P Intelligent
b Transformation

Al Leap Program

From Al experiments to

a performance-focused,
scaled Al operating model
for business leaders

An 8-week engagement that turns scattered Al
experiments into a structured roadmap, with the use
cases and business plan leadership needs to act.



The starting point

A weak artificial intelligence
(Al) strategy, fragmented
pilots, no single owner, a thin
business case: these are
common, but not decisive

We transform organizations,
powering the future with Al



What is the Al Leap?

Three questions
the Al Leap solves

0 What is the current state?

A benchmarked read on current maturity
across strategy, use cases, data & risk,
technology and people & governance.

9 What deserves investment?

Which opportunities across the value chain
justify the spend, backed by a business case
that holds up in a boardroom.

9 How to execute?

The operating model, governance structure,
budget and sequencing needed to carry
prioritized use cases into production.
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Program overview

Three stages
Two months
One Leap forward

An evidence-based diagnostic led by experts, combining
a guided survey, leadership interviews, workshops
and analysis of data and documentary evidence.

Al Readiness Assessment
Where do you stand today?

4 weeks

Opportunity & Use Case ldentification
What is worth doing?

2 weeks

Transformation Roadmap
How do we get there?

2 weeks



Who is it for?

Built for leaders who want
to act on Al confidently
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Mid-sized
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Public entities
& agencies
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Constrained budgets and a real risk of spending
on tools that don't pay off. Al Leap narrows
the field to what is worth doing first.

Unapproved tools in use across departments,
disconnected systems and data, no shared Al
strategy. Al Leap consolidates this into a single
Center of Competence and a coordinated,
approved roadmap.

Legacy infrastructure, constrained budgets,
sensitive citizen data. Al Leap focuses on a
prioritized set of citizen-facing and operational
use cases, and a fundable implementation
roadmap matched to public-sector capacity
and compliance requirements.

Heavy regulatory exposure and

compliance requirements, large volumes of
unstructured records, strict procurement rules.

Al Leap builds a prioritized roadmap that stands
up to regulatory scrutiny and procurement rules.



Program detail

Stage il

Al Readiness Assessment

Expert-guided readiness assessment,
leadership interviews and evidence analysis.

Main impact
Turns opinion into evidence
leadership can act on

Five dimensions analyzed

00 | 090
@ 00 % J‘_ZJ e
Strategy Use cases Data & risk Tech People &
governance

.|| Each dimension is evaluated by a score (1-4).

Deliverables

Al Readiness Report across five dimensions
Leadership interview findings summary

Actionable recommendations with industry best practices
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Stage 1 | What to expect?

A maturity score only matters if it changes what should
be a priority. It tells leadership what to build now, what
to hold for later and what isn't worth the effort at all.

What we do * A guided diagnostic: run an Al-powered
diagnostic across five dimensions

* Ground it in evidence: review supporting
corporate evidence to ensure findings are
evidence-based

+ Calibrate with leadership: conduct targeted
leadership interviews to validate results

* Score and benchmark: score maturity against
industry peers and identify gaps and actions

Al Readiness Report

n At a glance

Emerging
2.41 /4
Early Al activity is underway. Some pi Il op /\
Most advanced: Strategy (2.57) R s
Needs most attention: People & Governance (2)
Dat
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Respondent Evidence documents Calibration interview Questions validated
Guided questionnaire, 35 Received against the five Held with leadership after Reviewed and approved by the
questions dimensions intake  consul Itant
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Program detail

Stage 2

Opportunity & Use Case
Identification

Opportunity discovery and use-case design workshops.

Main impact
Turns ideas into use cases
worth funding

Stage 2 framework

1 Assess 2 Position 3 Priorizar
Evaluate each use case on Map uses cases in the Decide what to do
business impact and impact vs difficulty matrix next: invest, plan,
implementation difficulty. 2> > queue or park.

