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Al has moved from experimentation to an enterprise mandate. As organizations look to
improve efficiency, modernize the business, and strengthen products and services, success
depends on more than adopting tools. Leaders must determine where Al can create value,
establish clear ownership, and build an operating model with the authority to move from
ambition to execution. The organizations that make the most progress will connect Al

directly to business priorities, balance centralized direction with execution close to the work,
and make disciplined choices about what to scale, redesign, or stop.

Executive Summary



Across our client conversations, the shift around
artificial intelligence is increasingly clear. CEOs are
no longer debating whether their organizations
should adopt Al. They are communicating that
adoption is critical to improving efficiency,
modernizing the business, strengthening
products and services, and remaining
competitive.

The challenge is no longer proving that Al
matters. It is determining where Al can create
meaningful value and building an operating
model capable of delivering it.

That model will look different across
organizations. In some companies, Al is becoming
a direct CEO-led transformation priority. In
others, it is being embedded into products,
platforms, assets, and customer experiences.

What these approaches share is a need for clear
ownership, focused priorities, and leaders with
enough authority to move the organization from
experimentation to execution.

Al is Moving Closer
to the CEO

At one large industrial organization, Al has
become a direct CEO priority.

The company's Chief Operating Officer shared
that hardly a day passes without the CEO
reinforcing the importance of Al adoption.
The organization has also appointed a
dedicated Al strategist who reports directly to
the chief executive.

The focus is practical. At the corporate level,
Al can improve operational efficiency and
automate routine work. Across the broader
enterprise, it can help accelerate the

modernization of legacy technology and support
routine plant and production decisions.

This reflects the opportunity facing many
traditional businesses. These organizations are
often managing aging systems, fragmented data,
operational complexity, and pressure to improve
productivity. Al may accelerate modernization,
but only when it is connected to the realities of
the business rather than managed as a separate
innovation program.

The reporting structure is also significant. Placing
Al accountability close to the CEO provides the
visibility and authority needed to coordinate
decisions involving operations, technology,
investment, risk, talent, and multiple business
units.

Without that level of ownership, Al efforts can
remain fragmented across functions or stall when
they encounter established systems and
competing priorities.

Al is Becoming Part of How
Companies Deliver Value

At one of our global clients, Al is being applied
across both internal operations and client-facing
solutions.

The opportunity spans a large and complex
operating environment, where Al can help
improve efficiency, reduce administrative friction,
strengthen decision-making, and create more
predictive, data-informed services for clients.

Across the business, Al is being explored as a way
to identify operational issues earlier, improve
planning, streamline workflows, and reduce the
time spent on manual analysis and
documentation.



In this example, Al is not only an internal
efficiency tool. It is becoming part of how the
organization delivers greater value to clients.

The organization is also building dedicated
leadership around Al strategy and execution, with
accountability expected to sit within digital and
technology leadership. That structure reflects the
need to integrate Al into products, platforms, and
the broader technology roadmap.

This is a different model from the industrial
example. One organization is centralizing Al close
to the CEO to support enterprise modernization.
The other is positioning Al within digital and
technology leadership so it can be embedded into
client solutions and the customer experience.

The right structure depends on the business
problem the organization is trying to solve.

The Mandate Matters More
Than the Title

There is no universal title or reporting line for
enterprise Al leadership.

In technology-native companies,
accountability may sit within product,
engineering, data, or digital leadership. In
more traditional businesses, Al leaders and
task forces are increasingly being held
accountable to the CEO because the work
touches legacy systems, capital investment,
workforce changes, and multiple parts of the
enterprise.

The title matters less than the authority
attached to the role.

An Al leader will struggle to deliver enterprise
outcomes if the position is limited to advising

leadership, promoting tools, or coordinating
isolated pilots. The individual needs access to
senior decision-makers and the ability to
influence investment, data, technology, talent,
governance, and business priorities.

The role also requires more than technical
expertise. Enterprise Al leaders need commercial
judgment, organizational influence, and the
ability to translate technology into business
outcomes.

Organizations must also balance centralized
direction with execution close to the work. A
central team can establish priorities, governance,
infrastructure, and investment standards.
Business and functional leaders are often better
positioned to identify where Al can solve
meaningful problems.

The strongest model combines both: enterprise
ownership with distributed execution.

Five Questions to Move from
Mandate to Execution

Declaring Al a priority does not create value on its
own.

