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Executive Summary

Artificial intelligence (Al) continues to reshape modern enterprise, offering transformative
advantages across efficiency, insight, automation, and customer experience. As with many rapid
advancements in technology, however, many organizations struggle to effectively adopt and
sustain their Al initiatives. Pressure to innovate and gain a competitive advantage leads
businesses to chase trends rather than forming a clear strategy for success.

Al Discovery addresses that challenge directly through structured and collaborative
engagement that helps organizations evaluate Al opportunities with precision and confidence.
Instead of leading with technology, discovery begins with the business goals, surfacing the use
cases that matter, assessing readiness across people, systems, and data, and delivering a
strategic path to responsible Al implementation.

This white paper introduces DOOR3'’s proven Al discovery methodology and explores how it
helps businesses move from ambition to action with clarity, confidence, and measurable returns.

Contents

Introduction

Why Discovery Comes First

Common Al Pitfalls and How Discovery Prevents Them
The Five Phases of Al Discovery at DOOR3

Strategic and Operational Benefits

Emerging Trends Reshaping Discovery in 2026
Determining the Right Time to Start

Conclusion




Introduction: Cutting Through the Noise

Industry leaders increasingly view Al as a critical enabler of next-generation business
performance, offering speed, scalability, personalization, and decision-making capabilities that
traditional systems cannot match. For all its promise, many companies find themselves unsure
of where to begin, how to evaluate ideas, or whether they have the right infrastructure and talent
to support their initiatives. This often leads to inconsistent implementation that blunts returns on
investment (ROI) and curtails future initiatives.

An Al discovery creates structure where there is uncertainty, anchoring planning in a
business-first framework that identifies realistic opportunities, avoids overreach, and builds
internal alignment around shared goals. It is not a technical audit or a strategy deck; it is an
actionable process that connects business outcomes with operational feasibility.

Why Discovery Comes First

Al projects rarely fail due to technical limitations. More often, failure stems from a lack of clarity
around the business problem, weak integration with existing systems, poor data hygiene, or
limited organizational readiness. An Al discovery addresses these challenges upfront, before
time and money are committed to development.

Al discovery is a foundation that helps organizations avoid superficial implementations and
instead focus on solutions that are viable, scalable, and aligned with long-term objectives. It
connects leadership vision with day-to-day execution and ensures that any investment in Al is
grounded in measurable business value.

Common Al Pitfalls and How Discovery Prevents Them

Al discoveries ameliorate problems that organizations face when exploring intelligent
technologies. One of the most common issues is a lack of specificity. Executives may express
interest in “doing something with Al,” but without a clearly defined goal, teams waste time and
resources exploring abstract possibilities.

Another challenge lies in data infrastructure. Many companies underestimate the quality,
availability, or compliance status of their existing data. Discovery sessions expose these
limitations early, allowing time to correct course or refine scope before pilot execution.
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Organizational capability is also critical. Even when good ideas are on the table, companies
often lack the internal skills or processes needed to manage Al products over time. Discovery
highlights these gaps and creates realistic plans for upskilling, hiring, or partnering.

Finally, Al efforts often suffer from poor user adoption. If an Al system is not intuitive,
explainable, or well integrated into workflows, it will be underutilized. Discovery includes
human-centered design planning to ensure that solutions are not only effective, but also trusted.

The Five Phases of Al Discovery at DOOR3

DOORS3’s Al discovery process is designed to help businesses navigate uncertainty with clarity.
It is collaborative, transparent, and tailored to the unique conditions of each organization.

1. Define the Business Problem

We begin by identifying the precise business challenges that Al might address. These could
range from reducing wait times in customer support, to accelerating document review, to
optimizing complex supply chain operations. The key is specificity. We go beyond vague
aspirations to uncover practical, high-impact pain points.

This phase also considers operational constraints, including industry regulations, existing IT
systems, budget expectations, and organizational appetite for change. These inputs shape the
solution space and establish guardrails for future implementation.

2. Evaluate Readiness Across Strategic and Technical Dimensions

Once goals are clear, we assess the organization’s ability to pursue them through Al. This
assessment includes leadership alignment, data quality, infrastructure maturity, and internal
capabilities.

We evaluate whether current data sources are structured, accessible, and compliant with
regulations such as HIPAA or GDPR. On the technical side, we examine the integration
environment, hosting architecture, and API readiness to determine if existing systems can
support Al workloads.

We also consider product fit. Is Al consistent with the product roadmap? Would it improve user
experience or create unnecessary complexity? Human-centered design considerations, such as
explainability and trust, are factored into the evaluation to ensure the solution will gain user
acceptance.
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Just as importantly, we look at human capacity. We help organizations map out what capabilities
they already have in-house and what gaps must be addressed through hiring or partnerships.

