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/// In Al transformation, the path is the strategy ///

In my projects and seminars, | am often asked whether | also “do Al
strategy.” My answer is usually: “That depends on what you mean by Al
strategy.”

What these questions reveal very clearly is this: many organizations are still
searching for their Al strategy. For a target picture. For a roadmap.

And sometimes for a shortcut.

This is where the misunderstanding begins.

Al strategy and Al transformation do not converge toward a predefined
end state that can be planned and then implemented. They are a
developmental journey in which strategy cannot be fixed upfront, but
emerges through the process itself.

The path is not the execution of the strategy.
The path is the strategy.

/// Why classical Al strategies fail ///

In conversations, it quickly becomes apparent that many Al initiatives still
follow a familiar linear logic:

Technology selection > Define use cases > Scale > Done

This approach fundamentally underestimates three things:

/ the non-linear evolution of Al

/ the limited absorption and learning capacity of organizations

/ the fact that development, meaning and capability cannot be bypassed
Al is not a tool that can simply be “introduced.”

[t changes value creation, decision logics, roles, power structures and the

very understanding of work itself.

That is why Al transformation does not need a master plan — it needs a
map.
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| developed this map almost two years ago, based on a request from an Al
tech expert to design an approach that would help organizations structure
their Al transformation journey.

As a systems thinker, | work beyond established paradigms — with mental
models, patterns, leverage points, tipping points, emergence, convergence
and non-linearity.

The result is a universally applicable strategic Al transformation map that
organizations can use as a management and orientation instrument: the
NEO Al MAP®.

/// The NEO Al MAP® - a four-dimensional map for Al
transformation ///

The NEO Al MAP? is not a framework for managing individual Al projects.
[t is a universal development and orientation model that supports
organizations in shaping their Al transformation consciously, systemically
and sequentially.

Its core principle is simple — and uncomfortable.

Yes, we would all prefer things to be simple. With no additional effort.
And immediate results. Understandable — but neither helpful nor
sustainable.

Each stage necessarily builds on the previous one.

No phase can be skipped, because each phase contains its own learning

process. Not due to methodological rigidity — but due to systemic
necessity.

/// Four action streams - Al transformation is
multidimensional ///

The NEO Al MAP® deliberately works with four action streams that run
through every stage of Al development simultaneously:

PURPOSE | PEOPLE | PROCESS | PRODUCTS or, put differently: WHY |
WHO | HOW | WHAT
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These four dimensions do not form a phase model, but a simultaneous
interaction system. Al transformation does not fail because individual
measures are missing — it fails because these dimensions are not
considered together and develop asynchronously.

What this means in practice:

PURPOSE (WHY)

This is where decisions are made about what Al is used for — and what it is
not used for. Value logic, strategic intent, priorities, governance and
responsibility emerge here. Without clarity of purpose, Al becomes either
actionism or a pure efficiency tool.

PEOPLE (WHO)

Al transformation is always also about capability development, roles and
mindset. Decision-making ability, accountability, trust in systems and new
forms of collaboration do not emerge automatically — they must be
deliberately developed. In later stages, PEOPLE becomes the critical
bottleneck.

PROCESS (HOW)

This is where Al materializes operationally:

data architectures, MLOps, process integration, operating models and
quality assurance. Many organizations focus almost exclusively on this layer
— and then wonder why impact remains limited.

PRODUCTS (WHAT)

Products, services, features, content and business models are the visible
expression of transformation. But they are always the result of the three
preceding dimensions — never a substitute for them.

The strategic value of these four action spaces lies in the fact that each
developmental stage has a different bottleneck in each space:

/ In early stages, PURPOSE often blocks progress (lack of clarity about
value and direction)

/ In mid stages, PROCESS becomes the bottleneck (data, operations,
scalability)

/ In advanced stages, PEOPLE determines success or stagnation
(decision culture, responsibility, co-evolution with Al)

This makes the NEO Al MAP® a powerful diagnostic and navigation

instrument in its own right: not “what is missing technically?”
but “where exactly is our developmental bottleneck — and why?”
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/// Seven stages - seven developmental logics ///

The seven stages of the NEO Al MAP® do not describe a technical
sequence, but organizational development logics:

1| Exploration - Igniting Curiosity
Not just “collecting use cases,” but building awareness, language, basic
technological understanding and orientation in the possibility space.

2 | Experimentation - Crafting Possibilities

Not “pilotitis,” but learning on the real system: testing hypotheses,
understanding data reality, recognizing limitations, clarifying initial
responsibility and ethics questions.

3 | Functionality - Operational Excellence
The moment Al becomes functional: integration into specific functions,
process changes, role formation, operations, quality and measurable value.

4 | Scaling - Expanding Horizons
Now we go serious: strategy, governance, robust data and IT infrastructure,
monitoring, standardization without killing innovation.

/// Tier 1 and Tier 2 - two dimensions and a new paradigm ///

A central distinguishing feature of the NEO Al MAP® is the differentiation
between Tier 1 and Tier 2.