= Q0
: 0 @

Deliverables

Use case workshop findings
Prioritized use-case shortlist
Business case for selected use cases

Definition of success criteria/KPls
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Stage 2 | What is worth doing?

Not every Al idea deserves a budget line.
This stage separates the use cases that will move
the needle from the ones that just sound good.

What we do * Map the value chain: walk through your
operations to pinpoint where Al can genuinely
generate profit

* Run discovery workshops: cross-functional
sessions with department heads to surface real
Al opportunities

* Build the business case: score each candidate
on business value vs. implementation feasibility,
then model the ROI for the ones worth pursuing

Prioritization matrix

@ DO NOW INVEST QUEUE PARK

Demand forecasting

(M Document triage

Service copilot

IMPACT

Predictive maintenance

Meeting summaries
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Program detail

Stage 3

Transformation Roadmap

Strategy and implementation roadmap with budget,
owners and timeline.

Main impact
Turns a plan into an owned,
resourced roadmap

Roadmap foundations

= b = &

Set Assign Allocate Secure
milestones owners budget approval
Deliverables

Implementation roadmap with budget, milestones and responsibilities
Named owner and governance model

Investment plan structured for internal approval
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Stage 3 | How do we get there?

A prioritized shortlist is only useful if it can be acted
on. This stage turns the shortlist into a plan with
an owner, a budget and a sequence.

O
M

Operating model

Centralize through an Al Center of Competence or distribute ownership
across business units, with responsibilities mapped explicitly.

1
2

Realistic sequence

Use cases are staged against the organization's actual readiness
and defined prioritization, not launched all at once.

&
Approved budget

Multi-year cost estimates that weigh internal capacity against
external vendors.
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What it is and what it is not?

Al Leap spans diagnosis to
actionable implementation

It is designed to bridge the gap between strategic intent
and an Al strategy ready for execution.

What it is

0 Expert-driven diagnostic: objective, evidence-backed
maturity evaluation led by senior partners with 25+ years
of market experience

0 Smart hybrid execution: structured data collection paired

with direct conversations with the leadership team,
so the findings reflect how the organization works

Holistic operating model: an 8-week engagement that ends
with a transformation roadmap, a governance structure, and
an investment plan ready to bring to internal stakeholders

What it is not

@ Superficial self-assessment: subjective, unchecked
checklist exercises that result in unread IT reports

@ Automated template outputs: purely software-generated,
low-touch report outputs with zero expert review
or contextual tailoring

@ Siloed tool recommendations: ad-hoc setups of
fragmented tools that disregard change management,
compliance policies or long-term value
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LBC Al offer

Services and specializations

Al Center of Competence newly created with 14 Al projects on
top of >400 digital transition projects.

Service line

Al consulting

Assessment & Roadmaps
Strategy & Operating Model
Governance & Compliance
Discovery Workshops

Pricing

Specializations

Intelligent Data

Data Strategy, Architecture
& Management

Semantic Data Solutions
Data Engineering Services

Data Migration
& Data Governance

Data Analytics and
Visualizations/Cockpits

Cloud Migrations
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Al Academy

Learning Solutions

Executive/Leadership
Workshops

Fundamentals
for Productivity

Project Management

Immersion in Silicon Valley

Intelligent
Organization

Governance

Compliance, Ethics,
Risk mitigation

Leadership in the age of Al
The Al Impact Organization

Change Management

Al implementations

Agentic (design, build,
deploy, operate & improve)

Pilots & Proof of Concepts
Chatbot Development

Generative Al Development
& Solutions

Software Development

Al-Powered
Transformation
& Automation

Process Optimization
& Redesign

Process & Workflow
Automation (agentic
workflows RPA + Al)

Process Managed Services

Agentic Platforms
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What is next?

Ready to take
the Leap?

Talk to the team:

Beatriz Krieger

Senior Manager
Strategy & Finance

beatriz.krieger@lbc-digital.com

Filipe Zuzarte

Manager
Digital Product & Solutions

filipe.zuzarte@lbc-digital.com
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