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AI AGENT READINESS ASSESSMENT  

OUTCOME REPORT:  

  

EXECUTIVE SUMMARY  

  

recently underwent an Agentic AI Readiness Assessment by AIGist24 to evaluate its 
preparedness for adopting AI-driven “agentic” solutions. The two-week assessment found that the 
company’s overall AI readiness stands at 66 out of 100, indicating a moderate foundation with strong 
leadership vision but notable gaps in data and skills. Key strengths include clear strategic alignment at the 
executive level and a receptive culture for change, while key challenges lie in fragmented data systems 
and limited in-house AI expertise.  

The assessment identified five priority AI use cases for The , each with high potential ROI 
and feasibility within a 3 –12 month timeframe. These use cases – ranging from a 24/7 AI customer support 
assistant to predictive analytics for inventory – could collectively reduce operational costs, boost sales, and 
improve efficiency, with projected first-year ROI between 150-800% for individual projects. A phased 12-
month implementation roadmap has been recommended, beginning with quick-win pilots in the first quarter 
and scaling successful solutions across all 80+ restaurant locations by year’s end. Estimated budgets for 
each initiative fall in the $30K– $100K range, ensuring the program remains cost-effective and within a 
manageable investment profile.  

This report provides a detailed analysis of the findings and recommendations from the Agentic AI readiness 
assessment. It includes a breakdown of ’s readiness across five dimensions, insights from 
stakeholder interviews and surveys, a gap analysis highlighting risk areas, and an implementation roadmap 
with budget estimates. By following this roadmap and addressing identified gaps, can 
confidently embark on AI initiatives that drive operational excellence and innovation in its restaurant 
franchise business. The next steps involve initiating pilot projects, investing in staff training, and solidifying 
executive sponsorship to turn the AI vision into reality over the coming year.  

  

  

https://www.aigist24.com/


                                                                                                                                                                                                   

COMPANY BACKGROUND  

  

The is one of the largest franchisees of the  restaurant chain, operating over 
locations across s. Headquartered in , the company was founded in 

and has grown steadily through franchising. After early success in the s as a 
, The p shifted focus to , expanding from a single 

deli location to 65+ units by 2017. Today the business continues to expand at a rate of 6 - 10 new locations per 
year, led by co-CEOs .  

With approximately 3,500 employees across its restaurant locations and corporate office, The 
has achieved . Annual revenues are estimated around $100M+, 
reflecting the scale of its multi-state operations. The company prides itself on operational excellence and a 
growth-oriented mindset. Notably, leadership emphasizes continuous expansion and data-driven operations 
as part of the company’s language and culture. This context positions well to explore AI-
driven improvements, as the company has a track record of adopting new technologies (such as cloud-based 
POS and kitchen display systems) to enhance efficiency. However, like many midsize enterprises, it also 
faces challenges with legacy processes (e.g. heavy use of spreadsheets for certain data) that could be 
improved through digital transformation.  

In summary, is a mature, growth-focused restaurant operator with a broad geographic 
footprint. Its leadership’s openness to data-driven strategies provides fertile ground for AI adoption, provided 

the organization can address gaps in data infrastructure and AI-specific skillsets. 

  

ASSESSMENT OVERVIEW  

The Agentic AI Readiness Assessment conducted by AIgist24 was a structured 2-week engagement designed 
to evaluate ’s preparedness for implementing AI “agentic” solutions. The assessment 
followed a multi-faceted methodology aligned with industry best practices, including the following key 
activities:  

• Stakeholder Interviews: The assessment team held five in-depth 60-minute interviews with key 
decisionmakers – including C-level executives and department heads – to understand business 
objectives, current challenges, and expectations around AI. two of them were personal interviews 
and three were conducted by a Voice Agent from AIgist24.   These conversations explored 

’s business strategy, pain points in operations, and leadership’s vision for growth.  

• Organization-Wide Survey: A comprehensive online survey (approximately 20 minutes) was 
distributed to managers and staff across various functions to gauge the company’s culture, skills, 
and overall readiness for change. The survey assessed AI awareness, current technical skill levels, 
openness to adopting new tools, and department-specific needs (e.g. marketing vs. operations).  



                                                                                                                                                                                                   

• Technical Infrastructure Review: AIgist24 conducted a technical assessment of
’s current IT systems, data architecture, and integration capabilities during these interviews as 

well. This included an infrastructure audit of core systems (point-of-sale, kitchen display, inventory 
management), a data quality and governance review, and checks on security and compliance 
considerations. The goal was to identify any technical constraints or enablers for AI solutions.  

• Use Case Development Workshops: Based on insights from the interviews, survey, and technical 
review, the team facilitated two brainstorming sessions with stakeholders to identify and prioritize 
specific AI use cases tailored to ’s business. Each potential use case was 
evaluated for business impact, technical feasibility, ROI potential, and implementation complexity. 
The top 3–5 high-value use cases were selected for detailed development of business cases and 
implementation plans.  

  

Throughout the process, the assessment emphasized a data-driven analysis and practical approach, 
focusing on actionable outcomes rather than theoretical ideas. In total, 5 executive interviews (including the 
co-CEOs, CFO, COO, and Director of IT) were completed, and 32 managers (area managers, store general 
managers, and corporate staff) responded to the readiness survey. The technical review covered all major 
systems in use at ’s restaurants and corporate office, revealing both strengths (e.g. modern 
cloud-based POS) and areas for improvement (e.g. lack of centralized data warehouse).  

