ARTICLE 2026

Make Al work inside the business, not around it

NSG helps UK SMB and mid-market leaders move from scattered Al experimentation to controlled,
commercially useful adoption. We assess where Al, automation and orchestration can improve productivity,
revenue control, GTM execution and operating performance, then help design the workflows, governance and
adoption model required to make it work.
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YOUR BUSINESS DOES.

Most businesses do not have an Al problem. They buy licences. They run workshops. They create
an Al working group. They let a few departments
test tools. They ask people to “find use cases”. They
Al has simply made it harder to hide. talk about innovation. They discuss efficiency. They
worry about risk. Then, very often, nothing
meaningful changes.

They have a business discipline problem.

Across the UK SMB and mid-market, leaders are under
pressure to “do something with Al”. Staff are testing
tools. Departments are experimenting. Vendors are Not because Al lacks potential.
promising productivity gains. Boards are asking what
the Al plan is. Competitors appear to be moving faster.

Everyone is suddenly expected to have a point of view.
So businesses respond in predictable ways. Al adoption is not mainly a technology challenge. It
is a leadership, operating model and governance

challenge. The question is not whether a business
can access Al tools. Most can. The harder question is
whether the business is structured, governed and
led in a way that can turn Al capability into
measurable improvement.

Because the business has not changed the
conditions required for Al to work.
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The mistake: treating Al as a side project
The most common mistake is treating Al as a set of
experiments outside the core business.

Marketing tests content generation. Finance tests
reporting summaries. Sales tests prospect research.
HR tests job description drafting. Operations tests
process notes. IT tests Copilot. Everyone plays with
something. Some people get value. Some get
confused. Some produce questionable outputs. Some
quietly use tools nobody approved.

This creates activity, not capability.

A business does not become Al-enabled because
different teams have tested different tools. It becomes
Al-enabled when Al is connected to real work, clear
governance, measurable outcomes and accountable
ownership.

That requires a shift in mindset.
Not a vague cultural shift.
A practical one.

Leadership must stop asking, “Which Al tools should
we try?” and start asking, “Which parts of the business
need to work differently?”

That is the difference between Al experimentation and
Al transformation.

Al success requires business readiness

Al works best when a business already understands its
processes, data, decision points, risks and
performance goals.

That is inconvenient for businesses hoping Al will
compensate for operational mess.

If a process is unclear, Al will not make it reliable. If
datais poor, Al will reason from poor inputs. If roles are
confused, Al will not create accountability. If
governance is weak, Al will increase exposure. If
management discipline is inconsistent, Al will produce
outputs that nobody properly reviews, measures or
improves.

The business has to be ready.

That does not mean perfect. No business is perfect.
Some are barely held together by spreadsheets, heroic
managers and the shared delusion that “we’ll sort
that next quarter”.
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But readiness does mean having enough structure
to decide:

which workflows matter, who owns them, what
good looks like, what data can be used, what risks
must be controlled, what outputs require review
and how value will be measured.

Without that structure, Al adoption becomes
scattered experimentation.

With that structure, Al becomes an improvement
layer.

The real mindset shift: from tool use to
operating change

The phrase “Al mindset” is used far too casually.
It often gets reduced to openness, curiosity and
willingness to innovate. Those things matter, but
they are not enough.

The real mindset shift is more serious.

It means accepting that Alis not just another app.
It can alter how work is created, checked, routed,
summarised, analysed, approved and improved.
That affects operating design.

It affects job roles.

It affects decision-making.

It affects data governance.

It affects management cadence.
It affects commercial control.

It affects customer experience.

So the business mindset has to move from tool
adoption to operating change.

For example, if Al can summarise calls, the
question is not just whether the summary is useful.
The real question is how those summaries change
follow-up discipline, CRM quality, sales coaching,
service handoffs and management visibility.

If Al can draft proposals, the question is not just
whether it saves time. The real question is whether
proposals become more consistent, better aligned
to buyer pain, easier to review and more tightly
connected to commercial qualification.



If Al can support customer service triage, the question
is not just whether tickets move faster. The real
question is whether routing logic improves, exceptions
are escalated properly, customer risk is visible and
operational patterns are learned over time.

Al changes work properly only when leaders redesign
the workflow around it.

That is the bit too many businesses skip.

Why Al initiatives stall
Alinitiatives usually stall for predictable reasons.

First, they are too tool-led. The business starts with
software rather than the commercial problem.

Second, ownership is unclear. IT may control access,
but operations owns the work, finance wants ROI,
legal worries about risk and the board wants progress.
Nobody has full accountability.

Third, the use cases are too broad. “Improve
productivity” is not a use case. It is a wish with a
budget request attached.

