


Enterprise GenAl adoption is
facing a stark reality

Approximately 95% of pilots never reach production scale. The
real challenge is not the technology itself. Most initiatives stall
because they lack a clear strategy, scalable infrastructure, and
disciplined integration.

The 5% that succeed take a different approach. The
companies behind successful pilots:

Form strategic partnerships that bring in deep expertise

Build production-grade infrastructure and Al-ready data
from day one
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This whitepaper explains how to escape the pilot trap and join the
select group of organizations realizing sustainable, enterprise-scale
GenAl impact.
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Most GenAl pilots fail in three
predictable ways

Why most GenAl pilots fail

o Misaligned workflows and

processes: Pilots are built in

simplified environments with clean
data and streamlined workflows.
Production introduces legacy systems,
fragmented data, and entrenched
processes that rarely align with

the pilot's design. Without early
integration planning, even the best
prototypes struggle to scale

o Architectural shortcuts that fail at

scale: To accelerate time to demo,
pilots often bypass key production
requirements such as monitoring,
resilience, and security. These
shortcuts create technical debt
that's costly to fix later, delaying
deployment and eroding confidence.

Unclear ownership and governance:
Pilots succeed with small, agile teams
and strong executive backing. Scaling
requires cross-functional accountability,
defined budgets, and governance
models that sustain long-term
operations. Without them, momentum
fades as pilots conclude.
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Across industries, a familiar pattern is emerging. A GenAl pilot delivers striking results
in a controlled environment, producing intelligent insights, automating routine

work, or generating high-quality content. Yet months later, it remains confined to a
sandbox, consuming budget while the business shifts focus elsewhere.

This pattern is especially costly at scale. Enterprises invest $5 million to $20 million in
pilots that rarely transition to production or deliver measurable ROL.

Figure 1: GenAl pilot failure rates are high, but strategic partnerships significantly increase success

The problem is not with the models or infrastructure; the organizations that succeed
prove that the technology works. What fails is the delivery model: the practices and
structures that connect innovation to operational reality.

Ultimately, many GenAl pilots are designed to prove potential rather than to support
production. Organizations that succeed make sure to design for production from
the beginning.
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Aligning GenAl with
business objectives

Before any GenAl solution is scaled, it must be strategically aligned with the organization's
broader business priorities. At this critical checkpoint, validate the following requirements to
ensure success:

- Solve a problem that truly matters.
A successful pilot targets a business challenge that is both significant and quantifiable. Technical success is irrelevant if it doesn't
advance strategic or financial goals. A pilot that saves hours shows efficiency: one that eliminates a multimillion-dollar bottleneck
drives transformation. Aligning early ensures focus on initiatives that move the needle.

« Ground KPIs in real-world ROI.
Pilot performance metrics often over state potential impact. A model with 90% accuracy in testing may deliver 70% in production,
once data variability and user behavior introduce complexity. Compare pilot KPIs to expected production outcomes to keep
assumptions realistic.

« Stress test your business case.
A thorough business case extends beyond the pilot's immediate results to include the full cost of scaling, including infrastructure,
training, maintenance, and change management. Project total cost of ownership and weigh it against expected gains over 12-, 24-,
and 36- month horizons. If payback extends beyond 18 months, revisit the model to reduce costs or enhance benefits.

This stage does more than validate financial feasibility. It gauges organizational readiness for sustained investment and operational
commitment. Addressing these questions early prevents costly misalignment and ensures scaling decisions are grounded in business
value and execution reality.

RapidScale | Scaling from Pilot to Production




Building the technical foundation
for production - Ready GenAl

Enterprises that scale Gen Al effectively recognize that production readin... Enterprises
that scale Gen Al effectively recognize that production readiness is not a post - pilot
activity. Scalability, reliability, and security must be designed from the start to ensure
pilots evolve into durable, enterprise - grade systems that deliver sustained value. GenAl
readi ness rests on three core pillars: architecture, automation, and data governance.

1. Architect for scale and reliability

A flexible, modular architecture enables expansion across business units without
disrupting existing systems.

Key strategies

API design and integration: Build microservice-based APIs that are supported by
clear gateways, SDKs, and documentation in order to integrate GenAl across multiple
products and workflows. A well-structured API layer enables faster feature rollout and
seamless reuse a cross the organization.

