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Executive Summary

This Al Adoption Framework provides a practical, executive-led blueprint for moving
artificial intelligence from experimentation to sustained enterprise value creation. It is
designed to help senior leaders navigate the structural, operational, and economic changes
required to adopt Al at scale - while avoiding the common pitfalls that cause most Al
initiatives to stall or fail.

This framework synthesizes insights and proven practices drawn from leading global
research and field experience, including contributions from McKinsey & Company, Boston
Consulting Group (BCG), Gartner, Accenture, Amazon Web Services (AWS), Microsoft,
IBM, Google Cloud, and the World Economic Forum (WEF). While each organization
approaches Al from a different vantage point - strategy, operations, technology, risk, or
workforce - their findings converge on a clear conclusion: Al success is primarily a
leadership and operating model challenge, not a technology challenge.
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The purpose of this framework is to provide executives with:

A shared language for discussing Al across business, technology, risk, and finance
A structured sequence of decisions and actions required to scale Al responsibly
A value-centric lens that aligns Al investment with measurable business outcomes
A governance and operating model that enables speed without sacrificing control
A repeatable approach to building Al as a durable organizational capability

The Al Adoption framework is organized around seven integrated chapters, covering:

Anchoring Al to business value

Establishing C-suite ownership and an Al operating model
Building a decision-ready data foundation

Redesigning end-to-end workflows around Al

Embedding responsible Al, security, and governance
Building Al skills and driving adoption at scale

Measuring outcomes and reinvesting at speed

Nooabhowdh=

Together, these chapters reflect the consensus view across McKinsey, BCG, Gartner,
Accenture, AWS, Microsoft, IBM, Google Cloud, and the World Economic Forum: Al
delivers material impact only when leadership, data, workflows, people, governance,
and capital allocation are transformed in concert.

In summary, the Al Adoption Framework is not a technology roadmap. It is an enterprise
transformation framework designed to help CEOs, CFOs, COOQOs, CIOs, CDOs, and
Boards make confident decisions, focus investment where value is real, and build Al
capabilities that compound advantage over time.

Chapter 1: Anchor Al to Business Value

What this means

Anchoring Al to business value means treating artificial intelligence as a core economic
transformation lever, not as a technology experiment or innovation initiative.

Enterprises that succeed with Al start by defining clear financial outcomes - revenue
growth, cost transformation, risk reduction, or innovation economics - before selecting
technologies or launching pilots. In contrast, organizations that begin with tools, platforms, or
use cases typically fail to scale beyond experimentation and struggle to demonstrate return
on investment.

Leading research shows that the majority of Al value is concentrated in core, end-to-end
business workflows such as sales, operations, supply chain, R&D, and IT, rather than in
isolated tasks or support functions. As a result, Al initiatives must be designed to
fundamentally redesign how work is performed, not simply augment existing processes.



January 2026

Critically, Al value must be:

Explicit (clearly defined economic outcomes),

Quantified (linked to measurable financial metrics),

Time-bound (delivered within a defined horizon), and

Owned by business leaders accountable for P&L or operational performance.

When Al ownership remains within IT, data, or innovation teams, accountability for economic
impact is diluted and value realization stalls. Successful organizations instead assign Al
outcomes to senior business leaders and manage Al investments as a portfolio of
value-driven bets, reallocating capital toward initiatives that demonstrate impact and
stopping low-value efforts early.

In summary, anchoring Al to business value ensures that Al investment decisions are
governed with the same rigor as other strategic initiatives - enabling faster scaling, higher
confidence in returns, and sustainable enterprise-wide impact.

Why this is critical (evidence)

e Only 5-12% of enterprises achieve Al value at scale because most initiatives lack
clear financial ambition and ownership (BCG, Accenture)

e 70% of Al value sits in core business functions, not support experimentation
(BCG)

Key actions

1. Define enterprise Al value themes
o Revenue growth (pricing, personalization, sales effectiveness)
o Cost transformation (automation, productivity, asset efficiency)
o Risk & resilience (fraud, compliance, operational risk)
o Innovation & speed (R&D, product development)
2. Set explicit financial ambition
o Multi-year value targets (e.g. “€250M EBIT impact in 36 months”)
o Value tracked at workflow level, not model level
3. Assign business accountability
o Each Al theme owned by a P&L leader, not IT or data

Outcomes

e Al portfolio aligned to enterprise strategy
e Clear prioritization of use cases
e Executive confidence in Al investment decisions
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Chapter 2: Establish C-Suite Ownership
and an Al Operating Model

What this means

Establishing C-suite ownership and a fit-for-purpose Al operating model is essential to
moving Al from isolated pilots to sustained enterprise impact. Al initiatives fail most often not
due to technology limitations, but because accountability, decision rights, and operating
structures are unclear or misaligned.

