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COMPANY OVERVIEW

A mid-sized industrial
manufacturing company ready to
define what Al transformation
really means.

A mid-sized industrial manufacturing company with decades of operating
history engaged NitroLens to define a practical Al transformation strategy.

The company manages a high volume of customized orders across multiple
product lines and relies on a legacy ERP, manual coordination, and paper-based
workflows to support quoting, order intake, internal processing, and delivery.
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THE CHALLENGE

Many possibilities, no clear starting
point for Al transformation.

0 1 Strategic ambiguity around Al

Leadership saw many possible Al use cases but no clear way to prioritize them.
Where to start, what the realistic benefits would be, and what truly justified
investment were all open questions in a market where Al promises routinely outpace

operational reality.

0 2 Fragmented legacy systems and workflows

Decades of operating history had produced multiple legacy systems and a
patchwork of manual, paper-based routines. Pain points and complaints surfaced
from every part of the business, but no one was charged with stepping back to make
the entire operation smarter, end-to-end.

0 3 A prior transformation that did not stick

An earlier digitization attempt had met significant pushback from frontline teams, and
the company had since stayed on old-school tools just to keep the business running.
Leadership was understandably cautious about any new change effort and sensitive

to risk, cost, and visible return.

Leadership came to NitroLens looking for a decision framework: where AI was genuinely justified,
where simpler digital upgrades would do, and how to sequence change in a way the organization
could absorb.
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OUR APPROACH

Nitrol.ens Al agents ran a business-
led diagnostic across opportunity,

feasibility, and organizational
readiness.

End-to-end
workflow diagnosis

Mapped the full operation
to surface every pain point
and locate where delays
and high-cost errors
actually originate, not
where they first surface.

Business-led
opportunity sizing

Weighed each pain point by
business significance,
opportunity size, and
expected return on
investment, then ranked
use cases by where Al
could deliver measurable
value first.

Solution design that
respects legacy

Assessed Al and
automation feasibility
against existing systems
and designed integration
paths that work alongside
the legacy stack, not
replace it.

Phased rollout with
KPI gates

Human-in-the-loop,
shadow-mode deployment,
governance checkpoints,
and early quick wins,
reducing adoption risk
before any larger

investment is committed.

At every step we held the work to a business standard, weighting pain-point severity, opportunity
size, and return on investment, so the strategy stayed anchored to operational outcomes rather than a
technology wish list.
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DELIVERABLES

An actionable Al transformation

roadmap, designed for step-by-step
execution.

01

02

03

04

Al transformation strategy

A consolidated point of view on where Al is genuinely justified, where standard
digital upgrades suffice, and why each direction makes sense for the business,
expressed in language leadership can act on.

Al opportunity prioritization

A structured view of operational pain points, ranked by business impact,
opportunity size, and feasibility, separating the use cases that need true Al from
those better served by faster, lower-cost digital improvements.

Pilot & integration blueprint

A practical pilot design covering Al-assisted automation pathways, human-in-the-
loop checks, and how new capabilities slot in alongside existing systems, ready to
test without disrupting day-to-day operations.

Phased rollout & organization design

A phased execution plan with KPI gates, governance, and clearly assigned roles
across leadership, team leads, and adjacent teams, recognizing that successful Al
transformation is as much about people and process as it is about technology.

STRATEGIC

SYNTHESIS

OPPORTUNITY MAP

PILOT BLUEPRINT

EXECUTION PLAN
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OUTCOMES

An Al roadmap ready to implement,
with early wins inside the first

quarter.

(1 Quick wins in the first 3 months

3MONTHS TO EARLY WINS

Low-hanging-fruit digital upgrades sequenced
ahead of the Al pilot, producing visible operational
improvements within the first quarter and building
organizational confidence before any larger
investment.

()3 Earlier error detection

20%
o ERRORS CAUGHT LATE

Strategy designed to address a workflow where
~50% of errors were only detected after delivery,
shifting issue detection upstream to reduce costly
correction and customer-impact risk.

02 Quantified efficiency path

A0-50% r.uc wcoverion

A pilot path with the potential to reduce manual
order-processing time by 40-50% in the initial
phase, creating meaningful capacity gains without
proportional headcount growth.

(04 Clear Al automation target

80%
0 OF ORDER AUTOMATION

Highest-value use cases mapped to a path toward
Al-supported handling of up to 80% of orders,
scaled through phased KPI gates and accuracy
targets designed to outperform the existing manual
baseline.
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Our past attempts at technology transformation had been
frustrating. We brought in vendors to build custom software, but
it never matched how our teams actually worked, and adoption
never followed. We spent budget and lost momentum.

This was the first time we worked with a partner who thought
through the full picture, the technology, our operations, and the
people who would have to use it. The plan was clear on what to
do first, the realistic costs and returns, and how to design the
organization around the change, which is usually where this kind
of work falls apart. Honestly, it surprised us that an Al platform
could deliver consultancy work this tailored and considered.

SENIOR DIRECTOR