Fourth, governance is either absent or excessive. One
business lets people use anything. Another creates so
much control that nobody can move. Both are poor
management, just with different uniforms.

Fifth, success is not measured properly. Leaders talk
about efficiency but do not define baseline time, cost,
quality, risk or throughput.

Sixth, the business does not change behaviour. People
test Al, but management routines, approval flows,
documentation standards and performance reviews
stay the same.

This is why many Al programmes feel busy but do not
become embedded.

The technology moves faster than the operating
model.

Then everyone acts surprised when adoption becomes
inconsistent.
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The leadership responsibility
Al cannot be delegated entirely to IT.

IT has a critical role in security, access, integration,
data protection, architecture and support. But Al
adoption touches how the business works. That
makes it a leadership issue.

The CEO needs to define why Al matters
commercially.

The COO needs to understand where Al can
improve operating flow, capacity and control.

The CTO or CIO needs to ensure the platform, data,
security and integration foundations are safe and
scalable.

The CFO needs to test whether productivity claims
convert into measurable value.

The CRO or commercial leader needs to assess
whether Al improves pipeline quality, customer
insight, sales execution and revenue control.

The CMO needs to ensure Al supports sharper
positioning, better buyer understanding and more
consistent GTM execution without turning the
brand into generic content sludge.

Each role sees a different risk and a different
opportunity.

That is why Al adoption needs a leadership
operating model, not a one-off workshop.



Al, Automation and Orchestrational

Intelligence
For NSG, this sits directly inside Al, Automation and
Orchestrational Intelligence.

The opportunity is not simply to use Al tools. The
opportunity is to connect Al, automation, data,
workflow and governance into a practical operating
layer.

That means looking at the business in terms of flow.

Where does information enter?

Where does it get stuck?

Where is manual effort repeated?

Where are decisions delayed?

Where do people copy data between systems?
Where do customers wait?

Where does sales activity lose momentum?

Where does management reporting rely on manual
interpretation?

Where do teams recreate knowledge that already
exists somewhere else?

These are the questions that matter.

Once the frictionis visible, Al can be applied sensibly.
Sometimes the answer will be a language model.
Sometimes automation. Sometimes document
intelligence. Sometimes workflow orchestration.
Sometimes better data structure. Sometimes no Al at
all, just a process that finally gets written down
properly, which apparently still counts as progress in
2026.

The point is to solve the operating problem, not force
Alinto places where it does not belong.
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Commercial Transformation requires

more than productivity claims
Alis often sold through productivity.

Save time. Do more with less. Reduce admin.
Speed up work.

Those are valid outcomes, but they are not
enough.

For Commercial Transformation, Al must also
support better control, stronger decision-making
and improved commercial performance.

A business should be asking:

Does this improve conversion?

Does it reduce leakage?

Does it improve handoffs?

Does it increase management visibility?
Does it reduce risk?

Does it improve customer response?
Does it improve quality and consistency?

Does it help people act sooner, with better
information?

Does it reduce dependency on a few key
individuals?

Does it help the business scale without adding
unnecessary complexity?

That is the commmercial lens.

Al adoption should not be justified by vague
enthusiasm. It should be connected to measurable
operational and commercial outcomes.



Al and Revenue Operational Control
Revenue Operational Control is one of the strongest
areas for practical Al adoption.

Many businesses struggle because revenue processes
are too informal. Marketing generates activity but not
always qualified demand. Sales teams interpret
qualification differently. CRM data is incomplete.
Forecasts depend on optimistic judgement. Handoffs
to delivery are inconsistent. Customer commitments
are buried in emails, calls and notes. Management
reviews focus on numbers without enough insight into
deal quality and risk.

Al can help here.

It can structure discovery notes, summarise customer
intent, identify missing qualification information, draft
follow-ups, prepare pipeline review notes, flag
inconsistent CRM data, compare deal movement
against stage criteria and help managers focus on
risk.

But Al should not become a substitute for commercial
discipline.

If there is no agreed qualification model, Al has
nothing reliable to check against.

If sales stages are vague, Al cannot support
progression properly.

If forecast rules are weak, Al will simply decorate weak

judgement with better language.

If managers do not inspect pipeline quality, Al-
generated summaries will become another ignored
artefact.

Al strengthens revenue control when the control
model already exists or is being installed.
It does not create commercial discipline by magic.
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Al and Growth GTM
There is also a clear Growth GTM implication.

Al can support market research, account
segmentation, messaging development, content
planning, campaign analysis, buyer insight,
competitive research and outreach preparation.
Used properly, it can help GTM teams move from
generic activity to sharper market focus.

Used badly, it creates more noise.

