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Background; Digital Strategy

the Digital Age Transformation

Transformation
In Light of Al

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 10
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Industrial

Mechanisation

Steam engine

e Revolution

since approx. 1750

2 Industrial
e Revolution
Mass Production

Assembly line

since approx. 1870

3 Industrial
e Revolution
Automation

Information and
communication
technologies

since approx. 1960

4 Industrial

e Revolution
Digitalisation / Digital
Transformation

Cyber-physical systems

since approx. 2000

Industrial
e Revolution

Human-Machine
Symbiosis

Interoperability & Al

since approx. 2020

DigitalProf Marc K Peter

www.the-digitattransformationcanvas.com
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Digital
Digital Transformation

Digital Optimisation

Enablement

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 12
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4 Industrial
e Revolution

Digitalisation / Digital
Transformation

Cyber-physical systems

since approx. 2000
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Strategic Analysis

External analysis

e Competitor analysis

e Customer analysis

» Environmental factors

Internal analysis

* Own resources
* Portfolio matrix
» Digital maturity

Overall picture (SWOT)

Strategy development

* Mission and vision

e Strategy building blocks
according to Porter

s Competitive strategy

NPV

Implementation and control

* Change management
* Communication
* Control and adaptation

Traditional building blocks
of strategy development

Data and the cloud

a )
S
@alnyy New strategles )
C:Eg'ﬂ _/_ and business models .
Customer centricity | ! ) ‘{";i:"r: _r
o ]
¢ Digital leadership and culture
Digital
Transformation

Process management

L5

=

New te('-]:mnlngies_

D . tal marketin ; /
—. igt (rg/J_"] |

4=

Action fields/management topics of digital transformation

www.the-digitattransformationcanvas.com
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The Digital Business Formula

Customer expectations Technology Data Digital strategy

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 16
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WORKSHOPS IDEAS AND PRIORITIES DIGITAL ROADMAP
I N I - -
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Example Digital Roadmap

Patrick Marti
Visit my website
®

# Digitale Transformation: More Than Just Technology - A Major Challenge
Especially for Small Businesses (SMEs)!
Digital transformation is no longer a trend — it's a necessity. Yet it is often equated
only with new digital tools or IT projects. In reality, it's about much more:
® Cultural change —~ Without an open and agile corporate culture, any technology
remains ineffective
¥ Rethinking processes — Digitalisation doesn't mean digitizing old processes
but transforming and optimizing them.
4 Data as a driver — Successful companies use data strategically to make informed
decisions.
¥ Focus on people — Technology should relieve employees, not replace them
B Digital transformation is a major challenge, especially for smaller SMEs like
Mineralquellen Adelboden AG
The transformation requires flexible professionals and leaders with an open mindset,
as well as patience. Ultimately, however, digitalisation holds the potential to increase
efficiency, open up new markets, and sustainably improve customer service

What are your biggest challenges or successes in digital transformation?

LinkedIn post from Adelbodner CEO Patrick Marti (Marti, 2025a).

DigitalProf Marc K Peter

Case organisation profile

Organisation name:

Mineralquellen Adelboden AG (Adelbodner)

* Country: Switzerland

* Description: Adelbodner is a traditional small business
that is bottling high-quality mineral water directly from
a spring in the Swiss mountains

* Number of employees: approx. 60

* Website: www.adelbodner.ch

Yann Sommer

rtising with its Swiss athlete investors

Adelbodner adve

|

PENPPENG ‘E_/' QN

NpenQ

NGPENYPE

www.the-digitattransformationcanvas.com
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Example Digital Roadmap

adelbodneg

Market view Action fields Goals

Digital initiatives

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 20
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- Digitalisierungspush %,m
Bauste"ensitzungen Alte PDFs, Dossier Zermatt

Digitalisieren mit Docs / Fotos / . . .
Protokollen etc. (Miro) Datensncherhelt & Resillienz
Backups, vertrauliche Daten etc,

NS

TEYSSEIRE & CANDOLFI AG

Wﬁchentliche Baumeeﬁngs
Kommunikativ Pushen (Online-
Option)

—

Prozess-Review
Mit Fokus Daten/IT (Q1 2026)

Start Prozess-Automatisierung

H2 2026

Protokoll

5
orkshop 14.11.2 - :
- www.the-digitaHtransformationcanvas.co
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4 Industrial
e Revolution

