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The majority of organisations invest heavily in digital transformation and AI, yet few

realise sustained, measurable value. The root cause is not the technology itself, but

the lack of alignment across leadership vision, organisational culture, operational

processes, technology infrastructure, and customer engagement.

This Digital Transformation & AI Maturity Model provides a clear, industry-agnostic

framework to:

Assess readiness across five critical dimensions.

Identify high-impact opportunities and risks, including Generative AI adoption.

Deliver a phased, actionable roadmap that drives measurable results and long-

term competitiveness.

By combining strategic clarity with practical execution, this model empowers leaders

to close the gap between digital ambition and tangible business outcomes,

embedding resilience, adaptability, and growth into the organisation’s DNA.

Executive Summary



Introduction

Digital transformation and AI adoption are no longer optional, they are strategic

imperatives. However, despite massive global investment in these areas,

organisations often fail to effectively leverage these benefits sufficiently in order to

capture sustainable value. These unrealised gains and missed opportunities are less

about the technology itself, and more about the lack of sufficient organisational

alignment.

Generative AI amplifies both the opportunities and the risks. While it can accelerate

innovation and efficiency, without a holistic approach it can just as easily erode

human capabilities, organisational identity, and long-term competitiveness.

Our Digital Transformation & AI Maturity Model provides a practical, industry-

agnostic framework to assess readiness across these five critical dimensions. The

outcome is a clear, phased roadmap that aligns leadership vision with actionable

priorities, delivering measurable results while embedding resilience and adaptability

into the organisation’s DNA.

We propose that organisations that holistically integrate digital transformation and

artificial intelligence (especially Generative AI) across the following five key areas will

achieve superior business outcomes.

Strategy

People

Processes

Technology

Customer Experience

74% of companies have yet to see tangible value from AI initiatives despite years of pilot.

This point of view is grounded in evidence that companies effectively leveraging AI

can dramatically boost performance – for instance, McKinsey found AI adopters

could potentially double their cash flow. However, many firms struggle to capture

value from these investments.



Success in digital transformation requires more than just an investment in

technology; it demands a structured, comprehensive approach that leaders can

easily understand and champion. Our model assesses organisations across key

dimensions of digital and AI readiness. We then translate those insights into an

actionable transformation plan for the C-suite and business leaders champion.

Key Dimensions of the Assessment Model

Our Digital Transformation & AI Diagnostic evaluates an organisation across multiple

dimensions that collectively determine its readiness and maturity. The model is

designed to be industry-agnostic, covering fundamental areas all businesses must

address in the digital age.

The core dimensions include:

Strategy & Leadership: Alignment of digital and AI initiatives with

business strategy, and strength of executive sponsorship, governance,

and vision.

Our Approach

Culture & Talent: Workforce skills and mindset (digital literacy, AI

fluency), openness to change, and the organisation’s ability to innovate

and collaborate across silos.

Processes & Operations: Digitisation and optimisation of internal

processes and workflows – including automation and use of AI in core

operations for efficiency and quality.



Digital transformation must start from the top. This dimension assesses whether

leadership has a clear digital vision and governance in place. 

C-suite buy-in is critical – large-scale transformation efforts often face a ~70%

failure rate when leadership and cross-functional alignment are lacking. We examine

if digital and AI initiatives are tied to the core business strategy and if there is

executive ownership of AI projects and policies. Notably, research shows that CEO

involvement in AI governance is strongly correlated with higher bottom-line impact

from AI use. 

In practical terms, we look for a defined digital strategy, visible leadership

sponsorship (e.g. a chief digital or AI officer, steering committees), and whether the

company has a clear change management plan and KPIs for transformation. 

A high score in this area means the organisation’s leaders are not only endorsing the

effort but actively driving it – setting the tone that digital transformation and AI

adoption are strategic priorities, not just IT initiatives.

Strategy & Leadership

Technology & Data: The IT infrastructure and data architecture in place

– cloud platforms, legacy systems, data governance, analytics tools,

security – to support digital solutions and AI deployment.

 Products & Customer Experience: How the company leverages digital

channels and AI to enhance customer experience, develop new digital

products/services, and meet evolving customer needs.

Notably, Generative AI (GenAI) is treated as a cross-cutting element in all these
areas.



