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Author's note 

Inspired by real challenges we've
encountered in enterprise AI projects.
To protect client confidentiality, we've
anonymized the scenarios and changed
or combined identifying details. 

The stories are dramatized for Halloween
as part of SEIDOR USA's ongoing
experiments in creative B2B thought
leadership—bringing a little fun to the
serious realities of enterprise technology.
The lessons, however, are very real.
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T H E  K E Y  I N S I G H T

Every enterprise AI horror story
starts with a promising demo.

T H E  D E M O

The model works. The
dashboard looks impressive.
Someone says, “Imagine what
we could do across the entire
organization.”

S I X  M O N T H S  L A T E R

Stuck waiting for ERP access.
Recommendations nobody
trusts. A sponsor who has
stopped asking for updates.

A bad chatbot response is annoying. A bad
recommendation that shapes a production
schedule, a maintenance intervention or a
financial decision is a much bigger problem.

An Industrial AI Halloween Special
Five cautionary tales from the factory floor, where promising AI pilots
meet messy data, legacy systems, and operational reality.
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Five Ways Enterprise AI Goes
Wrong in the Real World

01
The data nightmare
Pilots run on cleaned data. Production runs on everything else.

02
The silent failure
Models drift while the dashboards stay green.

03
The integration nightmare
State-of-the-art AI meets legacy systems and change control.

04
The governance nightmare
When decision 40,001 is challenged, can you reconstruct it?

05
The adoption nightmare
The software went live. The people never came along.
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H O R R O R  S T O R Y  0 1

THE DATA NIGHTMARE  ·   ENTERPRISE AI  DATA READINESS

Perfect Data. Until Someone Used the
Real Data.
The predictive maintenance pilot was a hit. Then rollout needed live
readings from the plant historian, maintenance records from CMMS,
production orders from ERP, and operating context from MES: systems that
never talked to each other, with different asset IDs, time zones and free-
text repair notes.

Soon, the model was making predictions with incomplete or misleading
information. A temperature spike could mean an imminent failure or
simply a different production load.
The AI had millions of data points. It was missing the context that made
them meaningful.

T H E  S C A R Y  P A R T

The pilot can look flawless precisely because somebody
already removed the problems production will have to deal
with.

H O W  T O  A V O I D  T H I S  N I G H T M A R E

1 Test the complete data path under real operating conditions, not a
cleaned sample.

2 Reconcile records across historians, MES, CMMS and ERP, and know
who notices schema changes.

3 For Industrial AI, connect equipment signals with operational
context without replacing the systems you have.

4



SEIDOR  |  AI Horror Stories. Based on true events.

H O R R O R  S T O R Y  0 2

THE SILENT FAILURE  ·   MODEL DRIFT AND AI MONITORING

The Model Still Run. Quietly Wrong.
The AI service is up. The API responds. The dashboard shows green. But on
the factory floor, production has changed. New raw materials, adjusted
machine settings, and new product variants have shifted the patterns the
quality model was trained to recognize.

False alarms increase. Real defects slip through. Operators gradually lose
trust and start ignoring the alerts.

The model keeps running, but nobody is tracking whether its predictions
still match reality. 100% uptime. Declining accuracy. And nobody notices
until the damage is done.

T H E  S C A R Y  P A R T

A broken model doesn’t always crash. Sometimes it keeps
making decisions, quietly and efficiently, until someone
notices the damage.

H O W  T O  A V O I D  T H I S  N I G H T M A R E

1 Monitor input data, prediction distributions and real business
outcomes, not just uptime.

2 Set investigation thresholds and a clear process to retrain, validate
or roll back.

3 Link model performance to the people who understand the
operation best.
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THE INTEGRATION NIGHTMARE  ·   LEGACY SYSTEMS AND PRODUCTION AI

The AI Was Ready. The Enterprise
Wasn’t.
An AI agent could check inventory and propose new delivery dates in
seconds. Writing to the real ERP meant a different API, access permissions
needed security reviews, a three-week change board and a batch-only
legacy interface (not real-time requests). One dependency couldn't even
be upgraded without disrupting another application.

What took four weeks to demonstrate was now facing months of
integration work. The AI could make the right recommendation, but
executing it safely meant navigating legacy architecture, security
boundaries, and operational dependencies.

T H E  S C A R Y  P A R T

Your AI may be state-of-the-art. The system it depends on
may have been installed when people were still buying
software on CDs.

H O W  T O  A V O I D  T H I S  N I G H T M A R E

1 Map which systems the AI reads from, writes to, and the
permissions it needs.

2 Use secure integration patterns and controlled APIs. Test failure
scenarios, not only successful transactions.

3 Bring infrastructure owners in early. They know where the bodies
are buried. :)
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THE GOVERNANCE NIGHTMARE  ·   AI  RISK,  AUDITABILITY AND AGENTIC AI

The AI Decided. Now Everyone Wants
an Explanation.
For months, an AI-assisted workflow had been processing transactions and flagging
cases for review. Faster decisions, fewer manual checks, happier management.

Until one customer disputed one decision. The team could retrieve the outcome but
not reconstruct the path: which data, which model version, who reviewed it, who
approved it.

Risk
wanted evidence

Compliance
wanted documentation

IT
needed access logs

Everyone had a piece of the answer.

Now Imagine the AI Can Take Action on Its Own

With agentic AI, the stakes get higher. An agent can retrieve data, consult other
models, recommend changes, and execute them across enterprise systems. Every
step introduces new questions about permissions, business rules, accountability, and
human oversight.

