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Executive Summary

The Al Leadership Blueprint equips education leaders, workforce development leaders,
industry partners, and public sector leaders with a practical roadmap for integrating generative
Al (GenAl) responsibly and effectively. With Al adoption accelerating rapidly across all sectors,
these critical partners in workforce and education ecosystems must act strategically to harness
Al's potential while managing significant risks.

Why This Matters Now

Al adoption has reached a tipping point - Nearly 40% of adults adopted GenAl within
two years, outpacing smartphones and other major technological advances (Bick et al.
2024), signaling that Al integration is inevitable, not optional

The workforce is already using Al - 60% of adults and nearly three-quarters of those
under 30 use Al to search for information at least some of the time (O'Brien & Sanders,
2025), demonstrating widespread familiarity that education and workforce systems must
address

Unauthorized Al use creates immediate risks - More than half of employees say they
would use Al tools at work without their company's authorization (Beauchene et al.,
2025), exposing organizations to data breaches, compliance violations, and inconsistent
practices

Who This Blueprint Is For

Education Leaders — K-12, higher education, and training institutions shaping Al
curriculum and institutional readiness

Workforce Development Leaders — HR executives, training managers, and workforce
system leaders designing Al skills programs

Industry & Business Partners — employers and sector leaders aligning Al investments
with workforce needs

Public Sector Partners — government agencies, workforce boards, and policy makers
supporting workforce and education Al adoption

What This Blueprint Provides

Decision-Making Frameworks that help organizations assess readiness, risks, and
opportunities before Al implementation

Workforce Training Strategies that build Al literacy and applied skills systematically
across all organizational levels

Governance & Integration Guidance that aligns Al use with established ethical
standards and regulatory requirements

ROI & Sustainability Tools that measure implementation value and ensure long-term
organizational viability



Scope of the Blueprint

This blueprint covers the full lifecycle of Al adoption through four focused areas:
¢ Foundation & Governance: Structure & Leadership, Policy Development, Risk

Management

¢ Readiness & Assessment: Al Readiness Assessment, People/Tools/Technology
Evaluation

¢ Implementation & Training: Training Program Development, Integration & Change
Management

e Value & Sustainability: ROl Measurement, Forward Planning, Distribution &
Engagement

Our Goal

This blueprint enables education and workforce ecosystems to adopt Al ethically, inclusively,
and strategically, ensuring Al serves as a sustainable organizational asset that drives
innovation, strengthens institutional capacity, and prepares people for evolving work
environments.



Introduction & Purpose

Artificial Intelligence—especially generative Al—transforms how people learn, work, and
innovate. Research demonstrates that access to generative Al tools increases productivity by
14% on average across workers, with even greater gains for newer employees (Brynjolfsson et
al., 2023). Additional experimental evidence shows that professional writing tasks can be
completed 40% faster and with higher quality when using generative Al assistance (Noy &
Zhang, 2023). Its rapid adoption across industries and educational institutions creates both
tremendous opportunities and significant challenges (Stanford University Human-Centered Al
Institute, 2025). Workforce and education leaders must act now: organizations that prepare
thoughtfully for Al integration can enhance productivity, drive innovation, and build trust, while
those that ignore or prohibit Al risk falling behind.

The Al Leadership Blueprint delivers practical, evidence-based guidance for integrating
generative Al across education and workforce ecosystems. This blueprint addresses the
specific needs of education leaders, workforce development professionals, industry partners,
and public sector leaders who must navigate Al adoption while maintaining institutional mission
and values.

This blueprint provides:

e Comprehensive Implementation Guidance — Ten detailed sections covering the
complete Al adoption lifecycle from leadership structure through forward planning

e Practical Tools and Templates — Ready-to-use frameworks for readiness assessment,
policy development, training programs, and risk management

o Expert-Informed Approaches — Professional guidance for workforce training, ROI
measurement, and change management developed by practitioners and subject matter
experts

Focus on Durable Frameworks

This blueprint emphasizes implementation frameworks, governance structures, ethical
guidelines, and organizational readiness rather than recommending specific Al applications or
tools. Given Al's rapid evolution, prescriptive guidance about particular Al models or vendor
solutions becomes outdated quickly. Instead, the blueprint provides durable frameworks for risk
management, ethical implementation, workforce preparation, and responsible integration that
remain relevant regardless of which Al technologies organizations ultimately adopt.
Organizations seeking current information about specific Al tools, platforms, or industry
applications should consult technology vendors, industry analysts, or sector-specific resources
for up-to-date recommendations.

Blueprint Organization

The blueprint organizes ten sections across four key focus areas that span the complete Al
adoption lifecycle:
e Foundation & Governance — Structure & Leadership, Policy Development, Risk

Management

o Readiness & Assessment — Al Readiness Assessment, People/Tools/Technology
Evaluation

e Implementation & Training — Training Program Development, Integration & Change
Management



e Value & Sustainability — ROl Measurement, Forward Planning, Distribution &
Engagement

Each section includes practical overviews, actionable tools, ethical considerations, and clear
explanations of relevance for different organizational roles. Together, these sections create a
cohesive framework for Al integration that addresses real-world challenges while supporting

sustainable, ethical adoption.

Transparency in Development

The authors employed LLM-assisted amplification tools in developing this document, including
OpenAl's ChatGPT, Anthropic's Claude, Google's Gemini, Perplexity, and other platforms,
alongside extensive human expertise and review.



How to Use This Blueprint

This blueprint is designed for busy leaders who need both strategic overview and detailed
implementation guidance to integrate Al responsibly and effectively. Here's how to navigate it
based on your organizational priorities and specific role.

Getting Started: Three Pathways

Strategic Planning Pathway
Begin here if you're building organizational consensus or developing an Al strategy:

e Section 1: Structure and Leadership - Establish governance and decision-making
frameworks

e Section 3: Policy - Create foundational guidelines for responsible use
e Section 6: Return on Investment - Build the business case and justify Al investments

Implementation Pathway
Start here if leadership is committed and you're ready to begin practical deployment:

e Section 2: Al Readiness Assessment Framework- Evaluate your organization's
current capabilities

e Section 4: People, Tools, and Technology Assessment - Plan your technical and
human resource approach

e Section 5: Training Program Development - Build organizational Al literacy and skills
e Section 9: Forward Planning - Ensure long-term adaptation and organizational viability

Risk and Governance Pathway
Prioritize this approach if you're in a regulated industry or have significant risk concerns:

e Section 8: Risk Management - Identify, assess, and mitigate Al-related risks
e Section 3: Policy - Create foundational guidelines for responsible use

e Section 7: Integration & Change Management - Manage organizational transformation
effectively

Navigation by Role and Responsibilities

Education Leaders (K-12, Higher Education, Training Institutions)

Focus on: Sections 1, 3, 5, 6, and 7. Key outcomes: Curriculum integration, institutional policy,
faculty training, demonstrating educational value, and managing educational change

Workforce Development Leaders (HR, Training Managers, System Leaders)

Emphasize: Sections 2, 3, 4, 5, 6, and 7. Key outcomes: Skills assessment, policy
implementation, training program design, measuring impact, and workforce transformation



Industry & Business Partners (Employers, Sector Leaders)

Prioritize: Sections 1, 2, 5, 6, 8, and 9. Key outcomes: Leadership structure, organizational
readiness, workforce preparation, return on investment, risk mitigation, and strategic planning

Public Sector Partners (Government Agencies, Workforce Boards, Policy Makers)

Start with: Sections 1, 2, 3, 6, 8, and 9. Key outcomes: Governance frameworks, organizational
assessment, policy development, public value demonstration, regulatory compliance, and
forward planning

Section Dependencies and Recommended Sequence

Phase 1 - Foundation (Essential prerequisites)

e Section 1: Structure and Leadership - Must be completed first to establish
governance, decision-making authority, and organizational roles before any Al
implementation begins

o Section 3: Policy - Creates the ethical and operational guidelines that will inform all
subsequent activities and decisions

Phase 2 - Assessment and Strategic Implementation Planning (Complete before
implementation and deployment)

e Section 2: Al Readiness Assessment Framework- Must be completed before Section
5 to understand current organizational capabilities and gaps

o Section 8: Risk Management - Identify, assess, and begin mitigating Al-related risks
early in the process

e Section 4: People, Tools, and Technology Assessment - Use readiness assessment
results (Section 2) and risk considerations (Section 8) to make informed technology and
resource decisions

e Section 6: Return on Investment (ROI) - Develop early in the process to build
business case, secure funding, and establish success metrics that will guide
implementation decisions

Note: These sections inform each other and can be worked on simultaneously once governance
is established.

Phase 3 — Implementation Design and Deployment (Ongoing throughout implementation)

e Section 5: Training Program Development - Design training programs based on
readiness gaps (Section 2), governance structures (Section 1), and selected tools
(Section 4)

e Section 7: Integration & Change Management - Implement throughout all phases of
deployment, building on policy foundations (Section 3) and using insights from all
previous sections



Phase 4 - Long-term Sustainability (Continuous)

e Section 9: Forward Planning - Use for strategic planning beyond initial implementation
to ensure continuous adaptation and long-term organizational viability

Critical Integration Points:

¢ Foundation first - Sections 1 & 3 must be established before any other work begins

e Continuous alignment - All activities must remain consistent with governance
framework

¢ Information flow - Implementation sections need sufficient assessment information but
don't require perfect completion before starting

Practical Implementation Tips:

o Start small: All frameworks can begin as pilot programs and scale up

e Adapt templates: Every tool and template is designed to be customized for your
specific context

e lterate: You don't need perfection before moving forward - implement, learn, and
improve

¢ Get help: Consider external expertise for sections outside your core competencies

Each section includes practical tools, templates, and frameworks designed to be adapted to
your specific organizational context, industry requirements, and implementation approach. The
frameworks are built to scale from pilot programs to organization-wide deployment.



Section Reference Guide

This guide helps you quickly identify which sections are most relevant to your role and priorities.
Each section description includes the primary audience, key outcomes, and any prerequisites.
Use this alongside the pathway recommendations in “How to Use This Blueprint” to plan your
approach.

Section 1: Structure and Leadership
Authors: Nora Kurzova & David Stringfellow

Overview: Al leadership structures vary based on organizational size and complexity—from
dedicated positions to committee-led approaches. This section provides guidance on selecting
appropriate governance models, defining essential roles, and integrating Al leadership with
existing organizational structures.

Specific Topics include:
o Key principles for Al leadership and governance
e Six organizational models for structuring Al adoption
e Leadership and technical roles in Al implementation
e Cross-functional requirements and knowledge domains

Why it matters: Organizations with clear Al leadership and governance structures are better
positioned to harness Al's potential while managing risks effectively. Defining accountability and
establishing appropriate frameworks ensures Al becomes a strategic asset rather than an
unmanaged risk across education, workforce, industry, and public sector contexts.

Section 2: Readiness Assessment Framework
Authors: Seneca Moore & Carolyn Scheese

Overview: Organizations must assess their readiness before adopting Al. This section provides
a structured framework for evaluating organizational capacity across data infrastructure,
governance, culture, and ethics. It includes practical assessment tools, gap analysis methods,
and improvement planning guidance to ensure confident, responsible Al implementation.

Specific Topics include:

Data readiness considerations

Technical infrastructure and organizational governance evaluation
Ethical and cultural readiness indicators

Assessment tools, gap analysis methods, and improvement roadmaps

Why it matters: Organizations without clear understanding of their capabilities and gaps risk
misaligned or noncompliant Al initiatives that waste resources and cause harm. Structured



readiness assessment enables informed decision-making by identifying strengths, critical gaps,
and actionable next steps for responsible Al adoption at scale.

Section 3: Policy
Authors: Penny Atkins & Robin Huling

Overview: Organizations need Al policies that reflect their values while managing risks and
enabling innovation. This section provides frameworks for creating responsible Al policies,
whether by revising existing guidelines or developing dedicated Al policies. It includes practical
tools for policy development tailored to organizational size and risk tolerance.

Specific topics include:
o Values-based Al policy development approaches
e Policy gap analysis and risk mitigation strategies
o Leadership checklists and implementation guidance
e Example policy templates for small and large organizations

Why it matters: Rapid Al adoption without thoughtful policy frameworks creates legal, ethical,
and operational risks. This section equips leaders across education, workforce development,
industry, and public sectors with practical tools to develop policies that manage risks while
enabling responsible innovation and maintaining organizational values.

Section 4: People, Tools, and Technology Assessment
Authors: Seneca Moore, Carolyn Scheese & Jerome Soller

Overview: Successful Al implementation requires systematic evaluation of technical
capabilities, human resources, and organizational fit. This section provides a structured
assessment framework for evaluating whether current infrastructure, workforce, and support
systems can sustain responsible Al integration over time.

Specific topics include:
e Technical capabilities assessment for Al development vs. deployment
e People and roles evaluation across organizational functions
¢ Organizational fit analysis and integration requirements
e Long-term viability planning and support infrastructure assessment

Why it matters: Advanced Al tools fail without proper people, processes, and infrastructure
support. Systematic assessment of technical fit, human capacity, and organizational alignment
enables informed technology investments and prevents costly implementation failures across
education, workforce, and industry contexts.

Section 5: Training Program Development
Authors: Jeb Dean, Alexandra Rivas & Kevin Williams
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Overview: Al literacy across all organizational levels is essential for successful implementation.
This section provides a comprehensive training framework that builds foundational knowledge,
practical skills, and ethical awareness. The framework covers six core components from Al
introduction through use-case development.

Specific topics include:
e Al training framework
e Prompting and tool utilization
e Ethical and risk mitigation strategies
¢ Use-case identification and development methods

Why it matters: Without Al literacy, teams risk poor implementations, missed opportunities, and
increased ethical and operational exposure. Comprehensive training enables effective
opportunity recognition, proper oversight, and responsible Al use that supports organizational
goals while maintaining human-centered decision-making.

Section 6: Return on Investment (ROI)
Authors: Christian Napier & Anneliese Pixton

Overview: Demonstrating Al value requires systematic measurement of both direct and indirect
benefits. This section provides comprehensive frameworks for calculating ROI, establishing
meaningful metrics, and tracking performance over time to justify investments and guide
continuous improvement.

Specific Topics include:

Defining Value through Metrics for Savings, Efficiency, Revenue, or Outcomes
Measurement of financial and non-financial benefits

Benchmarking from baselines and industry standards

Monitoring through dashboards and reviews

Communicate results to build trust and guide investment

Why it matters: Effective ROl measurement demonstrates measurable value, builds partner
trust, and ensures Al investments deliver long-term impact. This systematic approach enables
organizations to move beyond intuition to data-driven understanding of Al value while
supporting sustainable investment decisions.

Section 7: Integration & Change Management

Authors: Robin Huling

Overview: Successful Al integration requires systematic change management that addresses
human factors alongside technical implementation. This section provides frameworks for partner

engagement, resistance management, phased implementation, and progress monitoring to
ensure sustainable Al adoption while maintaining organizational stability.
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Specific topics include:
e Strategies for partner alignment and transparent communication
¢ Resistance management and champion development approaches
¢ Phased implementation sequencing and prioritization frameworks
e Progress monitoring systems and readiness-based implementation guidance

Why it matters: Al transforms work processes and decision-making, making structured change
management essential to avoid disruption and maintain trust. This framework enables leaders to
guide transparent, accountable adoption while providing teams the clarity and support needed
for confident Al engagement across all organizational contexts.

Section 8: Risk Management
Author: Christian Napier

Overview: This section introduces a structured framework for managing Al risks, based on the
NIST Al Risk Management Framework and its Generative Al Profile. It provides organizations
with principles, processes, and tools to identify, assess, mitigate, and monitor Al-related risks
across technical, operational, ethical, and regulatory domains.

Specific Topics include:

Core principles of effective Al risk management

Identification of 12 distinct generative Al risk areas

Approaches to qualitative and quantitative risk assessment

Mitigation strategies organized by the NIST “Govern, Map, Measure, Manage” model
Practical implementation considerations, including third-party risks and incident reporting

Why it matters: Al introduces complex risks including misinformation, bias, data leakage, and
regulatory exposure. Proactive, standards-based risk management is essential to protect
organizational integrity, maintain public trust, and ensure Al systems remain effective, ethical,
and compliant with legal and societal expectations.

Section 9: Frameworks for Forward Planning
Authors: Jill Angerbauer, Anneliese Pixton & Olivia Sanders

Overview: This section provides five practical frameworks to help organizations anticipate and
proactively respond to Al-driven change. Each framework includes specific inputs, outputs, and
collaborative action items to ensure Al investments remain sustainable, ethical, and aligned with
long-term organizational goals.

Specific topics include:
¢ Five forward-planning frameworks with inputs, outputs, and collaborative actions
e Technological trend monitoring and impact assessment approaches
e Workforce evolution planning and organizational flexibility strategies
e Al investment decision-making and resource sharing models

12



Why it matters: These frameworks ensure Al investments are innovative, equitable, and future-
ready while fostering cross-sector collaboration. This is essential for leaders in government,

education, healthcare, and industry who need to anticipate change and build adaptive capacity
for long-term success in an Al-transformed landscape.
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Section 1: Structure and Leadership

Back to Index

Authors: Nora Kurzova & David Stringfellow

This section provides leaders with a practical framework for responsible Al adoption. It outlines
the leadership responsibilities, governance structures, and organizational models necessary to
integrate Al effectively while managing risks and ensuring alignment with organizational values.
A critical component of establishing an Al-ready organization is understanding the potential risks
and benefits associated with Al adoption. For additional context, refer to the Return on
Investment Section. This section emphasizes both strategic decision-making and operational
oversight, ensuring Al adoption becomes a long-term asset rather than a liability.

Topics in Section 1:

Key Principles

Implications for Leadership

Strategic Response

Why It Matters

Core Priorities for Al Leadership

Organizational Models for Structuring Al Implementation
Key Leadership and Technical Roles in Al Implementation
Organizational Functions and Knowledge Domains for Al
Conclusion

CoNoOORrwWN =~

Key Principles

¢ Responsible Stewardship and Governance: Ensure clear ownership, transparent
governance, and accountable decision-making that balances innovation with oversight,
avoids opaque "black box" systems, and safeguards security and intellectual property.

e Ethical Accountability and Human Rights: Embed privacy, fairness, and respect for
human rights into every stage of Al adoption, maintaining compliance with regulations
and fostering organizational trust.

e Adaptive and Inclusive Leadership: Foster collaboration between executives and
technical specialists through flexible organizational models that support responsible Al
adoption.

¢ Sustainable Organizational Transformation: Align initiatives with mission, workforce
readiness, and ethical values while fostering collaboration across all functions. Treat Al
as a long-term organizational transformation, not just a technology upgrade.

These principles are aligned with the Organisation for Economic Co-operation and
Development (OECD) Principles on Attificial Intelligence, which emphasize inclusive growth,
human-centered values, transparency, robustness, and accountability (OECD, 2024).

14



Implications for Leadership

Leaders must navigate the inevitable hype cycle, but the underlying capabilities of generative Al
are clear and transformative. Al's ability to automate content creation, personalize customer
engagement, and accelerate data analysis and software development virtually guarantees its
integration into core business operations. At the same time, leaders must prepare for adoption
challenges, including significant legal and ethical considerations.

Strategic Response

Leaders can respond effectively by starting with natural use cases—such as writing assistance,
information search, and code development—while building on existing employee interest and
experimentation. A flexible yet structured strategy is essential: organized enough to guide
responsible use, but adaptable to evolving needs.

