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AI Initiative Leadership Template 

Digital foundations — what AI depends on 

Brush up: 

• Digital systems and enterprise applications 

• Data, cloud, APIs, integration, workflows 

• Security and access controls 

• AI cannot work effectively in isolation from business systems and data 

Key message: 
AI readiness depends on digital readiness. 

The AI spectrum — use the right intelligence 

Quickly revisit: 

• Classical / semantic AI 

• Machine learning 

• Deep learning 

• Generative AI 

• Agentic AI 

• Hybrid approaches 

Add one line beneath: 

Rules decide → ML predicts → GenAI generates/interprets → Agents plan and act 

And reinforce: 

Not every problem needs GenAI or an agent. 

 What can go wrong 

This would be especially useful before discussing tools. 

Cover: 

• Hallucination and fabricated content 

• Poor or incomplete context 

• False positives / false negatives in ML 

• Drift, bias, and degradation 
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• Bias and inappropriate recommendations 

• Data leakage and privacy 

• Over-automation 

• Agent/tool misuse 

• Lack of explainability 

• Human accountability 

For ML interpretation, a very simple reminder works well: 

Accuracy alone is not enough — understand the cost of false positives and false 
negatives. 

What leaders must always keep in mind 

Bring together the cross-cutting issues: 

• Governance 

• Security/privacy 

• Human-in-the-loop 

• Data quality 

• Model and tool selection 

• Token/API/infrastructure economics 

• Token efficiency versus valuemaxxing 

• Monitoring after deployment 

• Business value and adoption 

Key message: 

AI success is not model success; it is business value delivered reliably, 
responsibly, and economically. 

“We now know what digital foundations are required, what forms of AI are 
available, and what their limitations are. The next question is: how do we actually 
put these capabilities to work?” 

That would be an excellent bridge into Tools, Platforms and Practical AI Enablement. 

10-Step AI Initiative Leadership Template that participants can actually use for 
evaluating a use case. 
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Step 1: Understand and Structure the Business Problem 

Purpose: Define the real problem before thinking about AI. 

Questions to address: 

• What business problem or opportunity are we addressing? 

• Who is affected? 

• What is the current process? 

• What are the major pain points? 

• What decisions/tasks are involved? 

• What is the current baseline performance? 

• What would improvement look like? 

Output: 
Business Problem Statement 

 

Step 2: Challenge Whether AI Is Actually Required 

Purpose: Avoid starting with AI as the assumed solution. 

Questions to address: 

• Can the problem be solved through process redesign? 

• Can conventional software solve it? 

• Would rules/expert systems be sufficient? 

• Would search or analytics be sufficient? 

• Is ML required? 

• Is GenAI required? 

• Is Agentic AI really necessary? 

• Would a hybrid approach work better? 

Output: 
AI Fit Assessment 

Possible conclusion: 

No AI / Classical AI / ML / GenAI / RAG / Agentic AI / Hybrid 
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Step 3: Define Expected Business Value and Success Criteria 

Purpose: Establish why the initiative is worth pursuing. 

Questions to address: 

• What business value do we expect? 

• Will it improve productivity? 

• Reduce cost? 

• Improve quality? 

• Reduce turnaround time? 

• Improve customer or employee experience? 

• Increase revenue? 

• Reduce risk? 

• What measurable KPIs should improve? 

• What baseline will we compare against? 

Output: 
Value Hypothesis + Success Metrics 

Example: 

Metric Current Target 

Processing time 30 min 10 min 

Accuracy 85% 95% 

Cost/case ₹500 ₹300 

Customer satisfaction 75% 85% 

 

Step 4: Check Policies, Data Sensitivity, Compliance and Governance Constraints 

Purpose: Define what the organization permits before selecting the technology. 

Assess: 

• Data classification 

• Confidentiality 

• Privacy 
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• Data residency 

• Regulatory requirements 

• Client contractual restrictions 

• IP/copyright considerations 

• Approved AI tools/models 

• Acceptable-use policies 

• Human approval requirements 

• Audit and explainability requirements 

Key questions: 

• Can this data leave the organization? 

• Can an external/cloud LLM process it? 

• Can prompts or responses be retained externally? 

• Who is permitted to access the data? 

• Which actions must require human approval? 