3. Surface and Prioritize Use Cases

With a comprehensive view of the business context and technical landscape, we move into use
case exploration. Through workshops and interviews, we surface ideas for how Al could deliver
value—ranging from tactical automation to strategic differentiation.

These ideas are then prioritized based on value, feasibility, and alignment. Rather than trying to
tackle everything at once, we help stakeholders identify quick wins, long-term innovation paths,
and those opportunities most worth validating through pilots.

For example, one client sought to reduce the time it took to process customer emails. By
applying natural language processing, we helped them classify and route queries automatically,
freeing up staff for higher-order tasks. The impact was immediate and measurable.

4. Design Pilots and Build Business Cases

Validated ideas are converted into pilot projects. Each pilot is designed to answer one question:
can this Al capability deliver meaningful value in a real-world context?

We define scope, success metrics, data requirements, and the minimum viable product
necessary to run the experiment. We also determine how outcomes will be measured and
whether integration will happen within existing platforms or require new interfaces.

In a recent engagement with BOON.ai, DOORS redesigned internal reporting tools to enable
real-time insights. The result was a 40 percent reduction in data query time and significantly
faster decision-making. This pilot not only demonstrated the value of Al-driven interfaces, it also
created internal momentum for larger adoption.

Pilots do not need to be perfect to be successful. Even when an idea is not immediately
scalable, the process uncovers valuable insights about process gaps, team capabilities, and
data behavior.

5. Plan for Scale, Monitoring, and Continuous Improvement

Moving from pilot to production requires more than code deployment. Al systems must be
monitored, maintained, and refined over time. We help organizations prepare for this by
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designing governance plans, feedback mechanisms, retraining protocols, and ownership
models.

We also work with leadership to define whether Al will be built internally, co-developed with
partners, or licensed. These strategic decisions are based not only on cost and speed, but also
on long-term control, maintainability, and innovation goals.

In many cases, organizations choose to create an internal center of excellence for Al, supported
by documentation, processes, and cross-functional stewardship.

Strategic and Operational Benefits

The value of an Al discovery lies not only in identifying potential use cases, but in reducing
friction across the entire innovation lifecycle.

A discovery phase enables faster time-to-value by avoiding false starts and redundant efforts. It
improves cross-functional alignment by creating shared language around Al’s role in the
business. It increases stakeholder trust, as teams know that pilots are grounded in real data and
operational logic.

Perhaps most importantly, it creates an institutional understanding of what Al means within your
organization. This understanding becomes a foundation for ongoing exploration, not just a
one-time initiative.

Discovery also strengthens ethical and regulatory rigor. By foregrounding questions of fairness,
transparency, and usability, it helps teams build Al systems that are not only functional, but
responsible.

Emerging Trends Reshaping Discovery in 2026

The Al landscape continues to evolve rapidly. Several key trends are influencing how discovery
engagements unfold:

e The rise of foundation models means that smaller teams can now fine-tune powerful
models for niche use cases, unlocking personalization and automation previously limited
to large enterprises.

e As Al becomes embedded into daily workflows, the role of UX has grown. Discovery now
includes accessibility reviews, explainability testing, and design strategies.
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e A shift from Al projects to Al products has made lifecycle planning essential. Discovery
increasingly includes MLOps and observability frameworks to ensure long-term viability.

e Emerging regulatory regimes, including the EU Al Act and state-level U.S. legislation,

are shaping the risk frameworks organizations must consider. Discovery engagements
now include governance and compliance planning from the outset.

Determining the Right Time to Start

Organizations should consider an Al discovery when:

e There is interest in Al but no clear understanding of where to start
e Budget or stakeholder support requires a validated business case
e Previous Al experiments yielded unclear or limited value

e Teams want to scale responsibly and avoid downstream risk

Whether you are at the beginning of your Al journey or looking to formalize efforts already
underway, a discovery phase helps ensure your next steps are both informed and intentional.

Conclusion: Move with Clarity, Not Assumptions

Artificial intelligence can be a force multiplier for growth and innovation when it is applied
deliberately. Beginning with a discovery builds the foundation for success by linking opportunity
with feasibility, and vision with execution.

At DOOR3, we have worked with clients across finance, law, insurance, and logistics to turn Al

into practical capability. Through discovery, we help organizations identify the right use cases,
prepare their systems and teams, and launch with confidence.

Take the Next Step

Explore your current Al readiness with our diagnostic tool, or connect with a strategist to learn
more about a tailored Discovery engagement.

http://www.door3.com/
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Download the Al Readiness Checklist
Speak to a DOORS3 Consultant

370 Lexington Ave. Suite 1806 Mas de Roda 6-14. Sant Marti
New York, NY, 10017. United States 08005 Barcelona. Spain
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