Oversight should be scaled appropriately, whether through a Chief Al Officer, responsibilities
assigned to existing technology leadership roles (e.g., Chief Data, Technology, or Information
Officer), or cross-functional governance teams. Practical approaches include launching pilot
projects, providing controlled environments where staff can safely experiment with Al tools, and
monitoring usage to ensure responsible scaling. The key is matching the level of oversight to
organizational size and risk tolerance while maintaining clear accountability for Al-related
decisions.

Why It Matters

Organizations that approach Al adoption with clear leadership and governance will likely
outpace those that ignore or prohibit it. Striking the right balance is critical: overly rigid policies
may stifle innovation, while a lack of structure creates risk. Defining ownership, establishing
guidelines, and creating workflows ensure Al becomes a sustainable asset rather than a liability.

Organizations can translate leadership responsibilities into practical action by using structured
frameworks that clarify priorities, decision-making models, and partner roles. The following
tables outline core leadership considerations, structural options for implementation, and the key
roles and functions necessary to support responsible and effective adoption of Al.

Core Priorities for Al Leadership

Establishing clear priorities for Al leadership is foundational to responsible adoption. Leaders
must strike a balance between innovation and accountability by clearly defining ownership,
establishing transparent policies, and ensuring oversight structures that address security, ethics,
and user rights. The following table highlights the core areas of focus that guide effective Al
leadership and governance.

Table 1.1: Core Priorities for Al Leadership

Priority Area Key Considerations

Ownership &

Decision-Making Define who is responsible for Al adoption and strategy

15



Policy Direction

Provide written guidance outlining strategic vision, priorities, and

acceptable boundaries for Al use

Establish systematic processes to evaluate new Al tools for

Review & Risk security, privacy, and ethical compliance before deployment.
Assessment Anticipate risks ("What's the worst that could happen?"), build
privacy and security into design, and establish monitoring metrics
T Share Al strategy with partners while protecting IP and security;
ransparency . ) « "
avoid unexplainable “black box” systems
: Respect individual rights in data processing and ensure compliance
User Rights with data protection regulations
Company-Wide Ensure employees understand decision-making processes and
Awareness review frameworks to promote responsible Al use

Organizational Models for Structuring Al Adoption

Organizations should select the governance model that best fits their size, culture, and risk
tolerance. Different organizational models provide distinct pathways for structuring Al adoption.

Whether centralized, decentralized, or hybrid, each model reflects trade-offs between control,
agility, and scalability. The table below outlines the primary models and the contexts in which

they are most effective.

Table 1.2: Organizational Models for Structuring Al Adoption

ensuring uniformity, compliance,
and clear authority

Model Description Best Suited For
DeC|S|on-mak|pg concentrated Highly regulated industries,
: among executive leaders, ; )
Centralized large enterprises with cross-

departmental Al initiatives

Decentralized

Authority distributed across
business units, allowing tailored
approaches and use cases

Organizations seeking agility
and function-specific
customization

Central team sets policies and

Organizations balancing

related problem or project

Hybrid best practl.ces, while departments consistency with flexibility
execute with autonomy
Temporary, cross-functional team : -

Task Force formed to address a specific Al- Short-term, high-impact

initiatives or pilots

Center of Excellence
(CoE)

Dedicated team/department
providing expertise, best
practices, and training

Organizations seeking
enterprise-wide guidance and
consistency

Embedded Al Teams

Al specialists placed within
business units (e.g., Human
Resources, Marketing, Finance)
to drive initiatives

Organizations pursuing
tailored, domain-specific
applications

16



Key Leadership and Technical Roles in Al Implementation

Al implementation requires collaboration across both executive leadership and technical
specialists. Defined roles ensure that responsibilities are distributed effectively, covering areas
such as strategy, compliance, risk management, and technical execution. The table below
details key leadership and technical positions necessary for building and sustaining responsible
Al initiatives.

For larger organizations, these responsibilities may be distributed across dedicated positions
with specialized expertise. For smaller organizations, multiple responsibilities will typically be
combined into fewer roles. For example, a single IT director might handle Chief Technology
Officer, Chief Information Officer, and Chief Privacy Officer responsibilities, while the Chief
Executive Officer or general manager might take on Chief Al Officer duties alongside their
existing role.

Smaller organizations should focus on ensuring these core responsibilities are assigned clearly,
even if handled by existing staff:
e Strategic oversight: Someone in senior leadership (CEO, owner, or general manager)
should own Al strategy and alignment with business goals
e Technical management: The most technically capable leader should handle technology
integration and infrastructure decisions
e Risk and compliance: Legal, HR, or operations leaders should address privacy, ethics,
and regulatory requirements
e Implementation: Project managers or department heads should manage day-to-day
integration and change management

The key is not having specialized roles but ensuring someone is accountable for each critical
responsibility.

Table 1.3: Key Leadership and Technical Roles in Al Implementation

Role Responsibilities

: , Defines Al strategy, aligns with business goals, oversees risk
Chief Al Officer (CAIO) management
(CChl:l)e(g;I)ata Officer Manages data governance, quality, and compliance
Chief Technology . . :
Officer (CTO) Oversees technology integration and infrastructure
(CChF',Eg)anacy Officer Ensures compliance with privacy regulations and ethical data use
Chief Information . : .
Officer (CIO) Aligns IT systems with Al adoption
Al Governance & Establish ethical guidelines; monitor transparency and fairness; lead
Ethics Board (or impact assessments; provides oversight, accountability, and cross-
Officer) functional input
Chief Legal & .
Compliance Officer Addresses legal and regulatory risks

17



Chief Marketing Officer

(CMO)

Ensures responsible Al use in customer engagement

Chief Risk Officer
(CRO)

Oversees risk frameworks and mitigation strategies

Al Compliance
Specialist

Ensure adherence to Health Insurance Portability and Accountability
Act (HIPAA), Health Insurance Portability and Accountability Act
(GDPR), and other regulations; assess legal risks

Al Change
Management Lead

Develop training programs; manage organizational transition and
workforce adoption

Al Product Manager

Bridge technical teams and business users; oversee development
and use of Al products

Operations Leaders

Integrate Al into workflows and performance measures

Technical Experts
(Data Scientists,
Software Engineers,
Business Analysts,

Design, build, deploy, and monitor Al systems for quality,
performance, and interpretability

Product Managers)

Tailor Al to specific contexts (e.g., Clinical Al Specialists in

Sector-Specific Roles healthcare, Al Curriculum Designers in education)

Organizational Functions and Knowledge Domains for Al

Al adoption is a cross-functional effort that extends well beyond technical teams. Success relies
on contributions from human resources, compliance, customer experience, and other
organizational functions, as well as expertise across key knowledge domains. The following
table maps functional areas to their functional contributions, highlighting the broad
interdisciplinary foundation needed for Al success. For smaller organizations, where individuals
are balancing multiple functions or some functions may be outsourced, it is important to ensure
that Al implementation is pursued with appropriate consideration of all functions.

Table 1.4: Organizational Roles and Their Contributions to Al Implementation

Function Contribution to Al Implementation

Human Resources Workforce training, recruitment of Al talent, change management

Information Technology

(M) Infrastructure, integration, and technical support

Compliance & Legal Regulatory adherence and risk mitigation

Risk & Audit Oversight and accountability mechanisms

18



Customer Experience &
Sales

Ensuring Al aligns with customer-facing goals

Communications & PR

Managing transparency and trust with partners

R&D and Operations

Driving innovation and embedding Al in workflows

Purchasing &
Procurement

Vendor evaluation and contract compliance

Data Governance

Ensuring ethical, secure, and reliable data practices

Key Knowledge
Domains:

Computer Science, Data Science, Machine Learning, Statistics,
Digital Transformation, Software Development, Privacy, Ethical Use
of Data, Regulatory Frameworks, Security

Conclusion

Al implementation is not simply a technical upgrade—it is an organizational transformation that
requires thoughtful leadership, governance, and structural alignment. Leaders must balance
innovation with oversight, ensuring that policies should remain flexible to encourage adoption,
yet robust enough to manage risk. By clearly defining roles, fostering cross-functional
collaboration, and choosing governance models suited to their organizational context, leaders
can create the conditions for sustainable Al integration. Ultimately, organizations that prioritize
structured leadership in Al adoption will be positioned to unlock long-term value, maintain trust,
and stay ahead in a rapidly evolving digital landscape.

Back to Index
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Section 2: Al Readiness Assessment Framework

Back to Index

Authors: Seneca Perri Moore & Carolyn Scheese

Responsible and effective Al implementation begins with organizational readiness. This section
provides a practical framework for assessing and advancing readiness across technical,
strategic, cultural, and ethical domains. The goal is to help organizations identify capability
gaps, prioritize improvements, and build a strong foundation for sustainable Al adoption.

Topics in Section 2:

. Key Principles

. Data Readiness

. Technical and Organizational Readiness

. Organizational Controls and Governance

. Cultural and Ethical Readiness

. Readiness Assessment and Gap Analysis

. Improvement Planning and Continuous Readiness
. Conclusion

ONOO P, WN -

Key Principles

¢ Holistic: Readiness is not just technical; it includes data, governance, workforce,
culture, and risk management.

e Action-oriented: Assessments are designed to inform decision-making and guide
improvement planning directly.

¢ Flexible and Scalable: The framework can be adapted to different organizational sizes,
industries, and Al maturity levels.

Data Readiness

Before implementing any Al solution, organizations must ask a fundamental question: Is our
data prepared to support Al? Well-prepared, high-quality data is the foundation for any Al
initiative. Without it, models can underperform, decision-making becomes unreliable, and
operational or reputational risks increase. Data readiness is not simply a technical concern but a
strategic prerequisite.

Al initiatives often fail not due to inadequate algorithms, but because supporting data is
fragmented, inconsistent, or poorly governed. Investing in Al without addressing data readiness
is like building on unstable ground.

Defining Data Readiness

Data readiness refers to an organization’s ability to collect, manage, govern, and deliver data in
a way that supports Al solutions. It requires attention to technical infrastructure, data quality,
governance practices, and organizational capability.

20



Table 2.1: Example Data Readiness Considerations

Domain Key Considerations

Data Quality Accuracy, completeness, consistency, timeliness, and reliability

Data Infrastructure Scalable storage, processing capabilities, and automated pipelines

Access controls, regulatory compliance, data ownership, and ethical

Data Governance
safeguards

Organizational
Capability

Internal data literacy, stewardship, and cross-functional alignment

Initial Diagnostic: Questions to Gauge Readiness

Organizations can use the following questions to identify data-related risks in their readiness
assessment. Foundational data improvements are likely necessary before proceeding with
advanced Al use cases if your organization answers “No” or “Unsure” to more than two of these
questions:

Table 2.2: Data Readiness Assessment Questions

Assessment Question Yes No Unsure
Do we maintain an up-to-date inventory or catalog of core data 0 0 0
assets?
Are data quality issues routinely tracked and addressed? O O O
Do we have scalable pipelines capable of supporting Al

O O O
workloads?
Is data access governed by formal policies and controls? O O O
Can we trace data lineage from source to downstream use in

O O O
models?

Technical and Organizational Readiness

Al implementation extends beyond data and algorithms. Technical infrastructure, organizational
controls, and leadership alignment are equally critical. Without robust systems to deploy,
monitor, and govern Al applications, initiatives risk failure or unintended consequences.

Evaluating Technical Infrastructure

Al systems place specific demands on an organization’s infrastructure. These include high-
performance computing resources, scalable storage, integration capabilities, and data delivery
pipelines. Evaluating infrastructure readiness helps organizations understand if they can support
real-time or large-scale Al workloads.
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Table 2.3: Technical Infrastructure Evaluation Criteria

Infrastructure Domain | Evaluation Criteria
Capacity, scalability, and accessibility for structured and unstructured
Storage
data
Processing Support for parallel processing, GPUs, or distributed computing
Integration Interoperability with core systems, APIs, and data sources
L Automated data transformation (Extract, Transform, Load - ETL),
Pipelines Y .
monitoring, and scheduling
Security Encryption, access control, logging, and compliance with relevant
standards

Organizational Controls and Governance

Governance structures oversee Al activities, ensuring that Al systems align with strategic
priorities and ethical standards. Effective governance mechanisms balance innovation with
accountability and risk mitigation.

Table 2.4: Organizational Controls and Governance Practices

Control Area Key Practices
Strategic Alignment Defined Al objectives and alignment with business strategy
Ethical Governance Established principles for fairness, transparency, and accountability
Oversught Al review boards, escalation protocols, and audit procedures
Mechanisms
Risk Management Assessment of legal, reputational, operational, and technical risks

. Standards for Al model transparency, traceability, and performance
Documentation

logging

Organizations without formal Al governance structures should establish these foundations early.
High-risk applications require strong oversight before deployment.

Cultural and Ethical Readiness

Even with strong infrastructure and governance, Al adoption can stall without organizational
buy-in or cultural alignment. Cultural readiness reflects how open, adaptive, and collaborative
an organization is when facing new technologies and workflows. Ethical readiness ensures
those technologies are implemented to reflect organizational values and public expectations.
See the Integration and Change Management Section for additional details and tools for
assessment.
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Cultural Readiness

Organizational culture plays a decisive role in the success of Al implementation. Cultures that

support experimentation, transparency, and collaboration adopt Al more effectively. Assessing

cultural readiness helps identify internal resistance, communication gaps, and knowledge
limitations that hinder success.

Table 2.5: Cultural Readiness Indicators

Cultural Factor

Indicators of Readiness

Innovation Orientation

Leaders support experimentation and tolerate failure

Cross-functional
Collaboration

Teams share data, expertise, and responsibilities

Learning Mindset

Ongoing professional development and basic Al literacy training
programs

Trust in Technology

Workforce is comfortable using Al-driven recommendations

Change History

Positive record of previous technology-driven transformations

Ethical Readiness

Al systems raise critical ethical considerations, from bias and fairness to transparency and
societal impact. Ethical readiness ensures that these issues are proactively addressed rather

than retroactively managed.

Table 2.6: Ethical Readiness Considerations

Ethical Domain

Readiness Considerations

Fairness and Inclusion

Bias audits and representative datasets

Transparency

Explainable Al practices and communication protocols

Accountability

Defined ownership for Al decisions and outcomes

Partner Engagement

Input from affected groups and public-facing roles

Societal Impact

Assessments of potential harm or unintended consequences

Organizations should establish an Al ethics committee or integrate ethical oversight into existing
governance structures. This includes formalizing policies, conducting impact assessments, and
reviewing high-risk use cases before deployment.
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Readiness Assessment and Gap Analysis

Once organizations understand the core dimensions of Al readiness, the next step is to assess
their current capabilities, identify gaps, and prioritize areas for improvement. A structured
assessment provides the clarity needed to make informed decisions and reduce implementation
risk.

Assessment Tools and Techniques

Several frameworks and instruments can be used to evaluate readiness. Choosing the right tool
depends on the organization’s size, complexity, and industry. A combination of qualitative
diagnostics and quantitative scoring is usually ideal. Assessment tools for team and leadership
readiness are available in the Integration and Change Management Section.

Table 2.7: Assessment Tools and Techniques

Tool Purpose Method

Assess progression across readiness

Maturity Models ) .
dimensions

Staged scoring (1-5 or similar)

Quantitative and open-ended

Readiness Surveys | Capture perceptions across functions
responses

Track readiness across domains

(e.g., data, culture, governance) Visual scoring dashboards

Scorecards

Identify and mitigate implementation | Structured risk categories and

Risk Frameworks . T
risks mitigation plans

Strengths,
Weaknesses,
Opportunities, and
Threats (SWOT)
Analysis

Analyze strengths, weaknesses,

opportunities, and threats Collaborative workshops

Conducting a Gap Analysis

Gap analysis is the process of identifying where current readiness falls short of desired or
required capabilities. This supports prioritization and resource allocation. Organizations should
define target states based on strategic goals, risk appetite, and external benchmarks.

Three examples of widely used methods include:

Table 2.8: Gap Analysis Methods

Approach Description

Capability Mapping Visualize current vs. required capabilities across readiness areas
Benchmarking Compare performance to peer organizations or industry standards
Maturity Model Evaluate progression and identify specific dimensions needing
Analysis development
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These methods can be combined to create a comprehensive picture of readiness and form the
foundation of improvement planning.

Improvement Planning and Continuous Readiness

Organizations should convert assessment insights into action through structured improvement
planning. This requires prioritizing initiatives, allocating resources, and maintaining momentum

over time. Continuous evaluation ensures that Al readiness evolves alongside organizational

needs and technological change.

Developing a Readiness Roadmap

A readiness roadmap sequences capability-building efforts across short-, medium-, and long-

term horizons. It aligns initiatives with strategic goals and dependencies, providing a clear path

forward.

Table 2.9: Readiness Roadmap Time Horizons

Time Horizon

Focus Areas

Short-Term (0—6 months)

Quick wins, foundational assessments, governance setup

months)

Medium-Term (6—-18

Infrastructure upgrades, skill development, process integration

Long-Term (18+ months)

Scaling Al use cases, embedding ethical oversight, optimizing

maturity

Prioritizing Investments

Improvement efforts should be prioritized based on impact, feasibility, and strategic alignment. A
simple prioritization matrix helps leadership allocate effort where it will matter most.

Table 2.10: Investment Prioritization Matrix

Initiative Impact Feasibility Priority Level
Establish Data Governance Board High Medium High
Implement Al Ethics Training High High High

Upgrade Model Deployment Pipeline High Low Medium
Develop Al Risk Register Medium Medium Medium

Embedding Continuous Readiness

Al readiness is not a one-time milestone. Organizations should build mechanisms to reassess,

learn, and adapt as capabilities mature, and new Al applications emerge.
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Table 2.11: Continuous Readiness Practices

Practice Purpose

Readiness Dashboards Monitor key indicators across readiness dimensions

Periodic Maturity

Track progress and recalibrate goals
Reassessments Prog 9

Capture implementation insights and inform future

Lessons Learned Reviews .
improvements

Update policies and oversight processes based on

Governance Refresh Cycles :
experience

Maintaining readiness requires coordination across business units, IT, compliance, and
leadership. A dedicated Al oversight function or readiness task force can support sustained
focus and accountability.

Conclusion

Al readiness is a multidimensional challenge that requires attention to data, infrastructure,
governance, ethics, and culture. By using structured assessment tools and planning
frameworks, organizations can identify gaps, make informed investments, and implement Al
responsibly and effectively. Readiness is not about perfection; it's about being prepared to act
wisely based on current capabilities and future ambition.

The frameworks and tools provided in this section enable organizations to move from Al
curiosity to Al capability systematically. Success requires commitment to continuous
improvement, cross-functional collaboration, and alignment between technical capabilities and
organizational values.

Back to Index
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Section 3: Policy

Back to Index

Authors: Penny Atkins & Robin Huling

The policy templates, examples, and frameworks provided in this section are for informational
and educational purposes only. They have not been reviewed by legal counsel and do not
constitute legal advice. Organizations should consult with qualified legal professionals familiar
with their specific industry, jurisdiction, and regulatory requirements before implementing any Al
policies. Legal and compliance requirements vary significantly by sector (healthcare, finance,
education, etc.) and location, and policies must be tailored accordingly.

This section helps organizations create responsible, ethical, and values-aligned policies for
using generative Al. It outlines practical strategies for managing risk, aligning Al use with
company mission and culture, and creating policies that guide employee behavior, support
innovation, protect data, and reinforce human-centered decision-making.

