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Executive Summary
In our whitepaper, “Thriving in the AI Era,” we talk about how important it is 
for businesses to excel at both artificial intelligence (AI) and rapid adaptability 
(we call this business agility). We’re here to help organizations figure out how 
to face new challenges and grab the chances that come with fast-changing AI 
technology. 

What You’ll Learn:

 C AI Maturity and Business Agility: We’re going to show you how your 
company can get better at using AI step by step. This journey goes from 
just starting with AI to making it a big part of everything your company 
does. As you improve with AI, you should also be able to change faster 
and adapt to new things more easily.

 C Steps to Get There: We talk about four main steps in the AI journey:

 C  Starting by trying small AI projects.

 C  Experimenting more as you build your AI skills.

 C  Making AI a key part of how you do business.

 C  Sharing AI tools and knowledge across your whole company. 

 C Mixing AI with Quick Changes: We explain why it’s good to mix growing 
your AI with being able to change quickly. This means always thinking about 
what your customers need, creating a workplace where people love to 
learn, having leaders who support new ideas, making sure AI projects really 
help your business, and being able to change how you do things easily.

 C Facing Challenges: We’ll talk about common problems companies run into 
at each stage of becoming more mature with AI, like getting everyone on 
board or ensuring AI fits your business goals. And we’ll give you ideas on 
how to deal with these challenges.

 C Real Example - Tesla: We look at Tesla as a great example of a company 
that uses AI well and is also really good at changing quickly. This shows 
how combining advanced AI with flexible business practices can lead to 
big wins. Our goal is to give you a roadmap that helps your business use 
AI effectively while also staying agile enough to succeed in today’s fast-
moving world. We hope to make it easier for your company to grow and 
remain competitive as AI keeps changing how we all do business.
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Introduction
Today, AI (artificial intelligence) is changing how companies work and grow. 
It’s not just a new thing to talk about; it’s a significant part of business now. AI 
can help companies do things better and faster, but to really get the benefits, 
companies need to understand how to use AI every day in what they do.

AI maturity is about how ready your company is to use AI well. It’s not just 
about having AI tools; it’s about how your company’s people, work, and tech 
come together to meet big goals. As your company improves with AI, you can 
find new ways to be creative, work smarter, and make your customers happier.

This guide shows you how to make AI a big part of your business. We discuss 
how to grow with AI, stay flexible, and keep up with changes. We look at how 
companies can move through different levels of using AI well, with stories like 
Tesla’s to show how it’s done.

We want to make AI and flexible working methods clear and accessible for 
everyone. This way, your business can take advantage of AI while also being 
able to adapt to new changes quickly. Let’s look at how to improve your 
business with AI and ensure it fits right into your everyday work, giving you an 
advantage in the fast-changing business world.
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Steps of the Journey

1.   Starting Out (Initialization): Your business is 
just getting to know AI, starting with small 
projects and learning the basics, often with 
help from outside experts.

2.  Trying Things Out (Continuous 
Experimentation): Now, you’re getting your 
hands dirty, building AI skills in-house, and 
starting to apply AI in different parts of your 
business regularly.: Now, you’re getting your 
hands dirty, building AI skills in-house, and 
starting to apply AI in different parts of your 
business regularly.

3.  Getting Serious (Enterprise 
Empowerment): AI is now a big part of your 
business strategy, affecting decisions and 
operations across the company.

4  Everyone On Board (AI Democratization): 
Finally, AI becomes an everyday tool for 
everyone in your company, leading to 
continuous improvement and innovation.

Understanding AI Maturity
What’s AI Maturity?  
In the tech world, businesses are racing to use AI, and how well they do this is called 
their AI maturity. It’s like a game level – the higher your level, the better you are at using 
AI to help your business grow and make smart decisions. In the tech world, businesses 
are racing to use AI, and how well they do this is called their AI maturity. It’s like a game 
level – the higher your level, the better you are at using AI to help your business grow 
and make smart decisions.

