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How do you validate your idea for an AI service? 

While big data and analytics are already helping to gen-
erate the first wave of digital transformations, AI is the 
next frontier. “As the world becomes digitized,” men-
tioned by Satya Nadella, “there is an opportunity for 
every organization to harness the power of connected 
data and intelligence to become a true, AI-first compa-
ny. With Dynamics 365, we have rewritten Dynamics as 
an Azure cloud native app, and with Power Platform we 
are making it extensible.” 

AI-enabled ERP has the ability to tap into the large pool 
of unstructured knowledge in images, videos, text, and 
machine data generated through the Internet of Things. 
It brings much more radical changes than digital, be-
cause AI systems can make decisions and take action.
Every company will have its own unique set of use cases. 
An AI priority for one company may not be relevant to 
another. However, some common generic examples of 
AI use cases include:
 ` Developing smarter products
 ` Developing smarter services
 ` Making business processes more intelligent
 ` Automating repetitive or mundane tasks
 ` Automating manufacturing processes

Data-to-action begins by asking the right questions, in-
vestigating the answers, and then embedding the poli-
cies derived from those answers into a business process, 
and running the resulting, more intelligent process at 
scale.

What is the use case?

Understanding the business value of an intelligent ser-
vice is key to aligning and integrating strategies for and 
with ERP. First identify business use cases you believe in 
and then think about the models and data you need to 
operationalize them, not vice versa.

Use cases help to describe complex relationships and 
are written from an outside perspective. They are easier 

to understand by the stakeholders. Once a use case 
has been specified, it can be used to drive many as-
pects of realization, including planning (cost, complex-
ity and timing estimates), test case definitions, and user 
documentation. 

Who is your customer for such an AI service? 
How big is the market? What solutions exist in 
the market? 

Identifying your target customers will have a huge 
impact in creating your initial AI-enabled ERP service 
because your creative mindset is geared towards build-
ing services that the market wants. There are countless 
problems that one could design an AI service for, but 
key ones are the tangible problems that cause cus-
tomers significant pain and for which they are willing 
to pay money to make go away. Once you identify the 
customer problems your AI service would solve, you 
should then research your market. Conducting a re-
search involves trying to determine the existing solu-
tions for the problem you have identified—essentially, 
because it helps you know if you would have competi-
tors or existing players in the field.

What problem you are trying to solve? What are 
the main features of your AI service?

It’s helpful to pinpoint exactly why you are doing what 
you are doing, and how AI will help the business achieve 
its objectives, and to grow and prosper. Choosing the 
right algorithm depends on several factors, including, 
but not limited to: data size, quality and diversity, as 
well as what answers businesses want to derive from 
that data. Additional considerations include accuracy, 
training time, parameters, data points, and much more. 
Therefore, choosing the right algorithm is a combina-
tion of business need, specification, experimentation, 
and available time.
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How will your AI Service solve the problem? 
Which AI approach will you use to achieve your 
AI goal, and what sort of data do you need? 

At the beginning, you should start simple and it is es-
sential to be familiar with the data and the baseline re-
sults. Refer to your data strategy at this point, as it may 
be impacted by your AI needs. 

Set out the potential implementation challenges and 
roadblocks that you’ll need to overcome if your AI goal 
is to become reality. To reduce risk, you need knowl-
edge on how to test and verify services, so that you do 
not build your business on guesses that turn out to be 
wrong. And remember, an algorithm usually requires 
careful tuning and extensive training to obtain its best 
achievable performance.

Consider the legal implications of your AI use case. The 
security and privacy (e.g., GDPR) of the data throughout 
the process are fundamental.

What data exists? Where is it generated, and 
where is it saved? How much consistent history 
is there in each database? How exactly does each 
table look? Can the different datasets be merged 
on unique identifiers?

As data generation and collection grow in volume, data 
relevance will become even more important. Defining 
certain requirements based on particular use cases will 
help ensure that only relevant data is captured. The data 
requirements for some use cases will be very concrete, 
while the requirements for others will be fuzzy. Some 
use cases will require significant time series of data.

