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Don’t Automate Chaos: Optimize Processes Before AI Implementation 
Executive Summary 
As organizations race to integrate AI into their operations, many overlook a critical step: optimizing existing 
processes. While AI has the potential to revolutionize productivity over 80% of AI projects ultimately fail, 
often due to poor foundational processes.  

This summary explores the chaos that can happen when quickly adopting AI solutions without first refining 
business operations, using the cautionary tale of ZZY Property Claims Inc., a fictional mid-sized property 
damage insurance company. 

AI powered automation is a powerful tool, but not a magic wand. It can’t fix broken processes, 
but it may make those broken processes run faster, and that’s a recipe for disaster. 

Key Issues 

1. Inefficient Operations: ZZY Property Claims Inc. continued to face severe backlogs in payment 
processing, leading to missed service level agreements (SLAs).

2. Increased Staff & Turnover: Leadership implemented quick fixes by increasing staff rather than 
addressing the current process’s inefficiencies, causing burnout and high turnover.

3. Quick AI Integration: An emergency assessment led to hiring tech consultants who were provided with 
a rudimentary process map and delivered an automated solution.

4. Increased Costs: The AI solution failed to resolve the core issues due to the company’s already broken 
process and spiraled out of control, leading to significant budget overruns.

Lessons Learned: 
To avoid such outcomes, organizations must take a step back and ask critical questions about their readiness 
for AI. These include: 

• What are our goals and how aligned are our processes?
• How well have we documented and mapped our current operations?
• What is our strategy for data management and process change?

By addressing these areas before implementing AI, companies can position themselves for success, ultimately 
joining the 20% of AI projects that thrive. 

Best Practices: 
ZZY Property Claims Inc. serves as a cautionary example. Had they optimized their processes first, they could 
have effectively harnessed AI’s potential. It is also important to view the integration of AI as a journey rather 
than a one-time project, emphasizing continuous improvement. 

At NLP Logix, we guide clients through successful AI and automation implementations by leveraging a 
collaborative approach that prioritizes process optimization. When organizations are ready to start their digital 
transformation journey, we can help turn their aspirations into reality, ensuring that AI serves as a 
transformative asset rather than a mere speed bump in poorly defined processes. 