The Model’s Journey:  
The AI Maturity Model, developed by Steven Nooijen from Xebia, guides businesses 
from starting with AI to fully integrating it into every part of their operations. It’s like a 
roadmap showing how to level up in using AI.: The AI Maturity Model, developed by 
Steven Nooijen from Xebia, guides businesses from just starting with AI to fully 
integrating it into every part of their operations. It’s like a roadmap showing how to level 
up in using AI.
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Why It Matters: 
Moving up through these levels means 
your business can make better decisions, 
work more efficiently, and stay ahead in the 
competitive market. Each step brings new 
challenges and opportunities to grow and 
innovate.

Think about where your business is on 
this journey and what steps you can take 
to move to the next level. This model isn’t 
just a tech upgrade – it’s about 
transforming how your business works, 
making decisions, and preparing for the 
future.
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Intermezzo:  
Invitation to think and reflect

After reading this section, take a moment to think 
about:

 C Which stage of AI maturity does your 
organization currently embody?

 C What are the main obstacles preventing further 
advancement?

 C How can your leadership team better foster an 
environment conducive to AI development?

Why It Matters: 

By working on these domains and building these 
capabilities, your company can move faster, meet 
customer needs better, and stay ahead in the game, 
no matter what changes come your way.

Business Agility Insights
Understanding Business Agility: Think of business agility like a sports team that can 
change its plan fast during a game. It’s all about your company being able to switch 
things up quickly and smoothly, no matter what comes your way.

Domains and Their Capabilities: Business Agility is split into five big areas we call 
domains. Each has its own set of skills, known as capabilities, that help your company 
be more adaptable:

1. Responsive Customer-centricity: This is all about always putting your 
customers first and adapting to their needs. The skills here include understanding 
your customers deeply, responding quickly to their needs, and bringing in a variety 
of ideas to meet those needs.

2. Engaged Culture: This domain focuses on creating a work environment where 
everyone is involved, learning, and contributing. Here, the capabilities involve 
building a place where everyone feels safe to speak up, share ideas, and where 
learning from mistakes is encouraged.

3. People-first Leadership: Leaders in this domain put their teams first, empowering 
and supporting them. The skills needed include building strong relationships, 
giving clear accountability, and helping everyone reach their full potential.

4. Value-based Delivery: This is about ensuring your company efficiently delivers 
what’s valuable to customers. Skills here include setting clear priorities, getting 
work done quickly, and adapting to meet customer needs.

5. Flexible Operations: This means being able to change how your company works 
to deal with new challenges. Capabilities include shifting strategies smoothly, 
funding projects in a way that can change as needed, and organizing your team so 
they can move fast and respond to new information.
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AI Maturity vs. Business Agility 

AI Maturity  vs
Business Agility

Responsive  
Customer-centricity

Engaged  
Culture

People-first 
Leadership

Value-based 
Delivery

Flexible  
Operations

Initialization 
In this starting phase, businesses 
are just beginning to explore 
AI. They might have one or 
two projects underway but lack 
a deep understanding of AI’s 
potential across the organization.

Very basic, with few 
AI-driven customer 
interactions.

Awareness of AI’s 
potential is low, and 
few employees are 
involved.

A single or a few 
leaders might 
support AI initiatives 
without a broader 
organizational 
commitment.

Efforts are project-
based, aiming for 
immediate results 
rather than long-
term value.

Operations 
remain traditional 
with minimal AI 
integration.

Continuous  
Experimentation 
Businesses start to develop AI 
capabilities more systematically, 
experimenting with new use 

Beginning to use AI to 
better understand and 
serve customers.

More employees 
are getting involved 
with AI, leading 
to a growing 
interest in its 

Leadership starts 
to see the value 
of AI, offering 
more support for 
initiatives. adoption.

Projects are more 
structured, aiming 
to create consistent 
value.

Beginning to adapt 
operations to better 
support AI initiatives.

Enterprise  
Empowerment 
AI is becoming integral to your 
business strategy and operations.

AI is used extensively 
to enhance customer 
experience and 
engagement.

A strong culture 
of innovation 
and data-driven 
decision-making is 
established.

AI initiatives have 
widespread support 
from all levels of 
leadership.

AI projects are 
aligned with 
strategic business 
goals, delivering 
significant value.

AI is integrated into 
the operational fabric 
of the organization.

AI Democratization 
AI is now a standard part of how 
everyone in your company works 
and makes decisions.

