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Entrenching AI in an Organisation

What, Why, How, Who

How to set up an AI Center of Excellence
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True leaders in AI excel on five dimensions

Operating Model & Talent

What is the right operating model and 

what talent do we need)

4

Strategy
1

Foundational Data & Tech Capabilities

What are the foundational data and 

tech capabilities we need?

3

Use case portfolio management

Idenfication of use cases and 

prioritization based on value

Strategy for core business

Determine target uses of AI to 

optimize core business

Strategy for new businesses

Decide role of AI for 

adjacency opportunities

Data asset development

Data asset development, ingestion, 

processing, and management

Technology architecture

Technology choices and 

end-to-end engineering processes

Org and operating model

Org structure options, accountabilities 

and ways of working

Talent

AI talent enablement, development 

and management

Use Case Portfolio Mgmt. & Delivery 

How do we most effectively prioritize, 

deploy, and scale use cases?

2

Use case development process

Agile, repeatable process to design, 

build, deploy, and scale use cases

AI 

Governance

5

Where and how do we leverage AI 

to drive the outcomes we want?

How do we 

address 

AI concerns 

of consumers 

and business 

leaders?
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The path to build up an AI CoE depends on an organization’s starting situation, 

objectives and urgency

• Define top-down AI strategy and long -

term enterprise objectives 

• Demonstrate business case for investing 

in AI & data

• Assess use case universe and prioritize 

based on value and strategic importance 

• Implement selected use cases to build 

momentum, highlight gaps in foundations 

and operating model

• Focus on data & tech foundation and 

operating model required to enable AI

• Build data assets, make technology 

choices, define initial operating model 

(centralized vs BU)

Use Case Portfolio

Mgmt. & Delivery 

Strategy

Foundational Data

& Tech Capabilities

Operating Model

& Talent

Fix the foundation

Prioritize and implement 

use casesCoalesce around strategy

AI 

Gov.Pivot to use 

cases and 

foundational 

work post 

defining AI 

strategy

Use Case Portfolio

Mgmt. & Delivery 

Strategy

Foundational Data

& Tech Capabilities

Operating Model

& Talent

AI 

Gov

Use Case Portfolio

Mgmt. & Delivery 

Strategy

Foundational Data

& Tech Capabilities

Operating Model

& Talent

AI 

Gov

Shore up the 

foundation as use 

cases surface 

improvement 

opportunities

Foundation and op 

model work may be 

supplemented by 

parallel work on use 

cases
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Contact

Phone: +41 44 668 80 00

E-Mail: ZurichReception@Bain.com

Thank you!

Contact us if there are any questions.

For further information, visit us at www.bain.de/ 

www.bain.com or on social media LinkedIn, Facebook, 

Instagram, Twitter, Xing.
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