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Why this Blueprint?
Introducing Alin an organizationis not purely an IT project - itis a transformation.

It changes howinformationis found, processed, and used.

It changes processes, roles, and collaboration within the organization. And it requires not
only technological excellence, but also strategic clarity, organizational alignment, and
cultural acceptance.

With the nuwacom Al Implementation Blueprint, you receive a complete roadmap that
guides you step by step through all phases of an Enterprise Al introduction - from the initial
visionto company-wide scaling. Itis based on best practices fromlarge IT and change
projects andis specifically optimized for the requirements of an Al platform like nuwacom.

Who is this Blueprint for?

e C-Leveland Executives who need to set the strategic framework and secure
sponsorship.

e IT &ProjectLeaders who are responsible forarchitecture, integration, and security.

e Department Heads who want to identify and implement concrete use cases.

e Change and HR Managers who accompany adoption and cultural change.

e Al Officers & Al Governance Roles who ensure that Al use is strategic, responsible,
and compliant - from model selection to continuous use case optimization.

What makes this Blueprint special?

e End-to-EndApproach: Covers all phases - strategy, technology, processes,
change & adoption, scaling.

e Al-Specific: Considers special features such as data foundation, prompt
engineering, Al Act, and continuous use case optimization.

e Practice-Oriented: Each phase contains descriptions, guiding questions,
examples, and best practices.

e Visual & Structured: Clear structure that works in workshops or as a self-learning
guide.
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How the Blueprint is structured

The Blueprintis divided into 24 points that follow a uniform, clear structure. Each of the 24
points of the Al Implementation Blueprint follows a uniform, clear structure. This ensures
that you - whetheryou're at the beginning of your Al journey or already in the middle of
implementation - always know what needs to be done, why it's important, and how to
implement it correctly.

A concise overview of why this stepis crucial for a successfulintroduction of nuwacom.
Here youlearn what goals and tasks this point covers and how it fits into the overall project.

The most important questions you should answer in this phase to create clarity. These
questions are formulated to stimulate team discussions and ensure that nothing is
overlooked.

Concrete scenarios from real projects or proven best practices that show how other
companies have successfullyimplemented this step.
The examples help move from the abstract to the concrete and derive your ownideas.

Proven advice from Enterprise Al projects that help you avoid common mistakes, make
faster progress, and achieve greateracceptance.

Here you'll find shortcuts and experience advantages from many projects - compressed
and applicable.
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TipforTeamApplication

Don't use the Blueprint just as areading document but work directly with the
accompanying Guide (available separately fordownload). Take on1-2 points per
meeting, answer the guiding questions togetherin the Guide, and document
decisions and to-dos there.

This way, you create your customized Alintroduction strategy with nuwacom step
by step - clearly documented, always traceable, and usable across teams.

How to use this Blueprint

1. Work through the 24 points step by step - ideally in aninterdisciplinary team.

2. Answerand document guiding questions - so all stakeholders have a common
picture.

3. Implement quick wins and make successes visible - for rapid acceptance.

4. Iterate continuously - Alintroductionis a process, not a one-time project.

Extra Value:

¢ Inthebonuschapter"90-DayPoC Plan", you'lllearn how to test Enterprise Al
in alow-risk, clearly structured quick start and achieve first measurable
successes within three months.

e We provide youwith anImplementation Guide that you canuse as a practical
working document with all guiding questions - ideal for workshops, project
teams, and ongoing documentation of your Alimplementation. The
Implementation Guide can be downloaded from the nuwacom website under
FreeTools.


https://www.nuwacom.ai/wp-content/uploads/2026/01/AI-Implementation-Guide_ENG-1.pdf
https://www.nuwacom.ai/wp-content/uploads/2026/01/AI-Implementation-Guide_ENG-1.pdf
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1. Project Setup & Kick-off

Description

The kick-off is the official starting point and lays the foundation for project success.

In this phase, roles, goals, resources, communication channels, and milestones are
bindingly established. A clean project start prevents misunderstandings, creates clarity,
andincreasesimplementation speed.

Especially with Enterprise Al adoption, it's crucial to involve IT, departments, and
executives from the beginning.

Guiding Questions

1. Who belongsinthe projectteam (project management, IT, data protection,
departments, sponsors)?

2. What goals and KPIs are established at kick-off?

3. What does the communication and decision structure look like (regular meetings,
statusreports, escalation paths)?

4. Whatresources (budget, time, infrastructure) are available?

What milestones exist until go-live and beyond?

6. How will project success be measuredin the first quarter afterlaunch?

o

Practical Examples

e Team:Marketing Project Leader, IT Integration Specialist, Data Protection Officer, 2
pilot users from editorial and PR.

e Goal:Reduction of internal research times from 45 minutes to under 5 minutes
within 3 months.

e RegularMeeting: Weekly 30-minute call with all project participants.

¢ Milestones: Kick-off » Data connection > Agent setup - Pilot start > Review >
Rollout.
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e Team: Sales Operations Manager, 2 top sales representatives, IT expert for CRM
connection.

e Goal: Automated creation of customer briefings from CRM data in under 2 minutes.

e Resources: nuwacom Enterprise License for 50 users, APl access to CRM, Azure EU
Cloud hosting.

e Keepthekick-off focused - Goal: Have roles, objectives, first steps clear.

e AppointaSingle Point of Contact (SPOC)forfaster decisions.

e Visualize the project organization (e.g., organizational chart withroles).

e Documentkick-off decisions and share them with all relevant stakeholders.

e Already plan areview meeting 4-6 weeks afterlaunch at kick-off to make course
corrections.

2.Vision & Target Image
Description

Aclearvision and precise targetimage are the North Star of your Enterprise Al
introduction.

They describe not only what you want to achieve, but also how work in the organization will
look when nuwacomiis fully integrated.

Especially in change and transformation projects like Enterprise Al adoption, a compelling
visionis crucial to unite executives, IT, and departments behind the project long-term.

The targetimage translates this visioninto concrete scenarios:
e Whatdo daily work processes with Enterprise Al look like?
e What problems are solved?
e Whatnew possibilities exist?
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Guiding Questions

N N

What does our work look like in 2-3 years with nuwacom?

What changes are visible in processes, roles, and collaboration?
What problems that exist today will be history then?

How do we measure whether we're approaching our targetimage?
How do we communicate vision and targetimage internally?

Practical Examples

Vision: "Allemployees find every relevant piece of informationin seconds -
regardless of which system.”

Target: nuwacomis the central entry point forinternal information, integratedinto
Microsoft Teams.

Vision: "Our content is always consistentin corporate wording and finished faster
than everbefore.”

Target: Marketing and Communications work in nuwacom with specialized agents
that automatically deliver briefings, texts, and translations - aligned with tone and
target audience.

Formulate the vision emotionally and inspiringly, the targetimage concretely and
verifiably.

Use storytelling to make the targetimage tangible ("A day with nuwacomin the
future").

Involve executivesin formulation so they actively representit.

Make the visionvisible (posters, intranet, kick-off presentations).

Review the targetimage regularly - especially after the pilot phase.
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3. Goals & Value

Description

While vision & target image set the strategic framework, the goals define the concrete
benefit of the Enterprise Alintroduction.

They make clear what improvements should be achieved - in time, quality, costs,
collaboration, orinnovation.