AI is deeply integrated, 
driving personalized 
customer experiences.

Data-driven 
approaches are 
standard, with 
all employees 
engaged in AI 
practices.

Leadership 
consistently fosters 
an environment 
supportive of AI 
exploration and 
implementation.

AI solutions are 
central to delivering 
value in all business 
areas.

Operations are fully 
adaptable, with AI at 
the core of decision-
making processes.

This chapter outlines how businesses progress through different stages of AI maturity and what this means for each domain of business agility.



08

AI Maturity 
Guidence

Responsive  
Customer-centricity

Engaged  
Culture

People-first 
Leadership

Value-based 
Delivery

Flexible  
Operations

Initialization 
In this first stage, your company 
is just starting out with AI. Here’s 
how you can prepare and begin 
your journey across different 
Business Agility domains:

Start gathering customer 
insights to identify how AI can 
solve their problems. Initiate 
small, customer-focused AI 
projects.

Conduct AI 
awareness sessions 
to build employee 
interest and 
understanding.

Get buy-in from 
a few key leaders 
to champion AI 
projects.

Identify quick AI 
wins that align 
with customer 
needs and 
business goals.

Begin with adaptable 
AI projects that don’t 
require massive 
operational changes.

Continuous  
Experimentation 
Now, your company is getting 
more comfortable with AI and 
starting to experiment more.

Implement AI solutions that 
directly address customer 
feedback and track the 
outcomes.

Create cross-
functional teams to 
work on AI projects, 
fostering collaboration 
between departments.

Expand AI 
leadership to 
more areas of 
the business to 
encourage wider 
adoption.

Develop and 
track metrics 
to measure 
the impact of 
AI projects on 
business value.

Introduce agile 
methodologies to AI 
project management 
to increase 
adaptability.

Enterprise  
Empowerment 
AI is becoming integral to your 
business strategy and operations.

High; AI-driven solutions 
tailored to customer needs

Strong; culture of 
innovation and data-
driven decisions

Broad; leadership 
supports AI 
initiatives

Strategic; AI 
solutions aligned 
with objectives

Integrated; AI part of 
regular operations

AI Democratization 
AI is now a standard part of how 
everyone in your company works 
and makes decisions.

Fully integrated; deeply 
embedded AI for customer 
needs

Widespread; all 
employees engage 
with AI methods

Complete; 
leaders foster AI 
empowerment 
environment

Holistic; AI used 
comprehensively 
for value

Fully adaptive; AI-
driven operations 
standard

Step-by-Step AI Maturity Guidance 
Let’s break down how organizations can progress through AI Maturity levels by focusing on specific actions within the Business Agility domains.

Also, check out the attached “AI Maturity & Business Agility Cheatsheet” that helps organizations evaluate their current status, identify obstacles, and plan 
actionable steps for each AI Maturity level within the Business Agility domains. 
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Action Plan:

Host a workshop to identify 
customer pain points.

Set up an AI literacy program for 
employees.

By following these steps, your organization can move 
systematically through the AI maturity levels while 
simultaneously enhancing its business agility. Each stage 
builds on the last, allowing your company to develop a robust, 
AI-driven approach that aligns with changing customer needs, 
operational demands, and strategic goals.

Launch a pilot AI project sponsored 
by an executive.
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Navigating Chances and Risks
This section aims to intertwine the AI maturity levels with the domains of business agility, identifying how each stage presents unique opportunities 
(chances) and challenges (risks) that organizations need to navigate.

AI Maturity Levels and 
Business Agility Domains:

Chances Risks Business Agility Domains Affected

Initialization Early AI projects offer learning 
opportunities and a chance to 
innovate on a small scale, impacting 
customer-centricity and starting the 
journey towards an agile culture.

Limited understanding of AI’s 
potential can result in misaligned 
projects, posing risks to value-
based delivery and flexible 
operations.

Responsive customer-centricity begins to take 
shape; however, engaged culture, people-first 
leadership, value-based delivery, and flexible 
operations are still in nascent stages.

Continuous  
Experimentation 

Experimentation leads to improved 
customer insights and engagement, 
fostering a more engaged culture and 
progressively adaptive leadership.

