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AI Adoption  
Workshop for a B2B 
SaaS Company
How replacing an outdated 924 touch panel with a brand-new digital 

lighting control in just three months helped a manufacturing 

company expand its market reach.

How Instinctools helped a data-intensive enterprise software provider turn scattered AI ideas 

into a structured and balanced adoption plan with 16 opportunities narrowed into a 

prioritized, connected shortlist, specific usage scenarios to show how the recommended 

capabilities would work in practice, and governance foundations needed to scale AI 

securely.


Industry:


Manufacturing

 

   

  

Business challenge

For many B2B SaaS companies, the main barrier to AI adoption is 

turning scattered AI enthusiasm into a focused, executable roadmap.


Without a clear adoption strategy, AI initiatives can easily fragment 

across the organization: engineering is busy automating parts of the 

software lifecycle, product teams chase sticky client-facing AI features, 

sales look for pipeline intelligence, and customer success teams try to 

make onboarding and support faster. On top of all that, leadership 

wants speed, but also governance, data protection, and proof that 

their investments will create measurable business value.


That was the point our client, a SaaS company providing data-

intensive workflow and analytics software for enterprises, had 

reached. From our early conversations with the client, it became 

clear that the company was eager – urgent, even – to adopt AI. The 

pressure came from two sides. Externally, the market was moving 

fast: competitors were actively rolling out AI-powered features and 

every month spent experimenting without a plan increased the risk 

of falling behind. Internally, teams were already using and testing AI 

tools but struggling to turn that activity into a shared direction. 


The organization had not yet agreed on what AI should mean for the 

business first: internal productivity, product differentiation, sales 

acceleration, or all three. This lack of alignment created a risk of 

moving too fast in too many directions at the same time.


There were four critical questions hanging in the air: 

What are the highest-value AI opportunities for our business?


Which initiatives should we start with and why?


Which foundational capabilities must be in place before client-

facing AI becomes safe?

How do we move quickly without creating duplicated pilots, 

governance gaps, or new technical debt?

Struggling to find a way through that uncertainty by themselves, the client turned to Instinctools for 

an AI adoption workshop.


Solution To help the client move from an open-ended AI exploration to a 

structured, actionable roadmap, Instinctools ran a custom AI 

adoption workshop, designed as a phased engagement. It 

combined pre-workshop discovery, two intensive live workshop 

sessions, the synthesis stage, executive pre-read, feedback-driven 

polishing, and a final team readout. 


Pre-workshop discovery Live session (Day 1) Live session (Day 2)

Final demo Polishing Executive pre-read Synthesis 

Each phase was built on the results of the previous one. First, we 

captured the client’s current state, then mapped the opportunity 

space. From there, our experts pressure-tested the first prioritization 

signals instead of just accepting them. And, finally, we converted 

workshop inputs into a practical roadmap.

The engagement was intentionally not positioned as a technical 

architecture project or implementation plan. Its purpose was to help 

the client make better AI adoption decisions: where to begin, which 

initiatives depended on shared foundations, and what guardrails were 

needed before moving into more sensitive product-facing AI.


By the end of the workshop, the client received eight core 

deliverables:


Strategic recommendations


AI opportunity map

Prioritized initiative shortlist

Reusable context-to-action model

Examples of usage scenarios

Tailored adoption paths 

AI policy guidance

AI training and best practices framework

01
Using a tailored survey  
as the entry point instead  
of a generic AI agenda


The workshop began before the live sessions and was grounded in the client’s real operating 

environment. We prepared a pre-workshop survey – a questionnaire that was sent to the client’s 

team in advance – to understand how people were already using AI, where they saw the biggest 

operational pain, what they expected from AI adoption, and which risks they considered most 

important. The survey included client-specific questions informed by the company’s products, 

workflows, industry context, and previous conversations with stakeholders.


Pre-workshop questionnaire

The survey revealed that many employees were actively experimenting with AI tools, but adoption 

was uneven and not governed by one shared playbook. 

It also showed where the pain was most concentrated:


Product documentation was often stale or 

incomplete, creating onboarding friction and repeated 

rework.


Communication and coordination: email overload 

made it harder to track open items, owners, and 

follow-ups.

Sales and customer workflows, such as sales pipeline 

tracking, client onboarding, and customer feedback 

synthesis,  also emerged as opportunities for AI-

enabled support.

Thanks to this pre-work, by the time the live workshop 

started, our team was not walking in empty-handed. We 

had already shaped stakeholder input into a working 

hypothesis: the client’s biggest opportunity was found in 

a connected set of use cases around knowledge work, 

distributed context, and governed execution.

02 Mapping AI opportunities across 
the business on Day 1


The first day of the live strategy session started with us presenting the survey findings back to 

the client’s team. We used it as a way for stakeholders to see where the organization was 

aligned, where opinions diverged, and which operational pains had the strongest signal.


