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Today’s topics
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01 Why 95% of AI projects fail to deliver value – Key success and failure factors (by Tjerja Geerts)

02 How to set up for success – A human-centered approach to AI implementation (by Marieke Gommers)

03 Proven use cases within High Tech & Manufacturing (by Tjerja Geerts & Marieke Gommers)



Who is part of an organization 
that is already building AI solutions?



Who is part of an organization 
that has successfully adopted 

AI solutions in their operation?



Let’s have a look at 
why 95% of AI projects fail to deliver value 

Key success and failure factors
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Who has experienced

AI hallucinations?



Enter your prompt…

‘Traditional’ AI, Data Science 
& Machine Learning: 
Analyze, classify, predict, or optimize 

» based on existing data

Generative AI: 
Creates new text, images, video, audio 
(music/voice), or computer code

» Produces new, original output

© Tjerja Geerts / Holland Innovative
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STRICTLY FACT BASED, 
LEGAL & COMPLIANCE.
No creativity allowed

IDEATION, EXPLORATION 
& CONTENT CREATION.
Much creativity allowed



Failures: AI Innovation projects (in general)
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Average failure percentage

Key insights:
Top 3 failure causes for 
the majority of AI project 
failures:

• MVP to Production Scaling 
Issues (40 - 50%), 

• Unclear Business Objectives 
(35 - 45%) 

• Poor Data Quality (30 - 40%)



© Tjerja Geerts / Holland Innovative

As a result:
80-95% 
of all AI projects 
do not reach value 
realization state. 



Fail factors in the AI project lifecycle (generic)
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AI Innovation (General)

1. Unclear Business Objectives (35 - 45%)

2. Poor Data Quality & Availability (30 - 40%)

3. Lack of Skilled talent & Expertise (25 - 35%)

4. Inadequate infrastructure (20 - 30%)

5. Unrealistic expectations (25 - 35%)

6. Insufficient Change Management (20 - 30%)

7. MVP to Production Scaling (40 - 50%)

8. Lack of Stakeholder Engagement (15 - 25%)

9. Governance & Risk Gaps (15 - 25%)

10. Cost overruns (20 - 30%)
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Fail factors in the project lifecycle of AI Assistants
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AI Assistant

1. Customer intent & context (40 - 50%)

2. Data security & Privacy (25 - 35%)

3. Integration complexity (30 - 40%)

4. Poor conversational flow (35 - 45%)

5. Lack of domain knowledge (30 - 40%)

6. Inadequate training (25 - 35%)

7. Escalation & Handoff Quality  (35 - 45%)

8. Technical Infrastructure (20 - 30%)

9. User adaption & Resistance (25 - 35%)

10. Measuring Value & ROI (30 - 40%)
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Fail factors in the project lifecycle of Agentic AI workflows
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Agentic AI

1. Infrastructure & Data Gaps (40 - 50%)

2. Misaligned Expectations & ROI (35 - 45%)

3. Agent washing & Vendor Hype  (25 - 35%)

4. Change management deficits (30 - 40%)

5. Risk & Governance inadequacies (25 - 35%)

6. Task complexity exceeds capability (45 - 55%)

7. Fragmented Execution  (20 - 30%)

8. Pilot paralysis & scaling (40 - 50%)

9. Security vulnerabilities (20 - 30%)

10. Focus on Tech over problems (35 - 45%)
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Key insights: most AI project risks
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AI Innovation process:

• Deployment phase 
has highest risk with MVP 
to production scaling (40-50%)

• Strategy phase has multiple 
failure points (35 - 45%, 
25 - 35%, 15 - 25%)

AI Assistants:

• Development phase: 
intent understanding and 
UX challenges (35 - 50%)

• Validation phase: escalation 
timing and handoff quality 
issues (35 - 45%)

Agentic AI:

• Development phase: 
(45 – 55%) critical, task 
complexity exceeds capability. 