This dimension evaluates the human element of transformation: the organisation’s

culture, talent base, and overall readiness for change. Even the best strategy will

falter if employees aren’t enabled and motivated to execute it. We assess whether

the company has the right skills and mindset in place – digital skills and AI literacy at

all levels, and a culture that encourages innovation rather than resisting it. 

Key questions include: Are teams encouraged to experiment with new technologies

like GenAI? Is there investment in upskilling programs and attracting digital talent?

Top AI adopters invest heavily in people – BCG finds that leading companies allocate

70% of their AI resources to people and process (versus only 30% to technology),

underscoring that transformation is as much about mindset and capabilities as it is

about tools. 

We also look at how well teams collaborate across functions (since breaking down

silos is often needed for digital initiatives to thrive) and whether the organisation has

change management practices to cultivate buy-in. 

A company strong in this dimension will exhibit an agile, learning-oriented culture

where employees are empowered to contribute ideas and adapt to new workflows,

which in turn drives the success of digital transformation efforts.

Culture & Talent

Here we assess core business processes and operational workflows, examining how

digitised, efficient, and data-driven they are. The model checks to what extent the

organisation is leveraging automation, AI, and process re-engineering to improve

execution on the ground. This is crucial because a large share of AI’s business value

comes from optimising core processes – in fact, over 60% of AI’s value is realised in

core business functions like operations, sales, and R&D. 

We evaluate whether there are initiatives to streamline workflows (e.g. using robotic

process automation or AI algorithms to eliminate manual tasks), how well data flows

through processes (reducing bottlenecks and latency), and the level of integration

across departments (for example, is the supply chain digitally connected to sales and

customer data?). 

Processes & Operations



A high-maturity organisation will have embedded digital processes at scale – for

instance, real-time analytics in its supply chain or AI-driven decision support in

operations – rather than just isolated pilot projects. In contrast, a low-maturity

organisation might still rely on manual, paper-based workflows in many areas,

signaling opportunities for immediate automation and AI augmentation. Identifying

these gaps helps us highlight quick-win process improvements for the roadmap.

This dimension reviews the technology backbone and data architecture that enable

digital transformation. We examine the state of the IT infrastructure (e.g. cloud

adoption, modernisation of legacy systems, use of APIs) as well as data maturity

(availability of quality data, existence of data silos, data governance practices). 

Data is the lifeblood of AI, and companies that leverage big data and analytics

effectively grow significantly faster (on average 30% higher growth than peers).

Therefore, our model checks if the company has the necessary platforms and tools

to support AI and analytics – for example, a unified data lake or warehouse, analytics

software, and perhaps ML Ops capabilities to deploy AI models. We also assess

cybersecurity and privacy measures, ensuring the digital foundation is secure and

compliant (critical for maintaining trust). 

In essence, this pillar asks: Does the organisation have a scalable, secure digital

platform that can support current and future use cases? If gaps exist – such as

outdated core systems, fragmented data sources, or lack of AI-enabled tools – they

will be documented. Those gaps become target areas in the roadmap, so the

company can invest in upgrading its tech stack (for instance, moving to cloud,

implementing data governance, or adopting AI platforms) to future proof the

business

Technology & Data



Ultimately, digital transformation should translate into improved customer value and

revenue. This area of the assessment focuses on how the company engages

customers and innovates its offerings using digital and AI capabilities. We examine

the end-to-end customer experience: Are sales and customer service channels

highly digitised and user-friendly (e.g. robust e-commerce, mobile apps, AI-driven

chat support)? Is customer data being utilised to personalise experiences or tailor

marketing in real time? For example, retailers like Amazon have demonstrated the

impact of AI-driven personalisation – their recommendation algorithms contributed

to a 35% increase in sales by suggesting products customers are likely to buy. 

Such cases illustrate the kind of value on the table when AI is applied to customer

touchpoints. We also review product and service innovation: Is the company

incorporating digital features into its products, developing new digital services, or

leveraging platforms and ecosystems? And importantly, is it exploring Generative AI

for new offerings – such as AI-generated content, designs, or solutions that could

create differentiation in the market? 

A high score in this dimension means the organisation provides a seamless,

omnichannel customer experience and has a pipeline of digitally-enhanced products

(often co-created with customer insights). A low score might indicate a traditional

product set and customer approach (e.g. relying only on brick-and-mortar or one-

size-fits-all services), which signals room for developing new digital customer

channels and AI-driven product strategies.