  

  



                                                                                                                                                                                                   

AI READINESS SCORECARD  

  

The assessment evaluated  across five dimensions of AI readiness, each scored on a scale 
of 0 to 100. Below is a summary of the company’s performance in each dimension, along with context from 
the assessment findings:  

BUSINESS STRATEGY ALIGNMENT –  82/100: 

 “Strategy” was a notable strength. Leadership has clearly articulated growth goals and already speaks the 
language of continuous expansion and data-driven operations. There is strong executive sponsorship for 
innovation – the co-CEOs and other leaders view AI as a potential driver for efficiency and scalability. This 
high score indicates that AI initiatives would be well-aligned with the company’s strategic objectives, and 
management is likely to support AI-driven projects (provided they show tangible business value).  

INFRASTRUCTURE READINESS –  63/100 

’s core technology stack is partially prepared for AI. On one hand, cloud-based POS and 
kitchen display systems are in place, providing a modern digital backbone for store operations. On the other 
hand, the assessment found that many data flows and integrations are still “mostly manual.” For example, 



                                                                                                                                                                                                   

sales transaction data is collected, but moving that data into analytics tools or combining it with other 
datasets is not yet automated. There is no centralized data lake or real-time integration between store 
systems and corporate analytics. A score of 63 reflects moderate infrastructure maturity – sufficient to start 
some AI projects (especially those leveraging existing POS data), but improvements in data pipelines and 
system integration will be needed to fully support advanced AI solutions.  

DATA QUALITY & GOVERNANCE –  58/100 

The quality, completeness, and governance of data at are below optimal levels for AI. 
Transactional sales data from the restaurants is rich and voluminous; however, other key datasets (e.g. 
supplier data, inventory, labor metrics) still live in disparate spreadsheets or legacy formats. Data silos and 
inconsistent data practices were noted across departments. There is also no formal data governance policy 
or single source of truth – different teams maintain their own spreadsheets, leading to potential inaccuracies 
or duplication. The score of 58 indicates that data issues are a significant limiting factor; to succeed with AI, 
the company will need to invest in data cleaning, integration, and establishing governance standards (for 
example, creating a centralized database or data warehouse and ensuring data is kept up-to-date).  

TALENT & SKILLS –  47/100 

 This was the lowest-scoring dimension. has excellent operational talent in running and 
scaling restaurants, but it has limited in-house machine learning or AI expertise. The IT team is lean and 
focused on maintaining current systems; there are no data scientists or AI engineers on staff. Most managers 
and employees have not been exposed to AI tools beyond common consumer applications. A score of 47 
indicates a significant skills gap. Without addressing this, AI projects may face execution risks – the company 
will likely need to rely on external partners or upskill employees through training. Notably, the survey showed 
strong interest among staff in learning about AI, suggesting that targeted training programs could quickly 
raise the skill baseline.  

CULTURE & CHANGE READINESS –  78/100 

Culturally, is fairly well positioned to embrace change. The franchise teams and 
employees are accustomed to working with playbooks and pilot programs, and they will adopt new initiatives 
if the value is obvious. This mindset comes from the company’s expansion ethos – field teams often roll out 
new operational strategies in test markets before wider implementation. The survey and interviews indicated 
a generally positive attitude toward technology, with many employees eager to have better tools. However, 
some caution was expressed around AI (e.g. fear of job impact among a few, uncertainty about how AI would 
fit into daily work). Overall, a 78/100 reflects a supportive culture that can be leveraged for AI adoption, so 
long as change management is handled with good communication and demonstrated quick wins.  



                                                                                                                                                                                                   

  

OVERALL AI READINESS SCORE –  66/100 

Taking all five dimensions into account, The ’s overall agentic AI readiness was scored at 66 
(out of 100). This suggests that the company has a solid foundation and clear strategic intent but also gaps 
that must be addressed before AI initiatives can truly flourish. In particular, the enthusiasm from leadership 
and openness to innovation (high scores in Strategy and Culture) provide a strong starting point. To fully 
capitalize on that foundation, the company should focus on shoring up the weaker areas – namely data 
management and internal AI skills. Bridging these gaps will be critical to moving from planning to successful 
execution of AI projects.  

  

  



                                                                                                                                                                                                   

KEY INSIGHTS FROM INTERVIEWS AND SURVEYS  

 

The qualitative feedback gathered during the assessment – through executive interviews and the staff survey 
– provided rich context behind the scores. Several common themes emerged:  

LEADERSHIP VISION AND URGENCY 

 The co-CEOs and other senior leaders expressed a clear interest in leveraging AI to maintain the company’s 
growth trajectory. “We believe AI could be a game-changer in how we manage operations and engage 
customers,” noted one executive, emphasizing the desire to avoid falling behind competitors. There is a 
sense of urgency at the top: leadership wants to harness data and AI to drive efficiency (e.g. optimizing labor 
scheduling, inventory ordering) and to personalize customer experiences (e.g. targeted marketing). This top-
down vision sets a supportive tone for AI projects.  

DATA SILOS AND PAIN POINTS  

 Many managers highlighted the fragmentation of data systems as a pain point. “We have plenty of sales 
data, but pulling it all together is a challenge – a lot of our info still sits in spreadsheets,” admitted a regional 
operations director. Several store managers and corporate staff echoed that accessing integrated insights is 
difficult; for example, comparing sales with labor hours requires manual work. This feedback aligns with the 
low Data Quality & Governance score and underscores the need for better data integration. Employees see 
opportunity in AI to help analyze data across these silos – if the data can be centralized first.  

