
Managing AI-driven engineering means balancing 
multiple priorities at once: sustaining adoption across 
distributed teams, establishing effective governance, 
and driving continuous productivity gains. It also means 
controlling cost as AI tools shift from flat, subsidized 
pricing to usage-based billing that scales with adoption 
itself. 

The AI-Driven Development Maturity Assessment helps 
engineering and technology leaders manage these 
priorities together. Antenna provides metadata-only 
observability across adoption, productivity, delivery 
flow, quality, and cost/token usage. Unisys interprets that 
telemetry against your governance model, engineering 
practices, and business priorities to produce an 
executive-ready maturity view and actionable roadmap. 

Through structured workshops and stress-tested 
scoring, we help you see where adoption is creating real 
value and where it’s creating exposure, turning telemetry 
into a defensible, executive-ready narrative. 

How the assessment works 
This short-term, data-driven engagement gives you a 
clear set of next steps. You can act on them with your 
own team or engage Unisys for an ongoing governance 
and cost review cadence. The assessment follows a 
structured approach designed for rapid value delivery.
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•	 Mobilization: We confirm scope and stakeholders, 
connect to your Git provider, AI tools, and planning 
systems, and define success criteria and KPIs. This 
enables alignment across engineering, security, and 
finance objectives from the start. 

•	 Discovery: Antenna gathers adoption, productivity, 
delivery-flow, quality, cost, and token-spend 
telemetry, while Unisys gathers data from 
engineering, security, finance, IT, and legal to 
understand current practices, pain points, and 
business objectives. 

•	 Advanced analytics: We apply Unisys’  
Finding → Insight → Recommendation model  
to convert raw telemetry into actionable insight, 
identifying governance gaps, delivery bottlenecks, 
and cost/token optimization levers. 

•	 Scorecard and prioritization: We rate your 
organization’s maturity (Exploring, Piloting, Scaling, 
or Leading) across each scorecard domain, then 
prioritize roadmap initiatives by impact and effort to 
accelerate value. 

•	 Executive readout: We deliver a CIO-ready Findings 
and Insights Report, maturity scorecard, and  
30-60-90-day roadmap. Recommendations include 
quick wins, governance foundations, and a phased 
execution plan to maximize business impact.



2Unisys  |  Turn AI adoption into measurable outcomes

What to expect 
This focused assessment delivers actionable insight with minimal time required from you and your team. Most 
engagements run two to four weeks, with typical client involvement of 10 to 15 hours across workshops and 
survey participation. These time frames are subject to the timely provision of necessary data, system access, and 
stakeholder availability. Your effort and overall timeline may increase based on the level of access provided.

The assessment covers the following activities across both workstreams: 

Assessment Activity Adoption & 
Delivery

Cost & 
Governance 

Collect operational, delivery, and cost/token telemetry via Antenna  

Gather and validate AI tool inventory and governance documentation 

Recommend governance for AI tool intake, approval, and renewal 

Forecast token spend and license unit economics 

Engage stakeholders across engineering, security, finance, and leadership  

Establish maturity baselines across all scorecard domains  

Prioritize roadmap initiatives by value and effort  

Once the assessment concludes, these enablement activities put the findings to work: 

Post-Assessment Enablement Activity  Adoption & 
Delivery

Cost & 
Governance 

Identify underutilized AI seats and right-size license allocation 
Identify redundant or overlapping AI tools 
Evaluate model-tier usage opportunities to renegotiate vendor terms 
Reduce review-wait bottlenecks and formalize AI-champion enablement 
Enable governance policy and enablement curriculum via roadmap backlog  

Executing the roadmap is expected to deliver the following outcomes: 

Expected Outcomes (Subject to Roadmap Execution)  Adoption & 
Delivery

Cost & 
Governance 

Optimized AI tooling cost and token spend  

Reduced risk of shadow AI and governance exposure  

Maximized vendor leverage at renewal  

Improved AI adoption predictability and engagement 

Accelerated delivery flow and reduced review-wait bottlenecks  

Enabled long-term AI-driven transformation  
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Expected gains 
You’ll receive practical guidance to strengthen your  
AI-driven engineering organization: 

•	 Visibility and accountability: Identify blind spots in 
adoption, tool sprawl, and spend while addressing 
governance gaps and review bottlenecks. 

•	 Collaboration and guidance: Align key stakeholders 
around shared AI governance goals and gain  
practical recommendations from advisors with deep 
AI-engineering and FinOps experience. 

•	 Maturity and forecasting: Assess your current 
AI-driven development maturity and get a clear 
roadmap to improve governance, delivery, and cost 
forecasting. 

•	 Defensible savings: Get visibility into AI tool 
spend and token consumption drivers and identify 
conservative, defensible license and token-spend 
savings opportunities backed by data to justify 
action. 

•	 Actionable insight: Translate Antenna’s metadata-
only observability into Unisys-led findings, insights, 
and recommendations that help you prioritize 
governance actions, delivery improvements, and cost 
optimization opportunities. 

•	 From assessment to sustained optimization: 
Use the maturity scorecard and roadmap to guide 
internal execution or engage Unisys for an ongoing 
governance and cost review cadence through the UIA 
Signals Report. 

Why Unisys and Antenna? 
AI adoption is accelerating, but most organizations still 
gauge its impact with subjective, self-reported metrics, 
even as usage-based pricing raises the stakes for 
proving return on investment. The AI-Driven Development 
Maturity Assessment addresses that gap. 

Antenna’s independent benchmarks, built on data from 
thousands of organizations and hundreds of thousands 
of developers, pair with Unisys advisory judgment across 
engineering, security, finance, and leadership. That 
combination goes beyond raw dashboards, separating 
what happened from what to do about it, so decisions 
about adoption, governance, and spend rest on evidence 
rather than instinct. 

The relationship embeds Antenna’s platform into 
Unisys’ delivery engagements, including Application 
Development and Transformation and Application 
Managed Services. It also extends the existing Unisys 
Intelligence Accelerator platform by combining Unisys’ 
application capabilities with Antenna’s independent 
benchmark data. Antenna, an independent specialist in 
AI-powered development observability, contributes the 
objective data layer, while Unisys provides the application 
expertise, delivery experience, and advisory context to 
act on it. Together, the companies help organizations 
objectively measure the impact of AI-assisted software 
development, optimize token usage, strengthen delivery 
governance, and achieve measurable outcomes. 

Ready to turn AI adoption 
into measurable 
outcomes?  
Contact us today to schedule 
your assessment.

https://www.unisys.com/
https://www.unisys.com/solutions/cai/applications/application-development-and-transformation/#contactUs

