


National AI-for-Mittelstand Roadmap 

Proposal by EliasKouloures.com for BMDS 

Below is a turn-key National AI-for-Mittelstand Roadmap that leverages 
Chancellor Friedrich Merz’s political capital, Minister Karsten Wildberger’s 
executive mandate, and Parliamentary State Secretary Thomas Jarzombek’s tech 
credentials.  

The plan is deliberately “German-engineered”: precise, sequenced, budget-sound 
& surgically tackles every historic roadblock that has stalled digital projects since 
2000. 

1 | Strategic North Star	  .................................................................................2

2 | Governance Blueprint (“D-Hub Model”)	  ..............................................3

3 | Five-Phase Action Plan (2025-2030)	  ....................................................4
Phase 0 — “30-Day Shock Start” (Aug 2025)	  ..........................................................4

Phase 1 — Design & Co-Create (Sept–Dec 2025)	  ..................................................4

Phase 2 — Pilot & Prove (Jan–Sept 2026)	  ................................................................5

Phase 3 — Scale & Standardize (Q4 2026–2027)	  ...................................................5

Phase 4 — Deep Integration (2028–2029)	  ..............................................................6

Phase 5 — Institutionalise & Globalise (2030+)	  ......................................................6

4 | Financing Snapshot (2025-2030)	  ..........................................................7

5 | Roadblock Radar & Mitigations	  .............................................................8

6 | Why Elias Kouloures Is the Multiplier	  ...................................................9

7 | Next Steps for State Secretary Jarzombek	........................................10

10.07.2025 EliasKouloures.com  of 1 10

http://EliasKouloures.com
http://EliasKouloures.com


1 | Strategic North Star 

  

Goal 2025-2030: 

 
“70 % of SMEs actively deploy production-grade AI.” 
 
(up from ~39 % today) 

Success hinges on twin levers: 

1. AI Innovation Hubs—regional one-stop shops for tech, talent & testing. 

2. AI Adoption Fund—blended federal + EU + private capital that de-risks pilots 
and scale-ups. 
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2 | Governance Blueprint (“D-Hub Model”) 

    

BMDS retains its new veto right on all federal IT spend to prevent scope creep. 

Layer Role & Owner Why It Works

Steering 
Cabinet

Merz (Chair), Wildberger, 
Finance Min. Klingbeil, Länder 
repr. (rotating)

Chancellor’s Richtlinienkompetenz 
forces cross-ministry alignment & 
budget clearance

Execution 
Office @ 
BMDS

• Jarzombek (Political Lead) 
• Kouloures (Chief Program 

Architect, SES-equivalent)

Combines political authority 
(Jarzombek) with first-principles, 
cross-functional drive (Kouloures)

Hub 
Operating 
Cos. (12)

PPP entities—51 % public, 
49 % industry (Bitkom, 
chambers, banks)

Keeps hubs agile, avoids public-
sector pay-scale limits, taps 
Mittelstand know-how

Advisory 
Circle

IG Metall, VDMA, VDI, Ver.di, 
Datenschutz-BfDI

Pre-bakes worker acceptance & 
privacy compliance
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3 | Five-Phase Action Plan (2025-2030) 

    

Phase 0 — “30-Day Shock Start” (Aug 2025) 

Phase 1 — Design & Co-Create (Sept–Dec 2025) 

1. Map Demand: Rapid survey of 50k SMEs via Bitkom & chambers (0-6 w). 

2. Select 12 Hub Locations: Criteria = industry clusters ∧ rural balance. 

3. Publish “AI Voucher” Scheme Draft: €25k-€250k non-dilutive grants tied to 
hub mentorship. 

4. Draft “AI Fast-Track Procurement” order: Template contracts < €5 m, 30-day 
tender. 

5. EU Money Match: File Digital Europe & EDIH top-up bids (aim ≥ €300 m). 

Elias Kouloures value-add: runs design sprints, creates bilingual comms assets, 
prototypes voucher portal in 4 w using low-code—cuts typical spec time by 60 %. 

Action Owner KPI Risk ▶ Mitigation

Issue Chancellor Directive 
establishing the program & 
appointing Elias Kouloures 
“Chief AI Adoption Officer” (CAO)

Merz
Signed 
BKAnz 
notice

Political pushback 
▶ brief coalition 
partners 48 h prior

Stand-up Program Management 
Office (PMO) inside BMDS

Wildberger + 
Kouloures

Office live, 
15 FTE 
secondees

Bureaucratic drag 
▶ use BMDS 
special fast-hire 
channel

Ring-fence €250 m “Quick-Win” 
seed pot from existing €5 bn 
AI-strategy envelope

Finance Min. 
(Klingbeil)

Budget 
booking in 
SAP

SPD scrutiny ▶ 
frame as job-
creation
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Phase 2 — Pilot & Prove (Jan–Sept 2026) 

Trigger Merz to showcase first success at Hannover Messe 2026 to sustain 
momentum. 