Once raw data is collected, cleaned, and combined, it 
needs to be transformed and enriched with additional 
and domain knowledge. So, before you even start with 
machine learning, you need to involve human experts 
who use their expertise to explain their hypotheses. The 
task of a data scientist is now to translate, i.e., codify, 
additional information and/or this domain knowledge 
into variables.

How does your pricing model work? Is your 
business model scalable?

Pricing is a process, with the goal of defining a strategy 
that will maximize your revenue. Picking numbers out of 
the air doesn’t work as a process or a strategy. It is mis-
sion critical to find the right price points that represent 
value and what customers are willing to pay. Pricing 
needs to be seen in axis with product positioning in the 
market, and the right feature mix in the offered plans, 

and with costs.

The initial costs calculation might 
include hosting and development, 
but as your business grows, you 
will have to factor in sales, market-
ing, enhancement and a number 
of other previously unknown costs. 
On the other hand, a SaaS provid-
er cannot constantly change the 
price of their product to maintain 
the same margin.

Clean data, define 
target variables

Score new 
data to predict 
future

Take insights 
to actionCreate 

hypothesis-
driven variables

Filter
relevant
variables

Split data for 
training and 
validation

Build 
predictive 
models

Assess 
model on 
validation 
sample

Data Science Approach
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What does success look like for this AI service, 
and how will you measure success? 

KPIs can be customer centric or cost driven, process 
specific or investor oriented. Optimizing carefully se-
lected KPIs becomes AI’s strategic purpose. Remember, 
business users need to trust analytics results, and they 
need to be enabled to act on them.

Who in the business is responsible for this AI use 
case? Do you want to build your own expert team, 
or do you want to find an experienced team to 
build you a solution? Or a combination of both?

Consider any skills gaps that might prevent you from 
achieving your AI goal, and how you’ll close those gaps. 
For example, can you train staff, hire new talent, or part-
ner with an external AI provider? Many companies are 
finding it challenging to hire the talent to feed their am-
bitions. When talking about data and analytics, a com-
mon mistake is to focus too much on the new technical 
talent required. While this is indeed a crucially import-
ant and highly scarce resource on the market, the true 
change has to happen with your existing employees. 
Cooperation is key in understanding from the business 
side of what is possible and to the development of data 
science “solutions” that business don’t actually need.

What is the preferred infrastructure? Are there 
relevant policies or restrictions on which provider 
to use?

The performance of AI is highly dependent on the un-
derlying infrastructure. You need to ensure the hard-
ware has the right mix of processing capabilities and 
high-speed storage. This requires choosing a provider 
that has a broad portfolio that can address any phase in 
the AI process. However, the infrastructure must be se-
cured from end to end with state-of-the-art technology.

You might need to initially “bypass” corporate IT to start 
quickly and prove the concept early, but you will need 
to ultimately involve IT both timely and heavily in order 
to scale.

How will you support change management at 
your client, while promoting a positive culture of 
AI in their business?

It is easy to get caught up in the commercial rationale 
for AI and become excited about the potential benefits. 
But it is important to remember these kinds of automa-
tion may touch sensitive area of an organization and, 
increasingly, the people working there. The success of 
AI depends in large part on the willingness of opera-
tional staff to embrace AI and recognize the benefits 
it can deliver, not just for the business but to them as 
individuals. There is a good chance to create a posi-
tive culture when people understand that it all results in 
less mundane, process-driven work and in more time 
to focus on the high-value work they enjoy. Therefore, 
it is important to think of possible scenarios upfront to 
avoid potential issues down the line.

In summary, confirming demand for your AI service is 
important. It is more important than the features, the 
design and even the pricing. You first define the prob-
lem you plan to solve – that is your idea for you AI ser-
vice. Next, you create a functional service that will help 
you launch quickly, then you personally interact with 
potential customers or users, with the aim of obtain-
ing feedback to test your assumptions. Afterwards, you 
take this learning and feedback from users/customers 
and infuse it into the idea to improve the service.
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