Topics in Section 3:

1. Key Principles

2. Policy Alignment and Risk Mitigation
3. Creating your own Company Policy
4. Conclusion

Key Principles

e Al as an Extension of Organizational Values: The use of Al should directly reflect the
organization's core values, mission, and ethical commitments, not just serve as a
technical or operational choice.

¢ Human Agency and Oversight: Al must remain subordinate to human judgment, with
policies designed to ensure that people retain control, responsibility, and the final say in
critical decisions.

o Trust Through Transparency and Accountability: Building trust in Al requires open,
clear policies that define boundaries, responsibilities, and mechanisms for oversight and
correction.

Policy Alignment and Risk Mitigation for Generative Al Use

Organizations can assess and mitigate risk associated with emerging technologies, such as
generative Al, by leveraging existing policies and guidelines or creating new policies. No matter
which approach is favored, organizations should also pay special attention to the intersection
created by the Acceptable Use, Terms of Use, and Privacy Policies of their vendors or
subcontractors. External data use provisions in these third-party agreements can create
compliance gaps and increase the risk of unauthorized ownership and use of restricted data.
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Conducting a Policy Gap Analysis

Organizations should conduct a gap analysis by evaluating existing policies, including
information technology, acceptable use, and data management policies, to understand the
scope of existing policies and whether any gaps exist that increase risk to the organization.
Organizations may rely on existing policies—revised to address Al-specific risks—or create new
Al-specific policies, depending on mission, values, and risk tolerance.

Organizations should also examine sector-specific regulations and state and federal laws that
might impact internal or external use of generative Al. Organizations may also consider whether
existing information technology, privacy, and compliance policies are sufficient to extend to
employees’ use and procurement of generative Al, including requiring regular training and
potential disciplinary action for uses that may violate the organization’s policies.

Policy Approach Examples
Table 3.1: Policy Approach Spectrum

Policy .

Type Example Language Best Suited For
"Workforce members may use generative Al tools for Qrganlzatlons with high

. o risk tolerance, strong
. any purpose and with any data classification

Permissive data governance, and

category. Any employee may procure technology . :
. . . . " experienced technical

using generative Al without prior approval. teams
"Workforce members may only use approved
software or technology services, including Highly regulated
generative Al tools. All software or technology industries, organizations

Restrictive | services must be procured by central purchasing handling sensitive data,
and meet enterprise IT architecture and security or those with limited Al
standards. Generative Al tools may only be used experience
with approved data classification categories."

Creating your own Company Policy

As Al tools become part of daily business operations, company leaders can create an Al policy
that not only sets rules but also inspires trust, sparks innovation, and protects what makes the
organization unique. A values-driven policy should outline how Al can enhance creativity,
efficiency, and decision-making while clarifying where human judgment, empathy, and expertise
remain essential.

A strong policy includes approved tools and use cases, training requirements to build
confidence, privacy boundaries to safeguard sensitive data and client trust, and transparent
processes for reviewing Al-generated work. It should also ensure employees know where to
turn with questions or concerns, fostering a culture where Al adoption feels safe and
collaborative. Your Al policy should be integrated into internal resources such as handbooks or
Standard Operating Procedures (SOPs), ideally in a shared digital space such as your Human
Resources (HR) portal, internal wiki, or company drive, and be revisited regularly to evolve
alongside the technology and your team’s needs.
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Developing a Company Al Policy Statement

To deepen alignment with your mission, consider drafting a Company Al Policy: a purpose-
driven statement that defines how your team will approach Al ethically and intentionally. This
guidance should reflect your organization’s values: Will Al be used to empower, not replace?
Will it support creativity, save time, and protect human connection? Keep it simple, bold, and
true to your culture. When values-based guidance backs your Al policy, you don’t just manage
risk, you shape a future-ready team with clarity and confidence.

Table 3.2: Sample Al Policy Statement

Example Al Policy Statement

At [Company Name], we believe Al is a tool to amplify human potential, not replace it. We
use Al to free our team from repetitive tasks, spark creativity, and give us more time for the
work that matters most: building relationships, solving problems, and providing excellent
service for our clients.

We commit to using Al ethically, transparently, and responsibly, always keeping human
judgment at the heart of our decisions. We aim to harness innovation while staying true to
our values: integrity, empathy, and continuous growth. Al is here to help us work smarter,
dream bigger, and make a lasting impact together.

Tools and Example Al Policy Statements
See Appendix A, Appendix B, and Appendix C for Al policy checklists and example policies.

Conclusion

Effective Al policies serve as both guardrails and enablers, protecting organizations from risk
while empowering teams to harness Al's potential responsibly. The key is creating policies that
reflect your organization's unique values, risk tolerance, and operational needs.

Remember that Al policies are living documents that should evolve with your organization's
experience and the rapidly changing Al landscape. Regular review and updates ensure your
policies remain relevant, practical, and aligned with both technological capabilities and
regulatory requirements.

By grounding Al policies in organizational values and focusing on human-centered approaches,
leaders can build trust, manage risk, and create a foundation for sustainable Al adoption that
serves both business objectives and societal good.

Back to Index
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Section 4: People, Tools, and Technology
Assessment

Back to Index

Authors: Seneca Perri Moore, Carolyn Scheese, & Jerome Soller

Successful Al implementation requires a clear understanding of technological capabilities,
human roles, and the infrastructure needed for sustainable integration. This section provides a
structured approach to evaluating the people, tools, and technologies essential to successful
deployment. It helps organizations assess whether their current infrastructure, workforce, and
support systems can sustain and scale Al responsibly and effectively over time.

Topics in Section 4:

Key Principles

Technical Capabilities Assessment
People and Roles Evaluation
Organizational Fit Analysis
Integration Requirements
Long-Term Viability Planning
Support Infrastructure Assessment
Conclusion
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Key Principles

¢ Human-centered: Al must account for the roles, readiness, and support of the people
who use and manage the technology.

¢ Integrated: Tools and technologies must align with existing infrastructure, workflows,
and governance structures.

e Sustainable: Long-term viability, vendor reliability, and system adaptability are core to
responsible technology selection.

Technical Capabilities Assessment

Organizations must define their intended use cases of Al to determine the appropriate technical
capabilities. These needs vary significantly depending on whether the organization is building Al
solutions in-house or deploying externally developed tools. Understanding these requirements is
essential for making informed technology investments. Below is a breakdown of typical
requirements for each scenario.

Table 4.1 Technical Requirements for Organizations Developing Al Solutions

Capability Area Requirements

Software management platforms, version control systems,

Development Tools Continuous Integration/Continuous Delivery (CI/CD) tools
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High-performance servers, Graphics Processing Units (GPUs),

Hardware Resources
scalable cloud clusters

Software Environments | Development, testing, and deployment environments

Support for Health Insurance Portability and Accountability Act
Security Compliance (HIPAA), National Institute of Standards and Technology (NIST),
Department of Defense (DoD), or other industry-specific frameworks

Communication

Infrastructure Systems to support collaboration across distributed teams

Machine learning (ML) platforms, knowledge-based systems, data
preprocessing frameworks

Databases and Application Programming Interfaces (APIs) for
external data access and real-time ingestion

Modeling Tools

Data Infrastructure

Enterprise tools for software updates, monitoring, and performance

Systems Management tuning

Table 4.2: Technical Requirements for Organizations Deploying Third-party Al Solutions

Capability Area Requirements

Deployment Systems Reliable update processes for both software and hardware

Integration Support Compatibility with enterprise systems and existing workflows

Maintenance Tools Ongoing monitoring of performance, patches, and updates

Centralized help desks, user onboarding, documentation
repositories, and access controls to ensure tools are deployed,
supported, and monitored at both organizational and user levels

User-Level Support &
Management

Regardless of whether Al is developed or deployed, organizations must consider long-term
technical sustainability. Technical sustainability includes not just functionality but also security,
compliance, and the ease of continuous integration into daily operations.

People and Roles Evaluation

Al implementation is as much a human initiative as a technical one. The success of any Al
program depends on clearly defined roles, strategic leadership, and domain expertise.
Organizations must evaluate their current human resources and identify gaps in skills,
leadership, and support structures.

Effective Al implementation requires interdisciplinary teams that include legal, operational, and
change management functions to ensure responsible innovation. Sector-specific roles are also
essential in contexts like healthcare and education, where domain expertise is critical. Additional
detail on roles and responsibilities associated with Al implementation can be found in the
Structure and Leadership Section.
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Table 4.3: Human Resource Assessment Areas

Assessment Area

Key Questions

Leadership
Readiness

Do we have executive sponsors who understand Al capabilities and
limitations?

Technical Expertise

Do we have staff with the necessary Al, data science, and integration
skills?

Domain Knowledge

Do we have subject matter experts who understand our business
processes and can identify Al opportunities?

Change Management

Do we have people skilled in managing organizational transformation
and user adoption?

Compliance & Ethics

Do we have staff who can ensure Al implementations meet regulatory
and ethical standards?

Training & Support

Do we have capabilities to train users and provide ongoing support
for Al tools?

Organizational Fit Analysis

Introducing Al into an organization is not just about installing tools. Al solutions must align with
the institution's mission, operational workflows, workforce capacity, and existing technologies.
Strong organizational fit ensures not only smoother adoption but also meaningful, long-term

impact.

Table 4.4: Dimensions of Organizational Fit

Dimension

Assessment Focus

Strategic Alignment

Do Al initiatives support the mission and strategic goals of the
organization?

Workforce Readiness

Are employees equipped and trained to use Al responsibly and
effectively?

Infrastructure Can Al systems integrate with enterprise software, databases, and
Integration security protocols?

Leadership and Is there a designated Al leader and a governance structure to
Governance manage Al oversight?

Scalability and
Sustainability

Are Al deployments designed to scale, with plans for continuous
monitoring and iteration?

Ethical and Regulatory
Compliance

Are mechanisms in place to ensure alignment with laws, policies,
and ethical principles?

Organizations should assess these dimensions before adopting or scaling Al initiatives. Even
advanced tools underperform if they are misaligned with workflows, values, or cultural

readiness.
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Integration Requirements

Al rarely operates in isolation. To generate meaningful value, Al systems must integrate
smoothly with existing workflows, IT systems, and data environments. This section outlines key
technical and regulatory considerations that support seamless and responsible integration.

Standardization and Terminology

Consistent use of terminology enables systems to communicate effectively, especially in
complex environments like healthcare or finance. Organizations should adopt standardized
vocabularies and ensure Al tools can map across multiple terminologies when necessary.

System Interoperability and Decision Support
Al tools must function within broader systems, often developed by multiple vendors.

Interoperability standards, such as Health Level Seven (HL7) in healthcare, ensure seamless
data exchange between systems and users. Decision support tools should match the level of

automation with the need for oversight. Systems making autonomous decisions may require
regulatory certification, such as Food and Drug Administration (FDA) approval in clinical

settings.

Privacy, Security, and Data Protection

Privacy standards define how sensitive data should be managed, while security standards cover
the end-to-end lifecycle of data, from creation to disposal. Organizations must comply with
regulations such as Health Insurance Portability and Accountability Act (HIPAA), Family

Educational Rights and Privacy Act (FERPA), and General Data Protection Regulation (GDPR)

(for international organizations), and stay ahead of emerging risks such as re-identification of
de-identified datasets.

Table 4.5 Common Data and Interoperability Standards Across Industries

MT/MX

Industry Example Standards Purpose

ICD, CPT, SNOMED CT, Clinical coding, diagnostics, patient
Healthcare . I~

LOINC, HL7, FHIR record interoperability
Finance ISO 20022, XBRL, SWIFT Financial data exchange, reporting, and

secure messaging

Manufacturing /
Industrial Internet
of Things (lloT)

OPC UA, ISA-95,
MTConnect

Machine interoperability, automation,
equipment monitoring

Transportation /
Automotive

ISO 26262, SAE J3016

Functional safety of autonomous
systems, standard autonomy levels

Energy / Utilities

CIM, IEC 61850

Grid communication protocols, energy
system control and automation

Ed-Fi, IMS Global (LTI, QTI,

Student data exchange, learning

Education OneRoster) systems integration

Retail / E- Product identification, supply chain
GS1, EDI )

commerce tracking, order management

Public Sector / NIEM, DoDAF, NIST 800 Standardized data sharing, system

Defense Series architecture, cybersecurity compliance
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Long-Term Viability Planning

To ensure ongoing success, organizations must consider whether the Al tools and platforms
they adopt will remain viable as needs evolve. Long-term viability encompasses technical
sustainability, vendor stability, regulatory alignment, and environmental responsibility.

Table 4.6: Long-Term Viability Assessment Factors

Factor What to Evaluate
Technology Does the vendor provide a clear plan for updates, upgrades, and
Roadmap innovation?

Vendor Stability

Is the vendor financially healthy, with a strong market reputation and
client base?

Scalability

Can the tool handle growth in data, users, or organizational
complexity?

Open Architecture

Does the platform support APIs and standards for future integration?

Regulatory
Compliance

Will the solution continue to align with changing legal and ethical
standards?

Sustainability

What are the tool’s energy demands, and how do they align with
environmental commitments?

Choosing tools with an open architecture and scalable design helps reduce risk and avoid
vendor lock-in. As regulatory frameworks shift, selecting solutions built with compliance in mind
is essential for sustainable deployment.

Support Infrastructure Assessment

Ongoing success with Al tools depends on the systems in place to support them. Organizations
must evaluate support infrastructure across technical maintenance, user support, security, and

long-term adaptability.

Table 4.7: Support Infrastructure Evaluation Areas

Support Area

Evaluation Questions

Technical Support

Does the vendor offer timely support via help desks, service
agreements, or dedicated staff?

System Updates

How frequently are software updates and security patches provided?
Are these changes transparent?

Customization and
Flexibility

Can the tool be adapted to evolving use cases or retrained on new
data?

User Enablement

Are onboarding, training resources, and documentation readily
available?

Security Protocols

Does the tool include built-in protections for access control, logging,
and vulnerability management?
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Monitoring and Are there dashboards or automated alerts for downtime, anomalies,
Alerting or performance issues?

Robust support infrastructure ensures Al tools maintain value over time. A well-defined support
strategy reduces downtime, improves user satisfaction, and lowers the cost of ongoing
operations.

Conclusion

Successful Al adoption requires alignment between people, tools, and organizational strategy.
By using a structured framework for evaluating Al tools and capabilities, including technical fit,
governance, interoperability, and long-term sustainability, organizations can reduce
implementation risks and unlock the full value of Al.

This assessment framework is intended as both a diagnostic tool and a planning guide.
Organizations that invest in readiness, partner engagement, and responsible oversight will be
better positioned to deliver Al solutions that are scalable, ethical, and effective over time.

The key to success lies not in selecting the most advanced Al tools, but in choosing solutions
that fit your organization's current capabilities while providing a path for growth. By
systematically evaluating people, tools, and technology through the lens of integration,
sustainability, and organizational fit, leaders can make informed decisions that support both
immediate needs and long-term objectives.

Back to Index

35



Section 5: Training Program Development
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This section provides a framework for workforce training that equips employees with the
knowledge, skills, and tools to integrate Al responsibly and effectively. Effective Al literacy
enables organizations to harness Al's potential while managing risks and maintaining human
oversight of automated systems.

Topics in Section 5:

Key Principles

Al Development in the Workforce

Al Training Framework

Training Module Components

Strategic Development and Implementation
Conclusion
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Key Principles

¢ Comprehensive Al training facilitates both bottom-up and top-down integration of
artificial intelligence.

e Workforce Augmentation: Employees' familiarity with daily operations allows them to
work closely with senior leadership and technical teams to integrate Al systems
effectively within organizational environments.

¢ Human-Centered Approach: Organizations should focus on augmenting, not replacing,
their workforce by providing resources to leverage Al tools while maintaining human
oversight and decision-making authority.

¢ Risk-Aware Implementation: Al systems should remain under employee oversight to
maintain human involvement, apply corrective measures, and mitigate risks such as
bias, model drift, and hallucinations in alignment with organizational risk management
frameworks.

Al Development in the Workforce

Effective Al implementation requires Al literacy across the workforce. Employees must be
equipped with the knowledge necessary to assist in monitoring, developing, employing, and
continually utilizing Al systems that significantly impact business processes. The success of Al
initiatives depends on employees who understand their workflows and can identify repetitive,
mundane, data-intensive, and generative tasks as candidates for automation.

Training enables employees to select the most suitable systems for their needs and to
collaborate effectively with leadership by shaping use cases, implementing solutions, and
managing associated risks. Al-trained employees also help foster organizational engagement,
commitment, and support for Al projects. This is true for both organizations with restrictive Al
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policies (where employees need to understand risks and unauthorized tool exposure) and those
with more permissive approaches.

Al Training Framework

To support leadership goals, promote successful Al project integration, and maximize
effectiveness through both bottom-up and top-down approaches, training should focus on
building foundational Al literacy across the workforce—this is true for both organizations with
more restrictive and permissive Al policies. Organizations should invest in equipping their
existing teams with essential Al skills. Employees who understand their roles, company
processes, and industry nuances can leverage Al far more effectively when they receive
targeted training. Training should provide employees at all levels with the knowledge, tools, and
practical experience necessary to apply artificial intelligence in their work and to actively support
their organization’s Al initiatives.

The following training framework addresses workforce needs and enhances workforce
capabilities across six core areas:

Table 5.1: Al Training Framework Components

Training
Component

Purpose

Key Learning Outcomes

Introduction to
Al

Build foundational
understanding and identify
opportunities

Recognize Al applications, understand
capabilities and limitations, identify
automation candidates

Effective Use of

Develop practical skills with

Navigate Al interfaces, understand tool
capabilities, apply appropriate tools to

Implementation

Understand responsible Al use

Al Tools specific platforms
tasks
Prompting Master human-Al Craft effective prompts, iterate for better
Techniques communication results, validate Al outputs
Ethical Recognize bias, protect privacy, ensure

fairness and transparency

Identify and manage Al-related

Implement oversight mechanisms,

Development

scenarios

Risk Mitigation . recognize system failures, maintain
risks
human control
Use-Case Apply learning to real-world Identify opportunities, develop solutions,

measure impact

In the following sections, we will examine each of the above training components in detail,
defining scope, learning objectives, and core features. This training framework will provide
employees at all levels with the tools and practical experience needed to effectively apply Al in
their work and to actively support their organization’s Al initiatives.

Training Module Components

Introduction to Al

Training begins with a foundational module that introduces essential Al concepts and builds
employees’ intuition for recognizing potential opportunities for automation and creative
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innovation. It should guide them in identifying tasks within their daily routine, especially those
that are repetitive, mundane, data-intensive, or generative, as prime candidates for Al-driven
automation.

A foundational module should enable learners to contribute meaningfully to strategic initiatives
and should provide a high-level overview of Al and its practical applications in today’s business
environment.

An introductory module should define key Al vocabulary and core concepts to prevent
terminology barriers that block learning. It should build intuition for Al capabilities by presenting
high-level overviews of advanced topics and real-world business applications across sectors like
customer service, human resources, finance, healthcare, logistics, and education.

Finally, the historical context of Al, its current environment, and its future projections should be
outlined. Exploring the history of Al grounds its cultural and business significance. Recognizing
current cultural and industry trends is equally important, as it enables learners to see how Al is
effectively applied in everyday personal and professional life. Discussions about the future of Al
will prepare learners for a rapidly changing world, easing the transition and encouraging them to
invest their time and energy in initiatives that will remain valuable to society as Al continues to
advance.