Organizations that succeed treat Al as a shared executive responsibility, led from the top
and embedded into the enterprise operating model. The CEO and executive committee set
strategic direction and value ambition, while business leaders - rather than IT or innovation
teams - own delivery of measurable outcomes within their domains. This ensures Al efforts
remain focused on transforming priority business workflows rather than proliferating
disconnected experiments.

A critical enabler is the adoption of an Al-first operating model that balances centralization
and decentralization. Core capabilities - such as platforms, data standards, security,
governance, and architectural guardrails - are managed centrally to ensure scale,
compliance, and efficiency. Execution, innovation, and value realization are federated to
business units and functions, where domain expertise and accountability for results reside.

Successful organizations also shift from funding Al as short-term projects to managing Al as
long-lived products aligned to business domains. These products are continuously
improved, measured against business outcomes, and integrated into standard operating
rhythms. Executive governance forums provide ongoing prioritization, funding decisions, and
risk oversight, enabling faster scaling of high-value initiatives and rapid termination of
low-impact efforts.

In summary, establishing C-suite ownership and a clear Al operating model creates the
structural conditions for scale: clear accountability, faster decision-making, reduced
duplication, and sustained value realization. Without this foundation, Al remains
fragmented, under-owned, and unable to deliver material enterprise-level impact.

Why this is critical (evidence)

e Over 40% of Al initiatives are abandoned due to weak business sponsorship
(Gartner)

e Al leaders adopt an Al-first operating model combining central platforms with
federated execution (BCG, Accenture)
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Key actions

1. Create an Al governance and value council

o CEO, CFO, COQ, CIO, CDO, Legal/Risk

o Owns prioritization, funding, risk posture, value tracking
2. Move from projects to Al products

o Long-lived, outcome-owned Al capabilities

o Embedded in business domains (sales, ops, finance)
3. Adopt a hybrid operating model

o Central: platforms, security, data standards

o Federated: use-case ownership, innovation velocity

Outcomes

e Faster scaling from pilot to production
e Reduced duplication and shadow Al
e Clear accountability across business and IT

Chapter 3: Build a Decision-Ready Data
Foundation

What this means

A decision-ready data foundation is the prerequisite for scaling Al and realizing
enterprise value. While advances in Al models have lowered technical barriers,
organizations consistently fail to scale Al because their data is fragmented, inaccessible, or
insufficiently trusted for decision-making.

Leading organizations recognize that Al value does not depend on having more data, but on
having the right data available at the moment decisions are made, with appropriate
quality, context, and governance. As a result, they shift from treating data as a by-product of
systems to managing it as a strategic enterprise asset designed to power priority business
workflows.

Rather than pursuing large-scale data centralization, high-performing organizations adopt a
federated data approach. Data remains distributed across systems and domains, while
common standards, metadata, security, and governance enable consistent and secure
access for both human users and Al systems. This approach accelerates Al deployment,
reduces integration cost, and preserves regulatory and operational control.

A core element of this foundation is the creation of reusable data products - curated,
governed datasets aligned to specific business decisions and workflows. These data
products improve trust, reduce time spent on data preparation, and enable faster reuse
across multiple Al initiatives.
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In summary, building a decision-ready data foundation means investing in accessibility,
quality, governance, and reuse, rather than infrastructure alone. Organizations that do so
dramatically shorten Al time-to-value, reduce execution risk, and enable Al to move beyond
experimentation into repeatable, enterprise-wide impact.

Why this is critical (evidence)

e Data silos are the #1 barrier to enterprise Al scaling (IBM, AWS, Google)
e High performers prioritize federated access to trusted data, not full centralization
(IBM CDO Study)

Key actions

1. ldentify “decision-critical data”
o Data directly enabling priority workflows
o Ignore non-value-creating perfectionism
2. Implement federated data access
o Common standards, metadata, governance
o Data stays where it is; Al comes to the data
3. Create reusable data products
o Curated, governed, reusable data assets
o Designed for humans and Al agents

Outcomes

e Faster Al deployment cycles
e Reduced data engineering overhead
e Improved trust in Al outputs

Chapter 4: Redesign End-to-End
Workflows Around Al

What this means

Redesigning end-to-end workflows around Al is the primary mechanism through which Al
delivers material business value. Organizations that limit Al to task automation or isolated
use cases rarely achieve sustainable impact. In contrast, high-performing enterprises
reimagine entire workflows - how decisions are made, how work flows across functions, and
how humans and Al collaborate.