Especially with Enterprise Al adoption, it'simportant to formulate these goals measurably
to objectively track progress and prove successes.

Goals serve multiple purposes:
e Theycreatefocus and prevent the project from "fraying.”
e Theyhelp set priorities foruse cases.
e They provide arguments to convince executives and budget holders.

Guiding Questions

1. What problems do we want to solve with Enterprise Alintroduction?

2. What quantitative goals do we set (e.g., time savings, cost reduction, productivity
increase)?

3. What qualitative goals are important to us (e.g., higher satisfaction, improved
collaboration, innovation culture)?

4. How dowe measure these goals (KPlIs, feedback, usage data)?

5. What goals do we want to achieve within 3, 6, and 12 months?

Practical Examples

e Problem: Employees spend 30-45 minutes daily searching forinternal information.
e Goal: Reductionto maximum 5 minutes per query.
e Measurement: Userfeedback + evaluation of search logs in nuwacom.

e Problem: Inconsistent tone in marketing and sales texts.

e Goal:100% corporate wording in all texts from the third month after rollout.

e Measurement: Quality control based on content examples and automatic style
checks.
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Use the SMART formula: specific, measurable, attractive, realistic, time-bound.
Don't set too many goals simultaneously - better 3-5 clear priorities.

Combine quick wins (visible success in < 3 months) with strategic goals (bigimpact
in 12+ months).

Communicate successes toward goals regularly to maintain motivation.

4. Target Groups & Users

Description

Successfulintroduction depends heavily onwho uses the platform and how these target
groups are integrated.

It's not enough to simply make the platform available "for everyone" - instead, the right
departments, roles, and user profiles must be prioritized.

Especially inthe startup phase, it's crucial to identify pilot users and power users who act
as multipliers and anchor the project positively in the organization.

Target group analysis helps you:

ldentify the biggest levers for productivity and acceptance,
Target training and communication measures precisely,
And achieve measurable successes early.

Guiding Questions

1.
2.
3.
4. Whichuser groups have special requirements (e.g., compliance, technical

Which departments orteams have the greatest benefit from nuwacom?
Whichroles are mostinvolved in prioritized use cases?
Who could function as pilot user or champion?

restrictions)?
How do target groups differin their digital and Al competency?
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Practical Examples

Target Group: Content creators, social media managers, PR teams.
Benefit: Automated briefings, fast text creationin corporate wording, translations.
Champions: Senior editor + Social Media Lead.

Target Group: Account managers, sales operations, pre-sales engineers.
Benefit: Automated customer briefings from CRM data, offer templates, Q&A
agents for productinformation.

Champions: Key account managers with high customer volume.

Start with max. 2-3 core target groups in the pilot phase to maintain focus.
Choose pilot users who are open to new things and have influence in the team.
Consider different competency levels - trainings must fit the target group.
Document which userrequirements exist per target group (e.g., integrations, data
access, language).

5.Value Proposition of the nuwacom Platform

Description

The value propositionis the compressed answer to the question: "Why Enterprise Al?"

It clearly shows what benefit the platform brings to the organization, why it's better than
existing solutions, and what competitive advantage it delivers.

Especially ininternal communication, the value propositionis crucial to convince
executives, budget holders, and end users.

A strong value propositionis short, concise, and tailored to the needs of target groups. It
emphasizes both short-term value (quick wins) and long-term strategic significance.



'

Guiding Questions

What main problem does Enterprise Al solve for our organization?

What makes the platform unique compared to other solutions?

What concrete benefit do different target groups have (management, IT,
departments)?

How does nuwacom contribute to our strategic corporate goals?

What measurable results can we expect within the first months?

Practical Examples

Problem: Employees often don't find important information or only with great time
expenditure

Value Proposition: nuwacom provides relevant, context-based answers from all
connected systemsin seconds - with complete source citation and GDPR-
compliant processing

Problem: Inconsistent tone and high manual effortin text creation
Value Proposition: nuwacom creates and optimizes content automatically in
corporate wording - faster, more consistent, andin all required formats

Keep the value propositionin one sentence that's easily memorable

Vary the formulation for different target groups so the benefit is always clearand
relevant

Use concrete numbers or case examples to create credibility

Integrate the value propositioninto every internal and external project
communication
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6. Stakeholder Mapping

Description

Stakeholder mappingis the process of identifying all relevant people, departments, and
committees that have influence on or are affected by the Enterprise Al introduction.

The goalis to get theright people on board from the start, secure acceptance, and
minimize possible blockages.

Especially with Enterprise Al adoption, it's crucial to know both supporters and critical
voices andintegrate them specifically.

Good stakeholder mapping shows not only who is involved, but also what interest and
what influence the respective people or groups have.

This facilitates planning of communication, involvement, and responsibilities.

Guiding Questions

N N

Which departments androles are directly orindirectly affected by the introduction?
Who makes decisions, who approves budgets, who gives technical clearances?
Who could act as multiplier orchampion for the project?

Are there critical stakeholders who should be addressed early?

How highis the influence and interest of respective stakeholders?

Practical Examples

Highinfluence & high interest: Head of Communications, CIO, Project Leader
Highinfluence & low interest: CFO, Legal Counsel

Low influence & highinterest: Editors, Social Media Managers

Low influence & low interest: IT support outside integration areas

Highinfluence & high interest: Head of Sales, IT Integration Manager
Highinfluence & low interest: HR Management
Low influence & highinterest: Account Managers, Sales Assistants
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Use a stakeholder matrix (influence x interest) to visualize prioritization
Planindividual communication strategies per stakeholder group
|dentify critical decision-makers early and build trust
Setupregularupdates forallrelevant groups to create transparency

7. Leadership Alignment & Sponsorship

Description

Without active sponsorship and alignment of the leadership level, introducing Enterprise Al
inlarge organizations is significantly more difficult.

Executives set priorities, distribute resources, and shape corporate culture - their support
is therefore an essential success factor.

Leadership alignment means that management doesn't just say "yes" to the project, but
understands the goals, recognizes the benefit, and actively represents this internally.

Sponsorship goes further: One or more executives take on a visible role as project
sponsor, bring the projectinto strategic discussions, and help remove obstacles.

Guiding Questions

1.

2.

»

Which executives must actively support the project forit to succeed?

How do we ensure these executives clearly understand nuwacom's benefit and
goals?

Who takes on the role as official sponsor or project patron?

What communication and decision formats exist to involve management?

How do we measure whether executives actively support the project (e.g., meeting
participation, internal communication, resource approval)?

Practical Examples

Sponsor: Chief Communications Officer

Contribution: Presentation of project goals at All-Hands Meeting, prioritization of
resources in marketing team

Result: Early acceptance and rapid implementation of first agents for content
creation
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e Sponsor: Chief Sales Officer

e Contribution: Introduction of nuwacom atleadership meeting, approval of CRM
data connections

e Result: Smooth start of automated customer briefings within pilot phase

e Choose sponsors with high reputation and broad influence in the organization
Prepare clear benefit arguments perarea for sponsors (e.g., efficiency increase in
theirown team)

e Keep sponsorsregularly informed and give them success stories to share

e Involve sponsors visibly in milestones (e.g., kick-off, go-live, success events)

8. IT-Enablement & Integration Readiness

Description

The IT departmentis a central partner for successful introduction.