OPERATIONAL EFFICIENCY OPPORTUNITIES  

Front-line managers are eager for tools that can simplify onerous tasks. One district manager commented, 
“Scheduling 300+ employees across dozens of stores every week is basically a full-time job – if an AI could 
help us optimize that, I’m all ears.” Likewise, the head of HR noted interest in AI assistants for routine 
inquiries, saying “Store managers call us with the same HR questions repeatedly; an automated assistant 
could save everyone time.” These anecdotes point to high impact use cases in workforce management and 
AI-driven support that were later formalized in the recommendations.  

SKILLS AND TRAINING NEEDS  

The survey revealed a confidence gap among staff regarding AI skills. While about 70% of respondents are 
“somewhat familiar” with AI concepts (largely through news or personal use of Siri/Alexa, etc.), almost all 
said they would need training to apply AI in their role. One IT team member shared, “We’re good at keeping 
systems running, but building AI solutions is a different ballgame – we’d need to learn or bring in help.” This 
honest assessment from IT underscores the need to invest in training programs and possibly hiring 
specialized talent. The positive side is that employees are willing to learn; many respondents expressed 
excitement about gaining new skills if the company provides support.  

CHANGE READINESS AND MORALE 



                                                                                                                                                                                                   

The cultural readiness came through in comments about piloting new ideas. “In this company, we test things 
out – if it works in  then we roll it out system-wide,” one store manager said, describing the franchise’s 
ethos of experimentation. This indicates that employees are not afraid of change when it’s backed by 
evidence. A few cautious voices were noted – e.g. an IT engineer wondering if AI might “replace jobs” – but 
these were a minority. The general sentiment is that staff would welcome AI tools that make their jobs easier, 
provided the implementation includes training and communication about how roles will evolve rather than be 
eliminated.  

Overall, the interviews and surveys painted a picture of a company with strong leadership buy-in and a willing 
workforce, held back primarily by technical and knowledge barriers. These insights directly informed the gap 
analysis and the formulation of targeted use cases that would address the pain points raised by employees.  

GAP ANALYSIS AND RISK AREAS  

  

Despite a generally positive outlook for AI adoption, must address several gaps and risks to 
ensure successful implementation of AI projects. The assessment’s findings highlight the following key gap 
areas and associated risks:  



                                                                                                                                                                                                   

DATA SILOS AND QUALITY GAPS  

Gap: Business-critical data (sales, inventory, supplier, labor) is spread across multiple systems and manual 
spreadsheets with inconsistent formats.  

Risk: AI models built on siloed or poor-quality data could produce inaccurate insights, leading to misguided 
decisions. There is also a risk of significant upfront effort needed to clean and consolidate data, which could 
delay AI project timelines.  

Mitigation: Establish a centralized data repository and implement data governance processes early. 
Prioritize data integration as a foundational step before or alongside AI development.  

TALENT AND SKILLS SHORTAGE 

Gap: There is a lack of in-house AI expertise – no data scientists or ML engineers on staff, and limited 
experience with AI among existing IT personnel.  

Risk: Without the right skills, AI projects could flounder or depend entirely on external consultants. The 
organization might struggle to maintain AI systems post-deployment, leading to sustainability issues.  

Mitigation: Develop a talent strategy that may include (a) training existing employees (e.g. upskilling analysts 
or IT staff in machine learning, AI tools), (b) hiring new talent for key roles (even on a contract basis), and (c) 
leveraging external partners (vendors or consultants) in the short term while transferring knowledge to 
internal teams. Building an internal “AI champion” team will reduce long-term dependency on outsiders.  

INFRASTRUCTURE AND INTEGRATION LIMITATIONS  

Gap: While core transaction systems are modern (cloud-based), there is no enterprise integration layer or AI 
platform in place. For example, POS data is not automatically feeding into analytics pipelines – processes are 
ad hoc and manual.  

Risk: AI use cases that require combining data from multiple sources or deploying solutions across all stores 
could face technical challenges. Integration issues might cause delays or require additional investment (for 
middleware, APIs, etc.).  

Mitigation: Strengthen the IT infrastructure by introducing integration tools (ETL pipelines, APIs) and 
potentially adopting an AI/ML platform or cloud services that facilitate model deployment. Ensure that any 
new AI solutions can interface with existing systems (e.g. POS, CRM) through well-defined integration points.  

CHANGE MANAGEMENT & ADOPTION RISKS  

Gap: Although culture is generally positive, some employees have limited understanding of AI and potential 
anxieties about its impact on their roles.  

Risk: If not managed properly, this could lead to resistance or poor adoption of AI tools in the field. For 
instance, if a new AI scheduling system is introduced without proper training, store managers might not trust 
its recommendations, reducing the realized benefits.  



                                                                                                                                                                                                   

Mitigation: Implement a clear change management plan: communicate the purpose and benefits of each AI 
initiative upfront, involve end-users early (e.g. in pilot tests and feedback sessions), and provide thorough 
training. Highlight success stories from pilots (especially where AI made an employee’s work easier) to build 
momentum for broader adoption.  

GOVERNANCE AND ETHICAL CONSIDERATIONS  

Gap: There is currently no formal governance framework for AI or data (no AI ethics policy, no data privacy 
officer, etc.).  

