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Presenter’s Profile

• Leads CIMdata's AI Practice. Practical applications of AI in PLM and adjacent 
domains.

• Multiple roles at Microsoft working with engineering and manufacturing 
software providers:

• Director of Engineering Agility (AI for engineering productivity)
• Product strategy for Microsoft Commercial Marketplace (Generative AI, 

manufacturing)
• Developer evangelism with global engineering software providers

• Industry Strategist at Autodesk (digital manufacturing, generative design, 
simulation).

• Began career in PLM implementation at SDRC / Siemens PLM Software.
• Research Engineer at Georgia Tech, contributing to the SysML (OMG) and STEP 

(PDES Inc.) standards. Ph.D. and M.S. in Mechanical Engineering, Georgia Tech.
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Who Participated

55
respondents

Industrial Companies (IC)
Large enterprises in discrete manufacturing

Operational reality, not executive aspiration

27
respondents

Software Providers (SW)
Bimodal: PLM incumbents and recent AI 

entrants. Half began offering AI in 2024 or 
later

30
respondents

Service Providers (SI)
Global firms and boutique implementers. 
Senior consultants and solution architects
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Key Takeaways

01

You're Not Behind 
Your Peers

• 58% of peers are 
still in awareness 
or pilot. Early 
stages dominate. 

• 23% are 
operationalizing. 
Past the pilot gate, 
not yet scaling. 
The commercially-
live group.

02

Your Foundation 
Will Limit Your 

Ceiling

• ~40% of peers 
centralize AI 
ownership. No 
single model 
dominates. 

• 53% apply data 
governance 
inconsistently. AI 
on a weak 
foundation 
amplifies the 
weakness.

03

ECM Is Your 
Weakest AI-
Readiness 
Dimension

• 2.18/5 peer score 
on engineering 
change 
management. The 
lowest of eight 
readiness 
dimensions.

• 66% of peers at 
Initial or Ad hoc. 
Zero at Optimized. 
No improvement 
with AI tenure.

04

Providers Can't 
Calibrate To Your 

Reality

• Only 5% of peers 
rate AI as mature 
at scale. 

• Service providers 
estimate 20%. 
Software providers 
estimate 33% . A 
6x overshoot of 
peer reality.

05

Pick AI On 
Integration, Not 

Reputation

• 62% of peers rank 
integration first. 
Only 4% rank 
reputation.

• Providers misread 
this. SW estimates 
integration at 46% 
(-16 pts); SI 
estimates 30% (-
32 pts).
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The Defining Tension

85%
Use GenAI personally,
several times per week

58%
Still in awareness

or pilot stage

87.5%
Have AI in fewer than
25% of their projects
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Where Your Peers Are in the AI Journey

1 Researching / building awareness 28%

2 Running AI pilot(s) 30%

3 Operationalizing in some areas 23%

4 Scaled across multiple projects or integrated into 
standard processes 13%

Enthusiasm runs ahead of operational reality. 
The 23% in operationalizing are the most commercially live segment of your peer group. Past the pilot 

gate, not yet scaling. If that's you, you're not behind.

n=64 industrial customers

58% Of your peers are in the two earliest stages: awareness or pilot.
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Where Your Peers Are Applying AI

1 Requirements management 45%

2 Search / knowledge management 44%

3 Concept development / ideation 44%

4 Mechanical design 38%

5 Technical documentation 34%

Your peers use AI where inputs are natural language and outputs are human-written. 
The data-management domains, where the governance gap is widest, remain largely untouched. Fix 

the data layer. AI adoption will follow.

n=64 industrial customers  |  Select-all-that-apply

The data-management floor: 19% Engineering 
change mgmt 16% BOM 

management 13% Configuration 
management
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What Your Peers Are Actually Deploying

1 Embedded tool AI (built into existing software) 56%

2 AI-assisted workflows (AI recommends, humans 
execute) 41%

3 Custom / proprietary AI (you build or commission) 39%

4 Agentic AI (autonomous multi-step execution) 19%

Nearly 4 in 10 of your peers are building their own AI, not waiting for embedded features. 
The deployment shape is more DIY than typically assumed.