Organizations can launch pilots, purchase tools,
and establish task forces without materially
changing performance. The more important work
is deciding where Al should change the business
and what must be true for those changes to
scale.

Leadership teams should begin with five
questions:
1.Where can Al materially improve efficiency,
growth, customer value, or decision-making?
2.Which opportunities are significant enough to
justify investment and organizational change?



3.What data, technology, governance, talent,
and workforce changes will be required?

4.Who owns the outcome and has the authority
to work across functions?

5.How will the organization decide which
initiatives to scale, which processes to
redesign, and which efforts to stop?

These questions shift the conversation from
broad ambition to practical choices. They help
leaders distinguish between activity and progress,
prioritize the opportunities with the greatest
potential value, and identify the organizational
changes required to support them. They also
create a more honest discussion about the
workforce implications of Al adoption, including
where roles may need to change, where new
capabilities are required, and where
organizations can reskill or upskill existing talent.

Companies that have the resources but lack a
clear starting point may benefit from an
experienced strategy or transformation partner
with Al expertise. That support should go beyond
technical guidance. It should help leaders connect
Al to the business model, assess organizational
readiness, evaluate workforce implications, and
create a practical roadmap for execution.

External expertise can support the process, but
leadership accountability cannot be outsourced.

The Operating Model Will
Determine the Outcome

Al has become an enterprise operating mandate,
but the mandate will not look the same in every
organization.

For one industrial company, it is a CEO-led path
toward modernization and operational efficiency.
For a global real estate organization, it is
strengthening internal performance while
becoming part of the product and customer
experience.

The common thread is not a particular title,
reporting line, or technology. It is the need to
connect Al directly to the business.

The organizations that succeed will not
necessarily be those that launch the most pilots
or adopt the most tools. They will be the ones
who determine where Al can create meaningful
value, establish clear ownership, and build the
operating discipline required to move from
ambition to execution.

Peppi Nitta

Partner

(415)310-9378
pnitta@modernexec.com

Modern helps clients build future-ready organizations through integrated solutions
spanning Executive Search, Leadership Advisory, Organizational Strategy, and Executive
Communities. We help the world's boldest leaders and most influential organizations
define the future, not follow it. Let us know how we can help.

Modern
Executive

Solutions™

Stay updated with insights at www.modernexecutivesolutions.com




	Artificial Intelligence — Insights
	AI Has Become an Enterprise Operating Mandate
	AI has moved from experimentation to an enterprise mandate. As organizations look to improve efficiency, modernize the business, and strengthen products and services, success depends on more than adopting tools. Leaders must determine where AI can create value, establish clear ownership, and build an operating model with the authority to move from ambition to execution. The organizations that make the most progress will connect AI directly to business priorities, balance centralized direction with execution close to the work, and make disciplined choices about what to scale, redesign, or stop.
	Across our client conversations, the shift around artificial intelligence is increasingly clear. CEOs are no longer debating whether their organizations should adopt AI. They are communicating that adoption is critical to improving efficiency, modernizing the business, strengthening products and services, and remaining competitive.
	The challenge is no longer proving that AI matters. It is determining where AI can create meaningful value and building an operating model capable of delivering it.
	That model will look different across organizations. In some companies, AI is becoming a direct CEO-led transformation priority. In others, it is being embedded into products, platforms, assets, and customer experiences.
	What these approaches share is a need for clear ownership, focused priorities, and leaders with enough authority to move the organization from experimentation to execution.

	AI is Moving Closer
	to the CEO
	At one large industrial organization, AI has become a direct CEO priority.
	The company’s Chief Operating Officer shared that hardly a day passes without the CEO reinforcing the importance of AI adoption. The organization has also appointed a dedicated AI strategist who reports directly to the chief executive.
	The focus is practical. At the corporate level, AI can improve operational efficiency and automate routine work. Across the broader enterprise, it can help accelerate the
	modernization of legacy technology and support routine plant and production decisions.
	This reflects the opportunity facing many traditional businesses. These organizations are often managing aging systems, fragmented data, operational complexity, and pressure to improve productivity. AI may accelerate modernization, but only when it is connected to the realities of the business rather than managed as a separate innovation program.
	The reporting structure is also significant. Placing AI accountability close to the CEO provides the visibility and authority needed to coordinate decisions involving operations, technology, investment, risk, talent, and multiple business units.
	Without that level of ownership, AI efforts can remain fragmented across functions or stall when they encounter established systems and competing priorities.