Risk: As AI is rolled out, issues could arise around data privacy (especially if customer data is used for AI-
driven marketing), bias in AI decision-making, or compliance with regulations (like data protection laws). The 
company might also face reputational risks if AI initiatives (e.g. dynamic pricing) are perceived negatively by 
customers.  

Mitigation: Establish basic AI governance guidelines. This includes ensuring compliance with privacy laws 
for customer data, maintaining transparency about how AI is used (internally and externally), and setting up 
an oversight mechanism (e.g. an executive steering committee for AI projects). Starting with pilot projects, 
ensure each has clear ethical guidelines (for example, any dynamic pricing algorithm should be fair and not 
discriminatory). By proactively addressing governance, can avoid pitfalls that have plagued 
less-prepared adopters of AI.  

  

By recognizing these gaps and risks upfront, can take proactive measures to mitigate them 
as part of its AI readiness journey. The next section outlines specific use case opportunities that were 
identified, which inherently incorporate these mitigation steps (for example, the first recommended projects 
focus on areas with relatively cleaner data and quick wins, allowing time to improve data infrastructure for 
later projects).  

  

  



                                                                                                                                                                                                   

RECOMMENDED AI USE CASES (TOP 5)  

  

During the assessment, AIgist24 and ’s stakeholders collaboratively identified and 
evaluated a range of potential AI use cases. The following top 5 use case ideas are recommended as high-
impact, feasible initiatives for to pursue in the near term. Each use case is aligned with the 
company’s strategic goals and addresses specific pain points surfaced in the assessment.   

Idea  Cost  Timeframe  

AI Customer Support Agent  $45,000-$65,000  3-4 months  

Predictive Sales & Inventory Analytics  $80,000-$100,000  6-9 months 

Dynamic Pricing & Promotion Engine $50,000-$70,000 6-9 months 

Intelligent Workforce Scheduling Agent $30,000-$45,000 3-4 months 

AI Driven Loss Prevention Agent $30,000-$45,000 3-4 months 

 

For each idea, we outline the concept, expected benefits (including ROI), estimated implementation effort, 
cost, and timeline:  

  



                                                                                                                                                                                                   

AI CUSTOMER SUPPORT AGENT 

 Implement a virtual AI assistant (chatbot/voice) to handle customer inquiries and catering requests.   

This agent would be available 24/7 on the company’s website or phone line to answer common questions 
(e.g. reservations, menu items, store hours, catering pricing) and handle simple requests like booking a 
catering order or reporting an issue, escalating to human support for complex cases.  

Benefits: Improves customer service availability and consistency; frees up human staff from routine Q&A. 
Expected to yield 60–80% reduction in support workload and faster response times. This can translate to cost 
savings and improved customer satisfaction (happier guests, potentially higher sales).  

ROI: ~300% in the first year, driven by labor cost savings and retention of customers through better service.   

Complexity: Moderate. There are many off-the-shelf AI chatbot platforms (we recommend Sierra.ai); the 
main effort is integrating the bot with FAQs, ordering systems, and training it on ’s specific 
content. In addition, you can also integrate it with the existing ticketing system in Zendesk.   

Estimated Cost: ~$50K (for a pilot using a SaaS AI assistant platform, plus integration work).   

Timeline: ~3–4 months to develop and pilot in a limited region (or on the corporate site), with potential to roll 
out system-wide by month 6.  

PREDICTIVE SALES & INVENTORY ANALYTICS  

 Deploy AI models to forecast sales and optimize inventory and staffing accordingly.   

This use case involves using historical sales data, seasonality, local events, and other factors to predict 
demand at each restaurant location. The forecasts would inform inventory ordering (so each deli has the right 
ingredients on hand) and labor scheduling (so staffing levels match expected demand).  

Benefits: Smoother operations – e.g. reducing stockouts or food waste by ordering the right amounts and 
avoiding over- or under-staffing shifts. A pilot in forecasting could focus on one aspect, such as predicting 
weekly sales by store and automating inventory reorder suggestions.  

ROI: ~200–400% in the first year. Value comes from reducing waste and lost sales: for instance, better 
demand forecasts can increase revenue by ensuring popular items are always in stock and labor is optimally 
allocated (estimated 15–25% revenue increase potential from inventory optimization alone).   

Complexity: High. This project requires consolidating data (sales, inventory, supplier lead times, etc.) and 
building custom predictive models. Data preparation is a major task. However, many components can be 
built using existing machine learning services (AWS SageMaker) or other autoML tools to expedite 
development.   

Estimated Cost: ~$80–100K (data integration effort + model development and a small data warehouse 
setup).   



                                                                                                                                                                                                   

Timeline: ~6 months for initial model development and testing at a handful of stores; 9–12 months to expand 
and integrate into daily operations company-wide. (This use case may start with a pilot on inventory ordering 
for a subset of items or stores, then gradually expand.)  

DYNAMIC PRICING & PROMOTION ENGINE  

 Introduce AI-driven dynamic pricing or targeted promotions to boost sales and margins.   

In the context of a restaurant franchise, dynamic pricing can be implemented carefully – for example, offering 
real-time promotions or discounts based on demand patterns, time of day, or inventory levels. An AI model 
could adjust promotional offers (rather than base prices, to respect franchise pricing rules) – e.g. triggering a 
“buy one get one half off” on certain sandwiches during typically slow hours to increase traffic or offering 
targeted coupons to loyalty program members for items that are overstocked.  

