
FOUR AI ACTIONS 
INDEPENDENT 
SPONSORS CAN 
IMPLEMENT 
TODAY

A co-authored ISN Insight with BluWave 
on the practical steps that turn AI 
adoption into portfolio company value



WHY THIS 
MATTERS
Most AI conversations in private 
equity stay at the headline level: 
model releases, predictions about 
what comes next. 



Independent Sponsors need something more 
useful, what can actually be implemented by the 
following week. On July 15, ISN hosted a webinar 
moderated by Sam Tidswell-Norrish with BluWave 
Founder and CEO Sean Mooney and Chief Product 
and Technology Officer James Aylward, built 
around exactly that premise: the foundational steps 
to take first, the tools that can be deployed without 
a drawn out technology overhaul, the mistakes that 
slow implementation down, and how AI applies 
specifically to sourcing, diligence, portfolio 
operations, fundraising, and firm management.

 

BluWave is the private equity market network and 
enablement platform that connects private equity 
firms, independent sponsors, portfolio companies, 
and independent companies with vetted third-party 
service providers, independent consultants, interim 
executives, AI advisors and tools, board-level 
leaders, and senior advisors.



BluWave is itself a PE-backed, lower-middle-market 
company of 75 employees. It has implemented 
these actions internally, and connects the PE firms 
and portfolio companies it serves with the 
resources to do the same.

 

The urgency is showing up in BluWave's own data. 
Demand for AI enablement services across its 
network has grown 240% year over year, measured 
over the trailing 90 days, the largest spike the firm 
has tracked. For Independent Sponsors managing 
a concentrated portfolio without a large internal 
team, that is a signal that peers and competitors 
are already moving, and that the cost of waiting 
compounds every quarter.

+240%
YoY AI enablement activity

BluWave Activity Index, trailing 90 days vs. prior-year period

+80%
SHARE OF BLUWAVE ACTIVITY TIED 
TO PORTFOLIO VALUE CREATION



START WITH THE 
LLM, NOT THE 
TECH PROJECT
The first action is the simplest to start and the 
easiest to underestimate. Mooney and Aylward 
were direct on this point: roll out a large language 
model, Claude, ChatGPT, or another enterprise-
grade tool, to everyone in the company on day 
one, using a team or enterprise plan so company 
data is not used to train the underlying model. 
The goal is giving every employee access to 
what Aylward called the sum total of human 
knowledge represented in these systems, not 
restricting access to a pilot group.

 

Training matters as much as access. Mooney 
was clear that generic, video-based training does 
not work, comparing it to sitting through a 
defensive driving course. The better approach is 
project-based: give employees a real work 
scenario to run through the tool, the same way a 
new hire would be tested on a work sample. 
BluWave trained its entire team this way, and 
Aylward emphasized treating the LLM as a 
conversational thinking partner that should be 
probed and iterated with, not a single command-
and-response search engine. The payoff 
compounds once a company connects its own 
data to the LLM, moving from general knowledge 
to insight grounded in the business's own 
numbers and relationships.

THE DATA 
FOUNDATION IS 
EASY TO SKIP 
AND EXPENSIVE 
TO FIX LATER
The second action is where AI moves from a 
personal productivity tool to an enterprise asset, 
and it is the one most likely to get skipped. 
Aylward described the starting point as standing 
up a modern data warehouse, such as Snowflake 
or Databricks, and ingesting the systems that 
hold the company's core data: ERP, CRM, and 
the spreadsheets and emails that otherwise sit 
disconnected.