Tier 1 (Stages 1-4)

Building foundational capabilities under still-manageable complexity:
technology, data, governance, skills, operational integration.

Familiar organizational logics — including agile approaches — still work
relatively well here.

Tier 2 (Stages 5-7)

This is not “the next step,” but a fundamental paradigm shift —
the actual transformation with, through and within Al.

/// Tier 2 - beyond linear extrapolation ///

Tier 2 does not emerge from organizational development alone.

It becomes possible through the convergence of multiple technological
breakthroughs (e.g. advanced Al systems, new compute paradigms,
autonomous systems, deeply integrated data ecosystems).

This convergence is already anticipatable — but not yet fully realized.
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The NEO Al MAP® therefore does not think from today.
It thinks from the tomorrow that is already taking shape today.

5 | Transformation - Redefining Boundaries

Tier 2 dimension:

Al changes the architecture of value creation itself.

Old Tier 1 logic: Al transforms business models within known frameworks.
Difference: transformation of processes vs. transformation of reality.

6 | Sustainability - Harmonizing Progress

Tier 2 dimension:

Al becomes part of a self-regulating system that actively creates long-term
balance.

Old Tier 1 logic: Al optimizes efficiency and sustainability.

Difference: optimization vs. system viability.

7 | Autonomy - Leading with Intelligence

Tier 2 dimension:

new decision cultures, new responsibility ethics, new power distributions.
Old Tier 1 logic: automated decisions with human oversight.

Difference: delegation vs. co-authorship.

/// The exponential logic behind the NEO Al MAP® ///

The NEO Al MAP® does not follow a linear progress curve.
Early stages often feel slow, laborious and unspectacular.
But they densify capabilities.

At a certain point, emergence becomes visible:
/ learning curves accelerate
/ impact multiplies

/ new possibilities arise not additively, but multiplicatively

Those who attempt to “scale big” too early, without building this
foundation, do not accelerate — they even can destabilize.

This is the art of dosage. And this is precisely why the map matters: all

action spaces must be considered, and all stages must be passed — on
every level.
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/// Al as both subject and instrument of transformation ///

A frequently overlooked dimension is that Al is not only the object of
transformation — it is also its instrument.

At each stage, Al plays a different role:

/ as an analysis and insight tool
/ as a learning amplifier

/ as an automation logic

/ as decision support

/ as an autonomous actor

Al transforms the organization — and the organization transforms its ability
to use Al meaningfully.

This is recursion. And recursion is not a side effect — it is the core of the
development dynamic.

/// Universal - Yet Concrete ///

The model and NEO Al MAP® may appear “too general” at first glance.
The opposite is the case.

The NEO Al MAP® is as specific as necessary — and as general as possible.
It captures the patterns and leverage points shared by all organizations.
That is precisely what makes it transferable and concrete.

It shifts the stance from “Tell me what to do” to “Give me a frame that
makes the right questions unavoidable.”

The work must be done within the system itself if Al is to be integrated

sustainably. External guidance can support reflection — but it cannot
replace learning.
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/// How to use the NEO Al MAP® ///

The NEO Al MAP® does not provide answers. It enables organizations to
develop their own.

Typical questions include:

/ Where are we really — not technically, but systemically?

/ Which capabilities have we already built?

/ Which learning processes are still missing?

/ Where are we trying to skip what actually needs to mature?

Strategy does not emerge from the model.
It emerges from engaging with it.

/// In summary — for those who prefer shortcuts ///

1] Al transformation is not an implementation project — it is a
developmental journey.

2 | Al strategy does not exist before the journey — it emerges through it.

3 | Al development steps cannot be bypassed — you have to take the
journey.

4 | Al'in Tier 1 builds capabilities — Al in Tier 2 changes reality.

5 | Universal models are not vague — they are powerful instruments for
systemic leadership and learning.

/// Getting started with the NEO Al MAP® ///

The NEO Al MAP® is part of the Neostability® Transformation Capability
Development portfolio. It supports organizations in identifying their current
position in Al transformation, clarifying developmental logics, and deriving
coherent next steps.

/// Contact ///

Vanessa Schmoranzer

Neostability® Consulting

https://neostability.com
https://www.linkedin.com/in/vanessaschmoranzer/

Neostability® and all NEO brands are protected by trademark and copyright. © Vanessa Schmoranzer
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TIER1>> TIER 2

Paradigm Shift
Tipping Point at the Transition
from SCALING to TRANSFORMATION:

Characteristics:

// Profound change in underlying assumptions and
practices

// A fundamentally new way of thinking, working, and
creating value

// Radically transformed operating models and
competitive strategies

Internal Triggers: Convergent effects of integrated
systems, organizational synergies, and sustained strategic
leadership commitment.

External Triggers: Breakthroughs in new compute
paradigms (e.g. quantum computing), significant advances
in Al technologies, and fundamental shifts in market and
competitive dynamics.
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“Al transformation is navigated
through systemic thinking.”

Vanessa Schmoranzer

In Al
transformation,
the path is the

strategy.

NEO Al MAP®
helps
navigate it.
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