As experimentation escalates, 
the risk of spreading too thin 
without clear focus or failing 
to capture consistent value 
increases.

Expand AI leadership to more areas 
Enhancements in customer-centricity and 
culture start becoming evident; leadership 
becomes more supportive, and operations 
adapt, though value delivery may still face 
hurdles.

Enterprise  
Empowerment 

With AI recognized as strategic, there 
is a significant chance to enhance all 
aspects of business agility, particularly 
in delivering customer value and 
embedding flexibility in operations.

The broad integration of AI 
across departments can lead to 
challenges in standardization, 
data governance, and 
maintaining an aligned culture.

All domains are actively influenced as AI 
drives decisions, innovation, and efficiencies, 
necessitating strong leadership and a 
cohesive, informed culture.

AI Democratization AI tools and insights become 
accessible company-wide, fostering 
a data-driven culture, enhancing 
decision-making, and enabling 
personalized customer experiences at 
scale.

Without proper governance, 
there’s a risk of data misuse, 
privacy issues, and ethical 
dilemmas, potentially harming 
the brand and customer trust.

The organization achieves a high level of 
agility across all domains, requiring constant 
vigilance to balance innovation with ethical, 
responsible AI use.
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By following these steps, your organization 
can move systematically through the AI 
maturity levels while simultaneously 
enhancing its business agility. Each stage 
builds on the last, allowing your company to 
develop a robust, AI-driven approach that 
aligns with changing customer needs, 
operational demands, and strategic goals.



Tesla Case Study: 
Agile and AI-Driven 
Transformation
Tesla Inc. stands at the forefront of the automotive and energy 
sectors, showcasing the transformative power of combining artificial 
intelligence (AI) with agile methodologies. This case study delves into 
Tesla’s integration of AI throughout its business model, resulting in 
accelerated product development, enhanced operational efficiencies, 
and superior customer experiences. Our analysis provides actionable 
insights for organizations seeking to navigate the complexities of the 
AI era with agility and innovation.

Tesla’s AI Integration Strategy 
 
At the core of Tesla’s success is the strategic deployment of 
AI across essential business areas, including autonomous 
driving, manufacturing, and energy management. Tesla 
exemplifies the fusion of AI with agile practices, characterized 
by rapid experimentation, data-driven decisions, and a culture 
that embraces change. This approach, supported by a flat 
organizational structure and transparent communication, enables 
swift adaptations to technological advancements and market 
demands.

Lessons for Agile Integration: 
 
Cross-Functional Collaboration: Tesla’s culture fosters teamwork 
across disciplines, facilitating the seamless integration of AI into diverse 
operations. 
 
Continuous Learning and Adaptation: Emphasizing lifelong learning and 
adaptability is vital to maintaining a competitive edge in the fast-evolving AI 
landscape. 
 
Rapid Experimentation and Iteration: Adopting an agile mindset, Tesla’s 
teams quickly iterate on new concepts, leveraging AI and machine learning 
to enhance product development. 
 
Data-Driven Decision-Making: Utilizing extensive data analytics, Tesla 
optimizes decision-making processes, leading to continual product and 
service improvements. 
 
Customer-Centric Innovation: Tesla’s AI-centric approach prioritizes 
customer satisfaction, guiding the development of user-focused products 
and services.
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Implementing Tesla’s Agile Integration Lessons:

To mirror Tesla’s success, organizations should:
1. Cultivate an environment that values innovation, risk-taking, and 

multidisciplinary collaboration.
2. Adopt agile practices that emphasize flexibility, rapid feedback, and 

continuous learning.
3. Harness AI and data analytics to inform strategic decisions and foster a 

customer-centric approach.
4. Encourage transparent leadership and empower teams to make decisions 

swiftly and confidently.

Tesla’s integration of AI and agility offers a blueprint for modern organizations 
aiming to thrive in the AI era. By embracing innovation, fostering collaboration, 
and remaining adaptable, businesses can overcome the challenges of rapid 
technological change. This case study invites readers to reflect on their own 
practices and consider how Tesla’s approach to AI and agility can be adapted 
to their unique contexts, driving growth and innovation in their industries.

