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AI: From Pilot to
Production



THE DISCUSSION TOPIC

“You can’t win if you don’t repeatedly fail ,
and most companies don’t have the culture
or resources to do that.” Anon.
 
Embed experimentation into enterprise
culture: Allow room for iteration, learning
and low-risk failure. Treat AI adoption as an
ongoing capability, not a one-shot
initiative.

Align incentives across business and tech:
Break down silos between business, IT and
change leaders. Shared outcomes and
incentives are critical to turning prototypes
into production. 

Invest in people, not just platforms: Upskill
change agents who understand both tech
and human behaviour. AI success depends
on people who can bridge business needs
and technical capabilities.
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Actionable Solutions
“Every bank has this problem. They build a
new data warehouse without retiring the old
one, then end up with three.” Anon. 

Initially prioritise interoperability over
perfection: Focus on connecting the tools,
data and workflows you already have. Many
struggle to bridge legacy and modern
environments as they do not alter their
systems alongside AI integration.

Map and redesign end-to-end workflows:
Stop thinking in org charts. Start thinking in
customer journeys. Redesign processes from
the ground up, then decide where AI adds
the most value.

Shift from tech-first to process-first
mindset:  AI shouldn’t just optimise existing
steps, it should enable new ways of working.
Begin by asking: how should this process
work in an AI-native world?

Actionable Solutions

“Many organisations do not have a future-
oriented culture. They don’t have the
lifeblood of change to adopt transformative
tech.” Anon.
 
AI readiness is about mindset and structure,
not just models. Organisations lacking a
culture of change will struggle to scale even
the best tech.

While many firms have pilot projects
underway, few are set up to take them into
production. Additionally, many still operate
with the belief that failing once means
abandoning the initiative altogether. Others
lack the cross-functional collaboration
needed to orchestrate AI into business
outcomes. Our executives agreed that true
AI maturity demands an operating model
that embraces failure, experimentation, and
iteration.     

Modernisation is the Missing
Link
"We’ve just added icing sugar to a cold
apple pie, AI’s the sugar, but we haven’t
even warmed the pie up.” James Harris,
Founder, Boardroom Club

Executives repeatedly stress that the real
blockers to AI production aren’t just
technical, they’re systemic. Legacy
technology, disconnected teams, and
unchanged processes mean many
organisations are running AI on outdated
foundations. Only 21% of AI adopters have
changed the processes AI interacts with.
This results in inefficiency, complexity, and
failed pilots. Without rethinking the
underlying operating model, AI becomes a
flashy add-on rather than a force multiplier.

AI Readiness is Cultural,
Not Just Technical
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Questions to Consider: 

Are we modernising our workflows and
systems fast enough to support scalable
AI use cases?
Where have we simply layered AI on top
of outdated processes instead of
transforming them?

Questions to Consider: 

How do we build a culture that tolerates
failure and rewards experimentation?
Are we structurally set up to take
successful pilots into production?
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Actionable Solutions

Competitive Pressure Is
Mounting

The Boardroom Divide
“There’s never been a movie made about
cloud computing, but there’s been plenty
about AI. Boards are excited and afraid in
equal measure.” James Harris, Founder,
Boardroom Club

There is a disconnect between board
ambition and execution reality. Boards may
want AI to deliver competitive advantage
but don’t always understand what it takes,
especially in regulated sectors like banking
and insurance. Many are still influenced by
outdated operating models and legacy
success. Fear of risk, compliance concerns,
and short-term results often outweigh
appetite for strategic investment. Our
network has argued that modernisation gets
underfunded while AI pilots get hyped,
leading to a “sugar dusting” approach
instead of genuine transformation.

“Boards often hope you don’t touch it as the
fear of chaos is too great.” Anon.

Educate the board on systemic blockers:
Use real-world examples to show that AI
success isn’t a technology issue, it’s a
business transformation issue.

Reframe AI as risk mitigation, not just
opportunity: Explain how scaling AI supports
regulatory compliance, cost control, and
competitive resilience, not just innovation.

Bring diverse voices into the boardroom:
Introduce technologists, change leaders and
transformation experts into strategic
discussions. Broader perspectives create
better understanding.  

"If your competitor’s got the right agentic AI
strategy, you’re going to lose fast.” Patrick
O’Leary, VP Americas & APAC, Camunda

Legacy institutions are being outpaced by
nimble, AI-native competitors, often from
outside the sector. There is growing anxiety
around being leapfrogged. 

While big firms enjoy regulatory moats,
many upstarts aren’t waiting for permission.
They’re more agile, more willing to fail ,  and
unencumbered by legacy systems or
bureaucracy. In trading, wealth
management, payments and embedded
finance, challengers are eroding market
share, not just with better tech, but with
more speed. Complacency is risky:
regulation might slow disruption, but it won’t
stop it.

