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Appendix 2: Performance 
Review Tool

External environment: Ask management: Related 
modules:

Emergence of new opportunities to 
transform, improve and speed up 
business processes  

• What are the most important AI opportunities we should pursue to:
• Speed up and improve our processes?
• Permanently restructure our operating costs?
• Solve business problems we were unable to solve before?
• Address demands from customers, business partners and 

regulators?
• How do we  know these are the most important opportunities?
• Do we see these processes coalescing into a new operating model 

for our industry? If so, when did this start to happen?
• What companies should we follow for ideas on how to use AI to 

transform processes? 
• How might these new processes create conflicts with our core 

values and principles? 

Process categories to consider:
• 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)
• Other processes specific to our industry (e.g. bank operations and 

fraud detection in finance, diagnostics and medical alerts in 
healthcare)

How AI is changing operations in our industry and markets

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

See also:
• Competitive 

strategy
• Risk
• Technology

The SCEPTIC framework:

• Specificity: Are the answers precise and do they show evidence of depth of knowledge? 
(Precision, Incision)

• Candour: Do the answers cover up negatives, exaggerate positives or steer towards one action?  

• Evidence: Is there data, KPIs and other support to back up the opinion? 
Is the evidence biased, incomplete or unscientific?

• Planning: Are answers drawn from an effective internal process?

• Thoroughness: Are the answers based on a rigorous search for answers 
from diverse sources, or overreliant on a single, uniform kind of source?

• Involvement: Are the answers based on real-world experience?

• Consistency: Are the answers you are receiving logical
or are there internal contradictions and gaps?
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Incumbents and traditional competitors • How are our traditional competitors using AI to improve and 
transform processes? How do their capabilities and 
performance compare to ours? How do our investments in AI 
for process change compare with theirs?

• Are our traditional competitors using AI-enabled processes to 
create innovative new operating models?

• What are the results of benchmark comparisons against 
competitors inside our industry? 

• What are our competitors doing to create a culture that supports 
process innovation? How well is it working?

• How are they obtaining the talent and skills they need to operate 
these processes?

• What ethical issues and AI responsibilities are they encountering 
as they transform processes? How are they managing them?

• Competitive 
strategy

• Customer
• People and culture
• Risk
• Technology
• Cybersecurity

Digital giants and upstarts • Are digital giants and start-ups challenging our industry with 
new AI-enabled processes? What new capabilities and 
performance levels do they have or are they developing that we 
cannot match? What is their operating model? What are the 
implications for our business? 

• How do the speed and capabilities of our processes compare to 
digital rivals entering our industry?

• What data do digital giants generate and use in their 
comparable processes? How do they use it? 

• What companies in adjacent industries are using AI-enabled 
processes to enter our markets?

• Competitive 
strategy

• Customer
• Risk
• Technology

Ethical, legal and other AI responsibilities • What specific risks and responsibilities have we identified with 
our plans for AI process change?  

• What are the most effective ways to address them?  

• Ethics

Augment and automate work • What opportunities have we found to augment our workforce’s 
capabilities with AI? 

• Are we focusing on augmenting our workforce’s skills, abilities 
and decision-making as we change our processes with AI? 

• Which processes do we plan to automate using AI? Did we 
study alternatives that augment the workforce? If so, why is 
automation the better approach?

• Have we consulted with our legal staff and unions about the 
impact on jobs and skills from our AI plans?  

• People and culture

Other questions • When will the technology to create these new AI-enabled 
processes be mature and scalable enough for us to use it? How 
did we determine that?

• What cultural, employee and skills issues will we have to 
manage to successfully implement AI-enabled processes? 
Which are especially salient for our organization?

• How are we developing a culture that simultaneously supports 
process innovation and the responsible use of AI and data?

• What are the technology requirements and migration challenges 
that our company must meet to successfully implement 
AI-enabled processes? How ready is our company to meet 
these challenges? 

• Who advises us on AI? Are we satisfied with the advice?

• People and culture
• Technology
• Cybersecurity

External environment: Ask management: Related 
modules:

How AI is changing operations in our industry and markets

Competitors’, customers’ and partners’ use of AI in operations
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Investment in AI • What AI investments are we making to pursue these 
opportunities? 

• Does our software development platform have the capabilities 
we need to create and test AI systems? If not, what investments 
are we making to upgrade it?

• What investments are we making in skills and talent? Are we 
making them in a way that is consistent with our diversity goals? 

Identification of risk • What reputation risks are opened by pursuing these 
opportunities?

• What other risks and ethics issues do these opportunities 
expose us to? 

• How did we identify these risks? 