Digitalisation / Digital
Transformation

Cyber-physical systems
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5 Industrial
e Revolution

Human-Machine
Symbiosis

Interoperability & Al

since approx. 2020
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Al & Interoperability

/ T
" &y

ap -

Interoperability Hardware

IMPORT (computing power)

Algorithms
(ML, DL, LLM, NLP)

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 24
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The Digital Business Formula

Customer expectations Technology Data Digital strategy

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 25
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The Al Formula

o
J Hde
o
I L
J — 9
Process management Technology Data Al opportunities

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 26
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The AlA-SME Framework

[ ] 1 ]
[ ] [ 1 1]
L J [ 11 | —
With a focus on corporate Plan/sketch the product/solution Implement a prototype /
challenges and opportunities using data and models the technical solution

Following the principles of HumaenteredDesign (FHNWorschungsgrupphtelligent Information Systems [2024], according to BMGF [2015] und IDEO [2015].

DigitalProf Marc K Peter www.the-digitaHransformationcanvas.com 28
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1. Company Level

Identification of products and services (existing or new) for which the use of Al is suitable.

11 Situation and expectations

(open strategy questions)

« What wil change in the market/company
in the future and what e the

{technological) challenges/pain points?

« What do you know sbout Al and what
have you implementad so far in this
regar

2.Process Level

1.2 External perspective:
portfolio analysis

« Can Al help turn a qu
astar?

ion mark into

1.3 Internal perspective: capabilities

. fl»rwmuu,xh(v' Alis determined not only by the mark

but ai

by the company's own strengths and weaknesses.

« Does it make sense ta invest in a star By wsing A%, weskre -an be overcome and strengths
to maintain its market shace in a growing expanded,
market? + What capabilities do you (not yet) have for produc

« How threatened are your cash cows?

* s therean opportinityto deveop 3 new
spported product in the market with
Yo posantil to become a star?

of and d

2.1 Determination of knowledge tasks

Knowledge tasks In processes that can be supported by Al are presented
as a simplified process visuaksation. You can determine several processes with

opportunities in this step,

Criteria for knowledge-intensive tasks:

re made and Lasks are optimised
or automated,

« Thet marlly uses knowledge
ata) 20 gl o ety proceReed

oblems are solved, decisions. + The task requires technical

tasks and definition of key goals.

« Where do you recognise Aln

services with high market potential (from 1.2)? Des
“capability map

operstons

p——

2.2 External perspective: 2.3 Internal
strategic opportunities. A

In the external perspective, discuss the
foslowing question on the basis of step 2.1

 on the example below.

Customer serves

Keowosge eteatcn

1.4 Prioritisation of Al application options

Identify the pros application areas in which
the dentiied capabities from step 13) are present
Knowledge and data-intensive processes are rei
for the use of Al, They should fulfil one o more of
the following criteria:

« The apo»:a:mﬂ utiises capabities that can be
improved tod:

* The psication contbukes 0 markel

(s aom.cuuc analysis step

The a high level of expertise
andlor sy yours o sxpatence tiow w089 131,
« Data is utilised, proce:
« The appiication has many
processes data from differe
The ap on is lengthy, ¢
ermor-prone or expensive.

« The process requires the interaction of different
participants.
« The process is run frequently (scalabilty).

The internal persg

operational Al process
optimisation opportunities both parspects

ctive is about utlising

the competencies/skils that have been

' 2.4 ives for the use of Al

To document the objectives (e.g. O1 1o OS) from

opportunities (e.g. M1, M2} in the recognised as mportant but that are in scorecard model,
sed eXperionce visualised process from which need of improvement at company level.
N the customer could benefit in To this and, addres the folowing quastion:

knowledge (data) + The task involves RED activities

« The task generates/processes new
knawledge (or data) as a result of
the completed activities (and can thus.
create/further develop knowladge)

problen T

> i

Expert

3. Task Level

Generation of Al solution ideas and definition of

i w‘-.»,
A

Asass
2> pnowleige hab

the long term?

3.1 Understand (empathise)

Use the storyboarding and persona methods to bette
the needs of future users of the Al application.
Storyboarding

The storyboarding technique consists of creating reafisti
stories that aim to understand the context and working
methods of the target users when developing a product
or service.