From there, we moved to the AI opportunity map.

During the session, Instinctools’ AI experts introduced a 

set of potential initiatives grouped into four families:


Essential AI enablers (parallel track)

AI governance and responsible-use guidelines


AI model monitoring


AI training and best practices


AI data platform capability, with 
separate operational and product 
planes

SDLC

Requirements writing and planning 
support

Knowledge base improvement


Test generation

Code review 

Business operations

Client onboarding automation

Email summarization

Sales pipeline intelligence


Production support triage

Product and customer experience

AI-assisted explanations for 
complex user questions

Intelligence over documents, content, and reference 
materials

Insight generation for market, product, or customer 
signals

Natural-language support for 
product-related workflows

The team then reviewed, discussed, and voted on the 

opportunities using practical decision lenses: value, 

effort, feasibility, risk, business relevance, and 

dependency on other capabilities.

This way, stakeholders could see where ideas clustered, 

where opinions diverged, and where certain 

opportunities depended on others.


For example, specification writing initially looked like a 

standalone AI use case. But as discussions progressed, it 

became clear that specification quality was tightly 

connected to product documentation, context 

gathering, QA, onboarding, and support. A narrow AI 

spec-writing tool would not solve the broader issue 

unless it could access current, trusted product and 

workflow context.

03 Uncovering the shared 
pattern on Day 2

One of the most important outcomes of the workshop 

was the realization that several high-interest initiatives 

were symptoms of the same underlying problem.


Specification writing, customer onboarding, support 

triage, sales follow-up, retention signal interpretation, 

and product assistance all depended on the same 

capability: the ability to assemble trusted context from 

distributed systems and turn it into useful, reviewable 

action.


If the company built separate AI tools for each workflow, 

it would likely duplicate effort, create inconsistent 

governance, and rebuild the same context layer multiple 

times.


To avoid that, Instinctools reframed the shortlist of 

initiatives around three reusable solution layers:

A The AI Data Platform capability to provide 

governed, permission-aware access to 

approved data sources and separate 

operational and product data planes.


B The cross-functional Context Layer to organize 

distributed information into structured, 

source-backed briefs with assumptions and 

decision points.


C The cross-functional Execution Layer to turn 

those briefs into fully managed workflow 

actions, including routing them to the 

appropriate people, tracking progress, issuing 

notifications and reminders, handling 

escalations, managing approvals, and 

maintaining a complete audit trail of changes.

How the shortlisted initiatives work together as one reusable 

Al capability stack
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With those layers in place, the shortlist expanded with two higher-level interfaces: an In-

Product Assistant for controlled customer-facing guidance and a Pipeline Support Assistant 

as an internal-facing application for pipeline intelligence, follow-up, and sales action queues.

04 Synthesizing workshop 
inputs into tailored 
adoption paths

After the two live sessions, Instinctools moved into synthesis. Our team consolidated survey 

findings, Miro board activity, workshop discussions, voting results, initiative feedback, risks, 

dependencies, and adoption logic into a coherent roadmap.


A major part of the synthesis was translating a broad set 

of possible initiatives into adoption paths leadership 

could compare. The client had several valid directions:

Delivery covered product documentation, 

specification gathering, delivery readiness, and fewer 

clarification loops between product, engineering, QA, 

and customer-facing teams.


Operations focused on customer onboarding, 

support, sales follow-up, and process execution across 

operational systems.


Product captured the workflows around the product  

customer-visible AI features inside the company’s 

SaaS products, such as natural-language explanation, 

guided workflows, and stronger demo or trial 

differentiation.

The recommended route combined Delivery and 

Product and here is why. Starting with delivery would 

give the client a faster path to internal proof of value 

through product documentation, specification 

gathering, and context assembly. Meanwhile, extending 

toward product would create a credible path to 

customer-facing differentiation, but only after trusted 

product knowledge, governance rules, and human 

review patterns were in place.


This sequencing balanced speed with control 

and allowed the client to move quickly where 

risk was lower and prepare carefully where AI 

outputs could affect customer trust.


05 Aligning C-level 
stakeholders through a 
pre-read and polishing the 
deliverables


Before the broader final readout, Instinctools prepared a 

pre-read for senior stakeholders. This was a crucial part of 

the engagement, as it helped decision-makers to fully 

understand a suggested AI roadmap, challenge it, and 

align owners, budgets, data boundaries, and governance 

expectations.


After the executive pre-read, we refined the materials 

further.


One of the client’s main concerns was that parts of the 

roadmap still felt too abstract. The recommendation 

made sense at the capability level, but stakeholders 

wanted to see how the proposed layers would work in 

practice.