Serving infrastructure: Use containerization, orchestration frameworks such as
Kubernetes, and serverless options to automatically manage scaling and resilience.
This ensures consistent performance under variable demand while optimizing
infrastructure costs.

Knowledge grounding: Implement Retrieval-Augmented Generation (RAG) to ground
responses in your organization's data through vector databases, domain-optimized
embeddings, and efficient caching strategies. This produces outputs that are
contextually accurate and aligned with your knowledge base.

Security and governance: Embed security from the start with role-based access
control, encryption, audit logging, and content filtering. These guardrails protect
sensitive data and support compliance in regulated industries.

Quick win: Start with one well-documented API endpoint that internal teams can
consume immediately to prove the integration model before broad rollout.

RapidScale | Scaling from Pilot to Production




Building the technical foundation for

production - ready GenAl

2. Automate the Al lifecycle with
specialized CI/CD

Traditional DevOps pipelines cannot manage the dynamic nature of
GenAl models. Instead, automated pipelines must be purpose-built to
ensure continuous performance and consistency across environments.

Key strategies

MLOps pipeline: Automate the entire Al lifecycle—training, validation,
deployment, and monitoring—to accelerate iteration cycles and
maintain performance over time.

Infrastructure as Code (laC): Define your environments through code
to guarantee consistency, reproducibility, and rapid provisioning across
development, staging, and production.

Comprehensive testing: Move beyond unit testing to include integration,
performance, and A/B testing. Continuous testing prevents regressions
and maintains user trust.

Versioning: Track every model, dataset, and configuration to ensure
traceability and allow seamless rollback when needed.

Quick win: Begin by automating model deployment to a staging
environment. Once validated, extend the pipeline to production.
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3. Govern data automatically

GenAl systems are only as effective as the data they process.
Automated governance ensures data quality, compliance, and trust.

Key strategies

Real-time data integration: Connect GenAl to live data sources
via streaming and event-driven architectures, ensuring insights and
responses reflect current business realities

PIl redaction: Automatically identify and remove personal or sensitive
information before it reaches GenAl systems, maintaining both privacy
and compliance.

Governance automation: Monitor data quality, track lineage, and
enforce access controls and retention policies to build confidence in
outputs and reduce operational risk.

Quick win: Start by enabling real-time integration for one high-value data
source where data access has an immediate impact, such as your CRM
or transaction system.
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How do you measure your GenAl's
true ROI?

Once your GenAl solution is live, two que stions matter most: Is it working well? Is it
driving business value?

Most organizations track infrastructure metrics like latency and uptime, but that's just the
starting point. True ROl measurement requires you to connect technical performance to

business outcomes across five areas.

« Infrastructure performance: Systems must be reliable and responsive. Latency should remain below perceptible limits (typically under
two seconds), and cost per inference must scale sustainably. Continuous monitoring of CPU, GPU, and memory utilization helps reveal
inefficiencies before they impact users or budgets.

e Solution quality: Accuracy and trustworthiness determine value. Comparing outputs against verified data, detecting hallucinations,
and assessing bias protect both quality and fairness. For customer-facing applications, consistency with brand voice and compliance
standards are equally critical.

« Model behavior: Monitoring real-world performance reveals drift, degradation, and edge cases. Regular evaluation and retraining ensure
the model evolves alongside business needs, main taining accuracy and relevance over time.

e Business impact: This is where technical metrics translate to business value. Organizations should track indicators such as faster deal
cycles, improved conversion rates, or cost savings from automation and error reduction. Efficiency gains should map directly to financial
performance, creating a clear line between model behavior and business value.

e Security and compliance: Trust in GenAl depends on governance as much as performance. Proactive detection of sensitive data
exposure, prompt injections, and access violations—supported by audit-ready compliance dashboards—ensures transparency and
regulatory alignment.

Turning these metrics into action requires intelligent alerting, clear escalation paths, and structured feedback loops that drive continuous
optimization. Over time, this transforms GenAl from an experimental tool into a governed, measurable business capability that delivers
resilience, transparency, and demonstrable value at scale.
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Transitioning from Al
enablement to Al adoption

Technology alone does not drive transformation: even the most advanced
GenAl solution will fail to deliver value if people resist, misunderstand, or
underuse it.

Sustainable adoption requires addressing both capability and confidence.

