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How would you explain Generative Al to a non-technical board?

Generative Al is a sophisticated form of software that learns from vast quantities of
existing data to understand patterns, which it then uses to create entirely new content,
such as text, code, images, or even strategic decisions, on demand. You can think of it as a
highly capable digital assistant that has processed an immense library of information and
can now independently draft, summarize, analyze, or generate bespoke outputs in mere
seconds. The true business value of this technology isn't just in its advanced capabilities,
but fundamentally in its ability to solve pressing business problems and unlock new
opportunities.

What is the difference between traditional AI and Generative AI?

The primary distinction lies in their core function: traditional Al is designed to classify,
predict, or optimize based on existing, labeled data—for example, accurately identifying
spam emails or forecasting sales trends. Generative Al, by contrast, possesses the unique
ability to create novel outputs, moving beyond mere classification to actively produce new
information or content. This represents a profound shift, transforming Al from a purely
decision-support mechanism into a dynamic, creative, and productive partner seamlessly
integrated into our daily operational workflows.

What are hallucinations and how should leaders manage the risk?

Hallucinations occur when a Large Language Model generates information that appears
confident and factual but is, in reality, incorrect or entirely fabricated. As leaders,
managing this risk is crucial; we must implement strategies like using Retrieval-
Augmented Generation (RAG) to ensure Al responses are grounded in verified, internal
data sources. Additionally, establishing "human-in-the-loop” checkpoints allows our
teams to review and validate AI-generated content before deployment, designing
workflows where Al drafts and humans verify. Regular audits of Al output against known
truths are also essential to maintain accuracy and build trust in the technology.
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What is RAG and why does it matter for enterprise use?

RAG, or Retrieval-Augmented Generation, is a critical technique that significantly
enhances the practical utility of Large Language Models within an enterprise setting. It
functions by connecting these powerful Al models to an organization's specific,
proprietary knowledge bases, ensuring that the AI can retrieve relevant internal
documents before formulating a response. This approach dramatically improves the
accuracy and relevance of Al outputs, substantially reducing the likelihood of
hallucinations by grounding responses in verified corporate data. For compliance-
sensitive industries, RAG is indispensable as it ensures that Al-generated answers are not
only current but also aligned with established organizational policies and information,
mitigating significant operational risks.

How do you assess current capabilities before committing to an Al roadmap?

Before embarking on any Al roadmap, it's crucial to conduct a comprehensive assessment
of our existing organizational capabilities. This involves evaluating the expertise of our
people, the robustness of our data infrastructure, and our overall technical maturity.
Understanding these foundational elements ensures that any Al initiatives are grounded
in reality and set up for success.

How do you identify high-value, low-risk pilots for Al initiatives?

To identify effective pilots, we focus on use cases that promise clear return on investment
(ROI) while presenting a manageable risk profile. Our aim is to select two to three such
initiatives that can quickly generate early proof points and demonstrate tangible value.
This approach helps build momentum and internal confidence in our Al journey.

How do you define governance and ethics policies for AI?

Establishing clear governance and ethics policies for Al is paramount before scaling any
initiative. This involves setting up robust risk frameworks, defining policies to mitigate
bias, and establishing clear data usage rules. These guardrails ensure that our Al
development and deployment are not only innovative but also responsible, fair, and
compliant.
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How do you build or acquire Al talent and establish an Al Center of Excellence (CoE)?

Building/Acquiring Al Talent Establishing an Al CoE
Investing in training and upskilling our Provides a centralized hub to set
existing workforce, while strategic standards, share best practices, and
acquisition helps fill critical gaps. develop common platforms. This

prevents fragmented efforts and
ensures consistent progress across all
business units.

How do you measure, iterate, and scale Al solutions?

01 02 03

Validate ROI Iterate & Optimize Scale Proven Solutions

Rigorously validate the Our development process This disciplined approach

return on investment (ROI)  emphasizes short, data- ensures that only proven and

of our Al solutions before driven iteration cycles, impactful solutions are

considering scaling them. allowing us to continuously  scaled, maximizing their
refine and optimize. value to the organization.

What is your strategy for build, buy, or partner decisions in AI?