Output: 
Governance & Policy Boundary 

 

Step 5: Assess Existing Capabilities and Compare Solution & Deployment Options 

Purpose: Select an approach that fits both the problem and the organization. 

A. Existing technology stack 

Assess: 

• Cloud environment 

• Applications/ERP/CRM 

• Databases 

• APIs 

• Data platforms 

• Identity/access systems 

• Development stack 
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• DevOps 

• Existing AI/ML platforms 

• Workflow/orchestration tools 

B. Existing skills 

Assess capabilities in: 

• Python 

• Java/.NET 

• Data engineering 

• ML 

• GenAI 

• RAG 

• Agent development 

• Cloud 

• Cybersecurity 

• MLOps/LLMOps 

C. Compare options 

Possible choices: 

• Buy existing AI product 

• Configure enterprise platform 

• Integrate AI into existing application 

• Custom in-house development 

• Hosted/public LLM 

• Enterprise cloud LLM 

• Private cloud 

• Local/on-prem LLM 

• Hybrid architecture 

Evaluate against: 

• Business fit 
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• Existing architecture 

• Skills available 

• Security 

• Customization 

• Cost 

• Time-to-value 

• Maintainability 

• Scalability 

• Vendor dependency 

Output: 
Recommended Build / Buy / Configure / Integrate + Deployment Approach 

 

Step 6: Evaluate Benefits, Costs and Business Value 

Purpose: Determine whether the economics make sense. 

Costs 

Consider: 

• Licensing 

• API/token consumption 

• Infrastructure 

• Local GPU/compute 

• Integration 

• Development 

• Data preparation 

• Human review 

• Maintenance 

• Monitoring 

• Training/change management 
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Benefits 

Consider: 

• Time saved 

• Cost reduction 

• Increased throughput 

• Quality improvement 

• Reduced errors 

• Revenue improvement 

• Risk reduction 

AI economics 

Evaluate: 

Token minimization 
Avoid unnecessary AI consumption. 

Tokenmaxxing 
Encourage AI usage where useful, but do not treat usage itself as value. 

Valuemaxxing 
Optimize for measurable business value. 

Leadership question: 

Are we maximizing business value rather than maximizing or minimizing AI usage? 

Output: 
Business Case / Value Model 

 

Step 7: Identify Stakeholders, Risks, Dependencies and Mitigation 

Purpose: Understand what can prevent the initiative from succeeding. 

Stakeholders 

Identify: 

• Business owner 

• Users 

• IT 
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• AI/data teams 

• CISO/security 

• Legal/compliance 

• Data owners 

• Finance 

• Vendors 

• Senior management 

Risks 

Consider: 

• Hallucinations 

• Accuracy failures 

• Bias 

• Security 

• Privacy 

• Data leakage 

• Poor data quality 

• Vendor dependency 

• Integration failure 

• Low adoption 

• Excessive cost 

• Agent/tool misuse 

Pre-mortem exercise 

Ask: 

Assume this AI initiative failed badly one year from now. What were the most likely 
reasons? 

For each risk identify: 

Risk Likelihood Impact Early Warning Mitigation 
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Output: 
Stakeholder + Risk & Mitigation Register 

 

Step 8: Design the Pilot / Proof of Concept 

Purpose: Test assumptions before committing to scale. 

Define: 

• Pilot use case 

• Users 

• Scope 

• Data 

• AI approach 

• Technology 

• Duration 

• Human-in-the-loop controls 

• Evaluation dataset 

• Success criteria 

• Go/no-go thresholds 

Pilot should answer: 

• Does the technology work? 

• Is the output good enough? 

• Does integration work? 

• Do users accept it? 

• Is the economics viable? 

• Are risks manageable? 

Output: 
Pilot / PoC Plan 
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Step 9: Make the Management Decision 

Purpose: Convert pilot evidence into a formal business decision. 

Possible decisions: 

Proceed 
Scale the solution. 

Proceed with modifications 
Address identified gaps before expanding. 

Extend pilot 
Evidence is insufficient. 

Defer 
Technology, data, or organization is not ready. 

Stop 
Business value does not justify continuation. 