Without their support, integrations, security reviews, and data connections cannot be
realized.

IT enablement means that ITis involved in the project early, knows the technical
requirements, and provides the necessary resources.

Integrationreadiness describes the state inwhich all systems, interfaces, and data sources
are prepared so that Enterprise Al can be efficiently connected.

This also concerns topics like access rights, APl availability, network approvals, and
compliance requirements.

Especially in enterprise environments with complex system landscapes, this phase is
crucial to avoid later delays.
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Guiding Questions

1.

SR SN

Whichinternal systems (e.g., Microsoft 365, CRM, DMS, intranet) should be
connected?

Are there existing APl orintegration possibilities for these systems?

What data sources and formats are needed, and are these accessible?
What security and compliance reviews are required before integration?
What IT resources (staff, test environments, tools) must be planned?

Practical Examples

Systems: Microsoft SharePoint, Teams, internal newsroom tool

Preparation: APl access set up, test environment created

Result: Seamless connection and immediate use of semantic search across all
content

Systems: Salesforce CRM, internal offer archive
Preparation: APl tokens set up, accessrights adjusted
Result: Automated customer briefings from CRM data retrievable in nuwacom

Involve IT at the latest from the project planning phase, ideally at kick-off
Create togetherwith IT anintegration and datalandscape map

Plan sufficient time for security and approval processes

Use pilotintegrations to test processes before starting rollout
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9. Data Security, Data Protection & Al Act Compliance
Description

Data security and data protection are central success factors for Enterprise Alintroduction
- not only from aregulatory perspective, but also for the trust of employees and
stakeholders.

Companies must ensure that all datais processed according to GDPR, that accessrights
are clearly regulated, and that the models used don't cause unwanted data leaks.

With the EU Al Act, topics like risk assessment, transparency, and traceability of Al results
also comeinto focus. nuwacom offers optimal conditions through model-agnostic
architecture, selectable hosting options, and strict compliance standards.

This phase serves to establish all legal, technical, and organizational measures to ensure
maximum security and full compliance.

Guiding Questions

1. What datais processedinthe Enterprise Al solution and from which sources doesiit
come?

2. How do we ensure that only authorized users have access to sensitive information?

What hosting options (e.g., Microsoft Azure EU, IONOS Sovereign Cloud) are used?

4. Are open-source models or proprietary models used - and how is it ensured that no
data flows into public training?

5. What Al Actrequirements are relevant foruse (e.g., risk classification, transparency
obligations)?

6. How dowe document data protection and security measures?

W

Practical Examples

o Hosting: IONOS Sovereign Cloud, no data processing outside the EU
e Access: Role-based authorization system via Azure AD
e AlAct: Riskassessment forall deployed agents, audit trail activated
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e Hosting: Microsoft Azure EU Cloud
e Access: Multi-factorauthentication, granular rights allocation
e AlAct: Documented explanation for critical decision processes with Al support

e Work closely with data protection officers and IT security

e Documenteveryintegration and data processing early

e Regularly check Al Actrequirements as implementation guidelines can still change
e Communicate data protection and security measures internally to build trust

10. Use Case Identification & Prioritization
Description

Identifying and prioritizing the right use cases is one of the most crucial steps. A clearly
defined use case ensures that the platform delivers tangible value and the
investment quickly pays off.

It'simportant not to randomly collect use cases, but to proceed systematically - with a
view to feasibility, businessimpact, and acceptance.

Prioritization helps to firstimplement quick wins to achieve rapid successes while
preparing strategic, more complex use cases in parallel.

Guiding Questions

1. What problems orinefficiencies do we want to solve concretely with Enterprise Al?

2. Which departments orroles benefit most from this use case?

3. How highisthe expected businessimpact (time savings, cost reduction, quality
improvement)?

4. How highistechnical feasibility (integration, data access, model availability)?

Which use cases are suitable as quick wins, which as long-term strategic projects?

6. How canwe measure the success of this use case?

o
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Practical Examples

Problem: Long coordination timesintext creation

Solution: Al-supported content creationin corporate wording with nuwacom
Impact: 40% reduction in content production time within 3 months

Feasibility: High, as corporate wording style guides and text templates already exist

Problem: Long processing times for complexinquiries

Solution: nuwacom agents that consolidate customer data from multiple systems
and generate response template

Impact: Significant reductionin First Response Time and higher customer
satisfaction

Feasibility: Medium, as integration of multiple systems necessary

Use ause case scoring model with criteria like business impact, feasibility,
acceptance, and compliancerisks

Start with 2-3 pilot use cases before going broad

Communicate first successes broadly in the organization to inspire further use
cases

Document each use case with problem definition, goal, implementation steps, and
KPIs

11. Change Management & Change Communication

Description

Introducing an Enterprise Al solutionis notjust anIT project, but atransformation project.

Change management ensures that people, processes, and technologies are developed
together - and that acceptance for the new way of working is created.
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Change communicationis the key to informing, motivating, and actively involving all
participants.

Asuccessful change approach considers both the emotional and practical aspects of
change:

e Whyisthe solutionbeingintroduced?

e Howdoindividual target groups benefit?

e What changes concretelyin daily work?

Early and transparent communication prevents rumors, reduces resistance, andincreases
willingness for active participation.

Guiding Questions

What communication channels do we use to reach all relevant target groups?
How do we explain Enterprise Al's benefit understandably and tangibly?

What formats do we use (kick-off events, info sessions, internal newsletters)?
How do we handle concerns orresistance?

What feedback mechanisms do we use to recognize moods and problems early?

N N

Practical Examples

e Communication Channels: Intranet, MS Teams announcements, monthly project
newsletter

e Formats: Live demosindifferent departments, Q&A sessions with projectteam

e Result: High participationratein trainings and rapid acceptance in pilot areas

e Communication Channels: All-hands meeting, postersin common areas, internal
chat channels

e Formats: "Open Office Hours" for platform questions, weekly success storiesin
internal newsletter

e Result: More engagement through direct contacts and visibility of successes
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Start change communication before technical rollout

Use different formats for different target groups (executives, power users, broad
rollout)

Communicate regularly and repeatedly, not just once

Present success stories and best practices visibly to generate enthusiasm

Train executivesintheirrole as change ambassadors

12. Training & User Enablement

Description

Forthe Enterprise Al solution to truly add value in daily work, users must not only know the
platform but also be able to use it confidently and purposefully.

Training and enablement go beyond classic trainings - it's about building skills like prompt
engineering, handling Al agents, and understanding best practices inrespective use

cases.

Awell-planned training strategy ensures that introduction doesn't get stuck with "early
adopters" but that the broad workforce accepts and uses the platform.

Guiding Questions

1.

o

Which target groups need what type of training (e.g., basics, specialized agents,
administration functions)?

Which formats fit best with our user groups (live workshops, on-demand videos, e-
learning, practical exercises)?

How do we build prompt engineering and agent building into trainings?

What training measures do we offer continuously to convey new features and best
practices?