 

On top of the warehouse, companies need a 
semantic layer so the LLM understands what the 
data actually means, not just where it sits. 
Building that layer is an ongoing process rather 
than a one-time project: start with the most used 
and useful data, then keep extending and 
refining. Getting this right typically requires a data 
architect, a role Mooney noted is expensive 
enough that most lower middle market 
companies should rent the expertise first or share 
it across a portfolio rather than hiring it in-house 
immediately.

download the BluWave 

claude Connector

https://bluwave.net/bluwave-connectors
https://bluwave.net/bluwave-connectors


TOOL SELECTION 
FOLLOWS THE DATA, 
NOT THE OTHER 
WAY AROUND
The third action is sequencing which tools to 
deploy and when. Companies do not need to 
wait for a data layer to get started: off-the-shelf 
tools already deliver value without one, including 
document AI for summaries and contract or RFP 
review, meeting intelligence and transcription 
tools, LLM plugins inside Excel, PowerPoint, and 
Word, and AP, expense, and customer service 
automation.



Once the data foundation is in place, the same 
AI capability extends across functional areas in a 
more integrated way, from strategic planning and 
FP&A analysis to interactive customer success 
and cross-system enterprise agents. The 
webinar's framing was practical rather than 
sequential: value from bounded tools starts 
within roughly three months, while enterprise-
wide value builds toward month twelve and 
beyond as the data foundation matures 
underneath it.

Bounded tools

GOVERNANCE IS 
THE FOUNDATION
The fourth action is not optional and needs to 
start on day one alongside the others, not after. 
Aylward framed governance as what allows a 
company to move quickly and safely at the same 
time, starting with a written AI usage policy that 
every employee with system access has actually 
gone through, with proof of completion. The 
single biggest rule: company data goes through 
company-approved AI tools only. Employees 
running company data through a personal, free 
version of a public LLM effectively hands a firm's 
most valuable asset, its own data, to that tool's 
training set.

Beyond the policy itself, governance means 
assigning data access rights by role rather than 
giving every employee access to everything, 
monitoring and logging how data is used to 
guard against large-scale exfiltration, and 
applying the same limited-permission, monitored 
approach to any AI agents deployed inside the 
business. Change management is ongoing, not a 
one-time rollout task, and Mooney noted that 
cybersecurity discipline matters more now than it 
did before AI tools became this capable.

Cross-system tools

 Enterprise-wide AI agents



THE COST OF 
WAITING IS THE 
REAL RISK
Mooney's closing point to the group was blunt: most 
companies are sleeping through this shift, underestimating 
both what is already available and what is coming. Tool costs 
are likely to keep falling and capability keep rising, which 
means the compounding cost sits on the other side of the 
ledger, in the businesses that do nothing. Competitors and 
portfolio company peers are already acting, and every 
quarter of delay widens the gap. The advice from both 
speakers was to start now, in whichever of the four areas is 
most accessible, since early steps build the comfort and 
momentum needed for the next ones.

What Actually 
Matters Now

01 02 03 04
Roll out an enterprise-
grade LLM to the full 
company on day one, 
pair it with project-
based training instead 
of generic courses, 
and connect it to 
company data once 
the basics are in 
place.

Stand up a data 
warehouse and begin 
building a semantic 
layer now. This is an 
ongoing process, not 
a single project, and 
the data architect role 
can be rented or 
shared across a 
portfolio before it 
needs to be hired.

Start with bounded, 
off-the-shelf AI tools 
that do not require a 
data layer, and plan 
for cross-system and 
enterprise-wide tools 
once the data 
foundation matures, 
typically within twelve 
months.

Put a written AI usage 
policy and role-based 
data access rights in 
place from day one. 
Governance is not a 
later phase, it runs 
underneath every 
other action area.

Connect with BluWave

This Insight is co-authored by Independent Sponsor News (ISN) and BluWave drawn from the July 15, 2026 ISN webinar "4 AI Actions to 
Implement Today for Independent Sponsors," moderated by Sam Tidswell-Norrish with BluWave Founder and CEO Sean Mooney and Chief 
Product and Technology Officer James Aylward.