• Multiple high-risk factors in 
deployment (40 - 50%) and 
data preparation (40 - 50%)



NO SKILLS PROMPT ENGINEERING AI ASSISTANTS
AUTONOMOUS

AI AGENTS

PROMPTING SKILLS
ARE ESSENTIAL TO 
BECOME SUCCESFUL
WITH AI ASSISTANTS 
& FUTURE 
AUTONOMOUS
AI WORKFLOWS.



How to set up for success
A human-centered approach to AI transformation
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What you need for Success

1Clear Roadmap

Prioritized AI and data strategy aligned with your 

business objectives and operational needs

3Sustainable & Secure IT infrastructure

Sustainable architecture that provides a maintainable 

foundation for reliable, scalable and secure AI

2 Immediate Value

Quick-win automations that reduce manual workload, to 

get people excited about the potential of AI

4 Adoption & Training

Solutions that stick with proper training and support, 

ensuring employees feel empowered, not replaced
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1. Exploration & 
strategic roadmap

2. Quick wins
3. Strategic growth 

initiatives

• On-site scan of operations and 
data/IT landscape

• Identify automation & AI 
opportunities through interviews 
with key stakeholders

• Prioritized roadmap 

• Deliver measurable quick win 
solutions

• Deploy GenAI workflows & 
solutions (chatbots, power 
automates)

• Train teams for adoption

• Advance automation/AI projects 
aligned to goals

• Build internal capabilities and 
upskill organization (analytics & 
AI basics)

Our AI transformation approach



Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations

Automatic order confirmation 
processing

Automatic order processing

Translate emails

AI sounding board agent 
for conceptual design 

Planning & inventory management support

Template generator

Automatic workload estimations & 
realization comparisons

Strategic PLM-partner
Chatbot awareness

Quote calculation based on web 
information

AI written work instructions

Automatic quote processing & checking

Concept- & idea generator

3D design converter

Match workflows for all 
product variations

Internal knowledge assistant 

Chatbot support 
for shopfloor

Im
p

a
ct

Effort

How we build an AI roadmap

Entire organization

Production

Department

Advanced systems

R&D



Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations

Translate emails

Planning & inventory management support

Template generator

Automatic workload estimations & 
realization comparisons

Strategic PLM-partner
Chatbot awareness

Quote calculation based on web 
information

AI written work instructions

Automatic quote processing & checking

Concept- & idea generator

3D design converter

Match workflows for all 
product variations
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Focus on Quick Wins first 

Entire organization

Production

Department

Advanced systems

R&D

Automatic order confirmation 
processing

Automatic order processing

AI sounding board agent 
for conceptual design 

Internal knowledge assistant 

Chatbot support 
for shopfloor



Proven use cases within Manufacturing
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Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations

Effort

Proven use cases within Manufacturing

1. Automated order 
processing 
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Only if time allows
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Initiatives to avoid

Long-term value
innovations
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Proven use cases within Manufacturing

1. Automated order 
processing 
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2. Automated shipping



Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations

Effort

Proven use cases within Manufacturing

1. Automated order 
processing 

3. Agentic decision 
support system

2. Automated shipping
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Proven use cases within Manufacturing
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Use case: EU PPWR, Packaging & waste regulation
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The EU Packaging and Packaging Waste Regulation entered into 
force in February 2025 and sets the target to make all packaging 
placed on the EU market either reusable or recyclable by 2030. 

The law governs all packaging's composition and manufacturing, significantly 
impacting a company’s R&D/Product Design, Operations/Supply Chain, 
Legal/Compliance, Vendor selection and sales/marketing departments.

• Change management: 1 day of prompt engineering training with Ai literacy: 
employees achieved a 70-80% quality improvement with daily use of 
ChatGPT/CoPilot output. 

• Workshops: Multiple AI Assistants were created/trained on the new EU 
PPWR regulation documentation, influence factors, and stakeholder 
management.

• Result: already 4 months of work immediately reduced to ± 40 min. 
(Ongoing project) 

Shift from: Manual work → Prompting → Interactive assistants → Self-sufficient AI ecosystems











Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations
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Proven use cases within Manufacturing

1. Automated order 
processing 

4. EU PPWR, Packaging 
& waste AI support

2. Automated shipping

3. Agentic decision 
support system



Use case: WBSO 2026, Proposal writing
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De WBSO een fiscale regeling waarmee de overheid technische 
innovatie stimuleert. 