Phase 3 — Scale & Standardize (Q4 2026–2027) 

1. Roll out remaining 8 hubs; staggered every 8 weeks. 

2. AI-Voucher expansion to €1 bn fund (federal 60 %, EIC & Horizon Europe 25 
%, private 15 %). 

3. Hub-to-Hub “Playbook” platform: open-source code, legal templates, data 
schemas. 

4. Compliance Companion: BMDS + BfDI create data-protection blueprints 
aligned with EU AI Act. 

5. Performance Dashboard—live KPIs on bm.digital (traffic-grade transparency). 

Work-stream Milestone Lead Metrics

Hub Build-outs (Wave 
1: 4 hubs)

Facilities ready + 
cloud tenant on 
Deutschland-Stack

Hub CEOs, 
overseen by 
Kouloures

200 SMEs 
enrolled

Flagship “Lighthouse” 
pilots in 4 verticals 
(machinery, food, 
logistics, health)

First AI MVP live in 
factory

SME + Hub + 
Fraunhofer

OEE ↑ 10 %, 
lead-time ↓ 15 %

Skill Uplift
Launch “AI Talentship” 
(1-yr dual program, 2k 
trainees)

BMBF + 
Kouloures 80 % placement

Compute Credits
Deal with Deutsche 
Telekom & EU HPC to 
offer 2 m GPU-hours

BMDS Cloud 
Unit 95 % utilization
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Phase 4 — Deep Integration (2028–2029) 

Goal: AI becomes default toolchain inside SME value networks. 

• Cluster Twins: Digital twins linking suppliers across regions. 

• Green-AI rebates: 10 % tax credit for AI that cuts emissions 5 %+. 

• Export Booster: German AHK offices plug hubs into EU & ASEAN supply chains. 

• SME AI-Security Shield: subsidised penetration tests. 

Phase 5 — Institutionalise & Globalise (2030+) 

• Spin hubs into “German AI Institute” federation; Kouloures chairs Scientific-
Industry Board. 

• Embed AI vouchers in standard BMWK SME tool-kit. 

• Negotiate EU “AI Vanguard” coalition (DK, FI, NL) to cross-recognise hub 
certifications. 
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4 | Financing Snapshot (2025-2030) 

    

Envelope Source € bn

AI Strategy (existing, re-prioritised) Federal 2.5

AI Adoption Fund (new) Federal supplemental budget 1.0

Digital Europe & EDIH EU 0.3

EIC Deep-Tech Window EU 0.4

Private co-investment (banks, vendors) PPP 0.8

Total 5-yr War-Chest 5.0
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5 | Roadblock Radar & Mitigations 

    

Threat Likely 
Impact Counter-Measure

Länder 
fragmentation

Hub roll-
out delay

Sign co-financing MOUs at 
Ministerpräsidentenkonferenz; Merz invokes 
solidarity clause

Procurement 
drag

Pilot 
slippage

Fast-Track order (Phase 1); legal basis § 12 BHO 
“pilot exemption”

Talent shortage Staffing 
gaps

Dual “AI-Talentship” + recruit diaspora via Blue-
Card-Plus; private salary top-ups at PPP hubs

Privacy 
backlash

Adoption 
stall

Compliance Companion + “Privacy-by-Design 
Seal” endorsed by BfDI

Compute 
bottleneck

Pilot 
throughput

Bulk GPU lease with Telekom + EU cloud 
vouchers; long-term sovereign HPC build-out

Political 
turnover 2029

Funding 
risk

Lock 10-yr hub statute into federal “Digital Pakt II” 
law; bipartisan sponsorship
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6 | Why Elias Kouloures Is the Multiplier 

    

Pain-point Traditional 
Approach Kouloures Advantage

Siloed 
strategy vs. 
execution

MBAs + 
coding 
contractors

Hybrid strategist-builder: can draft policy and 
prototype AI use-cases; slashes hand-offs

Low public 
buy-in

Press 
releases

Award-winning creative & AI-composer: crafts 
emotive campaigns incl. AI-generated sonic 
branding

Bureaucratic 
inertia

Consulting 
decks

Neurodiverse first-principles lens: challenges 
legacy constraints, spots short-cuts others miss

Consultant 
cost spiral

€ 900/h 
partners

On-staff CAO role saves € 20-30 m/yr consultant 
spend; knowledge stays in-house

Slow SMEs 
onboarding

Generic 
webinars

Bilingual, hands-on playbooks & rapid ideation 
sprints—cut adoption cycle by 50 %
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7 | Next Steps for State Secretary Jarzombek 

    

1. Invite Elias Kouloures for a 60-min briefing (Week 33) → issue provisional 
hiring letter. 

2. Table Chancellor Directive at next Cabinet meeting (Week 34). 

3. Secure €250 m seed pot via Bundestag Budget Committee fast-track (Week 
36). 

4. Co-host press conference at IFA Berlin (Sept 2025) announcing first four AI 
Innovation Hub cities. 

5. Kick-off design sprint inside BMDS war-room (Week 37). 

Outcome: 

Within 90 days Germany will show tangible, camera-ready AI success stories—
answering Merz’s need for “visible wins”, Wildberger’s mandate for delivery, and 
Jarzombek’s reputation as the doer who finally cracked SME digitalization. 

Germany missed the digital train once. 

Let’s build the AI Express and make the Mittelstand its engine. 

(Draft prepared for Parliamentary State Secretary Thomas Jarzombek by Elias 
Kouloures, July 2025.) 
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