Benefits: Maximizes revenue opportunities and reduces waste (selling surplus inventory via timely deals). 
Competitor pricing and local events can also be factored in by the AI to stay competitive. This approach leads 
to margin improvement of 10–20% in test scenarios by filling otherwise lost sales and optimizing price points.  

ROI: ~150–300%. While the upside is significant, dynamic pricing in food service must be applied judiciously 
to avoid customer alienation; hence would likely implement these as dynamic promotions 
to remain customer friendly.   

Complexity: Moderate to High. Technically, this involves real-time data analysis and integration with the 
point-of sale or digital coupon systems. Building the algorithm is moderate (similar techniques to predictive 
analytics), but ensuring smooth deployment at stores and training marketing staff to manage the promotion 
engine adds complexity.   

Estimated Cost: ~$60K (initial pilot focusing on one channel, e.g. the mobile app or email marketing, plus 
development of the AI promo engine).   

Timeline: ~5–7 months for a controlled pilot (perhaps in one city or via online ordering only) to measure 
customer response, then adjustments and broader rollout by month 12.  

INTELLIGENT WORKFORCE SCHEDULING  AGENT 

Use AI to automate and optimize staff scheduling and labor allocation.   

With over 3,500 employees, creating schedules that meet labor budgets while also aligning with peak 
demand times is a complex puzzle. An AI-driven scheduling Agent can analyze sales patterns, peak hours, 
employee availability, and skillsets to recommend optimal schedules for each restaurant. It could also 
automate adjustments (for example, suggesting shift changes if forecasts indicate a sudden event will boost 
traffic).  

Benefits: Saves managers’ time (the scheduling process becomes faster) and ensures better coverage (not 
too few or too many staff on shift). This yields operational efficiency and labor cost savings. Industry 



                                                                                                                                                                                                   

benchmarks show such systems can drive a productivity gain of 30–50% in scheduling tasks and reduce 
overtime costs.  

ROI: ~250–450%, primarily from labor cost optimization and freeing managers to focus on revenue-
generating activities instead of administrative scheduling.   

Complexity: Low to Moderate. There are existing workforce management tools that incorporate AI 
scheduling; could either implement a vendor solution or add an AI module to its current 
scheduling process. The complexity lies in integrating business rules (e.g. labor laws, employee preferences) 
and securing buy-in from managers to trust the AI’s suggestions.   

Estimated Cost: ~$40K (assuming use of a software-as-a-service scheduling platform with AI capabilities, 
plus configuration and training).   

Timeline: ~3 months to pilot at a few locations (perhaps comparing AI-generated schedules vs. manager-
made schedules), and ~6 months to roll out broadly if results are positive. This is considered a “quick win” 
use case given the availability of ready-made solutions.  

 

AI DRIVEN LOSS PREVENTION AGENT 

Leverage AI to monitor transactions and detect anomalies or potential fraud in real-time.   

In a multi-unit restaurant operation, fraud and losses can occur in forms like voided transactions, 
sweethearting (employees giving free items to friends), or invoice fraud in the supply chain. An AI agent can 
be trained on historical transaction data to flag unusual patterns – for example, an unusually high number of 
manual discounts by a particular cashier, or sudden spikes in waste logs at a store – and alert management 
for investigation.  

Benefits: Protects revenue and reduces losses by catching issues early. It acts as a continuous auditing 
assistant that can watch across all 80+ locations simultaneously, which humans cannot do manually.  

ROI: Potentially very high – estimated in the 400–800% range – because the investment (software that 
analyzes data) is relatively small compared to the savings from preventing revenue leakage. Even a few 
prevented incidents can pay back the cost.   

Complexity: Moderate. The AI models for anomaly detection are not overly complex (could use established 
techniques in outlier detection), but success depends on having the right data feeds (sales logs, void/refund 
records, inventory usage data). The company will need to integrate those data sources and also have a 
process for following up on alerts (assigning someone to investigate flagged incidents).   

Estimated Cost: ~$30K (for a pilot using an AI analytics tool or developing a custom model with consultant 
help).   

Timeline: ~4–6 months to implement a pilot monitoring a subset of transactions (perhaps start with POS data 
only), and fine-tune the system, then expand to cover more scenarios by the end of the year.  

  



                                                                                                                                                                                                   

These five use cases represent a balanced portfolio of AI initiatives – some focusing on customer-facing 
improvements (like the support assistant and dynamic promotions) and others on operational efficiencies 
(like scheduling and inventory analytics). They were chosen because they offer tangible, quick-win benefits 
while also laying a foundation for longer-term AI capabilities.  

 

Notably, use cases #1and #4 (Customer Support AI, Staff Scheduling) are identified as “Quick Wins” – they 
are relatively easier to implement using existing solutions and can deliver value within months. Use cases #2 
and #3 (predictive analytics and dynamic promotions) are “Mid-Term” in complexity, requiring more data 
work and model development, but with high payoffs. Use case #5 (fraud detection) can be implemented in 
parallel as a targeted improvement that leverages the data consolidation done for other projects.  

Each recommended project falls within a manageable budget (none exceeding $100K for initial 
implementation), and the expected returns far outweigh these investments. The next section outlines a 
phased roadmap to sequence these projects in an efficient manner over a 12-month period.  