This matters because many businesses already
have a GTM problem. Their positioning is unclear.
Their ICP is too broad. Their messaging sounds like
everyone else. Their campaigns are inconsistent.
Sales and marketing are misaligned. Follow-up is
weak. Measurement is too shallow.

Adding Al to that environment does not solve the
problem.

It scales the problem.

Al can help a business produce more content,
more messages and more campaign variants. That
is not automatically a good thing. Buyers do not
need more vague content. They need relevance,
timing, commercial understanding and credible
insight.

So the mindset shift in GTM is not “How do we
create more with Al?”

It is “How do we use Al to become more precise?”

That means better segmentation, clearer pain
mapping, stronger buyer psychology, tighter
messaging, more disciplined follow-up and better
learning loops between campaign response and
sales action.

Al should improve GTM judgement, not replace it
with automated volume



Governance must enable progress, not

suffocate it
Al governance often gets framed as a blocker.

That is lazy thinking.

Good governance does not stop Al adoption. It makes
Al adoption usable.

Without governance, people will use unapproved
tools, enter sensitive data into the wrong systems,
accept poor outputs, create inconsistent customer
communication and expose the business to avoidable
risk.

With bad governance, people will avoid using Al
altogether because the approval process is too slow,
unclear orimpractical.

The answer is not heavy control or total freedom.
The answer is proportionate governance.
That means defining:

approved tools, approved use cases, prohibited use
cases, data handling rules, review requirements,
escalation points, role-based access, audit
expectations, ownership and success measures.

Low-risk use cases can move faster.
High-risk use cases need more control.
External customer communication needs review.

Legal, HR, financial and requlated outputs need
tighter oversight.

Internal drafting, summarisation and knowledge work
may be allowed under clearer but lighter rules.

This is not complicated in principle. It only becomes
complicated when businesses avoid making
decisions.

WWW.NOODLESPARK.NET

The culture question
Al adoption also exposes culture.

If people are afraid of being replaced, they may
hide Al use or resist it.

If leaders overpromise, trust falls.

If managers do not understand the tools, staff
make up their own rules.

If teams are already overloaded, Al becomes
another task rather than a useful support layer.

If innovation is not already part of how the business
improves, Al will not magically create it.

A practical Al culture is not about slogans.

It is about giving people permission, training,
boundaries and useful examples.

Employees need to know where Al is allowed,
where it is not, how to check outputs, how to
protect data and how to raise concerns. Managers
need to know how Al changes work quality, output
expectations and review processes. Leaders need
to communicate that Al is there to improve
capacity and consistency, not to create panic or
surveillance.

If the business wants people to adopt Al
responsibly, it has to make responsible adoption
easy.

That means templates, training, clear policies,
approved workflows and visible leadership
support.



What leaders should do next
The practical next step is not to launch another broad
Al brainstorming session.

Start with a controlled Al readiness review.

Assess where Al is already being used. Identify shadow
Al. Map the highest-friction workflows. Review data
access and security risks. Prioritise use cases by value
and risk. Decide where Al should assist, automate,
summarise, analyse or stay away. Define ownership.
Create the governance model. Build the first wave of
controlled use cases. Measure the results.

A sensible Al adoption sequence looks like this:

1.Establish leadership ownership and commercial
intent.

2. Audit current Al usage, including informal and
unapproved tools.

3.Map business friction across sales, operations,
finance, service, HR and management reporting.

4.Select practical use cases with clear value and
manageable risk.

5.Define data rules, access permissions and review
requirements.

6.Build prompt structures, workflow templates and
output standards.

7.Train users by role, not through generic Al
awareness sessions.

8.Measure speed, quality, consistency, risk
reduction and commercial impact.

9.Scale what works and stop what does not.

10.Keep governance live as tools, risks and use cases

develop.

This is less glamorous than a keynote about the future
of work. It is also much more likely to deliver value.
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NSG view: Al adoption is a business
operating decision
At Noodle Spark Group, our view is direct.

Al adoption should not be led by novelty.

It should be led by business friction, commercial
value, governance and operating design.

The businesses that benefit from Al will not be the
ones that test the most tools. They will be the ones
that understand where work breaks, where
decisions slow down, where handoffs fail, where
datais unreliable and where people spend too
much time on low-value activity.

Then they will apply Al, automation and
orchestration carefully.

Not everywhere.
Not blindly.

Not because a vendor said the word “agent” with
confidence.

They will apply it where it improves how the
business works.

That is the mindset shift.

Alis not something to bolt onto an unchanged
organisation.

It is a forcing mechanism to improve the way the
organisation operates.

Leaders who understand that will build practical
advantage.

Leaders who do not will create pilots, policies and
presentations while the underlying business
remains exactly as inefficient as before, only now
with better formatted excuses.
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