
An Executive Playbook 

for GenAI Success

Understanding Leadership Roles in AI Adoption & Governance​
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Q3 2025 Observations



A Playbook for AI Success

BUSINESS ALIGNMENT
Incubators see potential 
No LOB/Org-wide vision
Undocumented processes

BUSINESS ALIGNMENT
Interest groups see vision
Org lacks strategy
Piecemeal investments
ROI under investigation
Processes doc’d but dated

BUSINESS ALIGNMENT
LOBs + CoE have vision 
Strategic roadmap developed
Intentional investments 
Sustained adoption
Processes current but siloed

BUSINESS ALIGNMENT
Org has AI vision and strategy
AI-enabled products+services
Org-wide process alignment
Creation of new value

BUSINESS ALIGNMENT
AI at core of profit model
Innovative processes
Defensible advantage

CULTURE
AI is intriguing

CULTURE
AI is a tool

CULTURE
AI is essential

CULTURE
AI is a growth engine

CULTURE
AI is a disrupter

TECHNOLOGY & TOOLS
Pilots of public tools
Potential + limits noted

TECHNOLOGY & TOOLS
POCs of enterprise tools
Constraints of LLMs noted
R&D of other AI

TECHNOLOGY & TOOLS
In-house tech skills grow
Build vs buy decision tree
Investments in accuracy, 
relevance, and confidence

TECHNOLOGY & TOOLS
Consolidated UXs
In-house expertise using 
cloud resources

TECHNOLOGY & TOOLS
Customized AI models
Fine-tuning + prompt engineering
Advanced expertise + compute

GOVERNANCE & MGMT
Shadow IT
Individual decisions
No policies
Reactive measures
Insecure blind spots

GOVERNANCE & MGMT
Compliance-focused
Policies defined, not enforced
Risks known, not controlled
Best effort support

GOVERNANCE & MGMT
Formalized IT support 
Defined frameworks
CIO/CISO enforce policy

GOVERNANCE & MGMT
Governance monitored/audited
Highly-functional SLAs
Policies enforced within LOBs
Ethics and safety embedded
HR manages disruption

GOVERNANCE & MGMT
Proactive adjustments
Automated policy enforcement
Involved in setting standards

Ad-hoc Value                                                                              Outcomes                  Competitive Advantage

DATA MANAGEMENT
Data discovery
Disparate sources
Garbage in, garbage out

DATA MANAGEMENT
Compliance-driven controls
Classification and retention
Data protection + deletion
Dashboards in place

DATA MANAGEMENT
Data owners assigned
AI taps into org’s critical data
Policies for collection, 
storage, use + disposal

DATA MANAGEMENT
LOBs develop data literacy
Quality validation processes
Unified data platforms 
Trustworthy, reliable output

DATA MANAGEMENT
Org-wide data literacy
Metadata management
Continuous monitoring + 
improvement
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Culture & 
Leadership's Role





Mismatched Mindset Between Execs & Employees



Disruption Or Opportunity?



Culture And 
Leadership’s 
Influence On AI 
Success

Strong CxO predisposition 
significantly influences early AI 
maturity and cultural readiness.

Democratizing AI tools will lower 
staff’s fear factor.

Leaders can cultivate AI literacy, 
while HR prepares the AI-
empowered workforce.



Business Alignment & 
Strategic Integration
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A CEO’s Dual 
Vision For AI

• Buy back time

• Refine work and support growth



Sample Gen AI Use Cases

Internal Productivity & 
Enablement

•
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•

•

•

Business Process 
Automation 

Customer & Market 
Engagement
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Innovation & Strategy
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Survey 
Individuals

Measure their time spent before/after Copilot

Measure Departmental 
Savings & Revenue 

For repeatable, end-to-end processes

Mix and Match Free 
& Licensed Tools

Including Copilot Chat and M365 Copilot

Gathering 
ROI Metrics





Technology 
& Tools
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Options Beyond Gen AI

•

•

•



Introducing Agents

Copilot Agents





Agent Types



Technology & Tool 
Alignment

Set Expectations

AI alone can’t fix flawed business 
processes. 

Choose Wisely

Other types of AI or automation may be a 
better fit than GenAI. 

Start Smart

Start with simple AI projects that deliver 
clear value, such as AI assistants or report 
automation.

Prepare For Frequent Change

As innovations occur, things should get 
easier.



Data Management & 
Readiness
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Leadership Commitment

C-suite must champion data initiatives, ensuring 
investment and alignment across departments.

Data Stewardship Practices

Assign data stewards, create catalogs and 
enforce policies to build trust in AI data outputs.

Focused AI Data Access

Use curated, relevant data sets for AI agents to 
speed time to value and actionable insights.

Leadership 
Actions For 
Data Management 
& AI Acceleration



Make Progress While Securing Content



AI Governance and 
Risk Management
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Integrate AI 
Into IT Governance

Leverage existing IT governance 
frameworks to include AI-specific 
reviews and compliance checks.

Engage 
Business Stakeholders

Include business leaders in AI 
governance to align AI with 
organizational goals and guardrails.

Establish AI 
Governance Structures
Create AI usage policies, governance 
committees, and support structures.

Promote Data 
Literacy and Awareness
Enhance understanding of AI data risks 
and ethics across the organization 
through education.

Leadership Strategies For 
Strengthening AI Governance



Engaged Sponsorship 

Right Sized Council 

Focus on Business Ownership

Fund Projects

Generate Value 
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