Please descrive your daily work acthvities that are in
the context of the previously seiected business process
(from step 2.1). Concentrate on one or several complex
Go into detall and describe the purpose of the task,
who you interacted with (e.9. colleagues and/or IT syste
why you pertormed the task in a certain way and, It
applicable, why you needed interactions.”

Persona
Personas are fictitious typical
users who embody the goals and
neads of the user group. They are
ekl i the developmentof

aly sof
ik N posatie o betier unces-
Stand end consider the mative-
tions and needs,

3.2 Define point of view (define)

(1) Modet 3 business process (from s
and (2} identify specific problems in it.

Then dafine both the knowledge
(KiTs) and

+ Where do you recognise operational

Al prex

5 optimisation opportunities
(e.9. P3, P4, PS) in the visualised

process from which the company could

benefit in the long term?

f—"

3.3 Develop ideas (ideate)

ep 21) Generate ideas for possible

plications using the brainstorming
method and the 22 matrix.

analysis, creativ

Data-intensive tasks, for example, require Al
solutions for analysing data and transactions,

To o this, answer the six W question:
k. {see bolow), formulate the r

{"point of view") and then discuss how the
ms), problem can be solved.

= Wty e proeat
+ Who has the prob

+ Wiy does the uwbluvr exist?

+ Whon is it a problem’

+ Where exactly is the bvohh—v'v

+ How i the problem being solved today?

Marc K. Peter, Emanuele Laurenzi & Kimkelmann(2025): Workshop Canvas#BME Framework. FHNW School of Business, Switzerland. Dowaoadai-framework.net

www.the-digitattransformationcanvas.com

ulting problem ndividual ideas. The sket:

Each partcipant sketches/craws eight
different ideas on paper (paper sheet
folded into eight squares) within eight
minutes, The aim is to quickly generate
 diffecent solutions for a specific
Probiem without thinking 100 luhg about

oo shioee o harstaent i the group.
2%2 matrix method

Use two axes to group the generated
Kanas n o mate i four Qacar

(e.g. effort vs banefit, novelt
feasibilty,impactiresults vs easidilty).
By catagorsiog the ees

these s, an i

s quickly d a
aniakg approsche

for further davelopment
are identified.

A
A

the necessary measures, people and data as well as documentation of the Al solution using design thinking.

3.4 Develop prototype (prototype)
To develop the prototype, a
(e.g. using the storyboarding method from step 3.1,

Befora creating the prototype, it is recommended to research

whether there are akready comesponding Al Sokutions on the market.
t offer similar Al solutions and (2)

ferent Al solutions but address similar needs

Look for (1) companies
companies that offer aif
of the same target users.

e fidings vl bip you o o

e
10
8

omas ertna

ka1 @ Mm@ Msoanons

t0ps 2.2 and 2.3), the relevant  usua
activities are marked i the process model (from
step 2.1) and the objectives for Al deployment

are formulated n the categones of the balanced

target use case is created

nd compare the criteria
e 8 picr chagrar) that wi e niograted i your A

®

For the Al appiication options identified, the impact on
the fimy's success (sustainable results based on
the market opportunities from step 1.2) and feasibilty
are assessed. Assessment criteria for Veasmmy inciuce,
@mgle, the availabiiity of data, availabil
Jskils, requlred effortnvestment and potential

The objectives of the extemal perspective are
sssigned to the “customers

{uttima
Bive balow) and the objecives of the ntermal
perspective to the processes category (shown in
orange balow)

In addition, key performance indicators (KPis) can
bo assigned to the individual objectives.

3.5 Testing (test)

The developed Al pr
with the potential users. For this purj

tests are prepivecicanied cu, e resuts
are documented and findings are derived
for the re-iteration of the design thinking
process. Components of the test phase:

type is tested

« Description of the test scenario
« Definition of 1

o test criteria
« Test procedure

« Roles in the test

« Test results

« Resul

1g measures
« Further findings

3.6 Documentation

he design phase is concluded with the
documentation of the workshop results
and proposed Al solutions.

The structure follows the design phase
(this workshop canvas) with the results
from the company, process and task levels.

Digital Prof:
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111 Situation and expectations

{technological) challenges/pain points?

DigitalProf Marc K Peter

Identification of products and services (existing or new) for which the use of Al is suitable.

1.2 External perspective:
portfolio analysis

« Can Al help turn a question mark into
ar?

asu
« Does it make sense ta invest in a star
to maintain its market shace in a growing
arket?