Decision should consider: 

• Business value 

• Technical feasibility 

• User acceptance 

• Risk 

• Governance 

• Cost 

• Strategic fit 

• Organizational readiness 

Output: 
Management Decision / Go–No-Go 

 

Step 10: Communicate, Execute, Monitor and Continuously Improve 

Purpose: Ensure that value continues after deployment. 

A. Communicate 

• Why is AI being introduced? 

• What changes for users? 
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• What will AI do? 

• What will humans continue to do? 

• Who is accountable? 

B. Execute 

• Deployment 

• Training 

• Change management 

• Integration 

• Support 

• Ownership 

C. Monitor 

Business 

• Adoption 

• Productivity 

• Cost savings 

• Quality 

• Customer/employee impact 

AI 

• Accuracy 

• Hallucinations 

• Retrieval quality 

• Agent success 

• Human override rate 

Operations 

• Availability 

• Latency 

• Token/API usage 

• Infrastructure cost 
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• Workflow failures 

Governance & Risk 

• Data leakage 

• Policy violations 

• Security events 

• Inappropriate outputs 

• Auditability 

• Compliance incidents 

A simple leadership dashboard can track: 

Value | Quality | Cost | Risk | Adoption 

D. Continuously improve 

• Improve prompts/context 

• Update knowledge 

• Retrain or replace models 

• Change model routing 

• Optimize token consumption 

• Improve workflow 

• Strengthen controls 

• Expand successful use cases 

Output: 
AI Performance & Value Dashboard + Continuous Improvement Plan 

 

Slide 16: One-Page Summary Template 

Step Leadership Question Key Output 

1. Problem What are we solving? Problem statement 

2. AI Fit Do we really need AI? AI-fit assessment 

3. Value What value should it create? KPIs & value hypothesis 
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4. Policy & 
Governance 

What are we permitted to do? Governance boundary 

5. Capability & 
Solution 

What fits our stack, skills and 
constraints? 

Architecture/build-buy 
choice 

6. Economics Is the value worth the total cost? Business case 

7. Risk What could go wrong and how will 
we mitigate it? 

Risk register 

8. Pilot How can we test safely and 
quickly? 

Pilot plan 

9. Decision Should we proceed? Go/no-go decision 

10. Scale & 
Monitor 

Are we continuing to create value 
responsibly? 

Value/AI monitoring 
dashboard 

The framework can be remembered very simply as: 

Problem → Fit → Value → Governance → Capability → Economics → Risk → Pilot → 
Decision → Scale & Monitor 

 “Should we implement an AI-powered Enterprise Knowledge Assistant?” 

Step Generic 
leadership 
question 

Enterprise Knowledge Assistant example 

1. Understand the 
problem 

What are we 
solving? 

Employees spend too much time searching 
policies, SOPs, project documents, and 
internal knowledge. 

2. Challenge AI fit Do we really 
need AI? 

Could better enterprise search, taxonomy, 
knowledge management, or rule-based FAQ 
solve enough of the problem? 

3. Define value What business 
value should 
improve? 

Reduce search time, improve onboarding, 
reduce repetitive support queries, improve 
consistency of answers. 

4. Check 
policy/governance 

What are we 
allowed to do? 

Which documents are public, internal, 
confidential, HR-sensitive, legal-sensitive? 
Can they leave the organization? 
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5. Assess 
capabilities & 
options 

What fits our 
stack and 
skills? 

Existing SharePoint/Confluence/Drive? Cloud 
stack? APIs? Internal AI team? Compare 
hosted LLM, enterprise cloud, local LLM, 
RAG, hybrid. 

6. Evaluate 
economics 

Is the value 
worth the 
cost? 

Licensing, token/API cost, vector search, 
infrastructure, integration, human review 
versus time saved and reduced support 
effort. 

7. Risks & mitigation What could go 
wrong? 

Hallucinations, outdated documents, access 
leakage, wrong policy interpretation, poor 
adoption, vendor lock-in. 

8. Pilot How do we 
test it safely? 

Start with one function, say HR policies, 100 
users, approved documents, citations, 
human escalation, defined accuracy targets. 

9. Management 
decision 

Should we 
proceed? 

Proceed / modify / extend pilot / defer / stop 
based on evidence. 

10. Execute & 
monitor 

Is it delivering 
value safely? 

Track adoption, answer quality, retrieval 
quality, cost, user satisfaction, escalation 
rate, policy violations, document freshness. 

 