How do we measure learning success and applicationrate after trainings?
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Practical Examples

Training: Live workshop on "Effective Prompt Engineering for Content Creation"
Addition: Interactive practice tasks with direct feedback in nuwacom
e Result: Significantly higher quality of Al-generated texts and fewer correctionloops

e Training: On-demand video series on "Creating Sales Documents in Minutes with
nuwacom"”

e Addition: Quarterly live session with new best practices

e Result: 25% shorter offer turnaround times and higher output peremployee

¢ Combine mandatory trainings (basics) with voluntary deepening formats for
power users

e Promote "learning by doing" through internal Al hackathons or use case challenges

o Keep training materials current and easily accessible (e.g., inintranet or directly in
nuwacom)

e Establishinternal Alcommunities where users exchange tips, prompts, and agents

13. Pilot phase & Quick Wins
Description

The pilot phase is the controlled starting point for using an Enterprise Al solutionin
everyday business.

The goalisto gaininitial experience in alimited framework, test processes, and make quick
successes (quick wins) visible.

These successes help increase internal acceptance, convince stakeholders, and prepare
rollout to other areas.

Quick wins are use cases with high benefit and low technical or organizational hurdle.

They provide proof that nuwacom works in daily life and offers clear added value.
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Guiding Questions

1.
2.
3.
4. What technical and organizational requirements must be met before the pilot

Which departments or teams are best suited for a pilot phase?
Which use cases can be implemented and measuredin a short time?
How do we measure the success of the pilot phase (KPls, feedback, usage data)?

starts?
How do we communicate quick wins internally to increase motivation?

Practical Examples

Team: HR department
Use Case: Al-supported answering of internal HR inquiries

Result: 50% time savings on recurring inquiries within 4 weeks

Team: Social Media Team

Use Case: Automated creation and optimization of LinkedIn postingsin corporate
wording

Result: 70% faster social post creation and higher engagement rate

Define clear success criteria before pilot launch

Choose pilot areas that are open toinnovation and have animpactinthe company
Collect qualitative and quantitative feedback in parallel

Present quick wins in a timely manner ininternal meetings or newsletters to
maximize the effect
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14. Rollout Strategies
Description

The Rollout Strategy defines how the enterprise Al solution will be introduced gradually or
company-wide afterthe pilot phase.

ltincludes the timeline, prioritization of departments, scaling integrations, and ongoing
stakeholderengagement.

Aclearly structured rollout prevents excessive demands, minimizes risks and ensures that
learnings from the pilot phase are incorporatedinto the broad introduction.

Whether the rollout is phased (e.g., department-by-department) or big bang depends on
the size of the company, the complexity of the integrations, and the willingness to change.

Guiding Questions

Inwhat order are departments orlocations rolled out?

What resources are needed foreachrollout step (IT, training, support)?

How do we ensure that integrations and data connections are ready in time?
What communication measures accompany the rollout?

How do we monitorusage and success during the rollout?

N N

Practical Examples

e Phasel: Corporate Communications and HR

e Phase 2: Sales and Customer Service

e Phase 3: Product development and other departments

e Advantage: Learnings fromphase 1canbeimplemented directly inphases2and 3

e Introductioninall departments at the same time after a 3-month preparation phase
e Advantage: Uniform start, fast penetration
¢ Risk:Highresourcerequirementsinashort time
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e Startwithdepartmentsthat can generate visible successes

e Maintain acentral rollout board with schedule, responsibilities, and status

e Plansufficient support capacities for the first few weeks afterimplementation
e Usefeedbackfromeachrollout wave for optimizations

15. Success Measurement & KPls

Description

Measuring success is crucial to prove value in the company and continuously optimize the
adoption.

KPIs (Key Performance Indicators) help to make progress measurable, to present
successes visibly and to make data-based decisions.

Both quantitative and qualitative metrics should be takeninto account - fromusage rates
to productivity gains and employee feedback.

Without clear metrics, thereis arisk that the added value of the platform will not be
recognized or communicated, which canjeopardize adoption and budget approvals.

Guiding Questions

1. What goals have we defined for the rollout, and how do we measure them?

2. Which KPIs are suitable for short-term quick wins, which forlong-term effects?

3. How oftenare the KPIs collected, and to whom are they reported?

4. How dowe combine usage data(e.g.,loginfrequency, content created)with
business KPIs (e.g., time savings, revenue increase)?

5. Howisfeedbackfromthe workforce integratedinto the measurement of success?

Practical Examples

¢ Quantitative: Number of contents created per month, reduction of productiontime
by X%
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Qualitative: Feedback on the quality of Al-generated content, satisfaction with the
platform
Evaluation: Monthly in the project team, quarterly in the board

Quantitative: Number of automated customer briefings, reduction of quotation
turnaround time

Qualitative: Improvement of the quality of the offeraccording to customer
feedback

Evaluation: Automated reports in nuwacom, combined with CRM data

Define KPIs before the rollout, not after

Leverage a combination of usage and business KPIs

Communicate successes internally regularly and in an understandable form
Use visualizations (dashboards, infographics) to show progress

16. Internal Success Communication

Description

Internal Success Communication ensures that the progress made and the added value of
the introduction are visible throughout the company.

It strengthens acceptance, motivates employees to actively use it and provides managers
with arguments to further support the project. Without targeted communication of
success, evenimpressive results run the risk of going unnoticed - and thus the likelihood
that the platform will be established in the long term decreases.

Thisis not just about bare numbers, but also about stories: concrete examples of how
nuwacom has made work easier, accelerated processes or enabled innovation.
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Guiding Questions

What successes do we want to share internally (KPls, best practices, success
stories)?

Which channels do we use to achieve the greatest visibility (intranet, MS Teams, all-
hands meetings)?

How often should we communicate successes to make animpact without
overloading?

. Who are the best ambassadors for project success (power users, managers,

project team)?
How can successes be presentedin away thatinspires and motivates
participation?

Practical Examples

Format: 15-minute slot in the all-hands meeting

Contents: Three success stories from different departments + central KPls
Effect: Visibility among all employees and clear signal from the company
management

Format: Short article + screenshot/video demo

Content: Aconcrete use case, quote from the usersinvolved, measurable added
value

Effect: Continuousinspiration for new applicationideas

Combine hard numbers (KPIs) with personal stories from everyday work
Actively involve managers in communication to increase visibility

Use visuals (screenshots, short videos) to make the impact tangible

Place success communicationregularly at strategic touchpoints (team meetings,
internal newsletters, collaboration tools)
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17.Continuous Optimization & Use Case Exchange

The introduction of Enterprise Alis not a one-time project, but the beginning of an
ongoing development. New features, changing business goals, and additional
integration options make it necessary to continuously adapt the platform.

A structured exchange on use cases ensures that successful approaches fromone
department can also have animpactin other areas.

The goalis avibrant Al culture of use where ideas, best practices, and improvements are
actively shared.

Guiding Questions

1. Howdowerecord and document new use cases inthe company?

2. Whichformats are suitable forregular exchange between departments (e.g.
monthly Alcommunity meetings)?

3. How do we identify potential forimprovement in existing workflows?

4. How doesuserfeedback flowinto further development?

5. Whatkey figures do we use to make optimization successes visible?

Practical Examples

¢ Format: Monthly virtual meeting of all power users
e Content: Presentation of new use cases, discussion of challenges, tips & tricks
e Outcome: Fasteradoption of successful workflows and higherinnovationrate

e Approach: Quarterly analysis of the most used agents and functions

¢ Outcome:Identification of automation potential and adaptation of agents to new
requirements

e Establishacentral platform (e.g.in nuwacomitself) for the exchange of prompts,
agents and workflows

e Appointuse case championsinthe departments that coordinate the exchange

e Linkcontinuous optimization to KPIs from performance measurement

¢ Promoteinternal competitions orhackathons to generate creative ideas
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18. IT-Integration & System Landscape

Description

A successfulintroductionrelies heavily on cleanintegrationinto the existing IT and data
landscape.

