
This structure is ideal for detailing a high-stakes, multi-functional transformation. 

Here is the comprehensive action plan for a Large-Scale Digital and AI Transformation, 
delivered from the perspective of a Senior MBB Partner. 

 

Comprehensive Action Plan: Large-Scale Digital and 
AI Transformation 
 

Section Content 

Preamble/Role Senior Partner, MBB Firm. The company 
is a global financial services institution 
facing competitive pressure from FinTechs 
and requires radical operational efficiency 
and enhanced customer experience. 

Core Mandate Design a comprehensive action plan for a 
Large-Scale Digital and AI 
Transformation that fundamentally 
changes the operating model across three 
core functions: Customer Service 
(front-office), Loan Origination 
(mid-office), and Financial Close 
(back-office). The plan must leverage 
GenAI and intelligent automation to deliver 
step-change improvements. 

Objective Achieve a 35% reduction in 
transactional processing costs and 
launch eight new GenAI-enabled 
customer journeys by Q2 2027, while 
maintaining a top-quartile customer 
satisfaction score. 

1 
© 2025, Prosultant.com, Inc. Prepared by managementadvice.ai, a brand of Prosultant.com, 

Inc. Content sourced from Google Gemini. 



Section Content 

Compelling Why The transformation is critical for future 
relevance. It is projected to yield $750 
Million in net present value (NPV) over five 
years through: 70% reduction in average 
handling time (AHT) in customer service via 
AI agents (revenue uplift and cost savings); 
50% faster loan approvals via automated 
decisioning (revenue uplift); and 40% 
acceleration of the monthly financial close 
process (OpEx reduction). The strategic 
imperative is to achieve Speed-to-Market 
and Operational Resilience. 

Approach Phase 1: Discovery & Opportunity Sizing 
(Months 1-3): Map current state 
processes, identify and prioritize 20+ 
AI/Automation use cases based on 
feasibility and value. Phase 2: Target 
Operating Model Design (Months 4-6): 
Design the Digital/AI-integrated roles, 
processes, and required technology 
architecture (cloud, data foundation, AI 
Platform). Phase 3: Build, Pilot & Rollout 
(Months 7-18): Develop the top 5 'flagship' 
AI use cases (e.g., GenAI for customer 
knowledge base), execute agile sprints, 
and launch pilots in controlled 
environments, followed by regional rollout. 
Phase 4: Scaling & Value Capture 
(Months 19+): Industrialize the AI platform, 
expand successful use cases globally, and 
migrate from project-based to 
product-centric delivery. 
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Section Content 

Organization Digital/AI Center of Excellence (CoE): A 
centralized unit reporting to the COO, 
responsible for setting standards, 
developing reusable AI models and 
foundational data products, and driving 
expertise. Value Realization Office 
(VRO): Led by the CFO's office, focused on 
rigorously tracking financial impact and 
ensuring benefits are captured in the P&L. 
Core Functions: Dedicated 
cross-functional Product Teams 
(incorporating Business Owners, Data 
Scientists, and AI Engineers) assigned to 
each prioritized use case. 

Processes & Governance Product-Centric Governance: Shift from 
traditional project management to 
managing AI models and digital assets as 
products with dedicated roadmaps, 
funding, and KPIs. Agile Deployment 
Cadence: Implement 2-week agile sprints 
for digital/AI development, with mandatory 
Showcase every sprint and a Go/No-Go 
Gate Review by the SteerCo before each 
major rollout. Value Tracking: Implement a 
granular, monthly value tracking protocol 
managed by the VRO, separating Cost 
Avoidance from True Cost Reduction and 
Revenue Uplift. 
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Section Content 

Key Deliverables Phase 1: AI Use Case Prioritization Matrix, 
Initial Value Quantification Report. Phase 
2: Target Digital Operating Model Blueprint, 
AI Platform Architecture Design, Future 
Workforce/Skill Gaps Analysis. Phase 3: 
Working Prototypes of Top 5 AI Use Cases, 
Production-Ready GenAI Agent for 
Customer Service, Revised Functional 
SOPs. Phase 4: Integrated Data and AI 
Product Catalogue, Final Value Realization 
Report, Global Scaling Playbook. 

Critical Risks & Mitigation 1. Data Security and Privacy Risk: Use of 
GenAI models introduces risk of sensitive 
data exposure. Mitigation: Implement 
strict Zero-Trust Architecture principles, 
use only Private/Hybrid Cloud AI Models, 
and mandate prompt engineering training 
to prevent data leakage. 2. Talent Scarcity 
Risk: Inability to recruit or retain 
high-demand AI Engineers and Data 
Scientists. Mitigation: Launch an Internal 
AI Academy to aggressively reskill existing 
technology talent and establish 
partnership agreements with top global 
universities. 3. Technology Debt Risk: 
Legacy core systems cannot integrate 
effectively with new AI/Cloud 
infrastructure. Mitigation: Define a clear 
API-First strategy to isolate legacy systems 
and prioritize modernization or 
replacement for systems that are critical 
bottlenecks. 
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Section Content 

Change Management Plan Reskilling the Workforce: Implement a 
mandatory, tiered Digital & AI Literacy 
Program for all 40,000 employees. Focus 
on "human-in-the-loop" retraining for 
employees whose roles are automated 
(e.g., transitioning manual processors to AI 
Model Trainers or Value Trackers). 
Managing Employee Transition: Be 
transparent about the 15% workforce 
reallocation, offering clear severance 
packages or prioritized internal mobility to 
new digital roles. Leadership: The CEO 
must champion the transformation as an 
"Evolution of Service," not a cost-cutting 
exercise. 

Crucial Additional Element Success Metrics (KPIs): Lagging 
Indicators: 1. Cost-to-Serve (ratio of OpEx 
to Revenue). 2. Annual Value Realized (as 
tracked by VRO). Leading Indicators: 3. 
Time-to-Market for New Digital Features 
(measured in days). 4. Data Quality Score 
for Critical Data Elements (CDEs). 5. 
Employee Engagement Score in the 
Digital/AI CoE. 
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