https://bluwave.net/start-a-project


DISCLAIMER

This presentation does not constitute an offer to sell or the solicitation of an offer to purchase any security. Recipients of this presentation agree that none of 
Independent Sponsor News (“ISN”) or its affiliates or its or their respective partners, members, employees, officers, directors, agents, or representatives shall have 
any liability for any misstatement or omission of fact or any opinion expressed herein. Each recipient further agrees that it will (i) not copy, reproduce, or distribute 
this presentation, in whole or in part, to any person or party including any employee of the recipient other than an employee directly involved in evaluating an 
investment in any funds (the “Fund or Funds”) without the prior written consent of ISN; and (ii) keep permanently confidential all information contained herein that is 
not already public. The information contained herein is preliminary, is provided for discussion purposes only, is only a summary of key information, is not complete, 
and does not contain certain material information about the Fund, including important conflicts disclosures and risk factors associated with an investment in the 
Fund, and is subject to change without notice. Any offer, sale or solicitation of interests with respect to the Fund will be made only pursuant to the Fund’s confidential 
private placement memorandum (the “Memorandum”), limited partnership agreement, and subscription agreement, and will be subject to the terms and conditions 
contained in such documents in accordance with applicable securities laws. This presentation is qualified in its entirety by reference to the Fund’s Memorandum, 
including without limitation all of the cautionary statements and risk factors set forth therein, the limited partnership agreement and the subscription agreement 
related thereto, copies of all of which will be made available in the future to qualified investors upon request and should be read carefully prior to any investment in 
the Fund. The information in this presentation is not presented with a view to providing investment advice with respect to any security, or making any claim as to the 
past, current or future performance thereof, and ISN expressly disclaims the use of this presentation for such purposes. Each recipient should consult its own 
advisers as to legal, business, tax and other related matters concerning an investment in the Fund. Past performance is not necessarily indicative, or a guarantee, of 
future results. Information about the Fund and prior investments made by ISN is provided solely to illustrate ISN’ investment experience, and processes and 
strategies. Such information is not intended to be indicative of the Fund’s future results. There can be no assurance that the Fund will achieve comparable results as 
those presented or that the Fund will be able to implement its investment strategy or achieve its investment objective. Investors in the Fund may lose part or all of 
their invested capital. Statements contained in this presentation are based on current expectations, estimates, projections, opinions and beliefs of ISN as of the date 
hereof. Such statements involve known and unknown risks and uncertainties, and undue reliance should not be placed thereon. Neither ISN nor any of its affiliates 
makes any representation or warranty, express or implied, as to the accuracy or completeness of the information contained herein and nothing contained herein 
should be relied upon as a promise or representation as to past or future performance of the Fund or any other entity. Unless otherwise noted, the information 
contained herein is unaudited and may be preliminary and subject to change, and ISN and its members, partners, stockholders, managers, directors, officers, 
employees and agents do not have any obligation to update any of such information. Certain figures in this presentation have been rounded. In addition, certain 
information contained herein has been obtained from published and non-published sources and / or prepared by third-parties, and in certain cases has not been 
updated through the date hereof. While such information is believed to be reliable for the purposes of this presentation, ISN assumes no responsibility for the 
accuracy or completeness of such information and such information has not been independently verified by it. Certain information contained herein constitutes 
“forward-looking statements,” which can be identified by the use of terms such as “may,” “will,” “should,” “could,” “would,” “predicts,” “potential,” “continue,” 
“expects,” “anticipates,” “projects,” “future,” “targets,” “intends,” “plans,” “believes,” “estimates” (or the negatives thereof) or other variations thereon or comparable 
terminology. Forward looking statements are subject to a number of risks and uncertainties, some of which are beyond the control of ISN, including among other 
things, the risks listed in the Memorandum. Actual results, performance, prospects or opportunities could differ materially from those expressed in or implied by the 
forward-looking statements. Additional risks of which ISN is not currently aware also could cause actual results to differ. In light of these risks, uncertainties and 
assumptions, prospective investors should not place undue reliance on any forward-looking statements. The forward-looking events discussed in this presentation 
may not occur. ISN undertakes no obligation to update or revise any forward-looking statements, whether as a result of new information, future events or otherwise.