The goal is for nuwacom to work seamlessly with existing systems such as ERP, CRM, DMS,
collaboration tools or knowledge bases to achieve maximum efficiency and avoid data
silos.

Close cooperation with the IT departmentis crucial in order to planinterfaces cleanly,
comply with security standards and think about scalability right from the start.
Especially with enterprise Al, the quality and accessibility of the data plays akeyrolein
unleashing the full benefits of the platform.

Guiding Questions

1. Which systems and data sources need to be connected to the enterprise Al
solution?

2. Arethere any existing APIs, connectors orintegration frameworks that can be used?

3. Which hosting variant (e.g. Microsoft Azure EU, IONOS Sovereign Cloud) fits the IT
and compliance requirements?

4. How is authenticationregulated (e.g., single sign-onvia Azure AD)?

Which roles and authorizations must be mapped in the solution?

6. How are data flows monitored and secured?

o

Practical Examples

e Connection of SharePoint, Teams and Outlook to nuwacom
¢ Single sign-onvia Azure AD
e Automatic access by agents to shared documents on the corporate network

e APlconnectionto Salesforce andinternal document management
e Automated creation of customer briefings by nuwacom agents
e Accessrightsaccordingto CRMrole model
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Perform anIT systeminventory before the project starts

Rely on standard integrations and avoid unnecessary in-house developments
Schedule regular security andintegration tests

Document every interface and data flow diagrams for compliance audits

19. Stakeholder-Mapping & Alignment
Description

A successfulintroduction can only succeedif allrelevant stakeholders are involved from
the very beginning.

Stakeholder mapping means systematically identifying who in the company is affected by
the project, what expectations and interests they have, and how strong theirinfluence is
onthe success of the project.

Alignment means aligning these different interests towards a common goal and planning
measures at an early stage to secure support and minimize possible resistance.

Stakeholder mappingis not only an organizational step, but also a strategic success factor
- especially inan enterprise Al project that affects several departments, hierarchical levels
and often external partners.

Guiding Questions

1. Who are the mostimportantinternal stakeholders (managers, departments, IT,
compliance, works council)?

2. What expectations, concerns or goals do these stakeholders have with regard to

the Enterprise Al solution?

. What influence and decision-making powers do they have?

4. How canwe actively win their support (communication formats, pilot participation,
quick wins)?

5. Who are potential "blockers" and how can we address their concerns?

W
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Practical Examples

Axes: Influence on the project vs. impact

Quadrant “high/high”: Must be actively involved (e.g., CIO, Head of
Communications)

Quadrant “high/low”: Strategic information to use influence positively

Selection of committed department employees for the pilot phase
Task: Share experiences as "Al Ambassadors" and ensure acceptance in their field

Use avisualized stakeholder map to make dependencies visible

Plan1:1formats forinfluential stakeholders to convince in atargeted manner
Continuously document changes in the stakeholderlandscape (e.g. due to job
changes)

Involve external stakeholders (e.g., key customers, partners, orregulators) if they
have influence on the project

20. Leadership Engagement & Sponsorship

Description

Managers play a central role in the successful introduction.

They are not only decision-makers and budget providers, but also role models for the use
of the platformin everyday life. A clear executive sponsor -i.e. an executive who visibly
supports the project - can make the difference between hesitant acceptance and
widespread use.

Leadership engagement means that these individuals actively communicate, exemplify,
and make decisions that drive project success. Especially in enterprise Al projects, it is
important that the supportis notjust on paperbut can be experiencedin everyday life.
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Guiding Questions

1. Who will take on the role of executive sponsor for the launch?

2. How can we empower leaders to act as persuasive ambassadors?

3. Which arguments and success stories are particularly relevant for managers (e.g.
increased efficiency, innovation advantage)?

4. How do we regularly involve managers in the progress and results dialogue?

5. How do we ensure that executives actively use the enterprise Al solution
themselves?

Practical Examples

e CEOannouncesthe launch of the Enterprise Al solutionin an all-hands meeting
e Shares personal experiences with first use cases
¢ This signals strategic relevance and support from the highest level

e Head of Sales demonstrates a successful customeruse case in ateam meeting
e Motivates team members to contribute theirown use cases
e Leadstofasteradoptionacrossthe salesteam

¢ Brief managers specifically on benefits, opportunities and success stories
o Offerexclusive pre-training for executives (VIP onboarding)

e Use managers as storytellersinInternal Success Communication

¢ Linkleadership engagement to measurable project goals

21. Risk management & Governance
Description

Risk management and governance ensure that the introduction is not only successful, but
also secure, compliant and sustainable.

In an enterprise Al project, this means identifying potential risks at an early stage, defining
clearresponsibilities and establishing processes that ensure safe operation.
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Governance includes the framework conditions and rules according to which the
platformis used - from accessrights and approval processes to compliance with
regulatory requirements such as the Al Act or the GDPR.

Structured risk management minimizes technical, organizational and legal risks and
ensures that the project enjoys trust evenin sensitive areas of the company.

Guiding Questions

1. What are the potential risks of introduction (technical, organizational, legal)?

2. How arerisks identified, assessed and prioritized?

3. What governance structures are required (policies, approval processes, role
models)?

4. How do we ensure that all relevant regulations (GDPR, Al Act, internal compliance
guidelines) are met?

5. Whoisresponsible for continuously monitoring and adjusting governance?

Practical Examples

e Composition: IT, Compliance, Data Protection, Departments
e Task: Approve newintegrations, review data flows, adapt to regulatory changes
e Result: Highlegal certainty and clearresponsibilities

¢ Documentation of allidentified risks with probability of occurrence andimpact
e Definition of countermeasures and responsibilities
e Regularreview by the project team

e Establish agovernance board before the rollout

e Integrate dataprotectionand compliance teams early inthe process

e Documentall policies transparently and easily accessible

e Scheduleregularaudits to keep governance and risk management up to date
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22. Budgeting & Resource Planning
Description

A successfulintroductionrequires clear financial and personnel planning. Budgeting
includes not only license costs, but also expenses forintegration, training, change
management, support, and ongoing optimization. Resource planning ensures that the
people needed are available with the right skills and sufficient time.

Especially in enterprise Al projects, itisimportant to consider total cost of ownership
(TCO) -i.e.not only the one-time implementation costs, but also the ongoing operation
over several years.