  

  



                                                                                                                                                                                                   

IMPLEMENTATION ROADMAP (12 -MONTH PLAN)  

  

To execute the above use cases successfully, we propose a phase-wise 12-month implementation roadmap. 
This roadmap is designed to realize quick wins early, build on those successes, and gradually scale AI 
capabilities across . It also aligns with the company’s capacity to absorb change and the 
need to improve data infrastructure in parallel. The timeline is divided into three phases:  

  



                                                                                                                                                                                                   

PHASE 1 (MONTHS 0–3) –  QUICK WINS & FOUNDATIONS  

The first 3 months will focus on launching quick-win projects and setting up foundational infrastructure. Key 
actions in this phase:  

o Kick-off and Team Setup: Form the core AI project team (mix of internal staff and any external partner 
consultants). Assign an executive sponsor and a project manager to oversee the roadmap execution.  

o Quick Win Implementations: Begin with the easier, high-impact projects. For example, pilot the 
Intelligent Workforce Scheduling solution at a few restaurants. Also, start implementing the AI Customer 
Support Assistant (develop the chatbot with a limited scope FAQ). These two initiatives are targeted 
because they can show results quickly (improving scheduling efficiency and handling after-hours 
customer inquiries) with relatively low complexity.  

o Data Infrastructure Initiation: In parallel, kick off a data consolidation effort. Set up a small cloud 
database or utilize an existing platform to begin aggregating key data (sales, inventory, etc.) from 
spreadsheets and systems. The focus here is to support the upcoming Phase 2 projects (especially 
Predictive Analytics) by having at least a basic data warehouse in place. Also, establish data governance 
basics – e.g. define data owners for sales, inventory, HR data, and start cleaning historical data.  

o Training & Change Management Kick-off: Initiate AI awareness and training sessions. In Phase 1, this 
may include executive briefings and basic AI literacy workshops for managers, so stakeholders 
understand the tools being rolled out. Communicate the roadmap to the organization, highlighting that 
initial pilots are underway and sharing early positive results (e.g. a quote from a manager in the 
scheduling pilot about time saved).  

o Milestone (end of Q1): Quick win pilot results published. By the end of Month 3, 
should have early metrics – for instance, a pilot store using AI scheduling sees a 20% reduction in 
manager time spent on schedules, or the AI chatbot is successfully handling 50% of after-hour inquiries. 
Also, a preliminary data repository should be live with core data integrated.  

PHASE 2 (MONTHS 3–6) –  PILOT PROJECTS & ITERATION 

In the next 3 months, the focus shifts to the more complex use cases and iterating on initial implementations. 
Key actions:  

o Predictive Analytics Pilot: With some data infrastructure in place, develop the Predictive Sales & 
Inventory model and pilot it. For example, build a model to forecast weekly sales for a subset of 5 
restaurants and automate inventory reorder suggestions for just a few key ingredients. This is a testbed 
to prove the concept. Use Phase 2 to refine the model accuracy and the operational process of using its 
output.  

o Dynamic Promotion Engine Development: Concurrently, build the Dynamic Pricing/Promotion engine 
logic. In Phase 2 this might be limited to a certain channel (e.g. email promotions to loyalty members). 
Design promotional algorithms and test them in a controlled environment – for instance, run an 
experiment at 10 stores where on slow days the AI triggers a local promotion notification. Monitor results 
(did those stores see uplift in traffic vs control group?).  



                                                                                                                                                                                                   

o Enhance Quick Win Solutions: Take feedback from Phase 1 pilots and improve them. For the AI 
Customer Support Assistant, expand its knowledge base and integrate it with live data (like store info) 
now that it’s proven on FAQs. For the Scheduling AI, integrate it with HR systems or refine it to account 
for more scheduling rules. Essentially, iterate to version 2.0 of the quick wins and start planning their 
broader rollout.  

o Data & Tech Reinforcement: As predictive and promo pilots ramp up, continue strengthening data 
pipelines. Perhaps introduce an ETL tool for regular data updates into the warehouse. Ensure APIs or 
integrations are built so that the AI models can pull data and also push recommendations to user 
interfaces (e.g. a manager dashboard for viewing forecast results). Address any infrastructure 
bottlenecks identified in Phase 1.  

o Change Management & Communication: Keep the organization informed. Share pilot outcomes 
company-wide to build enthusiasm. Also, begin targeted training for users of upcoming solutions – for 
instance, train regional managers on how to interpret the new sales forecasts or how to use the 
promotion engine interface. Manage expectations and incorporate user feedback continuously.  

o Milestone (end of Q2): By Month 6, mid-term pilots operational. We expect to have a working predictive 
model demonstrating value (e.g. pilot stores using AI forecasts reduced stockouts by 20% or improved 
labor allocation leading to a sales increase). The dynamic promotion concept should have at least one 
successful campaign data point. Quick win solutions should be ready (post-pilot) to scale in Phase 3. At 
this point, leadership should review progress and green-light broad implementation for successes.  