• Ethics
• Risk
• Cybersecurity

Customers and business partners • How are the expectations and preferences for interacting with 
our company changing? How are we using AI to meet those 
expectations?

• What are the most promising opportunities for partnering with 
companies in the ecosystem?

• What is our plan for acquiring companies to boost our AI 
process capabilities? 

• Are our suppliers and partners’ practices for using AI 
responsibly consistent with ours? If not, what are we doing to 
reconcile them?

• Competitive 
strategy

• Customer

All competitors • How does our competitors’ success at process transformation 
and improvement with AI compare to ours? 

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

• How are the development platforms they are using to create AI 
systems for these processes similar to or different from the ones 
we use?

• What unique intellectual property – patents, proprietary data – 
are they capitalizing on to improve their processes?

• Competitive 
strategy

• Customer
• Ethics
• Risk
• Technology
• Cybersecurity

External environment: Ask management: Related 
modules:

Competitors’, customers’ and partners’ use of AI in operations

Identification of new process transformation 
and improvement opportunities

• What is our roadmap for AI process innovation in the future? 
• How are we identifying opportunities for AI in process innovation 

and their potential value?
• How are we prioritizing these opportunities? (identifying value 

drivers, alignment with strategy, cost reduction, revenue 
generation etc.) 

• Do our AI process innovation plans include a new operating 
model that ties them together in a new way of doing business? 
What is that model? How will it support our business strategy?   

• Are we using design thinking to develop new processes?
• What are the most important lessons we’ve learned from 

studying other companies?

• Brand
• Competitive 

strategy

Internal environment: Ask management: Related 
modules:

Creation of AI-transformed operations



4Operations Strategy | Empowering AI Leadership
World Economic Forum

Progress • What progress has been made to date in our major AI process 
transformation and improvement activities? How is progress 
measured?

• What are the reasons for delays and cost overruns (if any)? How 
will they be resolved?

• How are we ameliorating project risks? 
How are we ensuring our employees and partners are complying 

with responsible AI and other ethics practices?
• How are we addressing concerns and resistance from managers 

and other employees? 
• Is coordination across organizational silos going well? If not, 

how will problems be addressed?

• Ethics
• Risk

Identification of implementation 
requirements

• What are the implementation and ethics requirements for 
successfully pursuing these opportunities – e.g. cultural 
changes; support and incentives for process innovation; talent 
needs; cross-functional cooperation; obtaining, managing and 
protecting data?

• What agreements do we have with partners about sharing data 
and AI-enabled processes?

• How will our data science and analytics teams support our AI 
process improvement operations? 

• What is our strategy for training our employees for the new 
skills, roles and jobs required for AI?

• Competitive 
strategy

• Customer
• People and culture

Internal environment: Ask management: Related 
modules:

Creation of AI-transformed operations

Initiation • What major AI initiatives are underway for process 
transformation and improvement? What are our plans for 
prototypes, initial implementations and scaling up these 
processes?

• Are these initiatives well aligned with our strategic priorities and 
business needs?

• What is their potential value to our business? Their brand 
reputation, legal and other risks? How did we evaluate this?

• What will our major initiatives cost?
• How do we judge success? What are the KPIs?
• Are our process improvement plans consistent with our core 

values?
• Which executives are responsible for driving the technical, 

process and cultural/human resource management changes? 
• Who from outside our company is participating in our initiative, 

and what role will they play? (vendors, consultants, ecosystem 
partners)

• What are their legal, human resource and technical 
requirements? How will they be met?

• How will we move from a pilot to a full-scale system?
• How will we put in place the data science and technical 

capabilities to carry out these processes? 
• What internal data will we use to train and operate this process? 

What data are we acquiring from outside the company? How 
will we ensure data quality, and collect, use and store the data 
responsibly?

• How will we avoid bias?
• What level of transparency do we require, and how will we 

obtain it?

• Competitive 
strategy

• Customer
• Ethics
• People and culture
• Risk
• Cybersecurity

Implementation of AI-transformed operations
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For companies affecting EU citizens • Is the new process compliant with GDPR? 

Evaluation • What have been the results of pilots?
• Have we met our goals and KPIs? 
• What value have we received? Did it meet expectations?
• Does the new process outperform the previous process? By 

what metrics? Do we have the business capabilities we sought?
• Have we completely met legal and responsibility requirements? 

If not, how will we meet them? 
• How will we sustain our success?
• Have there been any negative outcomes? How are they being 

mitigated? 
• Are the new processes accepted by the employees, customers 

and partners who use them? 

• Ethics
• Governance
• Risk
• Cybersecurity

Internal environment: Ask management: Related 
modules:

Implementation of AI-transformed operations