Build Buy Partner

When competitive When speed-to-value is When specific domain

differentiation hinges on critical for non- expertise needs to be

proprietary models and differentiating use cases, combined with

we possess the in-house such as internal advanced technology, as

Al talent. chatbots. seen in specialized areas
like healthcare Al with

clinical data.
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How do you prioritize Al use cases using a 2x2 matrix approach?

We prioritize Al use cases using a 2x2 matrix, considering both value and complexity.

"High Value + Low Complexity"” initiatives are our quick wins, where we start immediately
to build momentum. "High Value + High Complexity"” projects are strategic bets that
require a formal roadmap and dedicated resources. "Low Value + Low Complexity”
opportunities are pursued opportunistically if resources permit, while "Low Value + High

Complexity” initiatives are deprioritized, only to be revisited if the value proposition
significantly changes.

1

High Value + Low Complexity @ 2

Quick wins, immediate start to build
momentum.

Low Value + Low Complexity

Pursued opportunistically if
resources permit.

High Value + High
Complexity

Strategic bets, requiring a formal
roadmap and dedicated resources.

Low Value + High Complexity

Deprioritized, only revisited if value
proposition changes.
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How should resistance to Al adoption be handled?

Effectively managing resistance to Al adoption begins with acknowledging and validating
employees’ legitimate concerns; dismissing these fears is counterproductive. We must
lead with radical transparency regarding Al's impact on specific roles, clearly defining
what the technology will and will not do. Furthermore, meaningful investment in
reskilling initiatives is crucial, coupled with actively involving employees in the design
and not just the rollout of Al tools. By demonstrating early wins that directly benefit
frontline teams and fostering psychological safety for openly reporting any Al failures, we
build trust and encourage genuine buy-in across the organization.

What are the key performance indicators (KPIs) for Al program success?

Measuring the success of an Al program requires a comprehensive set of Key Performance
Indicators (KPIs) that span multiple dimensions. Operationally, we track metrics such as
time saved, error reduction percentage, and process cycle time to ensure efficiency gains.
From a business perspective, our focus shifts to revenue impact, customer satisfaction
scores, and overall employee productivity improvements. Finally, adoption KPIs, including
active users, prompt volume, and feature utilization, are critical for understanding real
behavioral change and ensuring the solutions are genuinely integrated into daily
workflows.
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How can Al ethics be ensured in practice?

Ensuring Al ethics requires a proactive and multi-dimensional approach, beginning with
rigorous fairness audits across all data and model outputs to actively measure and
mitigate bias, rather than merely assuming ethical behavior. Establishing clear
accountability by assigning explicit ownership for every Al decision ensures that
someone is responsible when issues arise. Furthermore, we must prioritize transparency
through explainable AI outputs that allow stakeholders, including customers and
regulators, to understand and interrogate outcomes. Finally, building in robust safety
measures like human oversight and red-teaming exercises, coupled with strong data
governance for privacy compliance, is essential to operate responsibly.

Why should leaders care about the EU AI Act?

Leaders must deeply understand the EU Al Act because it is the world's first
comprehensive regulatory framework for artificial intelligence, setting a global precedent
that will influence future legislation worldwide. This act classifies Al systems by risk level,
imposing stringent requirements such as mandatory human oversight and conformity
assessments for high-risk applications in areas like HR, credit, and healthcare. Failing to
audit current Al portfolios against these classifications exposes organizations to
substantial fines and, perhaps more critically, severe reputational damage that can be far
more enduring than financial penalties.

What are the considerations for data privacy with LLMs?

When integrating Large Language Models, safeguarding data privacy is paramount,
particularly concerning personally identifiable information (PII). A critical consideration
is to avoid feeding PII into public LLM APIs without explicit contractual guarantees for
data security and privacy. We mitigate this risk by utilizing private model deployments or
securing robust API agreements backed by comprehensive Data Processing Addenda.
Additionally, implementing data anonymization and tokenization techniques before any
Al processing, alongside maintaining clear data lineage and retention policies, is
fundamental to our privacy strategy; remember that technical controls must always
complement, not replace, sound policy.
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How will Agentic Al & Business Operations transform organizations?