PHASE 3 (MONTHS 6–12) –  SCALE UP & INTEGRATION  

The final 6 months of the plan focus on scaling successful AI solutions across the enterprise and integrating 
AI into standard operations. Key actions:  

o Enterprise Rollout: Gradually deploy the proven solutions to all relevant locations. For example, roll out 
the Intelligent Scheduling system to all restaurants company-wide by Month 9, accompanied by any 
policy changes or training needed. Launch the Customer Support AI on all customer-facing channels 
(website, phone) by Month 9 as well. Use a staggered approach if needed (e.g. 20 stores per week for 
scheduling, or one region at a time) to manage the transition smoothly.  

o Scale Predictive Analytics and Promotion Engine: If the pilots in Phase 2 showed positive ROI, expand 
them. By Month 12, the Predictive Analytics system should be forecasting for all stores and being used in 
inventory ordering and staffing decisions weekly. The Dynamic Promotion Engine should be integrated 
with the marketing calendar, possibly rolled into the company’s mobile app or POS system to 
automatically trigger promotions at each store as applicable. Essentially, these become part of the 
standard toolkit for the operations and marketing teams.  

o Implement Fraud Detection AI: Introduce the Fraud Detection & Loss Prevention AI in this phase. Since 
this use case was somewhat independent, it can be layered on once data streams are consolidated. By 
Q4, set up the anomaly detection system monitoring transactions across all stores. It can run in the 
background and alert the audit team of any red flags. This timing allows it to benefit from the improved 



                                                                                                                                                                                                   

data infrastructure established earlier, and it adds a new layer of value as operations become more 
digital.  

o Integration & Optimization: Work on integrating all these AI tools into a coherent ecosystem. This might 
involve creating a central AI Dashboard or command center for corporate oversight – where executives 
can see the health metrics (e.g. forecast vs actual accuracy, how many queries the chatbot handled, 
etc.). Ensure that the outputs of AI systems seamlessly feed into decision-making processes – for 
instance, managers receive inventory order recommendations in their existing workflow. Continue to 
refine algorithms with new data (the more the systems are used, the more data to improve them).  

o Culture and Skills Institutionalization: By the end of Phase 3, the goal is to have AI as a normalized part 
of ’s operations. Continue training programs: perhaps advanced training for an internal 
“AI champion” group who will maintain the systems. Celebrate successes – highlight, for example, a 
story of a store that significantly improved performance thanks to these AI tools, to reinforce positive 
cultural acceptance. Address any remaining resistance by showing how the tools help (e.g. employees 
can spend more time on customer service now that scheduling is automated).  

o Milestone (end of Year 1): Full program review and transition to continuous improvement. At 12 months, 
should have multiple AI systems running across the business delivering value. Key 

performance indicators might include 35% increase in same-store sales attributed to better forecasting 
and promotions, 15% reduction in labor cost overruns due to optimized scheduling, customer 
satisfaction scores improvement due to faster support, etc. Document these outcomes. At this stage, 
the “AI readiness” journey transitions into ongoing operations – the company can set up a continuous 
improvement cycle to monitor and enhance AI solutions, and even begin exploring new AI opportunities 
(perhaps moving into long-term vision (1–3 years) items beyond this initial roadmap, such as more 
advanced AI-driven personalization or automation in other areas).  

  

This phased approach ensures that quick wins create momentum (and early ROI) while setting the stage for 
tackling more complex projects. It also mitigates risk by piloting first, learning, and then scaling what works. 
Throughout the 12-month roadmap, regular checkpoints with leadership are assumed to keep alignment with 
business goals and to secure necessary resources.  

 

 

NEXT STEPS   

With the assessment complete and a clear roadmap in hand, is well-positioned to embark 
on its AI implementation journey. The following next steps are recommended to kick-start action in alignment 
with the report’s findings:  

• Executive Approval & Prioritization: Present this assessment report to the executive leadership team 
and secure formal approval for the AI initiative portfolio and budget. It’s important that the co-CEOs and 
the board (if applicable) endorse the plan, as their support will drive urgency and allocate the necessary 



                                                                                                                                                                                                   

resources. Agree on the prioritization (which projects to start first) as outlined – likely focusing on the 
quick wins in Phase 1.  

• Form the AI Task Force / Steering Committee: Establish a cross-functional team or task force 
responsible for AI implementation. This should include the project leads for each use case, 
representatives from IT/data (to handle technical aspects), operations, marketing, HR (for training and 
change management), and an executive sponsor. A steering committee at the executive level (perhaps 
meeting quarterly) can provide oversight, remove roadblocks, and ensure alignment with strategic goals.  

• Engage Partners or Hire Key Talent: Begin the process of filling the skill gaps. For immediate needs, 
engage an experienced AI consulting partner or solution vendor for the more complex use cases (e.g. 
engage a firm to assist with building the predictive analytics model or implementing the chatbot). 
Simultaneously, consider hiring for critical roles – for instance, a Data Analyst or Data Engineer who can 
manage the new data infrastructure, or an AI Solutions Architect on a contract basis to guide integration 
efforts. These experts will jump-start the projects and also mentor internal staff.  

• Initiate Pilot Project Plans: For each of the top 5 use cases, develop a detailed project plan and timeline 
(many of which are already sketched in the roadmap). Assign project managers for each. Start with the 
Phase 1 projects immediately: define the scope of the scheduling pilot (which stores, metrics to track), 
and gather the required resources for the customer support AI (select the platform, gather FAQ content, 
etc.). For the Phase 2 projects, begin with preparatory steps like data collection for predictive analytics.  

• Conduct Training and Change Management Activities Early: As soon as pilots are underway, launch 
the awareness campaign within the company. Schedule AI demo sessions, share the vision (perhaps the 
executive sponsor could send a company-wide memo about “AI is coming, and here’s how it will help 
us”). Also, identify “AI ambassadors” at different levels – tech-savvy store managers or analysts who can 
champion the new tools among their peers. Offering a short training (like “AI 101 for Business”) to 
managers can also build excitement and reduce fear of the unknown.  