Actionable Solutions

Benchmark against AI-native firms, not
just peers: Look beyond your sector for
competitive signals, what are tech-led firms
doing differently that you can learn from?

Build a case for urgency, not fear: Internal
complacency needs to be challenged with
external realities. Use market evidence to
build the case for speed.

Rethink your ‘moat’ as a trap:  Regulatory
strength should be an enabler, not an
excuse for inertia. Find ways to leverage it
while stil l  moving quickly.

“The challengers don’t ask permission, they
just do it. We’re still writing risk assessments
while they’re already in market.” Anon.

Questions to Consider: 

Are we protected by regulation, or
paralysed by it?
How do we learn from (and compete
with) faster-moving firms outside our
sector?

Questions to Consider: 

How do we shift the board conversation
from 'shiny use cases' to foundational
change?
What stories or data will resonate most
with risk-averse decision-makers?
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Our research and roundtable discussion
confirmed a hard truth: many financial
services, banking and insurance
organisations are still stuck in AI’s pilot
phase, not because the technology isn’t
ready, but because the organisation isn’t.
Legacy systems, siloed teams, and
unchanged processes continue to block
progress. Executives have spoken of trying to
scale AI while stil l  relying on infrastructure
built decades ago, highlighting the need for a
more systemic approach to modernisation.
Until organisations change how they work, not
just what they use, the AI promise will remain
unfulfil led.

Our roundtable discussion also pointed to a
deeper cultural challenge. True AI readiness
demands a mindset shift, from risk avoidance
to experimentation, from fear of failure to
iterative learning. Boards and leadership
teams must engage more meaningfully with
the transformation required, understanding
that AI is not a bolt-on solution but a new
operating model. Without buy-in at the
highest levels and collaboration across
business, tech, and change teams, even the
most sophisticated AI initiatives will stall .

Despite the frustrations, there is a clear
optimism. Organisations that can align their
structure, systems and strategy around AI will
quickly outpace the competition, especially in
a sector where the gap between fast and
slow is growing. The key is to stop waiting for
perfection, and start building momentum with
what’s already available. Success isn’t
necessarily about having the most AI, it ’s
about orchestrating what you have into
something that works, scales, and delivers
value.
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Actionable Solutions

Treat AI as a system, not just a tool: Move
beyond prompts and pilots. Design
workflows where AI integrates with data,
processes, and decision logic.

Focus on orchestration and governance:
Invest in platforms that help orchestrate AI
agents and enforce control, compliance and
visibility across the pipeline.

Build modularity into your stack: Flexible
systems allow you to scale or swap AI
components without tearing down the whole
infrastructure.

AI Requires Orchestration,
Not Just Access
“You can’t just keep throwing prompts at it
and hope it solves everything. You need to
engineer for it, and that’s hard.” John
Nazareth, VP Enterprise Architecture,
Broadridge

The future isn’t necessarily about more AI,
it’s about orchestrating what you already
have into something scalable, safe, and
effective.

Executives expressed concern that too many
organisations are focused on AI tools rather
than AI systems. Many can demonstrate
individual models or agents, but few have
cracked how to coordinate them, govern
them, or plug them into real business
outcomes. The complexity of AI
orchestration is rising, especially as use
cases grow. Without solid processes,
governance frameworks and orchestration
tools, AI remains siloed and unpredictable.
Our network called for more attention to how
processes flow, where AI fits, and how to
build safe guardrails for scale.

“Processes are the algorithms of
organisations. So you must consider how
you are orchestrating them” Daniel Meyer,
CTO, Camunda

Conclusion 

Questions to Consider: 

What guardrails do you have in place for
scaling AI safely?
Are you designing systems for
orchestration, or accumulating isolated
AI tools?
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AI: FROM PILOT TO
PRODUCTION

The Boardroom Club is an exclusive
network of senior business leaders
who want to drive change within
the complex and evolving world of
large organisations. By surfacing
the right topic at the right time with
the right question, we create the
right conversation to deliver the
right answer. In doing so, we help
our members be a catalyst for
change and a true leader within
their organisation.

https://www.theboardroom.club/th
e-club

AUTHORS

James Harris
 Club Founder 

George Whittington
Club Director &
Guest Liaison
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Camunda enables
organizations to orchestrate
and automate processes across
people, systems, and devices to
continuously overcome
complexity, increase efficiency,
and fully operationalize AI. Over
700 companies across all
industries, including Atlassian,
ING, and Vodafone, trust
Camunda with the design,
orchestration, automation, and
improvement of their business-
critical processes to accelerate
digital transformation. 

Thank you to our thought
leaders for the session:

Daniel Meyer, Chief Technology
Officer, Camunda

Patrick O’Leary, VP Americas &
APAC, Camunda
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