Guiding Questions

1. What are the one-off costs (setup, integration, initial training)?

2. Whatrunning costs should be planned for (licenses, support, further development)?

3. Whatinternal and external resources are required?

4. How doyou ensure thatresources remain available throughout the project's
lifecycle?

5. Arethere waysto bundle budgets from other projects or departments?

Practical Examples

¢ One-time costs:integration, training, initial change management
e Ongoing costs: licenses, support, governance, continuous optimization
e Result: Clear basis for decision-making for top management

e Overview: Roles (Project Management, IT, Departments, Change Management)
¢ Indication: Time budget perrole in hours perweek
e Result: Early detection of bottlenecks

e Create amulti-year budget planto secure follow-up investments

e Considerhidden costs(e.g.,internal coordination, employee training time)

¢ Relyonco-funding models when multiple departments benefit from the rollout
e Planabudget forinnovation and new use casesright fromthe start
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23. Long-term Scaling & Roadmap

Description

The introduction of an enterprise Al solutionis only the first step - the real added value
arises when the platformis scaled and continuously developed throughout the company in
the long term.

Aclearroadmap ensures that new departments, features, and integrations are rolled outin
a structured way, rather than being limited to individual teams.

Scaling doesn't just mean "more users," but also deeper integration into core processes
and expansion of use cases to maximize strategic value.

Guiding Questions

1. Which other departments orlocations are to be connectedinthe next12-36
months?

2. What new features orintegrations are in nuwacom's product roadmap and how do
they fit with our goals?

3. How dowe ensure that the platform remains stable, secure and performant even as
the number of users grows?

4. How do we regularly identify new use cases that deliver added value?

5. What milestones do we set for the next 3-5 years?

Practical Examples

e Yearl:Introductionto Corporate Communications & HR
e Year?2:Rolloutinsales, customer service and product development
e Year3:Internationallocations and deep integration into ERP workflows

¢ Quarterly review of new nuwacom features
o Selection of relevant features and targeted training per department
e Result: Higher utilization rate and continuous added value
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e Planforscalingright fromthe start - evenin the technical architecture

e Usepilot departments as best practice hubs fornew areas

e Linkthe scalingroadmap to the corporate strategy

o Keeptheroadmap flexible torespondto technological developments and
business priorities

24. Conclusion & Outlook
Description

Adoptionisn'tjust atechnology project, it's a strategic transformation process that
transforms the way your organization uses knowledge, makes decisions, and drives
innovation.

With the successfulimplementation of the previous steps, you create the basis fora
sustainable enterprise Al strategy that makes your organization competitive in the long
term.

The outlook should make it clear: The journey does not end with the go-live. New
features, regulatory developments such as the Al Act, and evolving business needs require
continuous adaptation.

Companies that actively shape Al instead of just reacting will reap the most benefits.

Guiding Questions

1. What strategic goals do we want to achieve with the solutionin the next few years?

2. Howdowe keep the Al strategy in line with business goals and market changes?

3. What processes ensure that we can take advantage of technological
developments at an early stage?

4. How doweremainleadersinresponsible Aluse, bothinternally and externally?

5. What next steps do we take immediately after the implementation phase s
completed?



Practical Examples

Example A- Al as part of the corporate strategy

e Include Alinitiativesin annual business planning
e Boardof Managementregularly reports on Al progressin the annual report

Example B - Innovation program around nuwacom

e Establishment of aninternal Al Innovation Hub
¢ Annual hackathon to develop new agents and workflows
e Result: Steady stream of practical ideas and improvements

Tips & Best Practices

e KeepAlpresent as astrategic perennial issue in management committees

e Establish processesto evaluate trends and new technologies at an early stage
e Maintain partnerships (e.g. with nuwacom, universities, technology partners) to

receive innovationimpulses from outside

¢ Communicate successes and progress to the outside world to strengthen your

position as an Al pioneer
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From Blueprint to Quick Start — The 90-Day Plan for Your
nuwacom PoC

The nuwacom Al Implementation Blueprint describes in 24 clearly defined steps how
companies can successfullyimplement a scalable, sustainable Alimplementation
strategically, technically and organizationally.

But it does not always make sense toroll out the entire timetable right away. Many
organizations deliberately start smallerin order to gaininitial experience, build internal
support and quickly make the benefits visible.

This is exactly where our quick-start approach comesin:

1. The comprehensive blueprintis translated into a compact, practical 90-day plan.

2. They get alow-risk opportunity to test enterprise Al such as nuwacomunderreal
conditions.

3. Thefirst measurable successes ensure acceptance and enthusiasm - and form the
basis forthe laterrollout.

Whetheryou start with the fullimplementation right away or choose the quick start first:
Both approaches are based on the same success principles. The Quick Start is the focused
short version of the blueprint - ideal for entering the world of enterprise Al safely, quickly
and effectively.
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The 90-Day Quick Start Plan

Goal: Create clarity, align expectations, define project frameworks.

Steps:
¢ Kick-off workshop with management, IT and specialist departments
e Selectionof 2-3 pilot use cases with quick added value
e Definition of KPIs and success criteria (e.g. time savings, increased efficiency, user
acceptance)
¢ Naming of projectroles and responsibilities
e Determination of communication and feedback channels

Examples:

e Automated meeting summaries
e Alsearchforinternalknowledge access
¢ Automated quotation generation

Goal: To provide a functional test environmentinlive setup.

Steps:
e Connectionofrelevant data sources (e.g. SharePoint, Confluence, CRM)
e Security and compliance setup according to GDPR & Al Act
e Development of the first Alagents for the pilot use cases
¢ Compactonboarding of pilot users + best practice guide
e Planforearly feedbackcycles

Best Practices:
e Limitpilotgroupto10-20 engagedusers
e Focusonsimple, measurable use cases
e Startinternal communication from the beginning



Goal: Prove added value, increase acceptance, prepare rollout decision.
Steps:

e Liveuseinday-to-daybusiness

o Weekly feedbackrounds with the pilot team

¢ Ongoing optimization of prompts, agents, and workflows

e KPlevaluationand comparison with baseline values

¢ Documentation of success stories (incl. user feedback, screenshots, time
/cost savings)

e Final presentation formanagement withrollout recommendation

Metrics:

¢ Fulfillment of defined KPIs
e Positive userreviews
e |dentified potential forrollout

Tip

Present successes regularly and visibly during the PoC phase - for example, with a
"Highlight of the Week" on the intranet or short demo videos. This creates
enthusiasminthe company at an early stage.

Success factors for the PoC

e Securing top management sponsorship right from the start
¢ Involve T atanearly stage and clarify technical requirements
e Setmeasurable, realistic KPIs

e Selectasmall, motivated pilot group

e Startinternal communication measures fromday 1

e Planforshort feedback and optimizationloops



Roles in the PoC

e Executive sponsor - securesresources and visibility

¢ Project manager - controls schedule and coordination

e ITLead-responsible forsetup,integration & security

e Departmental champion - ensures practical relevance and acceptance
e End-usertesters - provide feedback andideas forimprovement

Next steps after the PoC

e Documentthe evaluation of KPIs and lessons learned

e Create adecisiontemplate fortherollout

e Define ascaling planwith otheruse cases and departments

e Expandtraining activities (e.g., trainings, Al hackathons, onboarding package).
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This guide is the interactive working tool for the nuwacom Al Implementation Blueprint.

It translates the strategic content of the blueprintinto a clearly structured, practice-
oriented working document.

Your Benefits

e All24 success factors for Alimplementationin a compact, fillable format
o Clearguiding questions, practical examples, tips & checklists
¢ |deal forworkshops, project meetings, and ongoing documentation

How to Use It:

1.Read the strategic background foreach pointin the blueprint.
2.Answer the guiding questions in the guide and document your decisions.
3.Use checklists to track progress.