Speur- en ontwikkelingswerk (S&O) kost vaak veel geld. 

Met de WBSO kunt u een deel van deze kosten verlagen doordat u 
een belastingvoordeel ontvangt.

• De WBSO is bedoeld voor technisch-inhoudelijke S&O-
werkzaamheden binnen projecten die vallen onder:

• Ontwikkelingsprojecten (technisch nieuwe producten, 
processen of programmatuur), of

• Technisch-wetenschappelijk onderzoek.

• De regeling is wettelijk vastgelegd en bedoeld om innovatie 
binnen Nederland te stimuleren.











Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations
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Proven use cases within Manufacturing

1. Automated order 
processing 

4. EU PPWR, Packaging 
& waste AI support

5. WBSO AI support

2. Automated shipping

3. Agentic decision 
support system



Use case: NIS2, EU Cybersecurity Law
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New EU Directive (Oct 2024): Replaces NIS1, creating a higher, 
unified cybersecurity standard across the EU's critical sectors.
Broader Scope: Covers more sectors and includes many SMEs 
(generally > 50 employees or > €10M turnover) as "Essential" 
or "Important" entities.
Goal: To significantly improve cyber resilience and supply chain 
security across the EU.

Short-Term Action for SMEs:
Determine Your Status: Check if your organization is included (size/sector 
criteria) under your national law.

Assess & Improve Controls: Review current security measures against NIS2 
requirements (e.g., risk analysis, access control, incident response plan).

Prioritize Training: Start training management and employees on new risk 
management roles and incident procedures.

Map Your Supply Chain: Identify and address security risks from key third-
party providers.







Only if time allows

Quick wins

Initiatives to avoid

Long-term value
innovations
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Proven use cases within Manufacturing

1. Automated order 
processing 

4. EU PPWR, Packaging 
& waste AI support

5. WBSO AI support

6. NIS2 AI support

2. Automated shipping

3. Agentic decision 
support system



Thanks for your attention!
See you at the network drinks






	Slide 1
	Slide 2: AI Transformation Bridging AI ambition to action
	Slide 3: Who we are
	Slide 4: Today’s topics
	Slide 5: Who is part of an organization  that is already building AI solutions?
	Slide 6: Who is part of an organization  that has successfully adopted  AI solutions in their operation?
	Slide 7: Let’s have a look at  why 95% of AI projects fail to deliver value  Key success and failure factors
	Slide 8
	Slide 9
	Slide 10
	Slide 11: Failures: AI Innovation projects (in general)
	Slide 14
	Slide 15: Fail factors in the AI project lifecycle (generic)
	Slide 16: Fail factors in the project lifecycle of AI Assistants
	Slide 17: Fail factors in the project lifecycle of Agentic AI workflows
	Slide 18: Key insights: most AI project risks
	Slide 19
	Slide 20: How to set up for success A human-centered approach to AI transformation
	Slide 21: What you need for Success
	Slide 22: Our AI transformation approach
	Slide 23: How we build an AI roadmap
	Slide 24: Focus on Quick Wins first 
	Slide 27: Proven use cases within Manufacturing 
	Slide 30: Proven use cases within Manufacturing
	Slide 33: Proven use cases within Manufacturing
	Slide 36: Proven use cases within Manufacturing
	Slide 37: Proven use cases within Manufacturing 
	Slide 38: Use case: EU PPWR, Packaging & waste regulation
	Slide 39
	Slide 40
	Slide 41
	Slide 42
	Slide 44: Proven use cases within Manufacturing
	Slide 45: Use case: WBSO 2026, Proposal writing
	Slide 46
	Slide 47
	Slide 48
	Slide 49
	Slide 51: Proven use cases within Manufacturing
	Slide 52: Use case: NIS2, EU Cybersecurity Law
	Slide 53
	Slide 54
	Slide 56: Proven use cases within Manufacturing
	Slide 57: Thanks for your attention! See you at the network drinks
	Slide 59
	Slide 60

