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AI for Leaders The Ducats Group

What CEOs, CFOs, COOs, and board members need to understand about AI — the strategic questions to ask, the risks to own, and how to lead your

organization through a transformation that won't wait.
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"AI is not an IT project. It is a business transformation that happens to involve technology. The leaders who treat it as the former will be

disrupted by the ones who understand the latter."

77%
of CEOs say AI will fundamentally change how their

industry creates value within 3 years

55%
of organizations have no formal AI strategy or

governance policy in place today

40%
productivity gain reported by knowledge workers who use

AI tools deliberately and consistently

FIVE HARD TRUTHS EVERY LEADER NEEDS TO ACCEPT

01
URGENCY

Your competitors are not waiting for a perfect strategy
Organizations that move deliberately but quickly are compounding AI advantages right now — faster workflows, lower costs, better decisions. A

12-month delay to "get AI right" is a 12-month head start handed to competitors who are learning by doing. Imperfect action beats perfect

inaction.

02
OWNERSHIP

AI strategy cannot be delegated to IT
Technology teams can implement AI. Only business leaders can decide which processes to transform, which risks are acceptable, and how AI

capability maps to competitive strategy. If your AI initiative lives entirely in IT, it will produce tools without outcomes. This decision belongs in the

C-suite.

03
TALENT

The talent gap is already costing you
Employees who know how to use AI effectively are measurably more productive. Those who don't are working harder to produce less. This gap

widens every quarter. Investing in AI literacy across your workforce — not just your technical staff — is now a retention, performance, and

competitiveness imperative.

04
RISK

Ungoverned AI is a liability on your balance sheet
Every employee using an unsanctioned AI tool with company data is a potential data breach, regulatory violation, or IP disclosure. This risk is

not hypothetical — regulators in the EU, US, and UK are actively moving. The absence of an AI governance policy is a board-level risk, not an

IT oversight.

05
VALUE

ROI from AI is real — but only with intention
Organizations that deploy AI without clear use cases, success metrics, and adoption plans consistently underperform against those that do. The

technology is not the constraint. Strategy, change management, and measurement are. AI investment without governance is a cost. AI

investment with governance is a multiplier.
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Your AI Roadmap
Starts Here

The Ducats Group

The questions to ask in your next board meeting, a maturity model to locate your organization, an ROI framework to build your business case, and the five moves

that matter most right now.
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THE AI  MATURITY MODEL — WHERE DOES YOUR ORGANIZATION STAND?

LEVEL 1

Unaware

No formal AI policy. Employees using

consumer tools ad hoc. Leadership

unsure what AI is in use or what data is

being shared. Reactive stance.

Most mid-market orgs today

LEVEL 2

Aware & Governing

AI policy exists. Approved tools defined.

Staff trained on basics. IT and legal

engaged. First use cases identified and

piloted.

Target: 90 days

LEVEL 3

Scaling

AI embedded in core workflows. ROI

being measured. AI literacy across the

organization. Governance model

maturing. Competitive advantage

emerging.

Target: 12 months

LEVEL 4

AI-Native

AI is a core business capability. Custom

models or agents built on proprietary

data. Continuous improvement loop. AI

is a board-level strategic asset.

Competitive frontier

QUESTIONS EVERY LEADER SHOULD BE ASKING RIGHT NOW

STRATEGY RISK & GOVERNANCE ROI & INVESTMENT

AI  ROI  FRAMEWORK — WHERE VALUE ACTUALLY COMES FROM

Value Driver What It Looks Like Typical Impact
Time to
Value

Productivity Staff doing in 20 min what used to take 2 hours — drafts, summaries, analysis High — immediate & measurable 30–60 days

Decision Quality Faster access to synthesized information; fewer decisions made on

incomplete data

Medium — harder to quantify 60–90 days

Cost Reduction Automating repetitive tasks; reducing vendor spend on tools AI can replace High — trackable against budget 90–180 days

Revenue

Acceleration

Faster proposals, better client insights, shorter sales cycles High — but requires process

change

90–180 days

Risk Reduction Fewer errors, better compliance monitoring, faster incident response Medium — valued in insurance/audit 180+ days

YOUR 5 MOST IMPORTANT MOVES IN THE NEXT 90 DAYS

1 Designate an AI owner. Not a committee — one person accountable for AI governance, tool approval, and progress reporting to leadership. This single act

moves most organizations from Level 1 to Level 2.

2 Publish an AI Acceptable Use Policy. One page. Approved tools, prohibited data types, review requirements. Done in a week. Closes your biggest liability

gap immediately.

3 Identify your top three high-friction processes. Where does your team spend time on work that AI could accelerate? Pick three. Pilot AI on those

specifically. Measure before and after. Build your internal business case from real data.

4 Invest in literacy before tools. Buying AI licenses without training is the most common and most expensive mistake in AI rollouts. An hour of prompt training

per employee returns more value than a month of unused licenses.

5 Put AI on the board agenda — permanently. Not as a technology update. As a strategic agenda item: where are we on the maturity model, what's the ROI,

and what's the next decision leadership needs to make? Quarterly at minimum.

TDG TAKE The Ducats Group perspective: The organizations that will win with AI in the next three years aren't necessarily the ones with the biggest

budgets or the most advanced tools. They're the ones with leaders who made a deliberate decision to move — who assigned ownership, set

expectations, and created the conditions for their teams to build real capability. That decision starts at the top. It starts with you.

Which of our core processes could AI make 2x

faster or cheaper?

Q

Where is AI already changing our competitive

landscape?

Q

What would a competitor do with AI that would

hurt us most?

Q

Do we have an AI Acceptable Use Policy — and

does everyone know it?

Q

Who owns AI governance in our organization

today?

Q

What company data is already inside third-party

AI tools?

Q

What is our current AI spend and what is it

producing?

Q

Are we measuring AI adoption or just AI access?Q

Where are we leaving value on the table by not

using AI?

Q
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