• Set Up Monitoring & KPI Tracking: Define the key performance indicators for each use case now (e.g. for 
the chatbot: response volume and resolution rate; for scheduling: reduction in overtime hours; for 
predictive inventory: reduction in waste, etc.). Also define baseline measurements. This will enable the 
team to quantitatively demonstrate the impact of the pilots and full implementations. Establish a 
cadence for reporting these KPIs to leadership (perhaps monthly or at each phase milestone). Early 
demonstrated wins will help maintain support and momentum.  

• Plan for Scale and Knowledge Transfer: Even as pilots begin, keep an eye on the end game – 
widespread adoption. Ensure documentation is created for processes, and internal team members 
shadow any external experts to learn the ropes. The goal is that by the end of the year, 

’s own employees can operate and continue improving these AI systems. Consider partnering an 
internal person with any consultant (a “pairing” approach) for skill transfer. Also, begin integrating these 
projects into the standard business planning – e.g. incorporate expected sales lifts from AI into next 
year’s budget forecast as a sign that it’s becoming part of business-as-usual.  

• Schedule Regular Review Meetings: Treat the AI initiative like a strategic program. Have monthly or 
bimonthly reviews with the core team and executive sponsor to discuss progress, resolve issues, and 
adapt the plan if needed. Flexibility is important – for instance, if one pilot is exceeding expectations, 
maybe accelerate its rollout; if another is facing challenges, allocate more resources or adjust scope. 



                                                                                                                                                                                                   

Maintaining open communication and agile adjustment will ensure the program stays on track to deliver 
its promised value.  

  

By taking these next steps, can move swiftly from planning into execution. The assessment 
has provided a clear-eyed view of where the organization stands and what it can achieve with AI. With strong 
leadership support and a methodical implementation of the roadmap,  can expect to see 
measurable improvements in efficiency, decision-making, and customer experience within the next year. 
Starting small, learning fast, and scaling up will be the mantra as the company transforms its operations 
through agentic AI.  

  

  



                                                                                                                                                                                                   

APPENDIX  

  

Assessment Participants and Data:  

• Interviews Conducted: 5 one-on-one stakeholder interviews (Co-CEO ; Co-CEO  
; CFO; COO/Head of Operations; Director of IT). Each interview lasted ~1 hour and followed a 

structured guide covering business strategy, current challenges, technology usage, and AI 
opportunities.  

• Survey Participation: 32 respondents across corporate and field management roles. This included 
10 restaurant General Managers, 5 Area Managers, and 17 corporate staff (from operations, 
marketing, HR, and IT). The survey had a 64% response rate from those invited. It included 
quantitative ratings (1–5 scale on readiness factors) and qualitative comments, which informed 
several insights (especially around data usage and training needs).  

• Technical Systems Reviewed: The assessment team reviewed the following key systems:  

o  (point-of-sale system) and its reporting modules.  

o Kitchen Display System (integrated with POS for order workflow).  

o Inventory management approach (currently Excel-based sheets for tracking orders and 
waste).  

o HR scheduling process (a third-party scheduling tool without AI features currently, plus 
manual adjustments).  

o CRM and loyalty program data (for marketing, currently managed via a basic CRM platform, 
data not heavily used for analytics).  

o The corporate data environment (no data warehouse; use of Excel and some Power BI 
reports pulling from POS exports).  

• Assumptions and Constraints: 

o Data Availability: The ROI projections for use cases assume that sufficient historical data is 
available (e.g. at least 1-2 years of sales data for forecasting). Initial findings confirm this 
data exists, though some cleaning is needed.  

o Pilot Scope: Cost and timeline estimates assume pilots are done on a limited scope (e.g. 
one region or 5-10 stores) before scaling. This is factored into the timeline with the 
understanding that scaling might reveal new challenges (but also that pilot success can 
justify further investment).  

o External Environment: These plans assume no drastic changes in external factors (such as 
new regulations that limit AI use, or a major economic shift affecting the restaurant 
industry). Normal business variability is accounted for, but the roadmap might need 



                                                                                                                                                                                                   

adjustment if, for example, new franchise rules or data privacy laws impose additional 
requirements (the governance plan is intended to cover such compliance if needed).  

o Technology Choices: The plan favors leveraging existing proven technologies (e.g. using 
cloud AI services or vendor solutions) over large custom-built systems, to minimize risk and 
cost. The estimates assume this approach. If a build-from-scratch approach were taken for 
some reason, costs and timelines would be higher.  

o Organizational Commitment: A critical assumption is that ’s management 
remains committed to the AI initiatives over the full duration. Change in leadership priorities 
or budget allocations could impact the program. The phased approach with quick wins is 
designed to solidify commitment by showing value early.  

  

This concludes the AI Readiness Assessment Outcome Report for . The recommendations 
herein provide a roadmap for leveraging AI to drive significant operational improvements and innovation. As 

executes on these recommendations, it will transition from assessing readiness to 
becoming an AI-enabled organization, gaining a competitive edge in the restaurant franchise industry. 

This assessment was conducted by AIgist24 Technologies using proprietary methodologies and industry 
benchmarks. For additional information or implementation support, contact sales@aigist.com. 

  

  

  

Robin Jose
*This is an actual report redacted to preserve customer confidentiality.
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