n=64 (deployment mix)  |  n=55 (AI priority)

38% Of your peers rate AI a top or high priority on their R&D agenda.
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1 Reduced manual / repetitive tasks 41%

2 Faster access to information 36%

3 Increased design innovation 28%

4 Reduced design cycle time 26%

5 Reduced development costs 24%

But 31% of organizations with AI in use still cannot point to a 
measurable benefit. Value lags deployment.

n=55 industrial customers

Realized Benefits: What AI Delivers Today
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1 Data quality (incomplete, inconsistent) 60%

2 Data access and integration (silos) 44%

3 Lack of internal AI skills and expertise 33%

4 Data security and IP protection 25%

5 Unclear business case / ROI 23%
Industrial Customers and Service Providers both cite data quality as 

the #1 barrier. Exact match at 60%.

n=55 industrial customers

Adoption Challenges: What’s Blocking
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1 Reduced design cycle time 52%

2 Reduced manual / repetitive tasks 52%

3 Faster access to information 36%

4 Reduced development costs 26%

5 Improved design quality 26%

Design innovation drops from #4 realized to #7 expected. Customers 
underestimate AI's innovation payoff.

n=55 industrial customers

Expected Benefits: What Your Peers Look For
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The ROI Gate & the Data Wall

49%
Before the purchase

Require proven ROI before they'll commit to an 
AI solution. This is the gate to the sale.

60%
After the purchase

Cite data quality as the #1 adoption challenge. 
Once deployment starts, ROI drops sharply as a 

barrier.
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The Foundation Under Your Peers’ AI

Who Owns AI in Peer Orgs Data Governance Maturity

~40%
of peers centralize AI ownership 
(CDO, CTO, or steering committee)

The rest is split across business units, IT, 
data/analytics, R&D, or no defined owner.

53%
have a data governance framework that exists but is 

applied inconsistently.

Only a minority govern data consistently and repeatably.

AI has no dominant owner in your peers' orgs, and the data underneath 
it is inconsistently governed in half of them. 

Your AI will only be as disciplined as the foundation you lay.

n=62 industrial customers
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How Your Peers Rate Their Readiness

Self-assessed maturity on each dimension, 1-5 scale. No dimension reaches the midpoint (3.0).

1 Product development domain knowledge 2.93
2 Technical AI skills 2.82
3 Data engineering infrastructure 2.77
4 AI strategy & governance (alignment) 2.68
5 Data quality & governance (readiness) 2.62
6 Change management for AI adoption 2.18

3.0

Your engineering DNA is your strongest AI asset. Change management is your weakest. 
And the gap doesn't narrow with time: 2022-starters are no better at change than 2024-starters.

n=62 industrial customers  |  Weighted average scores, 1=Initial/Ad hoc, 5=Optimized
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Change Management (ECM): The Weak Link

2.18/5
Industrial companies rate their engineering 

change management as the weakest of eight 
organizational readiness dimensions. 66% are at 

Initial or Ad hoc. Zero respondents are at 
Optimized.

0
Improvement with AI tenure. Organizations that 
started AI adoption in 2022 or earlier score the 
same on engineering change management as 

those that started in 2024.

Engineering change management, a PLM discipline your peers have 
practiced for decades, is their weakest AI-readiness dimension.
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Industrial Customers Service Providers (about their 
customers)

Software Providers (about their 
customers)

5% 20% 33%
say they are "very confident" they 
can validate AI outputs in product 

development

believe their industrial customers 
have robust validation 
approaches in place

believe their industrial customers 
have robust validation 
approaches in place

The closer a provider sits to the customer, the less they overestimate validation readiness. 
Software providers estimate 33% vs. customers' actual 5%, a 6x gap.

And your providers are ahead of you on product too: 79% invest in agentic AI, only 19% of you deploy it.