Products & Customer Experience 



A key outcome of this diagnostic is a tailored transformation roadmap for the client. 

We don’t stop at scoring maturity – we translate findings into a concrete plan that

the C-suite can execute. The roadmap is typically phased into short-term, mid-term,

and long-term initiatives to manage priorities and deliver value continuously

Diagnosis to Transformation Roadmap

Quick Wins (Short-Term: 3 - 6 Months) 

Based on the assessment, we pinpoint high-impact, low- low-complexity projects

that can deliver immediate results. These are the “quick wins” that build momentum. 

For example, if the diagnostic found a manual process causing delays, a quick win

could be automating that workflow with an AI or RPA tool. BCG emphasises the

importance of such early wins – they satisfy stakeholders’ demand for swift results

and can fund further transformation. 

In our roadmap, we highlight 2–3 quick-win initiatives in the first phase, each with

clear owners and KPIs. Achieving these wins not only produces tangible ROI but also

proves the concept of digital transformation within the organisation, creating buy-in

for larger changes.



Mid-Term Initiatives (6 - 12+ Months) 

In the mid-term, the focus shifts to scaling and broadening the transformation. 

This often means taking successful pilots or isolated improvements and rolling them

out company wide. For instance, if our assessment revealed strong results in a pilot

AI driven customer support chatbot, the mid-term plan might extend that chatbot

across all customer touchpoints. 

We also ensure these initiatives align with the company’s strategic goals and

customer expectations – enhancing how products and services are delivered to each

customer segment like re-engineering supply chain processes across multiple plants

based on a successful prototype. 

Mid-term projects typically require cross functional coordination and may involve

moderate technology investments or process changes. We set milestones for this

stage to track adoption and adjust course as needed.

Long-Term Transformation (12+ months and beyond) 

The final phase addresses the deep, structural changes for sustainable digital

transformation. 

This is where the roadmap might include reorganising teams or departments,

instilling continuous innovation practices, and solidifying a digital-first culture. 

BCG underscores that without culture change, digitisation efforts won’t be

sustainable – so long-term plans often include ongoing training programs, change

management initiatives, and new governance structures to keep improving. We also

look ahead to emerging technologies (like more advanced AI, IoT, etc.) to ensure the

company stays ahead of the curve. 

By the end of this phase, the goal is for the organisation to operate in a

fundamentally transformed way: digital and AI capabilities are embedded in every

core process, employees are empowered and skilled to use them, and the company

can continuously adapt to market changes. In short, the business becomes truly

digitally mature and innovation-driven.



Crucially, this roadmap is customised for each organisation’s context and objectives

– it’s not a one-size-fits- all plan. 

We tie every initiative back to the original strategy and value drivers identified in the

assessment (for example, if the strategic goal is improving customer retention by

20%, the roadmap will include specific digital/AI actions to help achieve that). 

We also integrate Generative AI opportunities into the roadmap from the outset. For

instance, as part of the short-term phase we might conduct a focused GenAI

workshop or pilot. (Recall that Accenture recommends a rapid GenAI readiness

diagnostic to find processes ripe for GenAI reimagination – we incorporate that step

to spot use cases like automated content creation in marketing or AI-assisted R&D). 

Any GenAI pilots are governed with appropriate ethical guidelines, and if successful,

scaled in later phases of the roadmap

Outcome

Finally, we ensure the roadmap includes governance and tracking. Clear owners,

timelines, and success metrics are assigned to each initiative so that progress can be

monitored by the C-suite. 

This gives executives an “at a-glance” dashboard of the transformation journey – a

transparent view of where the company stands today and the steps to reach the

target state. 

Such structured planning and execution significantly improve the odds of success. 
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Summary

A framework like this provides a unified company approach, keeping both

management and employees aligned with the transformation goals. In doing so, it

helps avoid the common pitfalls that cause so many digital programs to falter. (Recall

that without this alignment, 70% of large transformation efforts fail.) 

By contrast, our diagnostic and roadmap approach instills clarity, focus, and

momentum, making the digital transformation journey compelling and achievable for

all stakeholders – especially the C-suite who must lead it.
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