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Executive Summary
Integration is the easy part. Real organisational data is where AI demos break. AI does not fix

messy data — it amplifies it.

Most AI strategies do not fail at the model. They fail at the data.

Integration is the easy part. Anyone can connect Salesforce to an LMS, or a SharePoint library to

a chat interface. Then real organisational data shows up — inconsistent fields, duplicates,

free-text where structure was promised, fifteen years of historical mess — and the elegant demo

breaks.
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Most AI strategies do not fail at the model. They fail at the data.

Integration is the easy part. Anyone can connect Salesforce to an LMS, or a SharePoint library to a

chat interface. Then real organisational data shows up — inconsistent fields, duplicates, free-text

where structure was promised, fifteen years of historical mess — and the elegant demo breaks.

What 'data readiness' actually means
Not "do we have data". Almost every organisation has data. The real question is:

•  Is it in a place the AI can reach without a six-month integration project?

•  Is it consistent enough that the same concept is named the same way across systems?

•  Is it accurate enough that the AI's outputs are trusted?

•  Is it owned by someone who is accountable for keeping it that way?

Why this is the silent killer
Because data work is invisible in the proposal and uncomfortable to scope. Vendors do not want to

lead with "and the first four months will be a data cleanup". Buyers do not want to hear it. So

everyone agrees to skip the conversation — and rediscovers it the hard way in the first real release.

AI does not fix data quality. It magnifies it. Good data plus AI is leverage. Bad data plus

AI is faster, more confident wrong answers.

How to handle it properly
Two practical moves. First, do a short, honest data audit before scoping the AI work — not after. The

audit is cheap; the rework is not. Second, build a smaller AI system on a smaller, cleaner slice of

data, and prove value there. Then expand to the messier corners with the credibility you earned on

the first slice.

That is unglamorous advice. It is also the difference between AI that ships and AI that pilots forever.

Key takeaways
•  Integration is easy. Data quality is the real bottleneck.

•  Audit data before scoping the AI work, not after.

•  Start narrow on clean data. Expand to messy corners later.

•  Bad data plus AI is faster, more confident wrong answers.
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Continue the Conversation
IntelliMinds Digital helps organisations turn AI ambition into dependable business capability. If this

guide has raised questions about your own AI programme, we’d welcome the conversation.

Next steps
•  Take the free AI Readiness Assessment — a five-minute diagnostic with a personalised

report.

•  Book a 30-minute discovery call to discuss your priorities.

•  Explore the full library of AI Executive Guides at intellimindsdigital.com/insights/

Read the latest version online
https://intellimindsdigital.com/insights/data-readiness-ai-strategy/

Scan to open the live article, which is kept up to date as our thinking evolves.
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