Al creates value when it is embedded directly into the core operational and
decision-making processes that drive revenue, cost, speed, and risk outcomes. This
requires moving beyond incremental efficiency gains toward deliberate redesign of how work
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is performed from start to finish, including upstream data inputs, downstream actions, and
governance checkpoints.

Successful organizations explicitly define the division of labor between humans and Al
within each workflow. Al may generate insights, recommend actions, or execute decisions
autonomously, while humans provide judgment, oversight, and exception handling. Roles,
responsibilities, and performance metrics are redesigned accordingly to ensure
accountability and adoption.

Critically, workflow redesign is treated as a business transformation initiative, not a
technology deployment. Business leaders own the redesign, supported by technology and
data teams. Incentives, controls, and KPls are aligned to the new Al-enabled way of
working, ensuring that productivity gains translate into measurable business outcomes.

In summary, redesigning end-to-end workflows around Al enables step-change
improvements in performance rather than marginal gains. It transforms Al from a productivity
tool into a structural advantage, embedding intelligence into the operating model and
unlocking repeatable, scalable value across the enterprise.

Why this is critical (evidence)

e High-performing firms redesign entire workflows, not tasks (McKinsey, BCG)
e Al leaders redefine human—Al decision boundaries (McKinsey)

Key actions

1. Select 1-2 core workflows
o High value, high friction, decision-heavy
2. Redesign decision logic
o What Al recommends
o What Al decides
o Where humans override
3. Redefine roles and KPlIs
o From execution to supervision and judgment
o Incentives aligned to Al-enabled outcomes

Outcomes

e Step-change productivity and speed
e Higher adoption and trust
e Sustainable value beyond automation
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Chapter 5: Embed Responsible Al,
Security, and Governance

What this means

Embedding responsible Al, security, and governance is essential to scaling Al safely,
confidently, and at speed. As Al systems increasingly influence decisions, automate
actions, and interact with customers and regulators, unmanaged risk becomes a material
threat to enterprise value, reputation, and compliance.

Leading organizations recognize that responsible Al is not a constraint on innovation, but
a prerequisite for sustainable adoption. Without clear guardrails, Al initiatives slow down due
to uncertainty, ad hoc approvals, and risk aversion. With well-designed governance,
organizations accelerate deployment by providing clarity on what is allowed, how risks are
managed, and who is accountable.

Effective Al governance is embedded from the outset, not added after deployment. It
combines security, privacy, compliance, ethics, and model risk management into a coherent
framework that scales across the enterprise. High-performing organizations adopt a
risk-based approach, differentiating controls based on the criticality of the Al use case -
from low-risk productivity tools to high-risk autonomous or regulated decision systems.

Automation plays a critical role. Policies for data access, model usage, monitoring, and
auditability are implemented as policy-as-code, enabling continuous enforcement rather
than manual review. This ensures consistency, reduces bottlenecks, and provides
transparency for regulators, customers, and internal stakeholders.

In summary, embedding responsible Al, security, and governance creates the foundation of
trust and control required for enterprise-scale Al. It protects the organization while enabling
faster decision-making, clearer accountability, and confident expansion of Al across core
business workflows - turning risk management into a strategic enabler rather than a brake on
progress.

Why this is critical (evidence)

e 72% of enterprises report unmanaged Al risks (BCG, WEF)
e Governance-by-design accelerates deployment (AWS, Microsoft)

Key actions

1. Define Al risk tiers
o Low-risk copilots
o Medium-risk decision support
o High-risk autonomous systems
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2. Implement policy-as-code
o Security, compliance, data access automated
o Continuous monitoring and auditability
3. Align to global frameworks
o NIST Al Risk Management Framework
o EU Al Act readiness

Outcomes

e Reduced regulatory and reputational risk
e Faster approvals and deployment
e Executive and customer trust

Chapter 6: Build Al Skills and Drive
Adoption at Scale

What this means

Building Al skills and driving adoption at scale is a people transformation challenge, not a
technology rollout. Organizations consistently fail to realize Al value not because tools are
unavailable, but because employees lack the confidence, capabilities, and incentives to
change how work is done.

High-performing organizations treat Al adoption as a workforce and operating model
transition, ensuring that employees at all levels understand how Al changes decisions,
roles, and performance expectations. Rather than focusing exclusively on scarce specialist
talent, they invest in broad-based Al literacy, enabling leaders, managers, and frontline
employees to work effectively alongside Al systems.

Effective adoption strategies are role-based and outcome-driven. Executives learn how Al
informs strategic decisions and capital allocation; managers are trained to redesign
workflows and supervise human—Al collaboration; employees are enabled to use Al to
improve productivity, quality, and speed in their daily work. This targeted approach
accelerates adoption while avoiding one-size-fits-all training programs.