Table 5.2: Introduction to Al Module Content

Content Area Learning Objectives Key Topics

Define key Al Machine learning, natural language
Core Concepts & terminology and processing, generative Al, algorithms,
Vocabulary g

concepts training data
Business Recognize Al use cases | Customer service automation, content
Applications across industries creation, data analysis, predictive analytics

Al development timeline, current

Historical Context & Understand Al evolution capabilities, emerging applications,

Future Trends and trajectory

industry trends
Opportunity Identify potential Al Task analysis, automation candidates,
Recognition applications in daily work | efficiency opportunities

Effective Use of Al Tools

In this module, training should introduce learners to specific Al tools they can apply to their
workflows to enhance their abilities. While employees do not need to master every tool, they
should develop a general understanding of the Al tool landscape and the capabilities these
platforms provide, while also acknowledging any internal policies on approved and unapproved
tools.

Table 5.3: Al Tools Training Content

Tool Category Example Platforms Training Focus
Text Generation & | ChatGPT, Claude, Gemini, Writing assistance, content creation,
Analysis Microsoft Copilot data analysis, summarization
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: Gamma, Canva Magic Write, Visual content creation, presentation
Creative Tools . . :
HeyGen design, video production

: : Descript, Eleven Labs, Notebook | Transcription, voice synthesis, audio
Audio & Video LM editing, research compilation
Code & GitHub Copilot, various coding Code generation, debugging,
Development assistants documentation, automation scripting
Multimodal Working with text, images, video, | Integrated workflows, cross-platform
Applications and audio simultaneously capabilities

This module should teach learners how to effectively use Al tools through hands-on
demonstrations and tutorials, covering multiple modalities and practical applications relevant to
their roles.

Prompting Techniques

This training module emphasizes prompting as a core skill for interacting and communicating
with Al models. Prompting is the bridge between humans and machines, making it an essential
skill for effectively integrating Al into personal and professional workflows. A central theme of
this module should be understanding how prompts shape the output of generative Al.

Employees should be introduced to key prompting concepts, including zero-shot prompting,
few-shot prompting, and chain-of-thought prompting. Training should also cover core techniques
such as assigning a role and providing clear context or background information to guide
responses. In addition, prompting frameworks like RISE (Role, Input, Steps, and Expectations)
should be taught to equip learners with practical, repeatable frameworks for crafting effective
prompts.

Identifying the nature of the task and selecting the most appropriate approach is an essential
component of prompting. This module should outline how to prompt for different types of tasks,
including:

¢ Collaborative tasks that augment the users’ capabilities
¢ Process-driven tasks that have a clear workflow and output that can be automated
¢ Independent tasks that can be completed entirely by Al agents

Table 5.4: Prompting Techniques Training Framework

I:\c;zln lque Methods Applications
Basic Zero-shot prompting, few-shot Simple queries, basic content

. prompting, role assignment, context . s ) .
Techniques provision generation, initial Al interactions
Advanced RISE (Role, Input, Steps, and Complex problem-solving,
Frameworks Expectations), chain-of-thought structured outputs, multi-step

prompting processes
Task-Specific Collaborative augmentation, process E\;Z?;eczgf\ézlge%fg:gasﬂ_m
Approaches automation, independent agent tasks .
requirements

39




Table 5.5: Task-Specific Prompting Approaches

Task Type Description Human Role Al Role
Collaborative Augment user Active participant, final Assistant and
Tasks capabilities decision maker advisor
Process-Driven Clear workflow with : . Automated

: Supervisor and validator
Tasks defined outputs executor
Independent Fully autonomous Al Monitor and quality Primary
Tasks completion controller executor

Output Validation and Quality Control

Equally important to developing a strong prompt is validating the output. Al can produce
information that sounds correct but may be inaccurate, biased, or incomplete. If learners cannot
distinguish between accurate and inaccurate Al outputs, they will be unable to refine their
prompts and iteratively improve the quality.

Discernment is a critical skill of effective prompting and should be emphasized in training.

Learners must be trained to verify accuracy, validate sources, and iteratively adjust prompts.
This validation process is especially important because individuals and organizations remain

responsible for work completed by Al agents or augmented by Al tools.

Ethical Implementation

Understanding the ethical environment of the Al industry, the historical implications of the
technology, and its current effects on society is critical. To utilize Al effectively, it is just as
important to understand its flaws as it is to learn its strengths.

Table 5.6: Ethical Implementation Training Components

Ethics Area

Key Topics

Learning Outcomes

Bias Recognition

Historical inequality,
sampling errors, labeling
errors

Identify bias sources, understand
impact on underrepresented groups

Privacy & Data
Protection

Data handling, consent,
confidentiality

with regulations

Protect sensitive information, comply

Intellectual Property

Copyright, fair use, attribution

IP rights

Understand legal boundaries, respect

Transparency &
Accountability

explainability

Decision-making processes,

use

Ensure responsible Al deployment and

Social Impact

Equity, diversity,
representation gaps

Consider broader societal implications

This module should provide a comprehensive exploration of how bias can emerge and affect
underrepresented groups, often by creating representation gaps, amplifying stereotypes, and

negatively impacting equity and diversity in the workplace.
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This module should also explore topics that society is actively challenging, including issues
related to data protection, intellectual property, copyright, and fair use. These areas raise
unresolved and complex questions that present rich opportunities for discussion. By
understanding these ethical, cultural, and legal dimensions, learners will be better equipped to
responsibly and ethically evaluate, deploy, and adapt Al tools in ways that mitigate bias, uphold
equity, and anticipate future societal impacts.

Risk Mitigation

Even in organizations with complete Al prohibitions in place, it is extremely important to equip
employees with the ability to recognize where Al risks can be introduced and how to mitigate or
minimize their impact. Therefore, this module should emphasize the importance of proactive risk
management and introduce concepts such as human-in-the-loop and human-over-the-loop
processes. Employees should learn strategies for protecting sensitive information, including
personally identifiable information, and gain an understanding of the risks inherent to Al
systems.

Table 5.7: Risk Mitigation Training Framework

Risk Category | Mitigation Strategies Implementation Methods
Hallucination detection, model Regular output validation, performance
Technical Risks | drift monitoring, system failure gufar outp P
" monitoring, fallback procedures
recognition
Data Security Information p'rotec.;tlon, access Secure data hanQIlng practices, privacy
controls, audit trails protocols, compliance procedures
Operational Human oversight requirements, Clear decision boundaries, approval
Risks escalation procedures workflows, quality checkpoints
Requlator Policy adherence, legal Training on relevant regulations
gufatory requirements, international (GDPR, NIST AI-RMF), documentation
Compliance .
standards requirements

This module should present a risk assessment framework and strategies to mitigate risk
exposure. For example, training should address the need for effective mapping, managing,
monitoring, and governing of Al implementation. It should include strategies for mitigating
hallucinations, minimizing model drift, and recognizing when human oversight is necessary for
critical decisions. Furthermore, outlining how an organization can define its tolerance for Al risk
should be a core part of this training module.

For companies serving international clientele, this training module should address international
policies, including those from the European Union (EU), such as the General Data Protection
Regulation (GDPR) and the EU Al Act. For companies serving only clientele within the United
States, the module should focus on the core concepts of the most relevant domestic regulatory
environment. As of the time of writing, the leading regulatory framework is the NIST AI-RMF,
supplemented by guidance from other authoritative bodies, including state-level regulations and
potential federal oversight. Developing an understanding of these policies will help employees
and organizations avoid unnecessary risk and regulatory exposure.
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Use-Case Identification and Development

Training should also help employees identify tasks within their workflows that could benefit
significantly from Al augmentation. Task identification should include a discovery and chartering
phase in which employees step back and assess their current processes from a third-person
perspective, pinpointing opportunities to improve efficiency and effectiveness using the tools
and concepts covered in earlier modules. After generating a range of potential options, training
should guide employees in selecting the most impactful use-cases for further development.

Table 5.8: Use-Case Development Process

Development . .

Phase Activities Deliverables

Discovery & Process assessment, opportunity Use-case inventory, priority
Chartering identification, stakeholder alignment ranking

Selection & Impact analysis, feasibility assessment, Selected use-cases,
Planning resource planning implementation plans
Development & Prototype creation, minimum viable Working prototypes,
Testing product development, testing performance metrics
Evaluation & Impact measurement, organization-wide | Success metrics, scaling
Scaling assessment, resource allocation recommendations

Once employees have identified potential use-cases, training should guide them in further
developing them by applying the tools, strategies, and frameworks covered throughout earlier
modules. Employees should learn to create and test simple minimum viable products that save
time, energy, and resources for themselves, their teams, and their departments. This use-case
development stage should also help the organization evaluate and prioritize the most promising
ideas with the potential for organization-wide impact. Leadership can then decide whether to
allocate additional resources for employees to further develop their use-cases or transition them
to a more experienced development team.

Strategic Development

Building Al literacy across the workforce is a strategic investment that strengthens
organizational capability, adaptability, and long-term resilience. By providing structured,
comprehensive training that blends foundational knowledge, practical tool usage, ethical
considerations, risk management, and use-case development, organizations empower
employees to take an active role in integrating Al.

Table 5.9: Training Implementation Strategy

Implementation

Timeline | Focus Areas Success Metrics
Phase
Foundation Months Core concepts, tool Knowledge assessments, tool
Building 1-2 awareness, basic prompting | familiarization rates

Advanced prompting,

. Months . . ! . Practical skill demonstrations,
Skill Development ethical considerations, risk .
3-4 case study completion
management
Application & Months Use-case development, %ﬁ%ﬁ:ﬁ;ﬁzi??:asurable
Practice 5-6 real-world implementation P ’

improvements
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Continuous learning,
Ongoing | advanced applications,
mentoring

Integration &
Scaling

Adoption rates, productivity
metrics, innovation indicators

This training framework supports both upskilling and reskilling and augments the workforce.
This framework also prepares the workforce for emerging Al-driven roles such as trainers,
ethics officers, and prompt engineers.

Training Delivery Methods
Table 5.10: Training Delivery Options

Delivery . .

Method Best For Advantages Considerations
In-Person Interactive learning, High engagement, Resource intensive,
Workshops complex topics immediate feedback scheduling challenges
Online Self-paced learning, Flexible timing, Less interaction, requires
Modules basic concepts scalable delivery self-motivation
Hands-On Practical skills, tool Real experience, Requires technical

Labs proficiency immediate application infrastructure

Mentoring Advgncgd . Personalized guidance, | Limited scalability,

P applications, ongoing Knowl A ; . Killed ¢
rograms support nowledge transfer requires skilled mentors
Peer Learning | Collaborative learning, | Cost-effective, builds Variable quality, requires
Groups problem-solving community facilitation

Conclusion

Equipped with the skills outlined in this training framework, learners will be able to identify
meaningful opportunities for Al augmentation, implement practical use cases, and collaborate
effectively with leadership to bring innovative, responsible solutions to life. This approach to
training cultivates a workforce capable of navigating the rapidly evolving Al landscape with
confidence, creativity, and a strong commitment to advancing their organization's strategic
goals.

Successful Al training programs are not one-time events but ongoing initiatives that evolve with
technology, organizational needs, and employee capabilities. By investing in comprehensive Al
literacy, organizations build a foundation for sustainable innovation, responsible adoption, and
competitive advantage in an increasingly Al-driven business environment.

The framework provided here offers a structured approach to developing Al capabilities across
your workforce while maintaining focus on ethical implementation, risk management, and

practical application. Organizations that commit to systematic Al training will be better
positioned to realize Al's potential while mitigating its risks.

Back to Index
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Section 6: Return on Investment

Back to Index
Authors: Christian Napier & Anneliese Pixton

Implementing Al represents a significant strategic investment for most organizations. Half of
Chief Executive Officers (CEOs) surveyed by PricewaterhouseCoopers (PwC) expect
investments in Al to increase profits (2025). Almost two-thirds of CEOs surveyed by Klynveld,
Goerdeler, Peat, Marwick Mitchell & Co (KPMG) indicated that Al is their top investment priority
(2024). Realizing and demonstrating tangible value is necessary for sustained success and
executive buy-in. This section helps organizations measure the value derived from their Al
investments, considering both direct and indirect impacts.

This section does not endorse solutions from specific vendors. However, this list compiled by
Microsoft identifies a range of Return on Investment (ROI) measures that may be relevant for
users of this Al blueprint (Althoff, 2025).

Topics in Section 6:

Key Principles

Identifying Potential Benefits

Establishing Meaningful Metrics
Calculating and Tracking ROI

Beyond Simple ROI

Guidelines for Measuring Indirect Benefits
ROI Tracking and Continuous Improvement
Template for Benefit Tracking

Conclusion

CoNOORWN~

Key Principles

¢ Value-Driven Technology Adoption: The adoption of generative Al should be justified
by clear, measurable value—financial, operational, and strategic—rather than hype or
novelty.

e Measurement as a Path to Learning: Systematic measurement of outcomes is
essential not just for proving ROI, but for learning, adapting, and maximizing the benefits
of Al investments.

¢ Holistic Impact Recognition: True ROI includes both direct and indirect effects—
quantitative and qualitative—acknowledging that Al’s influence extends beyond
immediate financial returns.

Identifying Potential Benefits

Before calculating ROI, organizations must first identify the expected benefits of an Al solution.
These benefits fall into two main categories that should be assessed systematically to ensure
comprehensive value measurement.
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Quantitative Benefits

Quantitative benefits are measurable outcomes, typically expressed in financial terms or

performance metrics.

Methods for identification include:

Table 6.1: Quantitative Benefit Identification Methods

Identification
Method

Description

Example Applications

Process Analysis

Mapping existing workflows targeted
for Al intervention to pinpoint potential
improvements

Time savings analysis, error
reduction measurement,
throughput increases

Documenting current performance

Current cost per transaction,

Baseline levels for key metrics that Al is average handling time, sales
Measurement . :
expected to impact conversion rates
Brainstorming efficiency gains,
Partner Engaging with teams directly identifying cost savings
Workshops impacted by proposed Al solutions opportunities, revenue

enhancement ideas

Table 6.2: Common

Quantitative Benefits

Benefit
Category

Examples

Measurement Methods

Operational Cost

Lower staffing needs for repetitive
tasks, reduced error rates leading to

Cost per transaction, error rate

utilization

Reduction percentage, labor hour savings

less rework

Improved sales forecasting, better Revenue growth, conversion
Revenue , . X

customer targeting, Al-driven product | rate improvements, average
Increase .

recommendations order value

o Faster data analysis, automation of Tasks completed per hour, time-

Productivity . ; :

manual processes, quicker response to-completion metrics,
Enhancement .

times throughput measures

Improved inventory management, Inventory turnover, delivery
Resource L - g : L

S optimized logistics, better asset efficiency, capacity utilization

Optimization

rates

Qualitative Benefits

Qualitative benefits are less tangible benefits that contribute significantly to organizational health
and strategic positioning. Methods for identification include:

Table 6.3: Qualitative Benefit Identification Approaches

Identification

Method Description Focus Areas
Strategic Alignment | Evaluating how Al initiatives support | Innovation leadership, market
Assessment broader business goals positioning, customer centricity
Partner Feedback Qatherlng input on potential Job satisfaction, customer

. improvements to employee and . . .
Collection experience, service quality

customer experiences
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Risk Assessment
Integration

Identifying how Al could mitigate
organizational risks

Compliance monitoring,
cybersecurity enhancement,
operational stability

Table 6.4: Common Qualitative Benefits

Benefit Category

Examples

Potential Impact Areas

Decision-Making
Quality

Improved speed and accuracy of
decisions

Strategic planning, operational
efficiency, risk management

Experience Better customer satisfaction, Brand reputation, retention rates,
Enhancement improved employee morale workforce engagement
Competitive Market leadership, innovation Market share, customer loyalty,
Advantage capability, differentiation industry recognition

Risk Mitigation Enhanced compliance, improved | Regulatory compliance, operational

security, better monitoring

stability, reputation protection

Establishing Meaningful Metrics

Once potential benefits are identified, they should be translated into specific, measurable
metrics. Meaningful metrics track progress and demonstrate value.

¢ Link to business objectives: Ensure every metric directly relates to a specific identified

benefit and aligns with overarching business goals. Avoid vanity metrics that don't reflect

real value.

o Establish baselines: Before Al implementation, measure the current state of each

chosen metric.

e Use SMART criteria: Frame metrics to be:
o Specific: Clearly defined, leaving no room for ambiguity. (e.g., "Reduce customer
service call handling time by 20%").
o Measurable: Quantifiable using available data. (e.g., track average call duration
in minutes).
o Achievable: Realistic given the scope and capabilities of the Al solution.
o Relevant: Directly related to the project's goals and business outcomes.
o Time-bound: Associated with a specific timeframe for achievement. (e.g.,
"...within the first 6 months post-implementation").

e Consider leading and lagging indicators: Track metrics that predict future success

(leading) and metrics that measure past results (lagging).

Table 6.5: Leading and Lagging Indicators for Al ROl

Indicator Purpose Examples M_ea_surement
Type Timing
Leading Predict future User adoption rates, usage Real-time or weekly
Indicators success and early frequency, training completion measurement
adoption signals rates
Lagging Measure past Re\(enue growth, cost savings Monthly or quarterly
. results and long- realized, customer satisfaction
Indicators . measurement
term impact scores
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Note: Appendix D contains metrics to support analysis of leading and lagging indicators.

Best Practices for Metric Establishment

Table 6.6: Metric Development Best Practices

Best Practice

Description

Implementation Approach

factors

Link to Ensure every metric directly relates to | Map each metric to specific
Business identified benefits and organizational business outcomes and strategic
Objectives goals priorities
Establish Measure current state before Al Dgrcfgp:neanr:c‘gz—g:g:g?g;fg:]
Baselines implementation perto
metrics

Consider ﬁ%ﬁ%ﬁgg?;;ﬁﬁ:gztga; dmpl\?ht Identify external variables and
Dependencies | . : y control factors where possible

implementation

Determine how to isolate Al's Design measurement approaches
Plan for A X )
Attribution contribution from other improvement that can separate Al impact from

other initiatives

Calculating and Tracking ROI

Calculating ROI provides a standardized way to compare the financial return of the Al
investment against its cost. This section provides frameworks for comprehensive ROI
calculation and ongoing tracking.

The individual components of the standard ROI formula are:

o Total benefits: Sum of the quantified financial value of all benefits (both direct
quantitative and estimated value of qualitative/indirect benefits where possible) over a
specific period.

e Total cost of investment: Include all associated costs:

o Technology: Software licenses/subscriptions, hardware, cloud computing
resources.

o Implementation: Development, integration, customization, project management.

o Personnel: Data scientists, engineers, subject matter experts, training time for
end-users.

o Maintenance & Support: Ongoing operational costs, updates, monitoring.

o Data: Data acquisition, preparation, storage.

o Change Management: Communication, training, process redesign efforts.

