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The Shop Floor AI Bet
Siemens AI is reading BMW's machine logs. Your OEM contract is next. The data portability clause that 
isn't there.
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Background
What Siemens Industrial Copilot does, who's deployed it, and why every major OEM is building the same 
capability into their next service contract.



0 1  —  BAC K G RO U N D

BMW is live. Volkswagen is piloting. Your OEM renewal is next.

• Siemens Industrial Copilot: launched Hannover Messe Nov 2023. Built on Azure OpenAI + Siemens' MindSphere/Xcelerator platform. Reads PLC logs, 

SCADA event streams, historian time-series, error code sequences.

• Deployed at BMW Group plants: reads machine fault codes, cross-references maintenance knowledge base, generates corrective action recommen-

dations for floor technicians. Goal: reduce unplanned downtime via faster first-time fix.

• Volkswagen, Freudenberg Sealing Technologies, ThyssenKrupp running comparable pilots on Xcelerator platform.

• OEM AI is an industry trend, not just Siemens: Rockwell Automation (Plex AI), Honeywell Forge GenAI, ABB Ability — all adding AI layers on top of 

existing equipment integrations.

• 70% of unplanned manufacturing downtime is attributable to equipment failures. Predictive AI targets this directly. $50B+ projected industrial AI market 

by 2030.

• The structural issue: OEMs already have deep integration into your equipment and operational data. The AI add-on is a natural extension — with data 

governance implications most procurement teams are not reviewing.
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Decision Required
The contract renewal question that is actually a data infrastructure decision with 10-year consequences.



0 2  —  D E C I S I O N  R E QU I R E D

OEM AI is bundled into your next service renewal. Do you adopt under 
standard terms, negotiate data governance first, or build independently?

This decision arrives as a service contract renewal conversation, not a capital investment proposal. The OEM frames it as a service upgrade. The actual 

decision: are you comfortable with your operational data in your equipment vendor's AI infrastructure — on their terms — for the life of that equipment 

relationship?

Data portability is the central issue. The AI model trained on your equipment's fault history, calibrated to your plant's production patterns, is an asset 

built from your data. The default OEM contract does not include a portability clause. If you switch vendors in 10 years, the operational intelligence built 

on your data does not come with you.

Safety governance is the secondary issue. A wrong maintenance recommendation on a 500-ton press or CNC machining center has different 

consequences than a wrong answer in a knowledge work context. The EHS review process at most enterprises has not been extended to cover OEM 

AI-generated maintenance procedures.



0 3  —  O P T I O N S

Four deployment postures.

Option A

Adopt OEM AI under standard 
contract terms

Fastest path. No additional negotia-
tion. Data flows to OEM infrastruc-
ture under their terms. Model trained 
on your data is not portable. Default 
posture for most current pilots.

Option B

Recommended

Negotiate data governance 
terms before adoption — pilot 
with explicit portability clauses

Requires contract negotiation. Spec-
ifies data transmission scope, model 
ownership, portability rights, retention 
at contract end. OEMs will negotiate 
for large accounts. The window is be-
fore signing.

Option C

Build internal AI on your oper-
ational historian

Maximum control. 12–18 month build 
timeline. Requires ML engineering + 
OT/IT integration. Right for enterpris-
es with strong data capability and 
strategic reasons to avoid OEM de-
pendency.

Option D

Defer — establish AI gover-
nance framework before any 
OEM AI adoption

Build data classification, EHS review 
process, and portability requirements 
first. Defers productivity benefit. Ap-
propriate for regulated environments 
(aerospace, pharma, defense).



0 4  —  R E C O M M E N DAT I O N

Pilot the OEM AI — but negotiate the data terms before you sign.

� Before signing any OEM AI add-on: require the contract to answer four questions — what data leaves your plant and where does it go; who owns the AI model 

trained on your data; what happens to training data at contract end; can you export training data in a portable format.

� Before the pilot goes live on production equipment: define a safety governance protocol — AI recommendations are advisory, not procedural; deviations from 

standard operating procedures require supervisor sign-off; incidents involving AI-recommended actions are classified with the AI recommendation included in 

the report.

� Audit shadow AI first. Your maintenance engineers are already using ChatGPT and Claude to interpret fault codes through personal accounts. Those tools do not 

have your equipment specifications or maintenance history. The case for governed OEM AI is partly the case against the ungoverned alternative that is already 

present in your plants.

� Run the pilot at one plant in read-only advisory mode. Measure first-time fix rate improvement and unplanned downtime reduction against baseline. Expand only 

after governance terms are established and pilot data supports the business case.



0 5  —  R I S K S

Four material risks.

1.
Operational data lock-in

The AI model trained on your equipment's five-year fault history is an asset built 
from your data. Default OEM contracts do not include portability clauses. Switching 
equipment vendors in year 10 means leaving that operational intelligence behind 
— or negotiating exit terms under duress.

2.
Safety-critical hallucination in maintenance recommendations

OEM AI reduces but does not eliminate hallucination risk. A wrong maintenance 
step on a press, CNC center, or chemical reactor produces worker injury or equip-
ment damage. Most OEM service agreements exclude liability for AI-recommended 
actions. The manufacturing enterprise deploying without a safety governance pro-
tocol accepts liability the OEM contract explicitly declines.

3.
Shadow AI already on your plant floor

Maintenance engineers are already using ChatGPT and general-purpose AI to 
interpret error codes through personal accounts — without your equipment specs, 
your maintenance history, or your OT security controls. Ungoverned shadow AI is 
the alternative to a governed OEM deployment. Knowing which is worse requires 
auditing what is already happening.

4.
Integration gap: OEM AI cannot see ERP, MES, or supply chain

Siemens AI reads Siemens equipment data. Rockwell AI reads Rockwell data. 
Your plant has multiple OEM equipment vendors, a third-party MES, and an ERP 
upstream. OEM AI cannot determine whether repair parts are in stock, whether 
the maintenance window fits the production schedule, or whether the fault pattern 
correlates with a supplier quality issue. The productivity case is real but bounded 
by equipment boundary.



0 6  —  QU E S T I O N S  YO U R  T E A M  S H O U L D  B E  A N S W E R I N G

If your team cannot answer these, that is your first deliverable.

1. What operational data does OEM AI transmit from your plant, and have IT security and legal reviewed the data terms in the current service contract?

2. Does your OEM service contract already include AI capability terms — and when did procurement and legal last review them?

3. Where are your maintenance engineers and supervisors currently using AI? If the answer is unclear, you already have a shadow AI governance problem.

4. What is your data portability position for OEM AI? What happens to training data and model weights at contract termination?

5. What is the safety review process for AI-generated maintenance recommendations before a technician acts on them?

6. Which plants already have OEM AI, vendor AI pilots, or AI-adjacent tools running on OT systems — and did each go through IT security, OT network, and 
EHS review?
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