Incentives and performance management are redesigned to reinforce Al-enabled behaviors.
Organizations that successfully scale Al explicitly reward adoption, experimentation within
guardrails, and measurable outcomes - while addressing concerns around job impact,
ethics, and trust through transparent communication and change management.

In summary, building Al skills and driving adoption at scale ensures that Al investments
translate into real business impact. By embedding Al capability into the workforce and
aligning incentives to outcomes, organizations transform Al from a set of tools into a durable
organizational capability that compounds value over time.
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Why this is critical (evidence)

e Only 30-35% of pilots scale without structured change management (Accenture,
Gartner)
e Al leaders invest in enterprise-wide Al literacy (Accenture, Microsoft)

Key actions

1. Role-based Al enablement

o Executives: decision augmentation

o Managers: workflow redesign

o Employees: Al-assisted execution
2. Redesign incentives

o Reward Al adoption and outcomes

o Embed Al usage into performance reviews
3. Position HR as transformation owner

o Workforce planning

o Capability transition

o Culture and trust

Outcomes

e Higher adoption and ROI
e Reduced resistance and fear
e Scalable human—Al collaboration
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Chapter 7: Measure Outcomes and
Reinvest at Speed

What this means

Measuring outcomes and reinvesting at speed is the discipline that converts Al from
experimentation into a repeatable value engine. While many organizations track Al activity
or costs, few rigorously measure business outcomes, resulting in stalled initiatives, declining
confidence, and abandoned investments.

Leading organizations anchor Al performance management to business outcomes rather
than technical metrics. Value is measured at the level of redesigned workflows - such as
revenue uplift, cycle-time reduction, cost-to-serve improvement, risk reduction, or quality
gains - and validated in partnership with Finance. This ensures transparency, comparability,
and credibility in Al value reporting.

Because Al economics evolve rapidly, high performers adopt adaptive ROl models rather
than fixed business cases. These models account for changing model performance, pricing,
usage patterns, and productivity impacts, allowing executives to make informed investment
decisions in real time. Regular value reviews replace one-off post-implementation
assessments, enabling continuous course correction.

Crucially, organizations that scale Al treat investment decisions as a dynamic portfolio
management exercise. Capital and talent are rapidly reallocated toward high-performing Al
initiatives, while low-impact efforts are paused or stopped early. Gains from early successes
are deliberately reinvested to accelerate the next wave of Al-enabled transformation,
creating a compounding effect over time.

In summary, measuring outcomes and reinvesting at speed ensures that Al investments
remain tightly coupled to enterprise value creation. By institutionalizing outcome-based
measurement and fast capital reallocation, organizations build confidence, sustain
momentum, and turn Al into a self-reinforcing driver of long-term performance.

Why this is critical (evidence)
e Most organizations track cost, not business value, leading to abandonment (AWS,

Gartner)
e High performers use adaptive ROl models (BCG, McKinsey)

Key actions

1. Define outcome-based metrics
o Cycle time reduction
o Revenue per decision

11
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o Automation rate
o Error reduction
2. Create value transparency
o Monthly Al value reviews
o CFO-validated metrics
3. Reallocate capital dynamically
o Double down on high-impact workflows
o Stop low-value experimentation fast

Outcomes

e Predictable Al ROI
e Faster value compounding
e Executive confidence in scaling Al

Final Executive Takeaway

Al adoption is no longer a question of experimentation, technology choice, or readiness - it is
a question of leadership, operating model, and execution discipline. Organizations that
succeed with Al do not treat it as a standalone digital initiative; they treat it as a core
enterprise transformation that reshapes how value is created, how work is done, and how
decisions are made.

This Al Adoption Framework demonstrates a clear and consistent message drawn from
leading global research and enterprise experience: Al delivers sustainable impact only
when business value, executive ownership, data, workflows, governance, people, and
capital allocation are addressed together. Progress in one dimension without the others
produces activity, not results.

For senior leaders, the implication is direct. Al must be governed with the same rigor as any
strategic investment - anchored to measurable outcomes, owned by accountable executives,
and continuously refined through performance-based reinvestment. When approached in
this way, Al moves beyond pilots and hype to become a repeatable, compounding source
of productivity, growth, resilience, and competitive advantage.

The organizations that act decisively now - using Al to redesign their operating models rather
than simply automate existing ones - will set the pace for their industries. Those that delay or
delegate Al as a technical issue risk falling into a widening value gap that will be increasingly
difficult to close.

12
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