The emergence of agentic Al, capable of autonomous planning, tool utilization, and
system interaction, is poised to fundamentally reshape business operations. These
intelligent agents will move beyond mere assistance to actively executing tasks,
necessitating a complete re-evaluation of our governance frameworks. We must establish
robust models for defining authority, ensuring thorough audit trails, managing escalation
processes, and planning for failure recovery. The strategic dialogue will thus evolve from
discussing Al's capabilities to precisely delineating the decisions Al is empowered to make
within our organizational structure.

What will the Gen AI-Powered Organization look like in 5 years?

In the next five years, a truly GenAI-powered organization will seamlessly integrate
artificial intelligence as a native capability into every functional workflow. This
transformation demands a universally Al-literate workforce, extending far beyond our
technical teams. We will see continuous model improvement cycles, fueled by our
proprietary organizational data, driving real-time decision support at the executive level.
Crucially, AI governance will mature into a core business discipline, institutionalized
across the enterprise rather than merely delegated to IT. Ultimately, the most competitive
organizations will recognize and foster Al fluency as a universal, non-negotiable
competency, much like financial literacy.

www.gsdcouncil.org



http://www.gsdcouncil.org/

What is your approach when a CFO wants to cut Al investment after a failed pilot?

When a CFO expresses concern over a failed Al pilot, our first step is to thoroughly
diagnose the reasons behind its underperformance, rather than immediately defending
the investment. We need to ascertain if the failure stemmed from an unsuitable use case,
poor data quality, or inadequate change management within the organization. With a
transparent post-mortem, we can then propose a revised pilot, outlining tighter success
criteria and a shorter feedback loop to demonstrate value more quickly. This approach
effectively reframes the conversation, shifting the focus from mere technology spend to a
strategic business investment tied directly to key financial metrics such as cost reduction
or productivity gains.

What do you do when a competitor has deployed Al and is outpacing your team?

Facing a competitor who is leveraging Al more effectively requires a measured, strategic
response, not panic. We would immediately initiate a rapid competitive intelligence
assessment to understand precisely where their Al deployment creates a disadvantage for
us, whether in customer experience, operational speed, or cost efficiency. Based on this
insight, we would prioritize one or two high-impact Al initiatives designed to rapidly close
that specific gap. Simultaneously, communicating our proactive Al roadmap internally is
crucial for retaining our talented team members and attracting new candidates who are
eager to contribute to an organization with a clear, forward-looking Al strategy.

How do you handle an Al system that produces biased output causing a public incident?

In the unfortunate event of an Al system producing biased output that leads to a public
incident, our immediate priority is to contain the issue by taking the system offline or
severely restricting its outputs. We would then assign a dedicated incident owner with full
authority to lead the response, ensuring transparent and accountable communication both
internally and externally. A thorough root cause analysis would follow, investigating
whether the bias originated from the training data, prompt design flaws, or missing
safeguards. This incident would then be meticulously documented and presented to the
board, ultimately serving as a critical case study to significantly strengthen our Al
governance framework and prevent future occurrences.
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What leadership skills are essential for AI transformation?

For successful Al transformation, leaders must possess strong Al Fluency, enabling them
to understand the technology's capabilities and limitations to critically evaluate vendor
claims and ask incisive questions. Coupled with this is Data Intuition, knowing precisely
what data is required and why its quality is paramount for any Al initiative to yield
reliable, defensible results. Furthermore, Ethical Judgment is crucial for identifying
potential biases and governance gaps, particularly when Al impacts customers or
employees, while Systems Thinking ensures an understanding of how Al integrates into
existing workflows and influences second-order effects across the organization.

How would you approach upskilling a workforce of 10,000+ on Generative AI?

Upskilling a large workforce on Generative Al necessitates a comprehensive, tiered
approach. Initially, a mandatory, company-wide "Awareness” module would ensure all
10,000+ employees understand what GenAl is, its potential, and responsible usage.
Following this, a "Practitioner” tier would offer role-specific training to a majority of staff,
providing hands-on experience with Al tools tailored to functions like finance, HR, or
operations. Finally, a dedicated "Expert"” tier for 10-15% of employees would cultivate deep
skills in areas such as prompt engineering, data science, and Al product management, all
while fostering peer learning networks and champion programs to scale adoption.
Critically, we would measure success not just by course completions, but by actual usage
dashboards to gauge real capability development.
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Should Every Company Hire a Chief AI Officer?