1. Enable training that works. Generic Al training rarely sticks. Teams
need hands-on experience with your actual implementation, grounded
in real workflows and data. Develop role-based learning paths focused
on practical application, and measure progress through meaningful

usage metrics rather than course completions. Unlocking Your GenAl's True Potential

2. Address anxiety directly. Many employees worry that Al will replace The path from pilot to production success is
their roles. Counter this by framing Al as augmented intelligence: a tool driven by deliberate design, not trial and error.
that enhances human capabilities rather than replacing them. Reinforce Achieving lasting impact requires a strong technical
this message by demonstrating how GenAl removes repetitive work and foundation, continuous monitoring, and intentional
enables higher-value contributions, sharing success stories from early change management. To accelerate progress, focus
adopters and creating safe spaces for experimentation where learning is on four essential actions.

encouraged over perfection. . . . .
9 P o Assess readiness: Identify gaps in architecture,

3. Design your organization for Al. Establish clear accountability through data, operations, and governance.
a cross-functional steering committee spanning business, IT, legal, and
compliance teams. This committee should aim to define accessible,
plain-language policies on responsible use and foster practice
opportunities for teams to share insights and best practices. « Partner strategically: Fill capability gaps and

accelerate time to value.

« Design for production: Embed scalability,
security, and monitoring from the start.

Over time, these measures embed GenAl into everyday operations, turning
experimentation into habit and change into culture. This cultural shift « Invest in people: Build the skills and confidence
separates organizations that achieve lasting value from those that see only needed for sustainable adoption.

temporary gains.
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d h ° .
guides you from pilot to The RapidScale advantage:
SIS your partner for GenAl success

Identification of high-value use Internal GenAl initiatives succeed only about one-third of the time, while organizations
cases, modeling expected ROI, and that engage strategic partners more than double that success rate. The reason is
clear: Production-grade GenAl demands expertise across cloud infrastructure, MLOps,
security, data engineering, and change management—capabilities few organizations
2. Implementation and integration: possess in-house.

Secure, production-ready

1. Assessment and Strategy:

creating a roadmap tailored to your
organization's readiness

RapidScale delivers this breadth through proven methodologies re fined across
hundreds of deployments. Our team combines deep technical expertise with 24/7/365
managed support to ensure reliability, scalability, and measurable impact.

architecture grounded in scalable
infrastructure, automated CI/CD,
and governed data pipelines

3. Production and optimization:
Continuous monitoring,
optimization, and support as your
business needs evolve

Organizations such as INE and 2Cimple
have already realized concrete business
results in customer personalization and
engagement through GenAl initiatives
co-delivered with RapidScale. With
end-to-end ownership across strategy,
implementation, and operations,
RapidScale turns innovation into lasting
transformation.

Figure 2: RapidScale guides organizations through every stage of GenAl deployment

Ready to join the 5% that succeed?
Partner with RapidScale to transform
your GenAl pilots into production
systems delivering measurable

business impact.
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Appendix: your GenAl readiness assessment

Use this essential checklist to evaluate your organization's readiness for production GenAl and identify where you need support.

Strategic alignment

Executive sponsorship and budget secured for
production deployment

Solution addresses a critical business challenge with
defined ROI metrics and timelines

Clear ownership and decision rights across departments

Data governance and readiness

Real time, compliant data integration with Pll detection
and redaction

Documented data lineage, quality monitoring, and
governance framework

Technical architecture

Scalable architecture with load balancing, auto-scaling,
and redundancy

Secure APIs that enable seamless system interoperability

Robust security, encryption, audit logging, and disaster
recovery plans

MLOps and automation

e Automated CI/CD pipelines for model deployment
and updates

e Infrastructure as code for reproducible builds

« Comprehensive testing and version tracking with
rollback capability

Monitoring and measurement

e Active tracking of performance, latency, cost, and
quality (including hallucination detection)

e Metrics linked directly to business outcomes and RO
Organizational eadiness

e Role-based training and communication plans in place
e Clear, accessible policies for acceptable GenAl use

e Proactive engagement to address workforce concerns

If you score high, you're ready to scale with confidence. If you score low, focused improvement will reduce risk and accelerate
value. Wherever you stand, RapidScale can help you build the foundation for successful GenAl deployment.
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