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Part 1
INTRODUCTION TO AI STRATEGY
Strategic AI adoption begins with clarity of purpose.  Successful organisations first
define the business problems AI is meant to solve.  These may include cost reduction,
faster decision-making, enhanced customer engagement, or new revenue streams.
Without this strategic grounding, AI efforts risk becoming fragmented technology
experiments that fail to generate business value.

A mature AI strategy aligns initiatives with enterprise objectives and performance
metrics. This includes:
 • Identifying priority use cases
 • Defining ownership across business and technology teams
 • Establishing a multi-year roadmap that evolves alongside organisational maturity

Strategy should be guided by both immediate operational opportunities and long-term
innovation ambitions.

A readiness assessment is also essential.  This includes:
 • Evaluating data quality
 • Assessing infrastructure capability
 • Measuring workforce skill levels
 • Gauging cultural openness to change

Many AI projects underdeliver not because the models fail - but because the
organisation was not prepared to support, scale, or sustain them.  Ultimately, a good AI
strategy answers the question: "How will this investment make us a smarter, faster,
more adaptable organisation?"
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Machine 
Learning

Machine Learning enables systems to identify
patterns in data and make predictions. It's used in
areas such as risk assessment, fraud detection,
and demand forecasting.

Natural Language Processing Allows systems to
process and respond to human language.
Common use cases include chatbots, sentiment
analysis, and contract analysis.

Natural Language
Processing (NLP)

Reinforcement
Learning

Artificial Intelligence in business is a broad and evolving domain. It spans multiple
categories of functionality - each with distinct capabilities and applications. The most
common forms include:

Generative AI creates new content - text,
images, code, or simulations - enabling
personalised customer experiences or faster
content development. 

Reinforcement Learning focuses on decision-
making in dynamic environments, such as
supply chain optimisation or autonomous
robotics.

Part 2
UNDERSTANDING AI IN BUSINESS

Generative AI

Understanding these capabilities enables leaders to align the right tools to the right
problems. AI is not a monolith; it is a toolbox. Selecting the right model architecture
and application framework depends on the problem domain, data availability, and
business objectives.

Most importantly, AI in business is not about replacing human intelligence - it’s about
augmenting it. When properly implemented, AI becomes a force multiplier for
decision-making, speed, and scale.



AI systems rely on large volumes of high-quality
data. However:

Data is often scattered across systems,
inconsistent, and/or incomplete.
Privacy regulations like GDPR limit how data
can be used.
There’s often no strong data governance
framework in place.
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Many companies jump into AI without a well-
defined purpose or alignment with business goals.
This often leads to:

Projects that don’t scale or show positive ROI.
AI initiatives being siloed from core business
functions.
Difficulty in selecting the right use cases that
deliver measurable value.

Companies are facing several key difficulties when trying to adopt AI and embed it effectively into
their operations.  These challenges span strategic, technical, organisational, and ethical domains:

Many organisations succeed in creating AI
prototypes but fail to:

Operationalise and maintain them.
Integrate models into business workflows.
Monitor and retrain models over time as data
or conditions change.

AI adoption often threatens existing roles,
workflows, or power structures. As a result:

Employees may resist automation or feel
threatened by AI.
Executives may lack understanding or
overestimate short-term results.
Business and tech teams may struggle to
collaborate effectively.

AI raises complex questions around:
Bias, fairness, transparency, and accountability.
Regulatory compliance (e.g. GDPR, AI Act).
Intellectual property and explainability.

Part 3
DIFFICULTIES IN ADOPTING AI

Data Quality and Access Issues

Lack of Clear Strategy and Use Cases Change Management and Cultural
Resistance

Difficulty Scaling from Pilots to
Production

Ethical, Legal and Compliance Concerns

Building and managing AI systems requires
specialists in:

Data science, machine learning, AI
engineering.
AI product management and ethical
oversight.
Finding, affording, and retaining these
professionals is a major bottleneck.

Shortage of Skilled Talent

AI needs modern, flexible IT infrastructure. But:

Many companies are stuck with outdated
systems.
Integrating AI into legacy platforms is expensive
and slow.
Real-time data pipelines and model
deployment environments may not exist.

Legacy Systems and Technical Debt

AI projects can be expensive, especially at the
start. Companies struggle with:

Justifying the upfront investment.
Accurately forecasting the long-term value.
Managing costs for cloud compute, tooling,
and maintenance.

Cost and ROI Uncertainty
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Companies are deploying agentic AI to independently manage workflows and
make operational decisions without constant human input.

Example: In customer support, AI agents can triage, respond to, and escalate
tickets based on priority and sentiment analysis, thereby reducing human
workload.
Example: Custom in-house agents that operate across CRM, email, and
internal systems.

Agentic AI refers to autonomous software capable of understanding context, making decisions, and learning
from feedback, all without constant human intervention. These systems move beyond scripted automation
and exhibit behaviour that adapts in response to dynamic environments.

