner for each Al project.

We regularly review and adjust the roadmap.

5. Governance, Risks & Compliance

We have an Al governance framework (roles, responsibilities, policies).

Risks (ethical, legal, operational) are documented and reviewed.

Data protection and compliance processes are in place (e.g. GDPR, EU Al Act).

Tracking & Continuous Improvement

We measure results and ROl of Al initiatives.

Lessons learned are documented and shared across teams.

We continuously refine our use cases and models.

Enablement, Change & Communication

Teams receive training on Al tools and use cases.

Success stories and best practices are communicated internally.

There are active Al Champions or ambassadors in key departments.

We foster a culture of experimentation and learning.
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Kontakt

nadine.soyez@designingaiheroes.com
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