4.Keep the guide up to date throughout the project.

With this guide, you not only create structure and transparency in your Al project but also
build a solid foundation forlong-term success and continuous optimization.


https://www.nuwacom.ai/wp-content/uploads/2026/01/Blueprint_ENG-1.pdf

This guide is the practical companion to the nuwacom Al Implementation Blueprint.

While the e-book describes the strategy, background, and best practices for Al
implementation, this guide provides a concrete template for execution—fillable,
customizable, and ready for direct use with your project team.

It takes you step by step through the 24 key success factors of a successful Nuwacom
implementation—from the initial vision to company-wide scaling.

Each sectionincludes a brief description, guiding questions, examples, tips, and a
checklist to help you stay on track and make consistent progress at every stage.

This allows you toinitially test nuwacomiin a limited, low-risk environment, achieve quick
results, and lay the foundation for a later full rollout.

How to Use the Guide Effectively:

1.Use alongside the e-book - First, read the strategic guidance foreach pointinthe e-
book before answering the guiding questionsin the guide.

2.Work interdisciplinarily - Involve C-level, IT, business units, and change management
to ensure complete answers.

3.Proceed step by step - Complete 1-2 points per session and document decisions
directly inthe guide.

4.Adapt examples - Use the practical examples forinspiration and adjust them to fit
your organization.

5.Check off lists - Use the checklists to ensure no important aspectis overlooked.

6.Keepitupdated - The guideis a living document and should be maintained
throughout the Alimplementation.

7.Make results visible - Use your entries forinternal communication, management
updates, and performance tracking.

By the end, you’ll not only have a fully functional Al platform but also a complete record
of your Alimplementation journey—a foundation for sustainable innovation and
continuous improvement.


https://www.nuwacom.ai/wp-content/uploads/2026/01/Blueprint_ENG-1.pdf
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1. Vision & Goal Definition
Create a shared vision and establish measurable outcomes.

Guiding Questions

1. Whatis our overarching vision for Al in the company?

2. Which measurable goals do we want to achieve within 12 months?

3. Which business objectives does this support?

4. What risks orresistance do we anticipate?

Examples:
o “Allemployees canfindrelevantinformationinunder 60 seconds”
e “Automate 20% of standard inquiries”

Tips

e Formulate thevisionin1-2 sentences
e Combine qualitative and quantitative goals
¢ Use astakeholderworkshop to achieve consensus

Checklist

Vision formulated
3-5measurable goals defined
Risks identified

Leadership alignment secured

L1000
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2. Business Value & Prioritization
Clarify which use cases deliver the greatest business value.

Guiding Questions

1.Which business areas benefit the most?

2. Which problems should we solve first?

3. How do we measure economic success?

4. Which quick wins are possible?

Examples:
e Reduce customer service processing time by 30%
e Fasterquotation processesinsales

Tips

e Evaluateimpactvs. feasibility
e Startwith quick wins before tackling complex projects
¢ Usefinancial metrics (ROI, cost savings)

Checklist

Business value defined
Prioritization list created
Quick wins identified

KPlmeasurement plan established

L1000
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3. Stakeholder & Governance
|dentify relevant people and clarify responsibilities.

Guiding Questions

1. Who are the most important stakeholders?

2.Who bears responsibility for decisions?

3. How areroles and responsibilities documented?

4.|sthere agovernance board?

Examples
e Steering Committee consisting of IT, specialist departments and management;
e Defined Product Ownerfor Al projects

Tips

¢ Use stakeholder mapping (influence vs. interest)
o Establishagovernance boardearly on
e Scheduleregular coordination meetings

Checklist

Stakeholdersidentified
Roles and responsibilities documented

Governance structure defined

L1000

Regular meetings established
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4. Technical Architecture & Integration
Ensure that nuwacomis seamlessly integrated into existing systems.

Guiding Questions

1. Which systems need to be connected?

2. Are there any interface or APl requirements?

3. Which data sources are needed?

4. Whoisresponsible forintegration and maintenance?

Examples
e ConnectiontoM365, CRM, ERP
e Use of internal knowledge databases

Tips

¢ Involve the IT department at an early stage
e Provide APldocumentation
e Testpilotintegration before large-scale rollout

Checklist

Target architecture defined
Interfaces clarified
Data sources documented

Responsibilities defined

L1000
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5. Data Strategy & Data Quality
Ensure that nuwacom has access to clean, relevant, and up-to-date data.

Guiding Questions

1. What datais required for use cases?

2. How do we ensure data quality?

3.How is data keptup to date?

4. Whoisresponsible for data?

Examples
e Uniform productdatainPIM
e Cleaned customerdatain CRM

Tips

e Performdatainventory
o Clearly define responsibilities
e Define datamaintenance processes

Checklist

Data sources identified
Data cleansing completed

Data maintenance processes established

L1000

Responsibilities documented
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6. Security, Data Protection, & Compliance
Comply with legal and regulatory requirements (including the Al Act and GDPR).

Guiding Questions

1. What legal requirements apply?

2.How are usage and accessrestrictionsimplemented?

3. Are hosting locations compliant?

4. |sthere an audit process?

Examples
e Hostingin German cloud (IONOS)
e Accessonly withMFA androle permissions

Tips

¢ Involve data protection officers
e Maintain Al Act-compliant documentation
e Regular security audits

Checklist

Compliance requirements checked
Technical security measures implemented
Audit processes established
DSBinvolved

L1000



7. Infrastructure & Hosting
Provide a powerful, scalable, and secure platform environment.

Guiding Questions

1. Which hosting option should we choose?

2.What are the scaling requirements?

3. Howisreliability ensured?

4. \Who monitors the infrastructure?

Examples
e Hosting withIONOS or Azure EU
e Loadbalancing & backup solutions

Tips

e Planfor scalability early on
o Testyourbackup strategy
¢ Implementinfrastructure monitoring

Checklist

Hostinglocation determined
Scaling plan created

Fail-safe conceptinplace

L1000

Monitoring setup
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8. Change Management & Communication
Ensure acceptance and commitment among all stakeholders.

Guiding Questions

1. Who are the change champions?

2. Which communication channels do we use?

3. Which messages are key?

4. Howis feedback collected?

Examples
¢ Newsletterupdates on project progress
e Executive workshops

Tips

e Transparency instead of one-off information
e Share successesregularly
e Actively seek feedback

Checklist

Change champions appointed
Communication plan created

Feedback channels active

HNNN

Rule updates established
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9. Leadership Engagement & Sponsorship
Secure support from top management.

Guiding Questions

1. Whois the C-level sponsor?

2. How does this sponsor become visibly active?

3. Howis progress reported to executives?

4. Are there regular executive updates?

Examples
e CEO statement at projectlaunch
e Monthly steering committee meetings

Tips

e Define clearroles for sponsors
¢ Make successes visible at C-level
e Use sponsors as multipliers

Checklist

Sponsor appointed
Engagement plan created
Executive updates planned

Successes shared

Hin|nN
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10. Training & Enablement
Prepare users specifically for working with nuwacom.

Guiding Questions

1. Which target groups require training?

2. Which formats (online, in-person, hybrid) do we use?

3.Who conducts the training?