AI Agents can act autonomously by completing tasks and engaging with other AI Agents as part of
completing a larger mission or goal.  Think of a travel agent that can make queries, compare prices, and
book hotels and flights as part of organising an overseas trip.

Part 4
AGENTIC AI

Autonomous Business Operations

Agentic AI is used for writing code, debugging, generating test cases, and even
deploying updates with minimal oversight.

Example: Developers are using advanced tools to delegate coding tasks or to
automate routine software maintenance.
Example: Refactoring code that is difficult to understand and maintain.

Software Development and Quality Assurance

Agentic systems handle everything from campaign ideation to execution—across
channels like email, social media, and paid ads.

Example: An AI agent can manage multi-platform social media marketing
campaigns.
Example: Personalised landing pages based upon customer segments.

Marketing Campaign Automation

Sales teams use agentic AI to personalise communication, schedule follow-ups,
and even negotiate deals up to a certain threshold.

Example: AI sales agents can send customised direct messages, followed up by
email, and appointment bookings in sales representative’s calendars.
Example: Nurturing leads by following up on people who didn’t complete the
sign-up process, or complete their onboarding or free trial.

Sales Outreach and Nurturing Leads
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Part 4
AGENTIC AI

AI agents monitor supply levels, place orders, reroute logistics in real time, and
adjust for delays or disruptions autonomously.

Example: A retail company uses an AI agent to automatically reroute
shipments when a warehouse is overwhelmed.
Example: Demand forecasting and procurement automation

Supply Chain & Logistics Optimisation

Agentic AI can review vendor contracts, manage invoicing, reconcile accounts, and
flag anomalies.

Example: Autonomous invoice processing and reconciliation.
Example: Fraud detection and monitoring for risks and breaches in financial
accounts.

Finance and Procurement

AI agents can screen candidate resumes, schedule interviews, and communicate
with candidates, thereby freeing HR personnel from routine tasks.

Example: A recruitment firm uses an agent to autonomously shortlist
candidates and initiate outreach emails.
Example: Automating onboarding and day one procedures.

HR and Talent Acquisition

Law firms and legal departments are experimenting with AI agents that can read
and interpret contracts, flag issues, and suggest redlines.

Example: Automation of reviewing contracts and flagging potential issues
before acceptance.
Example: Draft contract amendments and employment agreements based on
internal templates.

Legal and Compliance Review
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AI’s role in the enterprise will evolve from process augmentation to strategic orchestration.
The technology will become deeply embedded in core business systems, augmenting
leadership decision-making and driving innovation at scale.

AI Insights and decision-making
AI will generate increasingly powerful insights that teams and
executives will use to make rapid and more accurate decisions.

Enterprises that plan and execute strategic roadmaps for AI integration now will be well placed for the
continuous improvements provided by updated solutions in the coming years.  The rate of change will
continue to increase, and those with the right foundations will benefit the most, creating a competive
advantage over other enterprises that haven’t.

Part 5
FUTURE ENTERPRISES AND AI

AI reasoning and explainability
AI models will be able to reach conclusions using reasoning and
logic that they will be able to explain, bringing stakeholders and
leaders on the journey to reach the same conclusions.

Real-time AI
Custom AI solutions will be built closer to the source of data, and
will react to events, triggers, and changing circumstances in real
time.



Hypothesis-based adoption
and Return on Investment

Take a hypothesis-driven approach by working
with teams to anticipate potenital
improvements:

Increase customer engagement and
satisfaction
Accelerate prototype to product
development and validation.
Reduce manual processing and effort
across business processes.
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It is clear that AI will have a resounding impact on everything from people’s jobs to a company’s
continued success, and yet despite this awareness, AI adoption is still lagging far behind in many
companies.  There are actions that companies can take right now to improve the adoption of AI
within the organisation, and in people’s roles.

Part 6
OVERCOMING HURDLES TO ADOPTION

AI-Pairing and CollaborationAI Literacy Tracks

Define ownership and agency

Create literacy tracks for key personnel who
are best placed to drive adoption and apply
the technology:

Executive leaders and Ex minus 1 teams.
Data scientists, software engineers,
product managers.
Marketing and sales personnel.
Operations and customer support teams.

Foster collaboration with AI agents and tools
to co-create and problem-solve together:

Working with AI agents to complete goals
and tasks.
Setting boundaries and objectives for AI to
succeed autonomously.
Using AI as an enabler to augment human
capabilities in the work environment.

Empower teams and individuals to implement
and customise AI to suit their needs:

Provide teams with support and resources
to make changes.
Clarify boundaries and accountability for
adherence and performance to company
policy and rules.
Manage challenges by exception, giving
individuals and teams power to resolve
issues as and when they arise.

Hypothesis:
Agent-based chat could solve up to
40% of customer queries and
complaints by addressing their
unique questions and challenges
using natural language.

This will result in savings of 100+
hours of customer support time.