« How threatened are your cash cows?

s there an opportunity to develop a new
Al-supported product in the market with
the potential to become a star?

Marc K. Peter, Emanuele Laurenzi & Kimkelmann(2025): Workshop Canvas#BME Framework. FHNW School of Business, Switzerland. Dowaoadai-framework.net
-__________________________________________________________________________________________________________________________________________

www.the-digitattransformationcanvas.com

1.3 Internal perspective: capabilities

The potential of Alis determined not only by the n
but ais0 by the company’s own strengths and w

operstons

« The

aportve

« The proce:

1.4 Prioritisation of Al application options

Identiy the processes and application areas
the identified capabilties (from step 1.3) are present
Knowledge and data-intensive processes are reles
use of Al They should fulfil one or more o
the following criteria:

« The application utiises capabities that can be
improved today

« The application contributes to market suc
(see portfolio analysis step 1.2)

« The a tigh level of expertise
and/or many years of experience (sea step 1.3)

tep

« Data is utilised, proce:
« The appiication has many
processes data from differe

d or produced.
tem breaks and

The application is lengthy, ¢
&rror-prone or expensive.

the interaction of different

rocess requi
ants.

5 is run frequently (scalability).

&

the market opportunities from step 1.2) and feasibilty
are assessed. Assessment criteria for feasiility include,




Source: Marc K. Peter, Emanuele Laurenzi & Kimkelmann(2025): Workshop Canvas#BME Framework. FHNW School of Business, Switzerland. Dowmoadi-framework.net
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1.2 External perspective:

High

Low

portfolio analysis

Can Al help turn a question mark into
a star?

Does it make sense to invest in a star

to maintain its market share in a growing
market?

How threatened are your cash cows?

Is there an opportunity to develop a new
Al-supported product in the market with
the potential to become a star?

A

Question Marks Stars

Market growth

Poor Dogs Cash Cows

Relative market share
Low High

www.the-digitattransformationcanvas.com

External Perspective:

Identification of Al
market opportunities

Strategic Dimension

Digital Prof

Internal Perspective:
Identification of Al
process optimisation
opportunities

Operational Dimension

31



Source: Marc K. Peter, Emanuele Laurenzi & Kimkelmann(2025): Workshop Canvas#BME Framework. FHNW School of Business, Switzerland. Dowmoadi-framework.net
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i &

operational

supportive

A

3 Internal perspective: capabilities

The potential of Al is determined not only by the market,

but also by the company’s own strengths and weaknesses.

By using Al, weaknesses can be overcome and strengths
expanded.

What capabilities do you (not yet) have for products and
services with high market potential (from 1.2)? Develop a
“capability map” based on the example below.

r
Marketing Customer service
Developing % oA
‘ campaigns J Answering enquiries
< Analysing :
Social media Resolving
marketing urgent enquiries

Knowledge

Resolving

urgent enquiries Knowledge retention

good . very good . could be improved

www.the-digitattransformationcanvas.com

a

Digital Prof

External Perspective:

Identification of Al
market opportunities

Strategic Dimension

Internal Perspective:

Identification of Al
process optimisation .
opportunities

Operational Dimension

32
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4 Prioritisation of Al application options

Identify the processes and application areas in which

the identified capabilities (from step 1.3) are present.

Knowledge and data-intensive processes are relevant
for the use of Al. They should fulfil one or more of

the following criteria:

The application utilises capabilities that can be
improved today.

The application contributes to market success
(see portfolio analysis step 1.2).

The process requires a high level of expertise
and/or many years of experience (see step 1.3).

Data is utilised, processed or produced.

The application has many system breaks and
processes data from different sources.

The application is lengthy, customer or time-critical,
error-prone or expensive.

The process requires the interaction of different
participants.

The process is run frequently (scalability).

Sustainable results

>
®

For the Al application options identified, the impact on
the firm’s success (sustainable results based on

the market opportunities from step 1.2) and feasibility
are assessed. Assessment criteria for feasibility include,
for example, the availability of data, availability of
resources/skills, required effort/investment and potential
risks.

Source: Marc K. Peter, Emanuele Laurenzi & Kimkelmann(2025): Workshop Canvas#BME Framework. FHNW School of Business, Switzerland. Dowmoadi-framework.net
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