To address this, our AI engineers added usage scenarios 

showing how the Data Platform capability, Context Layer, 

and Execution Layer could work together in real 

workflows. 


For example, in a client support scenario, a support specialist needs to answer why a client 

cannot perform a specific product action. The workflow using Instinctools’ layered 

approach works as follows:


Trigger:

“Investigate a customer issue”

Template selection:

The Context Layer uses a Client / 

Service Context Brief template 

specifying what data is needed.

Data Platform retrieves 
approved data:

Client account record from CRM / 

Salesforce

Relevant support ticket history


Permitted email or Teams context

Product Documentation

Release notes

Known-behavior entries

Product setup or permissions 

data (as allowed)

Execution Layer creates 
an action workflow:

Assigns client services to confirm 

missing setup details with the 

client


Directs support to check 

workflow configuration


Creates a task to review/update 

product documentation if 

needed


Prepares final client response 

after dependencies are complete


Escalates unresolved issues 

according to rules (e.g., notify 

support lead if not resolved in 2 

business days)

Context Layer prepares 
structured brief:

Summarizes what is known (e.g., 

conditions for the action, recent 

release changes, previous client 

questions, documented 

limitations)


Highlights what is unclear (e.g., 

current client setup, workflow 

configuration)


Lists sources supporting the 

information


Suggests next questions to ask

These scenarios made the final outputs more practical. The client could see not only what 

Instinctools recommended, but how the recommendation could operate across different 

workflows.

06 Making governance an 
essential part of the 
adoption path


As the client’s software operated in a trust-

sensitive enterprise environment, a wrong or 

unsupported AI answer could create reputational 

consequences, even when the underlying 

workflow was not legally regulated. So before AI 

could safely show up in the product, the company 

needed rules that were practical enough to use 

and strong enough to trust.


Instinctools advised the client to formalize how AI 

would be managed across the organization. That 

included internal rules for employee AI use, 

external policies for product-facing AI features, 

guardrails around prompts and data access, and 

monitoring for AI activity once adoption started to 

scale.


The workshop identified several non-negotiable 

guardrails:

separating operational and product data planes;

requiring human confirmation for customer-facing 

actions or business-critical outputs;


making sources traceable and uncertainty visible;

applying role-based access control and tenant 

isolation before AI retrieval touches client data;


monitoring accuracy, drift, latency, token cost, usage 

patterns, and adoption;


assigning clear owners for AI policies, approvals, and 

ongoing review.


At the same time, Instinctools avoided turning governance into a heavy upfront program. 

The recommendation was to start with lower-risk internal pilots, learn from them, and 

only then move into more sensitive customer-facing AI scenarios with the right 

safeguards already in place.

Before

AI adoption was active but uneven. There was no 

shared playbook for where AI should be applied, how 

outputs should be reviewed, or which initiatives 

should be invested in.


AI ideas were scattered across delivery, product, 

operations, and sales.


High-impact pains looked separate. Specification writing, 

documentation, onboarding, QA, support triage, and 

sales follow-up appeared to be different problems.

Without reviewed product knowledge, source 

traceability, monitoring, and human review rules, 

product AI created trust and reputational risks.


After

The client received a structured AI roadmap with concrete 

usage scenarios tied to business value, dependencies, 

governance, and adoption paths.


The company had a prioritized shortlist of connected 

initiatives.


The roadmap identified the shared root problem behind 

many workflow pains: employees manually assembling 

distributed context across systems, documents, teams, and 

tenants.


Governance became a practical adoption enabler, with 

recommendations around data separation, human 

confirmation, source traceability, role-based access, 

monitoring, and AI use policies.


Business value 16 AI initiatives mapped into a shared opportunity map, 

giving the client a clear view of where AI could create value 

across delivery, product, operations, and governance.


5 connected priorities shaped into a coherent adoption model 


An adoption path balancing fast internal value with future 

customer-facing differentiation


Concrete usage scenarios showing how the recommended 

capabilities support real workflows

Practical governance recommendations for scaling AI 

without undermining customer trust.


Avoiding a common AI adoption trap of launching visible 

pilots before the knowledge, context, and governance 

foundations are strong enough to support them

Multiplier effect

The workshop value lies in separating attractive ideas from 

executable initiatives, identifying the foundations multiple use 

cases depend on and giving leadership a defensible sequence 

for action. Without a structured adoption process, teams can 

easily launch disconnected pilots, duplicate data work, 

underestimate governance needs, or chase customer-facing 

features before the underlying knowledge base is ready. 


A well-run AI adoption workshop gives companies under 

pressure to “do something with AI” a shared view of where AI 

can be truly useful, what should be built first, what should wait, 

and how to move from experimentation to responsible 

execution.

Do you have a similar project idea?

Contact us — and we will estimate your 
projects costs for free!
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