Standard ROI Formula and Components
Table 6.7: ROI Calculation Framework

Component

Description

Calculation Method

Total Benefits

Sum of quantified financial
value of all benefits over a
specific period

Direct cost savings + Revenue increases
+ Quantified value of qualitative benefits
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Total

All associated costs of Al

Technology + Implementation +

Investment . i : Personnel + Maintenance + Data +

Cost implementation and operation Change Management costs

ROI Standard return on investment [(Total Benefits - Total Investment Cost) /
Percentage calculation Total Investment Cost] x 100%

Comprehensive Cost Categories
Table 6.8: Al Investment Cost Categories

Cost Category | Components Considerations

Software
Technology licenses/subscriptions, Include ongoing licensing and
Costs hardware, cloud computing infrastructure scaling costs

resources

Implementation
Costs

Development, integration,
customization, project
management

Account for both internal and external
implementation resources

Personnel
Costs

Data scientists, engineers,
subject matter experts, training
time for end-users

Include both full-time staff and
consultant/contractor costs

Maintenance &

Ongoing operational costs,
updates, monitoring, technical

Plan for long-term operational expenses

Support support
Data acquisition, preparation, Include both initial data setup and
Data Costs . :
storage, processing ongoing data management
Change Communlcatlo.n, training, Often underestimated but critical for
process redesign efforts, user
Management success

adoption support

Beyond Simple ROI

For complex Al projects with long-term or less tangible benefits, consider supplementary

metrics:

Table 6.9: Advanced ROl Metrics

Metric

Purpose

When to Use

Payback Period

Time required for benefits to
recoup initial investment

Projects with clear upfront costs and
measurable ongoing benefits

Net Present
Value (NPV)

Present value of future cash

flows minus initial investment

Long-term projects where timing of
benefits matters

Internal Rate of
Return (IRR)

Zero

Discount rate where NPV equals

Comparing multiple investment
opportunities
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Guidelines For Measuring Indirect Benefits

Indirect benefits—where Al creates improvements across the organization—are often harder to
measure but can represent significant value. This section provides frameworks for capturing and
quantifying these broader impacts.

Approaches to Indirect Benefit Measurement

Table 6.10: Indirect Benefit Measurement Strategies

Strategy Description Application Method Example
Value Chain Understanding how Al Map all processes that ::é—dr::\éi?a%ﬁtomer
Maobin impacts downstream could be affected by the imgrovin marketin
PPINg processes or other teams | Al implementation proving >ting
campaign effectiveness
Tracking correlations Increased innovation
Correlation between Al Monitor related metrics metrics after
Analvsis implementation and before and after Al implementing Al
y improvements in related deployment P 9
areas research tools
Prox Using measurable Ldeercgfgsnlztarf;r;; Employee time freed up
Metri¥:s indicators that indirectly roxies for intanaible by automation as proxy
reflect qualitative benefits Eenefits 9 for innovation capacity
Structured interviews or Conduct reqular Surveys with
Partner surveys to estimate Al assessmen?s with department heads on
Attribution contribution to ; Al tool contribution to
) impacted teams :
improvements their performance

Guidelines for Conservative Estimation

When assigning financial value to indirect or qualitative benefits, follow these principles:

Table 6.11: Conservative Estimation Guidelines

Guideline

Rationale

Implementation Approach

Use Conservative

Maintains credibility and

Apply conservative multipliers and

Assumptions manages expectations discount uncertain benefits
Document All Enables review and Create clear documentation of how
Assumptions adjustment of calculations qualitative benefits were quantified

Regular Validation

accurate over time

Ensures estimates remain

Periodically review and adjust benefit
calculations based on actual results

Acknowledge
Limitations

Maintains transparency about
measurement challenges

Clearly communicate the degree of
certainty for different benefit categories

ROI Tracking and Continuous Improvement

ROl is not a one-time calculation but requires ongoing monitoring and refinement. This section
provides frameworks for continuous ROI tracking and improvement.
¢ Implement mechanisms to continuously collect data for the chosen metrics.
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o Establish regular review periods (e.g., quarterly, annually) to recalculate ROl and assess
performance against targets.
o Use dashboards or tracking templates to visualize progress and communicate results.

Tracking Infrastructure

Table 6.12: ROI Tracking Infrastructure Requirements

Component

Purpose

Implementation Options

Data Collection
Systems

Capture performance data

across all metrics

processes

Automated dashboards, integrated
reporting systems, manual data collection

Regular Review
Cycles

Establish consistent
measurement and analysis

schedules

check-ins

Quarterly business reviews, monthly
operational reviews, weekly performance

Reporting
Mechanisms

Communicate results to

partners

Executive dashboards, detailed reports,
presentation materials

Continuous Improvement Process

Table 6.13: ROI Improvement Process

Process Step Frequency Activities Outcomes
Performance Onaoin Track key metrics, identify Real-time awareness
Monitoring going trends, flag issues of ROI performance
Recalculate ROI,'assess Updated ROI
Regular performance against targets, ;
Quarterly . e calculations and
Assessment identify improvement .
o action plans
opportunities
Modify implementation Improved Al
Strategy approach, reallocate : :
. As needed implementation
Adjustment resources, address .
effectiveness
performance gaps
Continued
Stakeholder Share results, gather organizational
Communication Monthly/Quarterly feedback, align on priorities support and
alignment

Sample ROI Tracking Template

A structured template supports consistency in tracking benefits over time. The following
framework should be adapted to specific organizational needs and metrics:

Table 6.14: ROI Tracking Template Framework

Template

Component Purpose Key Elements

Metric Clear description of what is | Metric name, category

Identification being measured (quantitative/qualitative), measurement unit
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. Expected performance Baseline value, target value, timeline for
Target Setting :
levels achievement
Data Collection How and when Data source, measurement frequency,
measurements are taken responsible party
Progress Actual performance against | Current values, variance from target, trend
Tracking targets analysis
Imoact Analvsis Understanding of results Performance drivers, lessons learned,
P y and implications improvement opportunities

Note: A detailed ROI tracking example template is provided in Appendix E

Conclusion

Measuring Al ROI requires a systematic approach that balances quantitative rigor with
recognition of qualitative impacts. Success depends on establishing clear metrics tied to
business objectives, implementing robust tracking systems, and maintaining focus on
continuous improvement.

Organizations that excel at Al ROl measurement share several characteristics: they establish
comprehensive baseline measurements, track both leading and lagging indicators, account for
indirect benefits, and maintain regular review cycles that enable continuous optimization.

The frameworks and tools provided in this section enable organizations to move beyond gut
feelings about Al value to data-driven understanding of impact and opportunities for
improvement. Remember that ROl measurement is not just about proving value—it's about
learning how to maximize value from Al investments over time.

Effective ROl measurement creates a virtuous cycle: better measurement leads to better
understanding, which enables better implementation, which drives better results. Organizations

that commit to systematic ROl measurement will be better positioned to maximize their Al
investments and build sustainable competitive advantages.

Back to Index
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Section 7: Integration & Change Management

Back to Index
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As organizations integrate Al, a structured change management approach is critical to ensure
responsible adoption, reduce disruption, and maximize benefits. This section provides a
framework for responsible Al integration that addresses organizational change factors and
human elements essential for successful transformation.

Topics in Section 7:

Key Principles

Partner Engagement Strategy

Communication Planning

Resistance Management

Implementation Sequencing

Progress Monitoring and Success Measurement
Readiness-Based Implementation Guidance
Conclusion

N RWN -~

Key Principles

Integration and change management for organizations adopting Al involves several critical
components. These principles form the foundation for successful Al transformation:

e Change is Human-Centered: Successful Al integration depends on understanding and
addressing human factors—fears, hopes, skills, and values—rather than focusing solely
on technology.

e Collaboration and Communication Enable Adoption: Open, inclusive dialogue and
partner engagement are essential for building trust, overcoming resistance, and ensuring
responsible change.

o Adaptation is Continuous: Change management for Al is not a one-time event but an
ongoing process of monitoring, feedback, and adjustment as technology and
organizational needs evolve.

Partner Engagement Strategy

Objective: Involve, inform, and align all partners throughout the Al integration process to
ensure buy-in and successful adoption.

Successful Al integration requires early and ongoing engagement with all stakeholders who will
be affected by or involved in the transformation. Organizations should begin their partner
engagement by addressing fundamental strategic questions that will define boundaries, guide
implementation approaches, and ensure alignment with organizational values and partner
needs.
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Table 7.1: Key Strategic Questions for Al Integration

Question . ]
Category Strategic Questions Why It Matters
Safe and Where can Al be safely and Defines boundaries and reduces

Strategic Use

strategically used—and where should it

not?

risk while maximizing opportunity

How can Al be introduced without

Change : . Ensures smooth adoption and
causing fear, confusion, or staff PR o .

Management . maintains organizational stability
resistance?

Governance What frameworks, prompts, and policies | Provides structure for consistent

Framework support responsible adoption? and ethical Al use

Organizational
Alignment

How can teams train and guide Al
systems to reflect organizational values

and voice?

Maintains brand integrity and
cultural consistency

Partner Engagement Implementation:

Once organizations have clarity on their strategic direction through the questions above, they

can implement systematic partner engagement activities. These structured approaches ensure
comprehensive partner involvement, build support for Al initiatives, and create mechanisms for
ongoing feedback and collaboration.

Table 7.2: Partner Engagement Framework

Engagement

Implementation

Al adoption discussions

Method Purpose Approach Success Indicators

Identify key internal and | Create comprehensive Complete partner
Partner external partners, their | partner analysis including | inventory with
Mapping interests, and potential influence and impact engagement

concerns assessment strategies

Engage leadership, Form cross-functional Active participation
Early employees, customers, . X

.~ | planning committees and | from all key partner

Involvement and regulatory bodies in

advisory groups

groups

Collaboration

Establish cross-
functional teams, Al

Create formal structures
with clear roles and

Regular meeting
attendance and

strategies

Mechanisms ethics committees, and - productive
) responsibilities
advisory groups outcomes
Implement regular .
plement regu’a Consistent feedback
touchpoints to gather Town halls, surveys, .
Feedback . . collection and
input and adjust focus groups, one-on-one
Channels : . : documented
implementation meetings
responses

Communication Planning

Objective: Develop a clear, transparent, and ongoing communication strategy to maintain trust
and understanding of Al initiatives.
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Effective communication is essential for building trust, managing expectations, and ensuring
successful Al adoption across all organizational levels. A comprehensive communication

strategy addresses diverse audiences, uses multiple channels, and maintains transparency
while supporting the change process.

Table 7.3: Communication Planning Framework

Communication

Implementation

and limitations

Element Description Methods Target Audience
Messadgin Craft clear narratives that Develop key messages All organizational
Frame\?vori explain Al's purpose, for different audiences Ievelsg
benefits, and potential risks | and scenarios
Share Al impact . Regular reports, open Partners,
Transparency assessments, ethical forums. accessible emplovees
Commitments considerations, and usage documéntation cus?onzers ’
policies openly
Multi-Channel Use diverse communication | Email updates, intranet | Segmented by
Strate methods to reach all resources, webinars, audience
9y partners effectively leadership briefings preferences
- Provide Al literacy Workshops, online All employees
Training & programs to help teams modules, hands-on using or affected
Education understand Al capabilities ’

sessions, mentoring

by Al

Communication Timeline and Milestones

Timing and sequencing of communications significantly impact how well messages are received
and acted upon. A structured timeline ensures that stakeholders receive the right information at
the right time to support successful Al integration.

Table 7.4: Communication Implementation Timeline

Communication

Phase Timeline Key Activities
Focus

2-3 months C .
Pre- before Awareness and Announce Al initiative, explain
Implementation preparation rationale, address initial concerns

deployment

Imolementation Subport and Provide training resources,
Launch Phase P PP celebrate early wins, address

period guidance

challenges
: Share results, gather feedback,
Post- : Continuous )
. Ongoing . communicate updates and

Implementation improvement

improvements

Resistance Management

Objective: Proactively address concerns and promote a culture of Al adoption while maintaining
organizational stability and trust.
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While resistance sources vary by organization, certain patterns emerge consistently across Al
implementations. Understanding these common concerns and proven response strategies
enables leaders to proactively address resistance before it becomes a barrier to adoption.

Table 7.5: Resistance Management Strategy

Resistance

misconceptions

Implementation Expected
Management | Approach Methods Outcomes
Component
Identify Conduct change readiness Surveys, focus groups, Clear .
assessments to oo . . understanding of
Sources of individual interviews, !
. understand fears and resistance sources
Resistance cultural assessments

and intensity

Address concerns through

Regular communication,

Reduced fear and

emphasize ethical
safeguards

guidelines

Engage Early transparent Q&A )

& Often open forgms, FAQs, and sessions, leadership increased .
leadership endorsement visibility understanding

E Identify Al advocates Train champions, Peer-to-peer

mpower oo .

Champions within teams to act.as peer prowdg resources, support and
educators and motivators recognize contributions | advocacy
foer reassurances about Job security

e job security, provide . . Increased comfort

Mitigation reskilling opportunities commitments, training and confidence

Strategies 9 opp ’ programs, ethical

with Al adoption

Common Sources of Resistance and Response Strategies

While resistance sources vary by organization, certain patterns emerge consistently across Al
implementations. Understanding these common concerns and proven response strategies
enables leaders to proactively address resistance before it becomes a barrier to adoption.

Table 7.6: Resistance Sources and Mitigation Approaches

Resistance
Source

Common
Concerns

Mitigation Strategy

Success Metrics

Job Security
Fears

"Al will replace
my job"

Emphasize augmentation over
replacement, provide reskilling
opportunities

Employee retention
rates, job satisfaction
surveys

processes

Technology "l don't Comprehensive training, Training completion

Anxiety understand how | ongoing support, gradual rates, usage adoption
to use Al" introduction metrics

Quality "Al can't do the | Demonstrate Al capabilities, Quality metrics, error

Concerns job as well as show success stories, maintain | rates, user confidence
humans" human oversight scores

Ethical "Al might be Transparent ethical guidelines, Ethical compliance

Worries biased or unfair" | bias monitoring, human review metrics, trust surveys
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Implementation Sequencing

Objective: Develop a phased approach to Al adoption that aligns with organizational goals and
readiness while minimizing disruption.

Table 7.7: Implementation Sequencing Framework

Implementation o . Success
Phase Focus Activities Duration Criteria
e , Select pilot use S'uccessful
Test feasibility and refine cases. train pilot 2.3 pilot
Pilot Programs | strategies with small- ’ P completion,
; ) users, measure months o
scale implementations results positive user
feedback
Expand to Successful
Deploy Al solutions in pa scaling,
Incremental hases, prioritizing high- additional 6-12 maintained
Rollouts P » prion g ng departments, scale | months
impact, low-risk areas . performance
successful pilots :
metrics
Design systems with Full organizational V(airg:nlzatlon-
Scalability flexibility to expand and deployment, 12+ adobtion
Integration adapt to organizational integration months sustginea
needs optimization :
benefits
Process
refinement, .Seamle.ss
Workflow Ensure Al complements workflow . !ntegratlon,
. rather than disrupts o Ongoing | improved
Integration o optimization, -
existing processes . efficiency
continuous metrics
improvement

Prioritization Criteria for Inplementation

Beyond tracking adoption metrics and performance indicators, organizations need
comprehensive methods to evaluate the overall effectiveness of their Al integration efforts. The
following approaches provide systematic ways to assess long-term success across business,
human, and ethical dimensions.

Table 7.8: Implementation Prioritization Matrix

o High Priority : - L
Criteria Characteristics Medium Priority Low Priority
Business High ROI potential, critical | Moderate impact, Low impact, nice-to-
Impact business function supportive function have

Implementation
Risk

Low technical complexity,
proven use case

Moderate complexity,
some unknowns

High complexity,
experimental

User Readiness

Eager adopters, strong
support

Neutral attitude,
adequate training

Resistant users,
extensive change

required
Resource Minimal additional Moderate resource Significant resource
Requirements resources needed requirements investment
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Progress Monitoring and Success Measurement

Objective: Track Al adoption and its impact to ensure alignment with business objectives and

ethical standards while enabling continuous improvement.

Effective Al integration requires systematic tracking across multiple dimensions to ensure
initiatives stay on course and deliver expected outcomes. A comprehensive monitoring

framework provides early warning signals, enables data-driven adjustments, and demonstrates
progress to stakeholders throughout the implementation process.

Table 7.9: Progress Monitoring Framework

Monitoring Key Performance Review
Area Indicators (KPlIs) AR 0 2 Frequency
Adoptlon User adoption rates, usage System analytics, user Weekly/Monthly
Metrics frequency, feature utilization | surveys, usage reports
Performance Efficiency gains, cost Performance
Imoact savings, quality dashboards, financial Monthly/Quarterly
P improvements reports, quality metrics
User satisfaction, training Satisfaction surveys,
User . . )
E , effectiveness, support ticket | training assessments, Monthly
xperience ;
volume support metrics
o Employee engagement, Employee surveys, pulse
Organizational change readiness, cultural checks, cultural Quarterly
Health .
adaptation assessments

Success Measurement Approaches

Beyond tracking adoption metrics and performance indicators, organizations need
comprehensive methods to evaluate the overall effectiveness of their Al integration efforts. The
following approaches provide systematic ways to assess long-term success across business,
human, and ethical dimensions.

Table 7.10: Success Measurement Methods

BT Purpose Implementation Frequenc
Method P P q y
Busi Assess Al's contribution to Financial analysis,
usiness .
strategic goals such as performance
Impact . Quarterly
A . revenue growth or customer | comparisons, ROI
nalysis . . .
satisfaction calculations
Employee & Measyre perceptions of Al Surveys, interviews,
adoption through :
Customer . . feedback sessions, Monthly/Quarterly
. satisfaction and : .
Sentiment . sentiment analysis
engagement metrics
Ethical Regullarly review Al . Compliance reviews,
: practices against ethical :
Compliance bias assessments, Quarterly/Annually
, standards and regulatory ) .
Audits . ethical evaluations
requirements
Sustainability Ensure Al solutions remain | Performance trending,
& Scalability adaptable and beneficial scalability testing, future | Semi-annually
Assessment long-term readiness evaluation
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Readiness-Based Implementation Guidance

Different levels of organizational readiness require different approaches to change
management. The following guidance helps tailor implementation strategies based on current
readiness levels.

Al Readiness Assessment Tools

To support effective change management, two assessment tools have been developed to
evaluate organizational readiness for Al adoption. The Team Al Readiness Assessment
(Appendix G) evaluates employee comfort levels, attitudes, and knowledge regarding Al
integration, helping leaders understand workforce readiness and identify areas requiring
additional support or training. The Leadership Al Readiness Assessment (Appendix H)
focuses on strategic preparedness, governance frameworks, and implementation readiness at
the executive level.

These assessment tools provide quantitative measures across key readiness dimensions and
include scoring guidance to help organizations determine their current readiness level and
select appropriate implementation strategies. Assessment tools for team and leadership
readiness complement the frameworks outlined in Section 2: Al Readiness Assessment
Framework. Leaders should administer these assessments early in the planning process and
use the results to tailor their change management approach, prioritize training investments, and
set realistic timelines for Al adoption based on their organization's specific readiness profile.

Table 7.11: Team Readiness Assessment Framework

Readiness Iy Recommended ‘o
Level Characteristics Approach Key Activities

Al literacy training,
success story
sharing, safe
experimentation
spaces

Hands-on training,
Support-focused, pilot participation,

Limited Al knowledge, concerns
about impact, resistance to
change

Education-focused,
gradual introduction

Hesitant and
New to Al

Basic Al awareness, willing to

Interested but
learn, concerned about

Cautious implementation structured learning | mentoring
programs
. . Advanced use case
Readyand | g | foousedt innovation | development
Advanced P ’ 9 : leadership roles,

advanced applications emphasis innovation projects

Readiness-Based Implementation Strategies

Once organizations have assessed their current readiness using the tools described above,
they can select implementation approaches that match their specific readiness profile. The
following strategies provide guidance for tailoring timelines, resource allocation, and change
management intensity based on organizational readiness levels across both teams and
leadership.
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Table 7.12: Implementation Strategies by Readiness Level

Roadiness | 12m Approach Approach Expectations
. Extensive education, change §ésgggglr?c:aining’ 12-18 months for
Low Readiness msgzggﬁn;ennt focus, gradual development, full implementation
strategic planning
Medium %é?g;ii:;gn%ﬁ;d Policy refinement, 6-12 months for
Readiness programs, chan,1pion resource allocation, | scaled

development progress monitoring | implementation

Strategic
: . : acceleration, 3-6 months for
High . Advanced trqlnlng, rgpld performance organization-wide
Readiness deployment, innovation focus Lo :
optimization, scaling | deployment
support
Conclusion

Successful Al integration depends on balancing technological advancement with effective
change management. By following this framework, organizations can drive responsible Al
adoption while maintaining transparency, sustaining trust, and achieving long-term success.

