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External environment: Area of knowledge:
Access to knowledge 
by board (more than 
sufficient, sufficient, 

insufficient):

Related 
modules:

Emergence of exponentially 
faster and higher-performing 
business processes 

Opportunities to use AI in:
• Customer-facing and supporting processes 

(sales, customer service, marketing)
• Product creation, delivery and logistics processes 

(research and development, manufacturing, 
product maintenance, supply chain, service 
operations)

• Business operations (finance, IT, human 
resources, legal)

• Processes specific to our industry (e.g. bank 
operations and fraud detection in finance, 
diagnostics and medical alerts in healthcare)

• Ethical issues, risks and responsibilities that arise 
with these new processes

• Changing customer, business partner and 
employee expectations for process performance

• Competitive 
strategy

• Customer
• People and 

culture
• Risk
• Technology
• Cybersecurity

Do work that wasn’t possible 
or practical

Opportunities to use AI (see process categories 
above) to:
• Solve previously unsolvable business problems 
• Create entirely new business capabilities 
• Permanently reduce costs 
• Process bottlenecks that can be broken with AI

Board knowledge
(more than sufficient, 

sufficient, insufficient):

See Customer 
module for 
more specific 
questions 
on sales, 
marketing 
and service 
processes.

See also:
• Competitive 

strategy
• Risk
• Technology
• Cybersecurity

Augment and automate work • Benefits and limits of augmenting and 
automating work

• Opportunities for augmentation and automation
• Legal and labour-agreement constraints on 

automation

• People and 
culture

• Cybersecurity

• EthicsEthical, legal and other AI 
responsibilities

Effective practices for responsible AI, including:
• The risks involved in AI-driven processes
• Explainability, fairness, diversity and inclusion
• Accountability for AI-driven decisions
• Data guardianship, including ownership and reuse, 

privacy and security
• Address ethical issues, risks and responsibilities 

that arise with new AI-enabled processes

Appendix 1: Knowledge 
Assessment Tool
This tool can be used by individual directors or as a board exercise. 
When asking the following questions, consider whether the board:

• Possesses the knowledge needed for independent judgement 
about AI and AI-related issues

• Has access to this knowledge from inside the company, from 
other sources or through free access to experts

The tool also suggests related modules for additional analysis.

How AI is changing operations in our industry and markets 
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• Competitive 
strategy

• Customer
• People and 

culture
• Risk
• Technology

Incumbents and traditional 
competitors

How traditional competitors compare on:
• Use of AI to improve and transform processes 
• Instituting new operating models using AI-enabled 

processes
• AI investments
• Development platforms to create systems enabling 

new processes
• Innovation programmes and incentives for 

innovation
• Intellectual property 
• Vendors and partners engaged, and results 

obtained
• AI talent
• Intellectual property (patents, unique data etc.)

Digital giants and upstarts • How digital giants and upstarts threaten our 
industry with new AI-enabled processes that 
provide new capabilities and cost structures

• Whether digital giants and upstarts use new 
AI-enabled operating models to conduct business, 
and what those are

• How the speed and capabilities of our processes 
compare with digital rivals entering our industry

• What data digital giant competitors generate and 
use in comparable processes

• Competitive 
strategy

• Customer
• Risk
• Technology
• Cybersecurity

• Competitive 
strategy

• Customer

Customers and business 
partners

• Changing customer expectations and preferences 
for interacting with our company

• Possibilities to partner with companies in 
ecosystem

• Companies with AI process improvement 
capabilities that are potential acquisition targets 

• Whether partners follow responsible AI practices

Other questions • How our competitors’ success at process 
transformation and improvement with AI compares 
to ours, and why

• How competitors manage fairness, data 
guardianship, explainability and other AI 
responsibilities

• Results of benchmark comparisons against 
competitors inside industry

• Competitive 
strategy

External environment: Area of knowledge:
Access to knowledge 
by board (more than 
sufficient, sufficient, 

insufficient):

Related 
modules:

Other questions • When new AI-enabled processes will be available 
and scalable

• People and culture issues involving AI-enabled 
processes: change management, skill/talent issues 
and support for a culture of process innovation

• Technology requirements and migration issues that 
accompany creation of AI-enabled processes

• Benefits of providing an educational programme on 
AI to board members (either internally or externally)

• Does the board:
• receive information from internal and external 

sources?
• have free access to timely advice from qualified 

advisers?

How AI is changing operations in our industry and markets 

Board knowledge
(more than sufficient, 

sufficient, insufficient):

• People and 
culture

• Technology
• Cybersecurity

Competitors’, customers’ and partners’ use of AI in operations
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Initiation • Major AI initiatives underway for process 
transformation and improvement

• Anticipated value and cost of initiative
• Data:

• Internal data the company will use for initiative
• Data the company is acquiring from external 

sources for initiative
• Action taken to ensure data quality, and that it is 

collected, used and stored responsibly
• How management judges initiatives’ value, risks, 

compliance with core mission and values, and the 
responsibilities and legal requirements to be met

• Competitive 
strategy

• Customer
• Ethics
• People and 

culture
• Risk
• Cybersecurity

• Ethics
• Risk

Progress • The status of the companies’ major AI process 
transformation and improvement activities

• Reasons for delays and cost overruns
• Partners and ecosystems involved in the initiatives
• Addressing responsibilities and risks

Evaluation • Results of pilots
• Value received
• Cost against budget
• Effectiveness of risk mitigation and responsibility 

assurance
• Acceptance by customers, employees, partners
• Lessons learned

• Ethics
• Risk

For companies affecting EU 
citizens

• Compliance with GDPR 

Other questions • Whether establishing a task force or committee will 
help the board review the company’s AI activities

• Governance

• Ethics
• Risk
• Cybersecurity

Identification of risk • The risk and ethical exposure of the opportunities
• The organization’s approach to identifying and 

mitigating AI process risk

Identification of new process 
transformation and 
improvement opportunities

• How management prioritizes AI opportunities (top 
value drivers, alignment etc.) 

• What management is learning from other 
companies

• Competitive 
strategy

Investment in AI • Expenditures in AI for process improvement
• Investments in an agile development platform for AI
• Developing needed skills and talent

• Competitive 
strategy

• Customer
• People and 

culture

Identification of 
implementation requirements

• How management identifies implementation and 
ethics requirements, including changing company 
culture to encourage process innovation and to 
responsibly operate and develop AI; recruit and 
retain AI talent; obtain, manage and protect data

• Our partners’ readiness to share data and use 
shared, AI-transformed processes

Internal environment: Area of knowledge:
Access to knowledge 
by board (more than 
sufficient, sufficient, 

insufficient):

Related 
modules:

Creation of AI-transformed operations 

Board knowledge
(more than sufficient, 

sufficient, insufficient):

Implementation of AI-transformed operations