	AI is Becoming Part of How Companies Deliver Value
	At one of our global clients, AI is being applied across both internal operations and client-facing solutions.
	The opportunity spans a large and complex operating environment, where AI can help improve efficiency, reduce administrative friction, strengthen decision-making, and create more predictive, data-informed services for clients.
	Across the business, AI is being explored as a way to identify operational issues earlier, improve planning, streamline workflows, and reduce the time spent on manual analysis and documentation.
	In this example, AI is not only an internal efficiency tool. It is becoming part of how the organization delivers greater value to clients.
	The organization is also building dedicated leadership around AI strategy and execution, with accountability expected to sit within digital and technology leadership. That structure reflects the need to integrate AI into products, platforms, and the broader technology roadmap.
	This is a different model from the industrial example. One organization is centralizing AI close to the CEO to support enterprise modernization. The other is positioning AI within digital and technology leadership so it can be embedded into client solutions and the customer experience.
	The right structure depends on the business problem the organization is trying to solve.

	The Mandate Matters More Than the Title
	There is no universal title or reporting line for enterprise AI leadership.
	In technology-native companies, accountability may sit within product, engineering, data, or digital leadership. In more traditional businesses, AI leaders and task forces are increasingly being held accountable to the CEO because the work touches legacy systems, capital investment, workforce changes, and multiple parts of the enterprise.
	The title matters less than the authority attached to the role.
	An AI leader will struggle to deliver enterprise outcomes if the position is limited to advising
	leadership, promoting tools, or coordinating isolated pilots. The individual needs access to senior decision-makers and the ability to influence investment, data, technology, talent, governance, and business priorities.
	The role also requires more than technical expertise. Enterprise AI leaders need commercial judgment, organizational influence, and the ability to translate technology into business outcomes.
	Organizations must also balance centralized direction with execution close to the work. A central team can establish priorities, governance, infrastructure, and investment standards. Business and functional leaders are often better positioned to identify where AI can solve meaningful problems.
	The strongest model combines both: enterprise ownership with distributed execution.

	Five Questions to Move from Mandate to Execution
	Declaring AI a priority does not create value on its own.
	Organizations can launch pilots, purchase tools, and establish task forces without materially changing performance. The more important work is deciding where AI should change the business and what must be true for those changes to scale.
	Leadership teams should begin with five questions:
	Where can AI materially improve efficiency, growth, customer value, or decision-making?
	Which opportunities are significant enough to justify investment and organizational change?
	What data, technology, governance, talent, and workforce changes will be required?
	Who owns the outcome and has the authority to work across functions?
	How will the organization decide which initiatives to scale, which processes to redesign, and which efforts to stop?
	These questions shift the conversation from broad ambition to practical choices. They help leaders distinguish between activity and progress, prioritize the opportunities with the greatest potential value, and identify the organizational changes required to support them. They also create a more honest discussion about the workforce implications of AI adoption, including where roles may need to change, where new capabilities are required, and where organizations can reskill or upskill existing talent.
	Companies that have the resources but lack a clear starting point may benefit from an experienced strategy or transformation partner with AI expertise. That support should go beyond technical guidance. It should help leaders connect AI to the business model, assess organizational readiness, evaluate workforce implications, and create a practical roadmap for execution.
	External expertise can support the process, but leadership accountability cannot be outsourced.


	The Operating Model Will Determine the Outcome
	AI has become an enterprise operating mandate, but the mandate will not look the same in every organization.
	For one industrial company, it is a CEO-led path toward modernization and operational efficiency. For a global real estate organization, it is strengthening internal performance while becoming part of the product and customer experience.
	The common thread is not a particular title, reporting line, or technology. It is the need to connect AI directly to the business.
	The organizations that succeed will not necessarily be those that launch the most pilots or adopt the most tools. They will be the ones who determine where AI can create meaningful value, establish clear ownership, and build the operating discipline required to move from ambition to execution.

	Peppi Nitta
	Partner
	pnitta@modernexec.com
	Modern helps clients build future-ready organizations through integrated solutions spanning Executive Search, Leadership Advisory, Organizational Strategy, and Executive Communities. We help the world’s boldest leaders and most influential organizations define the future, not follow it. Let us know how we can help.
	Stay updated with insights at www.modernexecutivesolutions.com