Next Steps for Implementation:

1. Assess Current Readiness: Use the provided assessment tools to understand your
organization's starting point

2. Develop Tailored Strategy: Select appropriate approaches based on readiness levels
and organizational context

3. Implement Systematically: Follow the phased approach with consistent monitoring and
adjustment

4. Monitor and Refine: Continuously track progress and update strategies to ensure
sustainable Al deployment

The framework provided here offers a structured approach to managing the human side of Al
transformation while maintaining focus on practical outcomes and sustainable change.
Organizations that commit to systematic change management will be better positioned to realize
Al's potential while maintaining organizational stability and partner trust.

Remember that successful Al integration is not just about implementing technology—it's about
transforming how people work, think, and collaborate. By prioritizing the human elements of
change while maintaining focus on measurable outcomes, organizations can achieve both
technological success and organizational resilience.

Back to Index
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Section 8: Risk Management

Back to Index

Author: Christian Napier

Attribution: This section is based on guidance provided by the National Institute of Standards
and Technology (NIST) (2024) Atrtificial Intelligence (Al) Risk Management Framework (Al RMF)
and its Generative Al Profile, outlined in NIST Al 600-1.

Al introduces both unique risks and opportunities. This section provides a framework to help
organizations navigate the complex landscape of Al risk management. It emphasizes a
proactive approach, encompassing technical and organizational considerations, in line with the
NISTAI RMF and its Generative Al Profile, outlined in NIST Al 600-1.

Topics in Section 8:

Sk wN -~

Key Principles

Risk Identification

Risk Assessment Methodologies
Risk Mitigation Strategies
Implementation Considerations
Conclusion

Key Principles

The following principles were taken into consideration when preparing this section:

Context-Driven Assessment: Risk assessment should be tailored to the specific use
case and deployment context of the Al solution, recognizing that risks vary significantly
across applications.

Iterative Management Process: Risk management is an ongoing process, requiring
continuous monitoring, reassessment, and adaptation as systems evolve and new risks
emerge.

Interdisciplinary Collaboration: Effective risk management necessitates collaboration
between technical experts, business leaders, legal counsel, and ethicists to address the
full spectrum of Al risks.

Standards-Based Approach: Following established frameworks like NIST Al RMF
provides structure and credibility while enabling consistent risk management across
organizations.

Risk Identification
NIST Al 600-1 identifies twelve areas of risk that are unique to or exacerbated by Al. They are:
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1. CBRN information or capabilities: Eased access to or synthesis of materially nefarious
information or design capabilities related to chemical, biological, radiological, or nuclear
(CBRN) weapons or other dangerous materials or agents.

2. Confabulation: The generation of false content (known as “hallucinations” or
“fabrications”) that may mislead or confuse users.

3. Dangerous, violent, or hateful content: Eased production of and facilitated access to
violent, inciting, radicalizing, or threatening content, including recommendations for self-
harm or illegal activities.

4. Data privacy: Impacts due to leakage and unauthorized use, disclosure, or de-
anonymization of biometric, health, location, or other personally identifiable information
or sensitive data.

5. Environmental impacts: Energy / water consumption and related impacts due to high
compute resource utilization in training or operating Al models.

6. Harmful bias or homogenization: Amplification of historical, societal, and systemic
biases; performance disparities between sub-groups or languages, possibly due to non-
representative training data, that result in discrimination, amplification of biases, or
incorrect presumptions about performance.

7. Human-Al configuration: Arrangements of or interactions between a human and an Al
system that can result in the human inappropriately anthropomorphizing Al systems or
experiencing algorithmic aversion, automation bias, over-reliance, or emotional
entanglement with Al systems.

8. Information integrity: Lowered barrier to entry to generate and support the exchange
and consumption of content, which may not distinguish fact from opinion or fiction, or
acknowledge uncertainties, or could be leveraged for large-scale dis- and mis-
information campaigns.

9. Information security: Lowered barriers for offensive cyber capabilities, including via
automated discovery and exploitation of vulnerabilities to ease hacking, malware,
phishing, offensive cyber operations, or other cyberattacks; increased attack surface for
targeted cyberattacks, which may compromise a system’s availability or the
confidentiality or integrity of training data, code, or model weights.

10. Intellectual property: Eased production or replication of alleged copyrighted,
trademarked, or licensed content without authorization (possibly in situations that do not
fall under fair use); eased exposure of trade secrets; or plagiarism or illegal replication.

11. Obscene, degrading, and/or abusive content: Eased production of and access to
obscene, demeaning, and/or abusive imagery, which can cause harm, including
synthetic child sexual abuse material (CSAM), and nonconsensual intimate images
(NCII) of adults.

12. Value chain and component integration: Non-transparent or untraceable integration of
upstream third-party components, including data that has been improperly obtained or
not processed and cleaned due to increased automation from generative Al; improper
supplier vetting across the Al lifecycle; or other issues that diminish transparency or
accountability for downstream users.

More details for each risk area are provided in NIST Al 600-1, pages 5-12.

Risk Assessment Methodologies

Effective Al risk management requires both qualitative and quantitative assessment
approaches. Organizations should select methods that align with their risk tolerance, resources,
and regulatory requirements.
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Qualitative Risk Assessment

Qualitative approaches provide accessible frameworks for understanding and categorizing Al
risks, particularly valuable in early-stage assessments and for less mature risk areas. Common
approaches to qualitative risk assessment include:

e Risk matrices: Assign severity levels (e.g., low, medium, high) to identified risks based
on likelihood and impact. Appendix | includes a sample risk matrix for a state
government use case and the risks identified in NIST Al 600-1.

e Scenario analysis: Explore potential risk scenarios and their cascading effects. For
each scenario described, the corresponding likelihood, impacts, and mitigation strategies
are identified.

Table 8.1: Qualitative Risk Assessment Methods

Assessment oy ’
Method Description When to Use Key Benefits
Assign seyerlty !evels Initial assessments, Visual clarity, easy
: , (low, medium, high) . .
Risk Matrices oo resource allocation comparison across
based on likelihood and decisions risks
impact
S . Explore potential risk Strategic planning, Identifies complex
cenario . : L) : .
. scenarios and their comprehensive risk interactions, prepares
Analysis . . . .
cascading effects understanding for contingencies
Expert Leverage domain Specialized or Lr;]%o\,\r/?;(;agesaﬁfgsses
Judgment expertise to assess risks | emerging risk areas age,
novel situations
Stakeholder _CoIIa‘b.ora.tlve risk Cross-functional risk Builds consensus,
identification and . captures diverse
Workshops evaluation .
assessment perspectives

Quantitative Assessment

Quantitative methods provide measurable indicators for tracking and managing Al risks,
essential for regulatory compliance and performance monitoring. Quantitative risk assessments
may include:

e Metrics and KPlIs: Define measurable indicators to track model performance, fairness,
security and privacy, ethics, and operational risks. Appendix F includes sample
assessment metrics.

e Statistical analyses: Employing statistical methods to quantify uncertainty and assess
risk probabilities.

Table 8.2: Quantitative Risk Assessment Approaches

ﬁs;::zzment Description Application Areas :g:;zljirr':;rr\‘:;\ttl:n
Define measurable Data collection

Metrics and indicators for model Ongoing monitoring, .

KPls performance, fairness, compliance reporting systems, baseline
and security measurements
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- Employ statistical methods | Performance - .
i;a;:sgicsal to quantify uncertainty and | prediction, S;z['sjzzl gg& e::rﬁ’ les
y risk probabilities confidence intervals 9 P
Use automated tools to Real-time risk Technical
Automated , ) . :
o continuously assess risk detection, large- infrastructure, alert
Monitoring oo
indicators scale systems systems
. Compare risk levels Performance . ,
Compgratlve across different models, benchmarking, trend S'tandlardlzed metrics,
Analysis . . . historical data
systems, or time periods analysis

Integrated Assessment Approach

Most organizations benefit from combining qualitative and quantitative methods to create a
comprehensive risk assessment framework.

Table 8.3: Integrated Risk Assessment Framework

Qz:::sment ll\:ng:?\irg Key Activities Outputs
Initial Risk Qualitative Stakeholder workshops, scenario Risk inventory,
Identification planning, expert review priority rankings
: : Quantitative measurement where . ,
Rr?;?;;:i(i Risk Combined possible, qualitative analysis for rljlli?i‘;gtrigwisriorities
complex factors
Ongoing s Automated monitoring, regular Performance
o Quantitative ’ . dashboards, alert
Monitoring measurement, trend analysis
systems
Comprehensive assessment, Updated risk
Periodic Review | Combined strategy refinement, lessons management
learned strategy

Risk Mitigation Strategies

A variety of risk mitigation strategies are relevant to Al. The NIST framework organizes them
into four categories - govern, map, measure, and manage. This systematic approach ensures
comprehensive coverage of risk management activities. A brief summary is provided below
(refer NIST Al 600-1 framework document, pages 13 - 46).

Govern

The Govern category includes establishing and implementing policies, processes, and
procedures to manage and document Al-related legal and regulatory requirements. It
emphasizes integrating trustworthy Al characteristics into organizational practices and defining
risk management activity levels based on risk tolerance. Key actions include:
e Aligning Al development and use with applicable laws and regulations, including those
related to data privacy, copyright, and intellectual property.
e Establishing transparency policies for documenting the origin and history of training data
and generated data for Al applications.
e Defining organizational responsibilities for periodic review of content provenance and
incident monitoring for Al systems.
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e Establishing policies and mechanisms to prevent Al systems from generating Child
Sexual Abuse Material (CSAM), Non-Consensual Intimate Image (NCII), or content that
violates the law.

Table 8.4: Governance-Based Risk Mitigation

data provenance

. Implementation Expected
Governance Area | Key Actions Methods Outcomes
Legal and Align Al development | Policy development, legal | Regulatory
Regulatory with applicable laws review processes, adherence, reduced
Compliance and regulations compliance audits legal risk
Transparency Document Al system Documentation. ' Increased N
Policies development and standards, audit trails, accountability,

public reporting

stakeholder trust

Organizational
Responsibilities

Define roles for Al
risk management and
incident response

Role definitions, reporting
structures, escalation
procedures

Clear
accountability,
effective response

Ethical Guidelines

Establish policies
preventing harmful
content generation

Content policies, review
processes, monitoring
systems

Reduced harmful
outputs, ethical
compliance

Map

The Map category involves understanding, documenting, and defining the Al system's intended
purposes, context-specific laws, norms, and expectations, as well as prospective settings for
deployment. It includes identifying interdisciplinary Al actors and their roles and documenting
the Al system's knowledge limits and how humans oversee system output. Key actions include:
e Considering factors such as internal vs. external use, narrow vs. broad application
scope, fine-tuning, and varieties of data sources when identifying intended purposes.
e Determining and documenting the expected and acceptable Al system context of use in
collaboration with socio-cultural and other domain experts.
e Assessing the accuracy, quality, reliability, and authenticity of Al output by comparing it
to a set of known ground truth data and by using a variety of evaluation methods.
e Implementing processes for responding to potential intellectual property infringement
claims or other rights.

Table 8.5: Mapping-Based Risk Mitigation

Mapping Area

Key Actions

Implementation Methods

Expected
Outcomes

Purpose and
Context
Documentation

Define intended uses
and deployment
contexts

Use case documentation,
context analysis,
stakeholder consultation

Clear boundaries,
appropriate use

System Limitations

Document Al system
knowledge limits and
capabilities

Capability testing,
limitation documentation,
user guidance

Informed usage,
reduced
misapplication

Accuracy
Assessment

Evaluate Al output
quality against
ground truth data

Validation testing,
benchmark comparisons,
expert review

Quality assurance,
reliability metrics
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Implement IP policies, content Legal compliance
Rights and IP processes for C : ’
: screening, legal review reduced IP
Management intellectual property C
: procedures violations
protection
Measure

The Measure category focuses on selecting and implementing approaches and metrics for
measuring Al risks, starting with the most significant ones, and documenting any risks or
trustworthiness characteristics that cannot be measured. It involves internal and external
experts in regular assessments and updates and considers statistical biases related to Al
content provenance. Key actions include:
e Employing methods to trace the origin and modifications of digital content.
e Defining relevant groups of interest and engaging in internal and external evaluations to
gather structured public feedback.
e Assessing and managing statistical biases related to Al content provenance through
techniques such as re-sampling, re-weighting, or adversarial training.
e Evaluating claims of model capabilities using empirically validated methods.

Table 8.6: Measurement-Based Risk Mitigation

Measurement ; Implementation Expected

Area Revjec b MeI:hods OuFt’comes

Content Trace origin and Metadata systems, Content

Provenance modifications of watermarking, chain of authenticity,

Tracking digital content custody documentation traceability
Evaluate and Bias testing, diverse Reduced

Bias Assessment | manage statistical evaluation datasets, discrimination,
biases in Al systems | fairness metrics fairer outcomes
Assess Al system Standardized testing, Accurate capability

Performance .y : . assessment,

. capabilities using expert evaluation, -
Evaluation validated methods comparative analysis realistic
expectations

Gather structured User surveys, expert Improved systems,

Eéaezebha%ger feedback from panels, public stakeholder
affected parties consultation processes satisfaction

Manage

The Manage category covers developing and planning responses to Al risks deemed high
priority, including mitigating, transferring, avoiding, or accepting risks. It involves sustaining the
value of deployed Al systems, responding to previously unknown risks, and deactivating Al
systems that demonstrate performance inconsistent with intended use. Key actions include:
e Documenting trade-offs, decision processes, and relevant measurement and feedback
results for risks that do not surpass organizational risk tolerance.
e Comparing Al system outputs against pre-defined organization risk tolerance, guidelines,
and principles, and reviewing and testing Al-generated content against these guidelines.
e Developing and updating Al system incident response and recovery plans and
procedures to address newly encountered uses.
e Establishing and maintaining communication plans to inform Al partners as part of the
deactivation or disengagement process of a specific Al system.
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Table 8.7: Management-Based Risk Mitigation

Management

Area Key Actions Implementation Methods | Expected Outcomes

Response procedures,

Risk Response | Develop responses contingency planning,

Prepared responses,

Planning for high-priority risks resource allocation minimized impact
. Compare. outputs Automated monitoring, Maintained
Compliance against risk . . :
Monitorin tolerance and regular audits, compliance | standards, early issue
9 . reporting detection
guidelines
. Establish Response teams, .
Incident L Rapid response,
procedures for Al- communication plans, S
Response L minimized damage
related incidents recovery procedures
Plan for safe Al Shutdown procedures, Safe discontinuation,
System system shutdown stakeholder stakeholder
Deactivation y communication, transition

when needed protection

plans

Implementation Considerations

Successful Al risk management requires attention to organizational context, third-party
relationships, and ongoing operational realities. This section addresses key implementation
challenges and considerations. The authors of the NIST framework present the following
considerations (NIST Al 600-1 framework document, pages 47 - 53). The list of considerations
is not exhaustive but are relevant to organizations implementing Al.

Organizational Governance

Al presents unique challenges. Managing Al effectively may require tailored oversight, human-
Al configurations, additional human review, tracking, and management. The diverse outputs,
modalities, and user interfaces of Al encompass a broad range of Al Actors and applications.
Establishing acceptable use policies and adapting protocols are key to mitigating risks
associated with misuse, abuse, and misalignment in human-Al interactions.

Third-Party Considerations

Organizations integrating third-party Al models, systems, or generated data for various
enterprise applications face potential increases in risk regarding intellectual property, data
privacy, and information security. To address these concerns, clear guidelines for transparency
and risk management regarding third-party data collection and use are necessary, with
organizations considering varied risk controls for different types of models and enhanced
processes for external interactions. Existing risk controls and processes, such as due diligence,
Software Bill of Materials (SBOMs), Service Level Agreements (SLAs), and Statement on
Standards for Attestation Engagements (SSAE) reports, can be applied to both proprietary and
open-source Al technologies and third-party providers to improve transparency and manage
risks effectively.
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Pre-Deployment Testing

Current approaches for measuring performance, capabilities, limits, risks, and impacts face
significant limitations due to the diverse nature of Al development and deployment. Existing test,
evaluation, validation, and verification (TEVV) processes are often inadequate, non-
systematically applied, and fail to accurately reflect real-world conditions. Methods like using
video games, human standardized tests, and jailbreaking attempts don't guarantee validity or
reliability in practical settings. Measurement gaps stem from reliance on lab settings and
benchmark datasets, which often fail to reflect real-world impacts, making it difficult to estimate
broader ecosystem-level and longitudinal risks, a problem exacerbated by prompt sensitivity
and the heterogeneity of Al usage contexts. More robust and context-aware pre-deployment
testing methodologies are needed to effectively assess and mitigate risks associated with Al
systems.

Structured Public Feedback

Structured feedback methods include partner engagement (focus groups, user studies,
surveys), field testing, and Al red-teaming; field testing to observe real-world interactions and
impacts; and Al red-teaming, a structured process involving general users, experts, or a
combination thereof (including Al itself) to identify flaws and vulnerabilities like harmful or
discriminatory outputs before deployment. The insights gained from these feedback
mechanisms can inform various stages of Al development and deployment, improve data
quality, enhance governance, and refine system documentation, while adhering to ethical
human subjects’ research practices.

Content Provenance

Al technologies may present challenges in distinguishing Al-generated content from human-
created content. Digital transparency mechanisms such as provenance data tracking are
designed to trace the origin and history of content, including metadata about creators, creation
details, modifications, and sources for various media types. Techniques like digital
watermarking and metadata recording help assess authenticity, integrity, and intellectual
property, while organizations can further manage risks by tracking training data provenance,
documenting limitations, monitoring system deployment, and evaluating human interaction with
Al content and provenance techniques.

Enhancing Content Provenance Through Structured Public Feedback

Organizations can improve the provenance of their content by actively seeking structured public
feedback, both before and after deploying Al models and content transparency methods. Direct
user input, obtained through methods like Al red-teaming, provides valuable context and depth.
Integrating pre- and post-deployment feedback into the monitoring process can enhance
awareness of performance changes, mitigate risks, and offer insights into authentication
effectiveness, adversarial impacts, and unintended consequences of provenance approaches.
Tracking the provenance of datasets, including identifying Al-generated data as a potential
source of issues, can contribute to better Al system performance.

Incident Disclosure

Al incidents, defined as events where Al development, use, or malfunction contributes to harm
across various domains like health, infrastructure, rights, or the environment, may lack formal
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reporting channels, though some public databases exist with ad hoc tracking criteria.
Documenting and disclosing these incidents enables Al actors to trace impacts and improve risk
management through greater awareness and standardized reporting. Organizations should
develop public reporting guidelines that outline responsibilities across the Al lifecycle, with
emphasis on documenting third-party inputs and plugins. Consistent practices such as logging
and information sharing strengthen incident response.