Validation Confidence: A Perception Gradient
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39%
nearly 4 in 10

of industrial companies
are building custom AI

solutions independently

8-33%
across every major tool category

are actively using AI from their 
primary software provider

44%
only 2% want service providers to lead

prefer to lead AI
implementation

internally

Your peers are leading AI internally, not waiting for providers to lead it for them.

Customers Are Leading AI Internally
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87%
of software providers 
rate AI as a top or high 
R&D priority

52%
have a comprehensive 
AI strategy with 
roadmap

vs. 6% of industrial 
customers

0%
of software providers 
expect AI investment 
to decrease

72%
cite competitive 
differentiation as 
primary roadmap 
driver

vs. customer demand at 
52%

71%
expect 25%+ AI 
investment growth in 
two years

The Provider Community is All-In on AI
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The Integration Blind Spot: what providers miss about how your peers actually pick AI.

1 Integration with existing systems 62%

2 Proven ROI 49%

3 Data security / compliance 47%

4 Production-ready capabilities 44%

Your peers buy AI for what it does, not who made it. 
Integration, the thing your peers care about most, is the one factor providers systematically misread. 

The gap is widest for service providers (-32 points).
n=55 industrial customers  |  Peer vs. provider estimates

How Your Peers Choose AI

Integration: peers rank it #1

IC 62%  |  SW 46%  |  SI 30%

Provider reputation: peers rank it last

Only 4% of peers pick by brand. SW estimates 19%.
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36%

16%

How Your Peers Source AI

Hybrid: buy foundation, extend & 
customize

Pure buy commercial solutions

Pure build in-house 13%

Who Leads Implementation

Internal team leads 44%

Combination internal + external 35%

Service provider leads 2%

Your peers want to stay in control of AI. Only 2% rely on a service provider to lead.
Hybrid sourcing and internal leadership are the default, not the exception.

n=55 industrial customers

How Your Peers Buy & Lead AI
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You have specific, urgent governance concerns. Your providers have not prioritized governance in their 
own development work.

SW PROVIDER BLIND SPOTS0%  of SW respondents named governance as a top-3 

internal development challenge

33%
Low confidence

AI liability

30%
Low confidence
Environ. impact

✓  One alignment: SW is most confident about data privacy (52% max confidence), matching 
IC’s top concern. 

IC GOVERNANCE CONCERNS

IP Protection

68%
Output Reliability & Liability

46%
Transparency & Explainability

35%
All three rates are higher than either SW or SI cohort estimates. IC concern 
levels exceed what providers expect.

% of SW respondents confident in their organization’s 
ability to address responsible AI requirements:

Governance: You'll Own This
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01 PACING

Move deliberately, but close the 2-year gap

Your providers are moving faster than you are. That's fine. But 
a 2-year standardization gap is a competitive risk if your peers 
close it faster.

02 SELECTION

Score integration as your #1 selection 
criterion
62% of customers already rank integration first. 
Providers underestimate it by 16 to 32 points. 
Score it explicitly in every AI evaluation.

#1
customer 
selection 

factor

03 GOVERNANCE

Own the governance workstream yourself

0% of software providers cite governance as a top AI delivery 
challenge. You care about IP protection, data residency, and 
audit trails. Own this workstream regardless of provider 
readiness.

04 FOUNDATIONS

Fix data quality before chasing AI features

Data quality is the #1 barrier customers cite. AI on poor data 
amplifies existing errors. Invest in data readiness as a 
prerequisite, not as a parallel track to AI pilots.

What this means for you

Implications for Industrial PLM Practitioners
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You're not behind.
58% of peers are still in awareness or pilot. Only 

23% are operationalizing.

Foundation first.
Weak data governance and unresolved ECM will 

cap how far AI can scale.

Integration over 
reputation.

62% of peers rank integration first. Only 4% pick 
AI by brand.

Evidence beats promise.
Pick AI for what it does, not who made it.

Concluding Remarks
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Questions & Answers
What’s on your mind?

Thank You
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