
Acolar AI Adoption and Enablement 
Framework

From Readiness to Results4Your Guide in Every 
Step of the Journey

Artificial Intelligence has the power to transform your 
business4but only when approached with clarity, strategy, 
and the right support. That9s where we come in.

Acolar AI is your guide.

Whether you9re just starting out or scaling enterprise-wide solutions, we walk 
alongside you through every stage of adoption4from exploring opportunities 
to sustaining real results.

We offer more than just a framework.

We bring deep expertise, tailored guidance, and a curated ecosystem of 
partners to match your needs. Whether you're designing your AI strategy, 
building custom solutions, or selecting best-in-class tools, we help you make 
the right moves with confidence.

Need help assessing where you stand? We start with readiness.

Want a roadmap to scale? We9ve got one.

Not sure whether to build or buy? We9ll help you decide4and introduce the 
right vendors.

This framework gives you a structured path to follow.

Acolar AI ensures you don9t walk it alone.

by Sannette CoetzeeSC



Framework Overview: 
The Seven Stages

Explore
Establish awareness and define high-level AI strategy

Evaluate
Assess readiness across key dimensions

Define
Create clear AI strategy with metrics

Initiate
Launch with teams and governance

Iterate
Refine through testing

Scale
Expand across organization

Sustain
Ensure long-term success

The framework follows a structured progression through seven key stages of AI adoption. Each stage builds upon the previous one, 
creating a comprehensive roadmap for organizations to follow. This sequential approach ensures that all necessary foundations are 
established before moving to more advanced implementation phases.



Stage 1: Explore - Building the Foundation

Build AI Awareness
Conduct AI awareness and education sessions to 
establish understanding of AI technologies and their 
potential applications across the organization.

Identify Opportunities
Research industry-specific AI applications and facilitate 
workshops to identify business challenges suitable for AI 
solutions.

Engage Stakeholders
Identify executive sponsors and champions while securing 
early buy-in from key business unit leaders and IT 
leadership.

Develop Vision
Create a preliminary AI vision statement that aligns with 
broader business strategy and maps high-level business 
opportunities to AI capabilities.

The Explore stage establishes awareness, uncovers opportunities, and defines a high-level AI strategy aligned with business goals. Key 
outcomes include a documented AI vision, identified potential use cases, initial stakeholder buy-in, and a preliminary assessment of 
organizational readiness.



Stage 2: Evaluate - Assessing Readiness

The Evaluate stage assesses organizational readiness for AI adoption across key dimensions, identifying strengths, gaps, and areas 
for investment. This comprehensive assessment provides a clear understanding of the current AI maturity level and determines 
specific areas requiring attention to enable effective adoption.

Strategy & Sponsorship
AI strategy alignment with business 

objectives, executive leadership 
support, and strategic KPIs

Data & AI Core
Data infrastructure, governance 
framework, and real-time processing 
capabilities

Talent & Culture
AI literacy, dedicated roles, upskilling 
programs, and cross-functional teams

Responsible AI
Ethical guidelines, bias testing, 
compliance with regulations, and 
transparency

Governance
Formal structures, risk management, 
audits, and incident tracking

Infrastructure
Scalable systems, cloud integration, and 

AI-specific tools

Use Cases
Processes for identifying opportunities, 
pilot methodologies, and value metrics



Stage 3: Define - Creating the Strategy

Strategic Roadmap
Create detailed AI strategy with clear vision, objectives, and timelines

Prioritize Use Cases
Identify high-value, feasible AI applications with ROI expectations

Resource Planning
Define technology stack, talent needs, and detailed budgets

4
Data Strategy
Establish data requirements, governance, and management approaches

Governance Framework
Create AI governance structure, ethical guidelines, and 
compliance protocols

The Define stage establishes a clear AI adoption strategy with success metrics, execution plans, and resource requirements. Key 
outcomes include prioritized AI use cases with business cases, a comprehensive roadmap with timeline, resource requirements plan, 
governance framework, and risk assessment strategies.



Stage 4: Initiate - Launching Implementation

Team Assembly
Form cross-functional implementation teams with clear roles 
and responsibilities. Onboard specialized AI talent and 
establish working relationships with technology partners.

Governance Implementation
Activate AI governance committees and working groups. 
Implement ethical AI guidelines and establish monitoring 
mechanisms for performance and compliance.

Technology Deployment
Acquire and set up selected AI platforms and tools. Configure 
development, testing, and production environments with 
appropriate security controls.

Data Preparation
Execute data collection and integration activities. Implement 
quality management processes and create data pipelines for 
AI model development.

The Initiate stage launches AI adoption efforts by assembling teams, establishing governance, and embedding AI into daily operations. 
This stage results in operational AI governance structures, trained implementation teams, initial technology infrastructure deployment, 
and early pilot projects underway.



Stages 5 & 6: Iterate and Scale

Iterate

The Iterate stage continuously refines AI initiatives through 
experimentation, deployment, and policy adaptation. Key 
activities include:

Developing and testing AI models for prioritized use cases

Gathering user feedback through structured methods

Monitoring performance metrics against defined KPIs

Refining models based on performance and feedback

Updating governance policies based on practical insights

Scale

The Scale stage expands AI adoption across the organization, 
embedding AI into business operations. Key activities include:

Developing enterprise scaling strategy for successful pilots

Standardizing AI development and deployment processes

Integrating AI solutions with core business systems

Formalizing AI roles, responsibilities, and career paths

Establishing centers of excellence to support organization-
wide adoption



Stage 7: Sustain and AI Maturity Levels

Transformational
AI drives innovation and serves as strategic differentiator

Integrated
AI in core functions with cross-functional expertise

Systematic
Formal strategy with executive sponsorship

Opportunistic
Department-driven initiatives with limited support

Ad-hoc/Initial
Exploratory initiatives with no formal strategy

The Sustain stage ensures long-term AI success through continuous learning, governance, and innovation. Key activities include 
implementing monitoring systems, establishing ongoing training programs, regularly reviewing governance guidelines, and fostering 
innovation through dedicated research initiatives.

Organizations progress through five levels of AI maturity, from Ad-hoc exploratory initiatives to Transformational where AI drives 
business innovation and serves as a strategic differentiator. This framework provides a structured yet flexible pathway that addresses 
both technical and organizational dimensions of successful AI implementation.



From Vision to Value: 
Sustaining Your AI Journey

AI adoption is not a destination4it9s a continuous journey of learning, refining, 
and evolving. As your organization progresses through this framework, you9ll 
move from isolated experimentation to integrated, transformational 
capabilities.

But the true value of this journey lies in how it's sustained.

Keep the momentum going through continuous learning and adaptation.

Foster a culture of curiosity, responsibility, and innovation.

Revisit your maturity and progress regularly.

Let governance and growth go hand in hand.

You now hold the blueprint. The next step is 
action.

Thank you for choosing Acolar as your partner in purposeful transformation.

Get in Touch
Acolar AI
Guiding purpose-driven AI adoption with clarity, confidence, and community.

Headquarters:
San Jose, California, USA
q  www.acolar.ai
/  Email: info@acolar.net 
'  Phone: +1 (669) 231 9454
_  LinkedIn:  https://www.linkedin.com/in/sannette-coetzee/ 
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