Imagine an agent updating a customer's delivery date. It checks inventory and
production capacity, calculates a new estimate, and updates the ERP.

? But did it distinguish a tentative schedule from a contractual commitment?

? Was the change authorized?

? Can anyone trace or reverse it?

And while organizations struggle to govern approved AI, employees may already
be using unapproved tools with sensitive company data.

AI agents can act in seconds. Can your organization explain, control,
and reverse what they do?
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THE GOVERNANCE NIGHTMARE  ·   AI  RISK,  AUDITABILITY AND AGENTIC AI

T H E  S C A R Y  P A R T

You may never need to explain the first 40,000 decisions. But
when someone questions decision 40,001, “the AI did it” is a
very expensive answer.

H O W  T O  A V O I D  T H I S  N I G H T M A R E

1 Use role-based access, approved data sources, versioned models
and action logs.

2 Define when human review is mandatory and make consequential
actions traceable.

3 For agents, govern what they are allowed to do, not just what they
can do.
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AI GOVERNANCE: EVERY DECISION NEEDS A TRACE.

In Industry 4.0, AI operates across interconnected equipment, sensors, PLCs, MES, ERP, and other
production systems. As AI moves from analyzing data to recommending and executing actions,
every step needs to be secure, traceable, and accountable.

The governance chain:

Trusted data Authorized
access AI decision Human

oversight Logged action

Effective industrial AI governance requires reliable data, clear permissions, auditable decisions, and
defined accountability across IT, OT, and operations.

The rule is simple: If your AI can influence production, you need to know what it did,
why, and who authorized it.
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H O R R O R  S T O R Y  0 5

THE ADOPTION NIGHTMARE  ·   AI  CHANGE MANAGEMENT AND OPERATIONAL TRUST

T H E  S C A R Y  P A R T

You can deploy AI to 5,000 employees and still have zero
meaningful adoption. The software went live. The
transformation didn’t.
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Everyone Loved the AI. Except the
People Using It.
The predictive maintenance solution detected equipment issues early,
leadership approved the rollout, and the dashboard looked great.
However, the maintenance team wasn't using it.

The model flagged a bearing for inspection. But the machine was running
a critical production order, the next maintenance window was four days
away, and the spare part wasn't in stock. Worse, the alert couldn't explain
whether the risk justified stopping production.

So the technician relied on equipment history, operational experience, and
a conversation with the shift supervisor. The AI alert went unread.

A month later, the project team was questioning adoption. The model
could predict a potential failure, but it couldn't help technicians decide
what to do next.

The AI team had solved the prediction problem. Nobody had solved the
maintenance problem.



H O W  T O  A V O I D  T H I S  N I G H T M A R E

1 Involve domain experts before the model is built, not just at
acceptance testing.

2 Show evidence and uncertainty. Make it easy to accept, challenge
or override.

3 Measure adoption and decision quality alongside model accuracy.
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THE ADOPTION NIGHTMARE  ·   AI  CHANGE MANAGEMENT AND OPERATIONAL TRUST

AI CHANGE MANAGEMENT: ADOPTION STARTS ON THE FACTORY FLOOR.

Even the most accurate AI model will struggle to deliver value if the people running operations don't
trust it, understand it, or know how to act on its recommendations.

The adoption chain:

Operational
expertise

Practical
training

Early
involvement Trust Everyday

adoption

Successful industrial AI adoption requires collaboration between IT, OT, engineering, and frontline
teams, backed by leadership commitment, upskilling, and workflows designed around real
production constraints.

The rule is simple: If your AI doesn't help people make better decisions, don't expect
them to use it.
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The Real Horror: finding all five
after the budget is spent

1 Data problems →  complicate integration

2 Integration delays →  prevent realistic testing

3 No monitoring →  undermines trust

4 Late governance →  arrives too late

5 Operations →  loses confidence

“We need a better model.”
Sometimes you do. But another model won’t reconcile asset
identifiers, modernize a brittle API, build an audit trail or
convince a technician to act on a recommendation that
ignores production constraints. Those are engineering,
architecture and operational problems, and they are solvable.
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Five Questions Worth Asking
Before your Next AI Rollout

1
Can we trust the data when nobody is manually cleaning it?

Test real data quality, accessibility, permissions and operational
context.

2
How will we know when the model starts getting worse?

Define monitoring, feedback loops and ownership before deployment.

3
Can our existing systems support the workflow safely?

Validate integrations, dependencies and change control early.

4
Can we explain and reconstruct what the AI did?

Design traceability, access controls, approvals and accountability in.

5
Will the people responsible for the outcome actually use it?

Bring operational experts into design. Measure adoption alongside
accuracy.
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How SEIDOR keeps industrial AI
out of the graveyard
AI Without Replatforming

Industrial AI & IT/OT Integration

Connect PLCs, SCADA, historians, MES, ERP, and maintenance
systems to give AI reliable access to operational data and
context, without disrupting production.

Predictive AI & Operational Intelligence

Build and deploy AI solutions for predictive maintenance,
quality monitoring, and process optimization, with
continuous performance monitoring and feedback from
operations.

Governed AI & Intelligent Automation

Integrate AI models and agents into industrial workflows with
secure data access, traceable decisions, human oversight,
and controlled execution of authorized actions.

Production-ready industrial AI works with your existing
infrastructure, adapts to changing conditions, and delivers
intelligence your teams can trust and act on.
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