4. How do we measure learning success?

Examples
e E-learning module forallemployees
e Face-to-face workshop for powerusers

Tips

o Differentiate content accordingtoroles
e Provide on-demand learning content
e Ensure practicalrelevance

Checklist

Target groups defined
Training concept created
Trainer determined

Success measurement defined

Hin|nN
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11. Training Formats & Events
Promote enthusiasm and practical knowledge through interactive formats.

Guiding Questions

1.What interactive formats do we use?

2.How often do events take place?

3.Whoisresponsible for organization?

Examples
e Alhackathons
e Use CaseDays

Tips

¢ Incorporate competitive elements
e Presentresults publicly
e Promote cross-teamlearning

Checklist

[ ] Formatsdefined
|:| Schedule created
|:| Responsible persons named



12. Use Case Identification
Systematically recordrelevant use cases.

Guiding Questions

1. Which processes are most suitable?

2. Where are the greatest efficiency gains to be found?

3. Whichuse cases delivera quick ROI?

Examples
e Automated document creation
e Customerservice chatbots

Tips

e Activelyinvolve departments
e Checkfeasibility before prioritizing
¢ Give preference to quick wins

Checklist

|:| List of potential use cases created
|:| Evaluation criteria defined
|:| Top 3-5 use cases prioritized
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13. Proof of Concept & Pilot
Test functions on a smaller scale before rolling them out on alarge scale.

Guiding Questions

1. Which use case is suitable for the pilot?

2. Which KPIs are measured?

3. Howlong does the pilotrun?

Examples
¢ Pilotinone department before rollout across the entire company
e Measurement: Processing time, errorrate

Tips

e Choosealimited scope
e Planfeedbackloops
¢ Document pilotresults

Checklist

Pilot use case defined
KPls established

Duration planned

HiNNN

Feedback process established



14. Prompt Engineering & Agent Development
Optimize Alresponses and workflows.

Guiding Questions

1. Who develops and maintains prompts?

2. What standards do we set?

3. How do we test quality?

Examples
e Standard prompts for customer communication
e Agentsforquote orreport creation

Tips

e Document best practices
e Definerole permissions foragent creation
e Continuously improve results

Checklist

[ ] Responsible persons appointed
|:| Prompt standards created
|:| Test procedures established



15. Rollout Planning
Structuredrollout for smoothimplementation.

Guiding Questions

1. Which departments will start and when?

2. Whatresources are needed?

3. How will progress be measured?

Examples
e Phasedrollout by department
e Start with departments with high affinity

Tips

e Createrollout calendar
e Ensure training before rollout
¢ Define success criteriaforeach phase

Checklist

[ ] Rolloutplancreated
|:| Resources secured

|:| Progress measurement defined
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16. Change Champions & Multipliers
Wininternal ambassadors for Alimplementation.

Guiding Questions

1. Who are the opinionleaders in the teams?

2. How are they involved?

3. How are successes made visible?

Examples
e Powerusers present theirresults
e Successstoriesontheintranet

Tips

e Name champions early on
e Createrecognition (awards, visibility)
e Regularexchange formats

Checklist

[ ] Championsnamed
|:| Communication channels defined

|:| Recognition mechanisms established



17. Key Performance Indicators & Reporting
Make the impact of Alimplementation measurable.

Guiding Questions

1. Which KPIls do we measure?

2.How often arereportsissued?

3.Who receives the reports?

Examples
e Time savings
e Usagerate

Tips

e Setupdashboardinnuwacom
e Sendreportsto management andteams
e Celebrate successes

Checklist

[] KPisdefined
|:| Reporting plan created
|:| Dashboard set up
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18. Internal Success Communication
Make successes visible and increase motivation.

Guiding Questions

1. What success stories do we share?

2. What channels do we use to communicate?

3. How often do we share updates?

Examples
¢ Videointerviews with pilot users
e Successstories at the all-hands meeting

Tips

e Usestorytelling
e Quantify results
e Promote a culture of recognition

Checklist

|:| Success stories collected
|:| Communication plan created
|:| Channels defined
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19. Continuous Use Case Optimization
Continuously improve Alimplementation.

Guiding Questions

1. How do we collect suggestions forimprovement?

2.Who prioritizes adjustments?

3.Howis feedback implemented?

Examples
e Monthly use case review meetings
e Feedbackformsinnuwacom

Tips

e Embediterations firmly in the process
o Takeuserfeedback seriously
¢ Implement smallimprovementsimmediately

Checklist

|:| Feedback process established
|:| Review meetings planned

|:| Improvements documented



20. Governance & Guidelines
Ensure consistent and secure usage.

Guiding Questions

1. What rules of use apply?

2. How are violations handled?

3. Who maintains the guidelines?

Examples
e Promptusage guidelines
¢ Role andrights concept

Tips

e Make guidelines clearand accessible
e Training on governance topics
e Regularreview

Checklist

|:| Guidelines created
|:| Governance process documented

|:| Responsible persons named



21. Al Act & Regulation
Ensure compliance with current and upcoming regulations.

Guiding Questions

1. Which Al Act requirements apply to us?

2.How do we document compliance?

3. Who monitors regulatory changes?

Examples
¢ Riskclassification of Al applications
e Compliancereports

Tips

¢ Involve the legal department early on
e Store documentationin nuwacom
e Regularcompliance reviews

Checklist

[ ] Requirementsanalyzed
|:| Compliance documentation created

|:| Monitoring process established
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22.IT Support & Operations
Ensuring that nuwacom runs smoothly.

Guiding Questions

1. Whoisresponsible for technical support?

2. What levels of support do we offer?

3. How are problems reported?

Examples
e Ticket system with prioritization
e FAQ portal

Tips

e Clearescalationpaths
o Offerself-service options
¢ Trainthe supportteam

Checklist

|:| Support structure defined
|:| Ticket process setup
|:| FAQ created



23. Scaling & Rollout of Further Use Cases
Expand and deepen Al usage.

Guiding Questions

1. Which other areas will benefit?

2.How do we prioritize new use cases?

3. What resources are needed?

Examples
e Expansiontointernationallocations
¢ Introduction of new departmental agents

Tips

e Leverage successes from pilot projects
e Planscaling,don'tdoitad hoc
e Secureresourcesinadvance

Checklist

|:| Potential analyzed
|:| Prioritization carried out

|:| Resources secured



4]

24. Long-term Al Strategy & Innovation
Embed Al firmly in corporate strategy.

Guiding Questions

1. What role should Al play in 3-5 years?

2. Which areas of innovation do we want to test?

3. How do we stay up to date with technology?

Examples
¢ Introduction of autonomous Al agents
e Cooperationwithresearchinstitutions

Tips

¢ Update the Alroadmap annually
¢ Observe and evaluate trends
¢ Allocate aninnovation budget

Checklist

|:| Long-term goals formulated
|:| Areas of innovation defined
|:| Roadmap created



¢ nuwacom

Al agents you can trust—on a platform
you control.

ch ~ Assistant
Asecure Al assistant for your daily work.
7@ - Agents
Create your own Al agents and workflows—no
programming skills required.
=
@
o

Search
Find your company's data faster.

Collaboration
Plan, create, and organize brand-compliant content.

Simplify Work. Drive Results.




¢ nuwacom

nuwacom GmbH
UniversitatsstrapBe 3
56070 Koblenz

nuwacom.Al Drive Results.
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