Conclusion

Effective Al risk management requires a systematic, ongoing approach that addresses both
technical and organizational dimensions of Al implementation. By following established
frameworks like the NIST Al RMF, organizations can develop comprehensive risk management
strategies that protect against Al-specific risks while enabling innovation and value creation.

Key Success Factors for Al Risk Management:

1. Adopt a Systematic Framework: Use established standards like NIST Al RMF to
ensure comprehensive coverage

2. Balance Methods: Combine qualitative and quantitative assessment approaches for
complete risk understanding

3. Engage Multiple Perspectives: Include technical, business, legal, and ethical
viewpoints in risk assessment

4. Plan for Continuous Monitoring: Implement ongoing measurement and adjustment
processes

5. Prepare for Incidents: Develop clear response procedures and communication
protocols

The frameworks and tools provided in this section enable organizations to move from reactive to
proactive Al risk management. Remember that risk management is not about eliminating all
risks—it's about understanding, measuring, and managing risks to acceptable levels while
maximizing the benefits of Al adoption.

Organizations that excel at Al risk management view it not as a constraint on innovation, but as
an enabler of responsible Al deployment that builds stakeholder trust and supports sustainable

business success. By investing in systematic risk management, organizations can confidently
pursue Al opportunities while protecting against potential harms.

Back to Index
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Section 9: Frameworks for Forward Planning

Back to Index

Authors: Jill Angerbauer, Anneliese Pixton & Olivia Sanders

This section guides both small and large organizations—public, private, and academic—on
frameworks that help anticipate, plan for, and respond to ongoing Al-driven change. The goal is
to ensure Al investments and applications are sustainable, ethical, and socially beneficial while
preparing organizations for long-term success in an Al-transformed landscape.

This section outlines five forward-planning frameworks, highlighting key inputs, outputs, and
collaborative action items that organizations can adapt to their specific contexts and needs.

Topics in Section 9:

Nk wWN =

Key Principles

Framework Application Guidance

Monitoring Technological Trends

Assessing Future Impacts and Sustainability Needs
Planning for Workforce Evolution

Building Organizational Flexibility and Shared Resources
Making Informed Decisions About Future Al Investments
Conclusion

Key Principles

Anticipation Over Reaction: Responsible Al governance requires proactive planning—
anticipating trends, impacts, and needs—rather than reacting to problems after they
arise.

Sustainability and Equity as Core Goals: Long-term planning must prioritize
environmental sustainability, infrastructure readiness, and equitable access to Al
benefits across communities and sectors.

Collective Stewardship: The future of Al is best shaped through collaboration among
public, private, and academic sectors, sharing resources, knowledge, and governance
responsibilities.

Framework Application Guidance

Each framework presented in this section includes three key components designed to support
systematic forward planning: Inputs, Outputs, and Collaborative Actions.
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Table 9.1: Framework Component Structure

Component Purpose How to Use
Information sources and Review these sources regularly to inform
Inputs data needed for effective your planning process; identify which are
planning most relevant to your organization
Deliverables and products Use as templates for your own planning
Outputs that result from the planning | deliverables; adapt formats to meet your

process organizational needs

Collaborative
Actions

Partnership opportunities
and collective initiatives

Identify existing collaborations to join or new
partnerships to establish; scale activities to
your organizational capacity

Implementation Approach:

Organizations can apply these frameworks by:
1. Assessing Current State: Review which inputs you already access and which outputs
you currently produce

2. ldentifying Gaps: Determine where additional information sources or planning
processes would benefit your organization

3. Building Partnerships: Connect with existing collaborative initiatives or establish new
partnerships based on the collaborative actions suggested

4. Scaling to Context: Adapt the scope and complexity of activities to match your
organizational size and resources

Monitoring Technological Trends

Objective: Continuously track, contextualize, and communicate emerging Al developments,
including technologies, policies, and use cases to inform strategic decision-making.

Table 9.2: Technological Trends Monitoring Framework

Framework cge Implementation
Component Specific Elements Guidance
e Academic research and publications (Stanford, MIT,
major universities) Monitor regularly,
e Industry reports (Gartner Hype Cycle, Stanford Al establish RSS
Key Input Index) feeds or alerts,
Sources o Federal and state policy updates assign team
o Public datasets and open-source tools members to track
e Community signals (hackathons, meetups) specific sources
e Patent filings and startup activities
e Quarterly Al Trends Brief for businesses and Create tgmplates
agencies for cor.13|stent
Primary e Sector-specific trend radar (public services, reporting, share
across
Outputs healthcare, energy, rural development) .
, organization, use
e Technology impact assessments for strategic
e Competitive intelligence summaries planning




Collaborative
Opportunities |

Biannual roundtables with Al leaders, researchers,
and industry partners

Public-private trends working groups

Partner with local Innovation Centers or similar
venues to co-host an annual “Al Horizon Watch”
summit

Establish a working group with academic institutions
and local accelerators to share horizon-scanning

Start with existing
networks, gradually
expand
partnerships, share
costs and insights

tools and methods

e Cross-state coordination for trend benchmarking

(e.g., Utah'’s Office of Al Policy, California's Al
Roadmap Office, Colorado's Digital Service)

with collaborators

Table 9.3: Trend Monitoring Implementation Timeline

Activity Frequency Key Participants Deliverables
Clormeton | commuousweeky | Desoraleo et | Raw biejgence sourc
Analysis and Monthl Internal team, expert | Trend analysis, impact
Synthesis y advisors assessments
Stakeholder Quarter] Leadership, key Formal reports,
Communication y partners presentation materials
Strategic Planning Semi-annuall Executive leadership, | Strategic plan updates,
Integration y planning teams investment decisions

Assessing Future Impacts and Sustainability Needs

Objective: Evaluate potential long-term implications of Al adoption across environmental,
economic, and social dimensions.

Table 9.4: Future Impacts Assessment Framework

Framework
Component

Specific Elements

Implementation
Guidance

e Environmental impact assessments of data
centers and model training
e Projected energy demands from Al compute

Partner with utilities and

e Cross-sector scenario analyses (e.g., “Al in
2030 for Water Management”)

Key Input e Public infrastructure plans (e.g., broadband infrastructure providers,
Sources expansion, rural electrification) engage directly with

e Economic forecasts tied to automation trends affected communities

¢ Feedback from tribal, rural, and underserved

communities
e Sustainability impact index for Al deployments .
. ° Infrastructurg-re;)diness maps (com:))uti data U se for mfrastrgqture

Primary ’ investment decisions,
Outputs storage, power, broadband) regulatory planning,

community engagement
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Collaborative
Opportunities

Work with the Department of Environmental
Quality to assess carbon impact of statewide Al

compute usage

Pilot regional projects with local service
providers (e.g., Rocky Mountain Power or Utah
Education and Telehealth Network) to test
sustainable infrastructure

Launch a Sustainability x Al Collaborative with

Leverage existing
environmental
partnerships, engage
utilities early, coordinate
with regional planning

state universities and industry (modeled after efforts
Washington State’s CleanTech Alliance)
Table 9.5: Sustainability Assessment Metrics
. Reporting
Impact Area | Key Metrics Assessment Methods Frequency

Environmental

Energy consumption,
carbon footprint,
resource utilization

Utility data analysis, lifecycle
assessments, carbon
accounting

Quarterly

Job displacement,

Economic modeling,

Economic productivity gains, cost- | employment data, ROI Semi-annually
benefit ratios analysis
Access equity, Community surveys, equity

Social community impacts, assessments, stakeholder Annually

feedback

digital divide effects

Planning for Workforce Evolution

Objective: Prepare the workforce for evolving job roles, skills, and employment models driven
by Al while maintaining career pathways and economic opportunity.

Table 9.6: Workforce Evolution Planning Framework

Framework Specific Elements Implementation
Component Guidance
e Labor market trend data (e.g., Department for Partner with workforce
Workforce Services) development agencies,
Key Input o Employer surveys and skills gap analysis conduct regular
Sources e Upskilling program results (e.g., Tech-Mom, employer outreach,
Code Utah) coordinate with
e K-12 and higher ed curricula reviews educational institutions
e Al Workforce Skills Matrix Use for curriculum
Primary e Inventory of Al-relevant training and literacy planning, training
Outputs resources program development,

career counseling

Collaborative
Opportunities

Map existing university and K—12 curriculum to
workforce needs

Build on existing
workforce partnerships,

engage employers
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Partner with industry to sponsor apprenticeships

and micro-internships
Host an annual Al Workforce Summit in
collaboration with education & employers

directly, coordinate with
educational institutions

Table 9.7: Workforce Planning Implementation Strategy

Planning Phase | Duration | Key Activities Success Metrics
3.6 Current workforce analysis, Completed skills inventory,
Skills Assessment months skills gap identification, future | identified gaps, training
needs projection priorities
) Training program design, Launched programs,
Program 6-12 partnership establishment, established partnerships,
Development months . .
resource allocation enrolled participants
and Scaling months . » continuous placements, employer
improvement satisfaction
Conti Program refinement, new Updated curricula,
ontinuous . . .
. Ongoing partnership development, expanded partnerships,
Adaptation : N ; . :
emerging skills integration evolving skill development

Building Organizational Flexibility and Shared Resources

Objective: Provide scalable and equitable access to Al tools, infrastructure, and expertise
across organizations of all sizes while building collective capability.

Table 9.8: Organizational Flexibility Framework

Framework Specific Elements Implementation
Component P Guidance
e Current AI/ML maturity assessments (based on Use standardized
NIST/ISO frameworks) maturity models,
Key Input . .
Sources ¢ Inventory of Al-ready infrastructure (compute con'ducf[ mfrgstructure
clusters, secure sandboxes, open data portals) audits, identify
e Legal, procurement, and compliance barriers regulatory constraints
e Al Resource Exchange (AIREXx): A platform for Create r bl
shared compute, tools, and pre-approved models eale reusavle
. A templates, establish
Primary ¢ Governance templates (e.g., data sharing shared platforms
Outputs agreements, responsible Al charters) P ’

Al Maturity Pathways Toolkit

document best
practices

Collaborative
Opportunities

Launch a shared compute sandbox with local
startups and universities

Develop a community Al lab pilot program with
rural counties (e.g., North Carolina’s digital
equity lab model)

Create a Statewide Al Ethics and Policy
Exchange for public agency collaboration

Start with pilot
programs, build on
successful models,
share costs and
resources
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Table 9.9: Resource Sharing Implementation Models

Sharing N . Implementation
Model Target Organizations | Key Benefits Requirements
Small businesses, Access.to advanced Technical infrastructure,
Compute ) . computing
! nonprofits, educational usage agreements, support
Sharing DS resources, cost
institutions . systems
reduction
Expertise Organizations with Knowledge transfer, Expertllse inventory,
Exchange complementary skills capability building matching §ystems,
collaboration protocols
Tool Organizations with ?:;;e‘l)'('czrr‘;'gg tLr'CI?]rI‘nS'”E agrfeme”ts’r
Libraries limited Al tool access » SXP aining resources, use
capabilities support
Best o . Peer learning, Communication platforms,
. Organizations at similar . .
Practice . problem-solving regular meetings, knowledge
maturity levels .
Networks support sharing protocols

Making Informed Decisions About Future Al Investments

Objective: Support organizations in evaluating and prioritizing Al investments based on value,
risk, and alignment with responsible innovation principles.

Table 9.10: Al Investment Decision Framework

Framework - Implementation
Component Specific Elements Gu?dance
e Tool assessment rubrics (e.g., cost-benefit, s[,)t(;\r/fjlgr‘zlize q
explainability, fairness) ovaluation criteria
K Model audit results and benchmarking tools L ’
ey Input . ) . . maintain current
Sources e Public and private funding mechanisms (e.g., Small regulatory
Business Innovation Research (SBIR), U.S. knowledge, track
Economic Development Administration (EDA) funding ’
grants, state incentive programs) opportunities
Create decision
¢ Al Investment Decision Tree (visual and interactive) | support tools,
Primary ¢ Al Opportunity Pipeline aligned with state priorities maintain
Outputs e Portfolio tracker for Al initiatives with outcome investment tracking

transparency

systems, document
lessons learned

Collaborative
Opportunities

e Create a Responsible Al Tool Assessment Library in
partnership with NSF Pioneering Al and Earth

Partner with

Systems Science (AI2ES), National Institute of

Standards and Technology (NIST), and statewide

public entities

e Convene an Al Capital Roundtable to connect

funders, public agencies, and startups

e Offer quarterly Al Investment Clinics to help small

orgs evaluate and justify investments

established
assessment
organizations,
coordinate with
funding agencies,
share evaluation
resources
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Table 9.11: Investment Decision Criteria Framework

3::;::“ Evaluation Factors Weight/Priority | Assessment Methods
. Mission fit, goal Strategic planning
Strategic " . : :
. advancement, competitive High review, leadership
Alignment
advantage assessment
. Implementation complexity, Technical assessment,
Technical : : : . .
o infrastructure requirements, | High pilot testing, expert
Feasibility . : :
integration challenges review
Security concerns, ethical Risk assessment,
Risk Profile implications, regulatory High compliance review,
compliance stakeholder analysis
Fi : Cost-benefit ratio, ROI Financial analysis,
inancial L . . . .
o projections, funding Medium-High funding assessment,
Viability oo
availability market research
Organizational Skills availability, change . Readlr_lgss assegsment,
Readi management capacity, Medium capability analysis,
eadiness : )
cultural fit change planning
Community benefits, equity Is‘r;p:(aecﬁtoal\gzcressment,
Social Impact considerations, sustainability | Medium
factors engagement,
sustainability review
Table 9.12: Investment Planning Timeline
Planning Phase Duration | Key Activities Decision Points
Opportunity Onaoin Market scanning, needs Initial opportunity
Identification going assessment, stakeholder input | screening
Detailed Evaluation 2-3 Cpmprehe_nswg assessm_ent, Go/np-go deC|§|on for
months pilot planning, risk analysis detailed planning
Investment 3-6 R esource aII.ocatlon, . Final investment
Planning months |mplemen.tat|on planning, approval
partnership development
Implementation and | 6-24 Project execution, progress Contllr.1uafuon,
o . modification, or
Monitoring months tracking, outcome measurement L .
termination decisions
Conclusion

These forward-planning frameworks position organizations to lead in anticipatory Al governance
by leveraging collaboration across sectors and maintaining focus on sustainable, ethical

development. The goal is not only to respond to Al's challenges but also to proactively shape its
promise responsibly.

Implementation Recommendations:

1. Start with Assessment: Use these frameworks to evaluate your organization's current
forward-planning capabilities and identify priority areas for development
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2. Build Partnerships: Engage with existing collaborative initiatives or establish new
partnerships based on the collaborative actions outlined in each framework

3. Scale Appropriately: Adapt the scope and complexity of planning activities to match
your organizational size, resources, and strategic priorities

4. Maintain Flexibility: Design planning processes that can evolve with changing
technology and organizational needs

5. Share and Learn: Contribute to and benefit from collective learning through active
participation in collaborative networks

The frameworks provided here offer structured approaches to preparing for an Al-driven future
while maintaining focus on sustainability, equity, and organizational resilience. Organizations
that invest in systematic forward planning will be better positioned to navigate uncertainty,
capitalize on opportunities, and contribute to responsible Al development that benefits society
as a whole.

Success in Al forward planning requires balancing ambitious vision with practical
implementation, individual organizational needs with collective benefit, and technological
capability with human values. By using these frameworks as starting points and adapting them
to specific contexts, organizations can build the anticipatory capacity needed to thrive in an Al-
transformed world.

Back to Index
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Appendix A: Al Policy Checklist for Company
Leaders

Vision & Values Alignment
O Does the Al policy connect directly to the company’s mission and values?

O Is the Al policy statement clear about Al’s role in supporting, not replacing, human work?

O Does it reflect a commitment to ethical, transparent, and responsible use?

Culture & Human Connection
O Does it address how Al will enhance company culture rather than dilute it?

O Does it commit to preserving meaningful human-to-human interactions with clients, partners,
and employees?
O Is there a plan to use Al to reduce burnout and free time for creative or strategic work?

Talent & Career Development
0O Does it protect pathways for entry-level hiring to maintain a talent pipeline?

0O Does it include mentorship and skill transfer opportunities between senior and junior staff?

O Is there a strategy to upskill employees so Al adoption increases career growth, not job loss?

Practical Al Use Guidelines
0O Are approved tools and Al use cases listed?

O Is there a section on data privacy and security boundaries?
0O Does it define review and approval processes for Al-generated work?

O Is there an incident reporting or escalation process for Al misuse?

Workforce Sustainability
O Does it ensure that Al adoption won’t hollow out roles critical to company continuity?

0O Does it address succession planning, especially as senior leaders retire?

O Is there a commitment to invest in employee retraining for evolving roles?

Implementation & Accountability
O Is there a clear plan for employee Al training and onboarding?

O Is there a timeline for regular policy review and updates?

O Are responsibilities for Al oversight assigned?
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Appendix B: Example of an Al Policy For Small
Companies

Copy and paste or use as a guide to create your own.

Company Name:

Date Effective:

Purpose
To ensure that artificial intelligence (Al) tools are used responsibly, ethically, and effectively to
support our business goals and protect the interests of our team, clients, and community.

Where We Use Al
We may use Al tools to assist with the following tasks:

0O Marketing content (e.g., social media, blogs, email copy)

0O Customer support (e.g., responding to FAQs or drafting replies)

O Administrative tasks (e.g., scheduling, transcription, meeting notes)
O Sales support (e.g., writing email workflows, identifying lead patterns)

0O [Add your own: ]

Who Is Authorized to Use Al Tools
The following roles are approved to use Al tools:

O Business Owner

O Marketing Team

O Customer Service Team

O [Add others: ]

All users are responsible for reviewing and verifying Al-generated content before sharing it
publicly or using it to make decisions.

Al Tools We Use
Approved Al tools include:

O ChatGPT

O Grammarly

O Canva Magic Write

O [Other: ]

What Al Can’t Do
We do not use Al for:

O Making final legal, financial, or hiring decisions
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0O Sharing confidential client information

0O Replacing human interaction where empathy or nuance is required

O [Other: ]

Ethical & Privacy Considerations
We commit to:

O Being transparent about Al-assisted content where relevant
O Protecting customer and employee data
0O Not uploading sensitive or personal information into Al tools

O Regularly reviewing Al tools to ensure ethical use

Review Cycle
This Al policy will be reviewed every:

O 6 months
O 12 months

O As tools or use cases evolve

Approved by:

Signature:

Date:
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Appendix C: Example of an Al Policy For Larger
Companies

Copy and paste or use as a guide to create your own.

Effective Date:
Reviewed By:
Next Review Date:

Purpose

To establish clear, ethical, and practical guidelines for using artificial intelligence (Al) tools within
[Company Name] to support productivity, creativity, communication, and decision-making while
protecting data, brand integrity, and human connection.

Approved Al Use Cases
Employees may use approved Al tools to assist with the following:

O Marketing content (e.g., emails, social media, blogs)

0O Customer service (e.g., drafting replies, FAQs)

O Sales support (e.g., email workflows, product descriptions)
O Meeting summaries, transcription, scheduling

O Internal communication templates

O [Other approved uses: ]

Important: Al tools may support but not replace final decision-making, human interaction, or
professional judgment.

Al Tools Approved for Use
Only the following tools are currently authorized:

0O ChatGPT (via OpenAl or licensed app)
O Grammarly

O Canva (Magic Write)

O Microsoft Copilot

O [Other: ]

Training & Access Requirements
O All employees must complete basic Al literacy training before using Al tools.

0O Department managers are responsible for monitoring appropriate use.