“AI can reduce first-response time by auto-routing tickets”
Objective: Improve support efficiency
Key Results:  30% of tickets resolved via AI-assistance
within 3 months

More hypothesis examples:

“AI can increase campaign effectiveness through better
targeting”
Objective: Optimise marketing conversion
Key Results:  20% uplift in CTR via AI-personalised
segments

“AI can automate repetitive back-office work”
Objective: Improve team efficiency
Key Results:  Save 1,000 hours per quarter through AI-
enabled tooling
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AI can generate incredible insights that
is beyond the skills of a team of
researchers, and these insights enable
powerful decisions.

Inference engines and machine
learning generate actionable
insights from data in real time.
Real time dashboards visualise
financial forecasting and inventory
management. 
Machine learning (ML) optimises
your marketing, sales forecasting,
and product recommendations.

AI accelerates your decision-making
speed and accuracy, helping you to
adapt to market changes more
effectively than traditional methods.

Part 7
AI AND DIGITAL TRANSFORMATION

Intelligent Decision-
Making using data

One way to think about the successful adoption of AI is as a continuation of the Digital
Transformation undertaken by most companies in recent years.  This Digital Transformation
achieved benefits in the form of simplified business processes, increased customer engagement and
satisfaction, reduced costs from automation, faster processing times, much greater data and
information to generate insights, and so on.  

AI will continue this trajectory with continued benefits as new AI products come onto the market to
enhance business processes and intelligence.  AI will leverage the efforts of your Digital
Transformation through APIs and connected data sources, advanced data processing tools and also
with unlimited access to global information on a scale that has never been seen before.

AI enables hyper-personalised
customer interactions, delivering
increased engagement and retention.

Recommendation engines (e.g.,
Netflix, Amazon) provide tailored
content and product suggestions. 
Natural Language Processing
(NLP) chatbots improve real-time
customer support. 
Sentiment analysis tools assess
feedback to enhance brand
reputation.

Companies can strengthen customer
relationships and satisfaction through
continuous enhancement of
customer experience.

Personalisation and
Customer Experience
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The AI imperative now means that senior leaders
must be looking to early adopters within their
organisation to seek answers on where the
opportunities are to increase the company’s
adoption as a whole. 

The best way to start now is to start small.
Consider starting with the following:

To successefully adopt AI, companies must foster
a culture of innovation, continuous learning, and
cross-functional collaboration, ensuring that AI is
seamlessly integrated into both technology and
business strategy.

Artificial Intelligence will continue to be integrated into every modern company and become as common
and apparent as the building and furnishings you currently work in.  Setting up your company for adopting
AI as it evolves is critical to your success.  That’s where having a plan is essential.

The best approach to take is to understand how AI, at its current level of maturity, can support and uplift
your existing organisation, rather than think about how to re-organise your company to suit AI.

Part 8
BUILDING A FUTURE-READY AI STRATEGY

Preparing the foundations for AI adoption

Automating and Optimising Business
Processes
AI-powered automation streamlines workflows,
reduces manual effort, and enhances operational
efficiency across departments such as finance, HR,
supply chain, and customer service.

Enhancing Customer Experience
AI-driven personalisation, chatbots, and 
predictive analytics enable organizations to 
deliver more tailored and efficient customer 
interactions, improving satisfaction and brand 
loyalty.  

Empowering Decision-Making 
Using AI-driven insights to enhance business
intelligence by providing real-time analytics,
predictive modeling, and scenario planning,
allowing leaders to make data-backed strategic
decisions.

Ensuring Scalability and Adaptability 
AI-powered cloud computing and edge 
computing solutions enable businesses to 
scale operations seamlessly while maintaining 
agility.



Part 9
FINAL THOUGHTS

Peter Scheffer, Founder and Director
Incremental Excellence Pte Ltd

51 Goldhill Plaza, #07-07, 

Singapore 308900 

https://www.incrementalexcellence.com/

This is an exciting time, and we need to
approach it with curiosity and interest.  We
need to think of these innovations as levers
that we can use to pull ourselves into the
future.

Artificial Intelligence is not some kind of
voodoo magic, but rather is a continuation
of the trajectory of technological progress
that has propelled us forwards over the
period of the last century.

At the start of last century nobody could
have known that today we would each hold
a computer in our pocket capable of solving
complex problems and reaching out across
the world to answer our questions.

Likewise, we can’t imagine what miracles
await us in Artificial Intelligence.

What we do know is that the ones who
adapt the fastest will have the most to gain.

The AI imperative now means that senior
leaders must be looking to early adopters
within their organisation to seek guidance on
where the opportunities are to increase the
company’s adoption as a whole. 

It may feel like we are already a long way into
the AI revolution, but we haven’t scratched the
surface yet.

The learning curve for Large Language Models
will become exponential as they will eventually
train themselves how to learn faster.  The
rapidity of change at that time will exceed the
rate of change at any other time in our history.  

Senior leaders will struggle to stay on top of
this change, and that’s where they can turn to
their own people, and to relevant experts to
know what they need to implement, and how.

We hope you enjoyed reading our whitepaper, and we encourage
you to connect with us to learn more.
Sincerely,

Peter Scheffer

https://www.incrementalexcellence.com/