Intermezzo: Invitation to think and reflect

After reading this section, take a moment to think about:
 C What aspects of Tesla’s approach can be adapted to your organizational 

context?
 C How does your organization’s approach to AI integration compare to Tes-

la’s model?
 C What changes can be made to emulate Tesla’s success in agile and AI 

integration?
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Conclusion: Building Together for 
AI Growth and Business Flexibility 
In this guide, we’ve explored how companies start using AI and how it becomes a big part of 
their everyday tasks. Remember, it’s not just about having the latest tech tools; it’s about 
changing how your business runs—from how your teams work together to how you make 
decisions and adapt to new challenges.

Here’s what we’ve learned:

 C The AI Maturity Model is your roadmap from just getting started with AI to making it part 
of your daily business. It’s key for building a business that can keep up with changes and 
tackle today’s challenges head-on.

 C Becoming proficient with AI is more than just playing with new tech. It’s about a significant 
shift in your business culture—how your people collaborate, how you all think and act, 
and how ready you are for change. This is what keeps you ahead in the game.

 C Look at Tesla. They’re a shining example of what happens when you mix cutting-edge AI 
with a flexible way of running a business. They’ve found considerable success by being 
open to change and using AI to drive their business forward.

 C As your business evolves, understanding and using data every day becomes crucial. It’s 
about being technologically savvy and weaving AI into your business strategies, opening 
doors to new possibilities.

In simple terms, staying close to AI and being quick 
to adapt are your keys to success. Merging these 
ideas means your business can become more 
robust, more flexible, and ready for whatever the 
future holds.

We’ve also included some extra tools and information 
in the Appendices and Resources section to help you 
keep learning and growing in AI and business agility. 
Whether you’re just beginning or looking to step up 
your game, there’s something there for everyone.



Appendices and Resources 
This section provides additional resources, case studies, and tools to explore 
AI maturity and business agility further. Whether you are starting your journey 
towards AI integration or seeking to enhance your organization’s business 
agility, these resources offer valuable insights and practical tools to assist you:

 C Business Agility Institute Domains and Capabilities: Explore the 
fundamental domains and capabilities essential for business agility, 
encompassing Strategy, Structure, Process, People, Technology, and 
Leadership. Visit Website

 C AI Maturity Journey Whitepaper: Delve into the stages of AI maturity from 
initialization to democratization and understand how to navigate your 
organization’s AI journey effectively. Download Whitepaper

 C AI Maturity Self-Assessment: Assess your organization’s current AI 
maturity level with this self-assessment tool and identify areas for 
improvement. Take the Assessment

 C Blogpost Series about AI in the Agile Way of Working: Gain insights from 
a series of blog posts exploring the integration of AI within agile work 
environments, from revolutionizing agile transformations to enhancing 
business agility. Read the Series

 C Our Services - Digital Transformation and Data & AI: Learn about 
comprehensive services designed to facilitate digital transformation and 
integrate data and AI into your business operations. Explore Agile Services | 

Discover Data and AI Services
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AI Maturity & Business Agility Cheat Sheet
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Phases
Responsive Custo-
mer-centricity: Engaged Culture People-first Leader-

ship Value-based Delivery Flexible Operations

Initialization  C Gathered customer insights 
for AI opportunities.

 C Blockers: Insufficient 
customer data, unclear 
objectives.

 C Interventions: Customer 
surveys, data analysis 
initiatives.

 C Conducted AI awareness 
sessions.

 C Blockers: Resistance to 
change, lack of knowledge.

 C Interventions: Educational 
workshops, success story 
sharing.

 C Identified AI project 
sponsors.

 C Blockers: Limited 
executive support, 
unclear benefits.

 C Interventions: Present 
AI value cases, secure 
leadership buy-in.

 C Identified potential AI 
quick wins.

 C Blockers: Misaligned 
business goals, project 
selection.

 C Interventions: Strategy 
alignment sessions, 
priority setting.

 C Initiated adaptable AI 
pilot projects.

 C Blockers: Rigid 
operational structures, 
lack of resources.

 C Interventions: Agile 
methodologies, 
resource reallocation.

Continuous  
Experimentation 

 C Implemented AI for targeted 
customer solutions. 