0O New tools must be reviewed and approved by [IT, HR, Legal, or Leadership].
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Data & Privacy Compliance
We do not allow sensitive or confidential data to be input into Al systems, including but not
limited to:

O Personally identifiable information (PII)
0O Client’s financial or legal documents
0O Medical or regulatory data

0O Proprietary company data (unless the tool is enterprise-secured)

[Company Name] aligns with applicable data protection laws (e.g., General Data Protection
Regulation (GDPR), Health Insurance Portability and Accountability Act (HIPAA) and reserves
the right to audit Al-generated content anytime.

Al in Client-Facing Content
All Al-generated marketing, customer communication, or proposals must:

0O Be reviewed by a human before use
0O Be edited for tone, accuracy, and brand voice.

O Include appropriate disclosure where necessary (e.g., “drafted with assistance from Al tools”)

Prohibited Al Uses
Al tools may not be used for:

O Making final hiring, legal, or financial decisions

O Evaluating employee performance

O Replacing human interaction in high-empathy or conflict situations
O Uploading confidential or restricted data

O [Other: ]

Monitoring & Accountability
Department heads are responsible for:

0O Ensuring appropriate Al use
0O Reviewing Al-assisted work that is public-facing

O Reporting any misuse or concerns

Incident Reporting

If Al-generated content causes harm, includes bias, or outputs inappropriate information,
employees must report it to their supervisor or [designated contact] within 24 hours. No
disciplinary action will be taken for good-faith reporting.
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Policy Review Cycle
This policy will be reviewed:

O Every 6 months
O Annually

O As new tools are introduced

Acknowledged by:

Signature:

Date:
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Appendix D: Leading and Lagging Indicators

Examples of leading indicators for managing ROI in generative Al initiatives include:

Leading indicators

Adoption and usage metrics

Adoption rate

Measures the percentage of the target audience (employees, customers,
etc.) actively using the generative Al tools. A higher adoption rate suggests
that the tools are meeting user needs and are likely to generate value. For
example, tracking the number of employees using a new Al-powered
content creation tool on a weekly basis.

Usage Monitors how often users interact with the generative Al system. Higher

frequency frequency can indicate that the tool is becoming integrated into workflows
and providing regular value. For instance, the number of customer service
queries handled by an Al chatbot per day.

Session Analyzes metrics like average session length, query volumes per session,

behavior and tasks attempted using the Al. Longer sessions and more complex

interactions might suggest higher user engagement and value extraction.
For example, the average time users spend interacting with an Al-powered
research assistant and the number of documents they analyze in a session.

User skill level

Assesses prompt engineering efficacy and training evaluation scores.
Improvement in these areas indicates that users are becoming more
proficient at leveraging the Al for better results. For example, tracking the
improvement in the quality of Al-generated content as users learn better
prompting techniques.

Efficiency and productivity metrics

Process Measures the reduction in time taken to complete processes or tasks with

completion generative Al assistance. This directly indicates efficiency gains. For

time example, the time taken to generate a marketing report with and without Al
assistance.

Automation Tracks the percentage of tasks or processes that are now automated by

rate generative Al. A higher automation rate can lead to significant cost savings

and increased throughput. For example, the percentage of customer
support inquiries resolved without human agent intervention.

Time savings

Calculates the amount of time saved by employees or customers due to the
implementation of generative Al. This freed-up time can be redirected to
more strategic activities. For instance, the number of hours saved by
automating data entry tasks with Al.

Model latency

Measures the time it takes for the generative Al model to process a request
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and generate a response. Lower latency contributes to a better user
experience and faster task completion. For example, the response time of
an Al-powered code generation tool.

Retrieval
latency

For systems that retrieve additional data, this measures the time taken to
process a request, retrieve data, and return a response. Optimizing this is
crucial for real-time applications. For example, the time it takes for an Al-
powered product recommendation engine to fetch and display suggestions.

Quality and accuracy metrics

Output Assesses the correctness, relevance, and coherence of the content or

accuracy and | output generated by the Al. Higher accuracy reduces the need for rework

quality and improves user trust. For example, the percentage of factually correct
answers provided by an Al knowledge base.

Error rate Tracks the percentage of requests that result in errors or incorrect outputs.
Understanding error types can provide insights into system issues. For
example, the number of invalid code snippets generated by an Al coding
assistant.

Customer While lagging indicators in terms of overall business impact, early positive

satisfaction
(CSAT) and net
promoter
score (NPS)

trends in these scores after implementing generative Al for customer
interactions can indicate future ROI. For example, an increase in CSAT
scores after deploying an Al-powered chatbot for customer support.

First contact
resolution
(FCR)

For customer service applications, this measures the percentage of issues
resolved during the first interaction with the Al. Higher FCR indicates the
Al's effectiveness and reduces the need for escalation. For example, the
percentage of customer inquiries fully resolved by an Al virtual agent.

Cost and resource optimization metrics

Cost savings

Directly tracks the financial savings achieved through automation, reduced
labor, and optimized resource allocation due to generative Al. For example,
the reduction in operational costs after implementing Al-powered process
automation.

GPU/TPU Measures the percentage of time specialized hardware is actively

accelerator processing data. Optimizing utilization is crucial for cost control as Al

utilization infrastructure usage grows. For example, monitoring the utilization rate of
GPU resources used for training Al models.

Call and chat Measures how many incoming calls or chat interactions were handled and

containment
rates

resolved by Al solutions, indicating the capacity for Al automation to deflect
inquiries. For example, the percentage of initial customer support contacts
managed entirely by an Al system.
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Lagging indicators

Financial outcomes

Revenue growth

Measures the increase in revenue that can be directly or indirectly
attributed to generative Al-powered products, services, or enhanced
customer experiences. For example, tracking the sales of new Al-
driven personalized products.

Cost savings
realized

Quantifies the actual reduction in operational expenses achieved
through the implementation of generative Al for tasks like automation,
content creation, or customer support. For instance, the total savings
from reduced manual data entry after deploying an Al system.

Profit margin

Tracks the increase in profit margins resulting from efficiency gains,

investment (ROI)

improvement cost reductions, or new revenue streams enabled by generative Al.
For example, the change in gross profit margin after optimizing
production processes with Al.

Return on Calculates the overall profitability of the generative Al initiative by

comparing the net financial benefit to the total investment cost. This is
often expressed as a percentage. For example, an ROI of 150%
indicates that for every dollar invested, the organization gained $2.50.
The formula is: (Financial Gains - Implementation Cost) /
Implementation Cost * 100%.

Net present value
(NPV)

Determines the present value of all future cash flows generated by the
generative Al project, minus the initial investment. A positive NPV
generally indicates a profitable investment.

Internal rate of
return (IRR)

Estimates the discount rate at which the NPV of the generative Al
project equals zero. A higher IRR compared to the company's cost of
capital suggests a more attractive investment.

Payback period

Calculates the time it takes for the cumulative benefits of the
generative Al initiative to equal the initial investment. A shorter
payback period is generally preferred.

Customer-centric outcomes

Customer
satisfaction (CSAT)
scores

Measures the level of satisfaction reported by customers who have
interacted with generative Al-powered services or products. For
example, tracking CSAT scores after the implementation of an Al-
powered chatbot for customer support.

Net promoter score
(NPS)

Assesses customer loyalty and their likelihood to recommend the
company based on their experiences with generative Al-enhanced
offerings. For example, monitoring NPS trends after introducing Al-
driven personalized recommendations.
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Customer lifetime
value (CLTV)

Tracks the total revenue a customer is expected to generate over their
entire relationship with the company, potentially increased by Al-
driven personalization and engagement. For example, comparing the
CLTV of customers who interact with Al-powered recommendations
versus those who don't.

Customer retention
rate

Measures the percentage of customers who continue to do business
with the company over a specific period, potentially improved by Al-
driven customer service and personalized experiences. For example,
tracking the change in churn rate after implementing Al-powered
proactive support.

New customer
acquisition rate

Monitors the rate at which new customers are acquired, potentially
influenced by Al-driven marketing and lead generation efforts. For
example, comparing customer acquisition rates before and after
implementing Al-powered marketing campaigns.

Operational and productivity outcomes

Process completion
time reduction

Measures the actual decrease in the time taken to complete specific
tasks or processes due to the implementation of generative Al. For
example, the reduction in loan approval times after deploying an Al-
powered system.

Error rate reduction

Tracks the decrease in errors or defects in processes where
generative Al has been implemented. For example, the reduction in
coding errors after using an Al code generation tool.

Productivity gains

Quantifies the increase in output or efficiency achieved by employees
or systems due to the assistance of generative Al. For example, the
number of support tickets handled per agent after the implementation
of an Al assistant.

Time-to-market
improvement

Measures the reduction in the time it takes to bring new products or
services to market, potentially accelerated by Al-driven design,
prototyping, or testing. For example, the decrease in the development
cycle for new software features using Al tools.

Resource utilization
rate

Assesses how efficiently resources (e.g., employee time, computing
power) are being used after the implementation of generative Al. For
example, tracking the increase in strategic work done by employees
whose routine tasks have been automated.

Innovation and strategic outcomes

Number of new
products or
services launched

Tracks the introduction of innovative offerings that were enabled or
significantly enhanced by generative Al capabilities.

Market share gains

Measures the increase in the company's share of the market,
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potentially driven by competitive advantages created through
generative Al.

Patent applications
filed

Monitors the number of new patents related to inventions or
processes developed using generative Al.

Time to innovation
cycle reduction

Measures how much faster the organization can move from idea
generation to implementation of new innovations, potentially
accelerated by generative Al tools for research and development.
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Appendix E: Sample ROI template

Metric Category Baseline Target Actual Measure Data Notes / Assumptions
Description Value Value Value ment Date Source

Avg. Call Quantitative | 6.5 5.0 5.2 2025-03- Call Measured across Tier
Handle Time 31 Center 1 support calls
(Minutes) Logs

Customer Qualitative 7.8/10 8.5/10 8.3/10 2025-03- Post-call Improvement linked to
Satisfaction 31 Surveys faster resolution via Al
Score (CSAT) assist.

Employee Time Indirect / 0 400 350 2025-03- User Time freed from
Saved Quantitative 31 Surveys / manual report
(Hours/Month) Logs generation.

Sales Quantitative | 2.5% 3.0% 2.8% 2025-03- CRM Data Attributed to improved
Conversion 31 lead scoring by Al.
Rate (%)

Reduction in Quantitative | $50k (Avg $10k (Avg $5k (YTD) 2025-03- Finance Linked to Al-driven
Compliance / Risk 1Yr) /Yr) 31 Records compliance checks.
Fines ($) Mitigation
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Appendix F: Quantitative Risk Assessment

Metrics

Benchmark Result
Risk Type Metric Description Calculation Method Range
Model Accuracy (e.g., Proportion of (Number of correct ~ Varies widely; 90%+
Performance / for classification correct predictions. predictions / Total often desired for critical
Accuracy tasks) number of predictions) applications.

*100%

Model Precision Proportion of true  (True positives / (True Higher is better; aim for
Performance / positives among positives + False 0.8+ in many cases.
Accuracy predicted positives. positives))
Model Recall Proportion of true  (True positives / (True Higher is better;
Performance / positives among positives + False important in scenarios
Accuracy actual positives. negatives)) where missing positives

is costly.
Model Hallucination Frequency of (Number of As low as possible;
Performance / Rate generating factually hallucinated outputs / ideally < 5% in critical
Accuracy incorrect or Total outputs) * 100% applications.

nonsensical (Requires human or
content. automated evaluation)

Model Fluency Score A score Can be calculated Higher scores represent
Performance / representing how  using NLP metrics like more fluent text. The
Accuracy natural the perplexity or using desired range will

Bias and Fairness

Bias and Fairness

Disparity in
Accuracy (e.g.,
between
demographic
groups)

Equal

Opportunity
Difference

generated text is.

Difference in
accuracy metrics
across different
subgroups.

The difference of
true positive rates
between
unprivileged and
privileged groups.

human evaluation. depend on the

application.

Calculate accuracy for Minimize differences;
each subgroup and ideally within a small,
find the difference. predefined threshold.

Closes to zero as
possible.

True positive rate of
unprivileged group -
true positive rate of
privileged group.
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Risk Type

Security and
Privacy

Security and
Privacy

Operational Risk

Operational Risk

Ethical and
Compliance Risk

Ethical and
Compliance Risk

Metric

Data Leakage
Rate

Adversarial
Attack Success
Rate

Latency

System Uptime

Harmful Content
Detection Rate

Compliance
violation rate

Description

Frequency of
sensitive data
appearing in
generated outputs.

Percentage of
successful
attempts to
manipulate model
behavior.

Time taken to
generate a
response.

Percentage of time
the Al system is
operational.

Percentage of
harmful content
that is detected.

Percentage of
outputs that violate
compliance rules.

Benchmark Result
Calculation Method Range

(Number of leaked Zero tolerance; ideally
data instances / Total 0%.

outputs) * 100%

(Requires sensitive

data detection tools)

(Number of successful As low as possible.
attacks / Total attack
attempts) * 100%

Measure response Varies based on

time for a set of input application; real-time

queries. apps require very low
latency (e.g., < 100ms).

(Uptime / (Uptime +  High availability; aim for
Downtime)) * 100%  99.9% or higher.

(Number of detected High as possible, close
harmful content items to 100%

/ total number of

harmful content items)

*100%

(Number of Zero tolerance, ideally
compliance violations 0%

/ total number of

outputs) * 100%
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Appendix G: Team Al Readiness Assessment

This tool assesses team members’ readiness for Al, ranging from hesitant to fully prepared to
embrace Al technologies.

Instructions:
Answer each question on a scale from 1 (Strongly Disagree) to 5 (Strongly Agree).

| am comfortable using Al-powered tools in my daily tasks.
| believe Al will enhance my job rather than replace it.
| have a good understanding of Al and its applications.

| am excited about integrating Al into my workflow.

1
2
3
4
5. | have received sufficient training or resources on Al.
6. |trust Al-driven recommendations for decision-making.

7. | feel Al will positively impact my industry.

8. lunderstand the ethical considerations of Al use.

9. | am open to learning more about Al and its potential benefits.
1

0. I actively seek opportunities to work with Al tools.
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Appendix H: Leadership Al Readiness
Assessment

This tool assesses leadership’s preparedness and willingness to integrate Al at an
organizational level.

Instructions:
Answer each question on a scale from 1 (Strongly Disagree) to 5 (Strongly Agree).

| am familiar with Al-driven decision-making processes.
My organization has a clear Al strategy in place.

| understand the ethical implications of Al adoption.

| believe Al will drive business growth and efficiency.

We have allocated resources for Al training and development.
We have a governance framework for responsible Al use.

| encourage innovation through Al adoption in my organization.

1
2
3
4
5
6. | am confident in our ability to manage Al-related risks.
7
8
9. Il actively seek Al-driven insights for strategic planning.
1

0. I am prepared to lead my team through Al integration.
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Appendix I: Example Risk Matrix for State
Government Use Case

This is an example of a risk matrix for a specific use case within state government. The risk
type, description, and potential impacts provide context for the risk, while the likelihood and
severity must be assessed based on expert opinions to be low, medium, or high, which will drive
the mitigation strategies required to protect against the specific risk. This table is provided only
as an example; an organization-specific risk matrix may have few to many similar risks.

Risk Type

1. CBRN
Information or
Capabilities

2. Confabulation

3. Dangerous,
Violent, or
Hateful Content

4. Data Privacy

5. Environmental
Impacts

Description

Eased access to
or synthesis of
nefarious
information
related to
dangerous
materials.

Production of
false content
("hallucinations").

Production of
violent, inciting, or
threatening
content.

Leakage of
sensitive
personally
identifiable
information (PII).

High compute
utilization,
ecological
damage.

Potential Impacts in

State Government
Potential for state-

controlled information

systems to
unintentionally
disseminate harmful
data, misuse of Al in
sensitive state labs.

Misinformation in
public-facing state
communications,

inaccurate responses

in citizen services,

flawed data in official

reports.

Dissemination of
hateful or harmful
content via state-run
platforms,
radicalization risks,
potential for use in
generating threats.

Breach of citizen
data in state
databases,

unauthorized release

of medical, financial,
or other sensitive

information, failure to

anonymize data
correctly.

Increased energy

Likelihood Severity

(Low /
Medium /
High)

Low

Medium

Low -
Medium

Medium -
High

Low -

consumption in state Medium

data centers,
contribution to

(Low /
Medium /
High)

High

High

High

High

Medium

Mitigation
Strategies
Least-privileged
access controls,
content filtering,
secure
development
environments,
verification of data
sources.

Validation
protocols, human-
in-the-loop
verification,
defined Al
limitations, fact-
checking tools.

Content
moderation,
algorithmic
detection of
harmful speech,
terms of service,
incident response
plans.

Data encryption,
secure storage,
access controls,
compliance with
privacy
regulations,
privacy impact
assessments.

Energy-efficient
models, data
center
optimization,
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Risk Type

6. Harmful Bias
or
Homogenization

7. Human-Al
Configuration

8. Information
Integrity

9. Information
Security

10. Intellectual
Property

11. Obscene,
Degrading,
and/or Abusive
Content

Description

Amplification of
societal biases,
discriminatory
outcomes.

Over-reliance,
emotional
entanglement with
Al.

Dissemination of
misinformation.

Lowered
cyberattack
barriers.

Unauthorized use
of copyrighted
material.

Production of
harmful visual
content.

Potential Impacts in

State Government
carbon footprint.

Unequal access to
state services,
biased resource
allocation,
discriminatory
decision-making in
areas like welfare or
law enforcement.

Reduction of human
expertise in critical
state functions,
inappropriate
dependence on Al in
emergency
situations, citizen
confusion.

Erosion of public
trust in state
information,
manipulation of
public opinion,
difficulty in
distinguishing official
sources.

Increased risk of
cyberattacks
targeting state
infrastructure, data
breaches, disruption
of critical services.

Legal challenges,

reputational damage,

potential for state-

created content to be

infringed.

Distribution of illegal
or harmful imagery
via state systems,
reputational risks,
harm to vulnerable

Likelihood Severity

(Low / (Low /

Medium/ Medium/

High) High)

Medium -  High

High

Medium Medium -
High

Medium -  High

High

Medium -  High

High

Low - Medium

Medium

Low - High

Medium

Mitigation
Strategies

green computing
initiatives,
monitoring carbon
footprint.

Diverse training
datasets, bias
audits, algorithmic
fairness testing,
human oversight
in sensitive areas.

Balanced human-
Al collaboration,
communication of
Al capabilities,
maintaining
human skills,
training programs.

Fact-checking
mechanisms,
authentication,
public awareness
campaigns, rapid
response systems
for countering
misinformation.

Security protocols,
intrusion detection
systems, security
audits, rapid
incident response,
secure coding
practices.

Policies on data
usage, copyright
checks, use of
licensed / public
domain data,
secure data
management
protocols.

Content filtering,
monitoring,
collaboration with
law enforcement,
public awareness,
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Risk Type

12. Value Chain
and Component
Integration

Description

Non-transparent
integration of
third-party
components.

Likelihood Severity

(Low / (Low /
Potential Impacts in Medium/ Medium/
State Government High) High)
populations.
Vulnerabilities from  Medium Medium -
untrusted Al models High

or data,
compromised supply
chain, difficulty
tracing Al-related
risks.

Mitigation
Strategies

incident response
plans.

Supplier vetting,
integrated
component
testing, data
provenance
documentation,
monitoring and
logging, contract
language.
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