 C Blockers: Lack of targeted 
solutions, poor feedback 
loops. 

 C Interventions: Targeted 
AI projects, enhanced 
customer communication.

        leadership.

 C Established cross-
functional AI innovation 
teams. 

 C Blockers: Siloed 
departments, lack of 
collaboration. 

 C Interventions: Cross-
departmental meetings, 
team-building activities.

 C Expanded AI project 
sponsorship across 
departments. 

 C Blockers: Departmental 
biases, lack of holistic 
vision. 

 C Interventions: 
Leadership alignment 
workshops, shared 
objectives.

 C Set measurable 
outcomes for AI projects. 

 C Blockers: Vague 
objectives, lack of KPIs. 

 C Interventions: KPI 
definition workshops, 
performance monitoring.

 C Applied agile 
principles to AI project 
management. 

 C Blockers: Traditional 
management 
approaches, resistance 
to change. 

 C Interventions: Agile 
training, process 
reengineering.



Use this cheat sheet as a dynamic tool to navigate your organization’s journey through AI maturity, ensuring alignment with 
business agility principles at each step. Regularly review and update your progress, address new blockers, and apply suitable 
interventions to foster a resilient, AI-driven organization.
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Phases
Responsive Custo-
mer-centricity: Engaged Culture People-first Leader-

ship Value-based Delivery Flexible Operations

Enterprise  
Empowerment 

 C Fully integrated AI 
into customer service 
operations.

 C Blockers: Insufficient 
integration, data silos.

 C Interventions: 
Comprehensive system 
integration, data 
consolidation.

 C Embedded AI and data 
literacy into corporate 
training.

 C Blockers: Lack of training 
resources, engagement.

 C Interventions: 
Development of training 
programs, incentives.

 C Ensured AI-driven 
decision-making across 
the board.

 C Blockers: Inconsistent 
decision-making 
practices, lack of trust.

 C Interventions: 
Decision-making 
workshops, trust-building 
activities.

 C Aligned all AI initiatives 
with strategic objectives.

 C Blockers: Misalignment, 
lack of clarity.

 C Interventions: Strategic 
alignment sessions, 
objective clarification.

 C Standardized AI 
processes and tools 
across the company.

 C Blockers: Inconsistent 
tool use, lack of 
standardization.

 C Interventions: 
Standardization 
initiatives, toolset 
consolidation.

AI 
Democratization 

 C Personalized customer 
experiences using AI at 
scale.

 C Blockers: Technology 
limitations, privacy 
concerns.

 C Interventions: 
Technology upgrades, 
privacy compliance 
checks.

 C Made AI tools and 
data accessible to all 
employees.

 C Blockers: Restricted 
access, lack of user-
friendly tools.

 C Interventions: Access 
expansion, user experience 
improvements.

 C Advocated an AI-first 
mindset in all business 
decisions.

 C Blockers: Old-school 
mindset, lack of data-
driven culture.

 C Interventions: 
Leadership training, 
data-driven policy 
development.

 C Continuously evaluated 
and refined AI-driven 
services.

 C Blockers: Complacency, 
lack of continuous 
improvement culture.

 C Interventions: 
Continuous improvement 
programs, feedback 
loops.

 C Fully integrated ethical 
AI use in all business 
practices.

 C Blockers: Ethical 
oversight, lack of 
governance.

 C Interventions: 
Ethics workshops, 
establishment of AI 
governance.



About Xebia

Xebia is an IT Consultancy and Software Development Company that  
has been creating digital leaders across the globe since 2001. With offices  
on every continent, we help the top 250 companies worldwide embrace innovation, 
adopt the latest technologies, and implement the most successful business 
models. To meet every digital demand, Xebia is organized into chapters. These are 
teams with tremendous knowledge and experience in Agile, DevOps, Data and AI, 
Cloud, Software Development, Security, Quality Assurance, Low Code, and 
Microsoft Solutions. In addition to high-quality consulting and state-of-the-art 
software, Xebia Academy offers the training that modern companies need to work 
better, smarter, and faster. Today, Xebia continues to expand through a buy and 
build strategy.  
We partner with leading IT companies to gain a greater foothold in the  
digital space. 

 