The decision to hire a Chief Al Officer is highly dependent on an organization's Al
maturity and its operational scale. For companies in early stages of Al adoption, it's often
more effective to integrate Al ownership directly into existing leadership roles, such as the
Chief Data Officer or Chief Technology Officer. A dedicated CAIO becomes crucial when Al
is central to a company's competitive strategy, requiring a leader with cross-functional
authority to drive initiatives comprehensively. Introducing a CAIO prematurely could
inadvertently create an isolated AI function, hindering the development of a company-
wide Al-native culture where every department is accountable for its Al outcomes.

Why Data Strategy Is the Foundation?

A robust data strategy is unequivocally the bedrock for any successful Generative Al
initiative, as the quality of Al outputs is directly tied to the data it processes. Substandard
data quality inevitably leads to unreliable insights, undesirable "hallucinations, and
potentially biased results from Al models. Therefore, leaders must prioritize establishing
clean, accurately labeled, and well-governed data pipelines. This also involves clearly
defining data ownership and stewardship roles, implementing a unified and secure data
platform accessible to Al systems, and instituting continuous monitoring for data quality
rather than treating it as a one-off cleanup task.

Structured vs. Unstructured Data?

Structured data, which is meticulously organized in formats like rows and columns within
databases and spreadsheets, is typically well-suited for traditional analytics and business
intelligence tools. In contrast, unstructured data encompasses a vast array of information,
including emails, documents, images, audio, and video, representing approximately 80%
of enterprise data that has historically been challenging to analyze. Generative Al
uniquely excels in unlocking profound value from this unstructured data, providing
capabilities previously unattainable through conventional methods. Consequently, a
critical early strategic step for any organization should be to inventory its unstructured
data assets, as this often holds the greatest potential for high Al return on investment.
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t SECTION G — CONTINUED J

Proprietary Data with Third-Party Al Platforms?

When working with proprietary data on third-party AI platforms, several principles are
paramount to ensure security and compliance.

Data Processing Agreement
(DPA)

It is imperative never to transmit
sensitive data to public APIs without a
meticulously reviewed and signed
Data Processing Agreement (DPA).

Robust Data Classification

Most importantly, robust data
classification must precede any
integration, categorizing all data to
precisely determine which assets are
appropriate for use with specific Al
tools.

Private Deployment Options

Organizations should diligently assess
private deployment options, which
allow AI models to be hosted securely
within their own cloud infrastructure,
often with private endpoints to
maintain data sovereignty.

Technical Controls

Relying solely on policies is
insufficient; these must be reinforced
with stringent technical controls to
provide genuine protection rather
than merely aspirational guidelines.
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How do you quantify efficiency value for Al programs?

Quantifying efficiency value for AI programs involves a clear, quantitative approach. We
determine the direct time savings achieved through automation, multiply that by the
hourly cost of the resources involved, and then scale it by the volume of tasks the Al
handles. This method provides a direct and highly defensible business case, showing
precisely how Al contributes to operational leaness and cost reduction.

How do you quantify quality value for Al programs?

Quality value is assessed by measuring the reduction in errors, instances of rework, or
costly escalations that Al systems prevent. Each of these improvements is assigned a
tangible dollar value, typically derived from the historical costs associated with such
incidents. By minimizing these quality-related expenses, Al directly improves our
operational integrity and financial performance.

How do you quantify growth value for Al programs?

Growth value for Al initiatives is directly measured by the new revenue streams they
enable. This can come from accelerating product launches, delivering significantly
improved personalization for our customers, or by establishing entirely new Al-powered
service lines. These contributions represent strategic wins that expand our market
presence and directly impact the top line.

Stack the value case against the full cost structure: licensing, infrastructure, integration
engineering, training, and ongoing governance. Always present a three-scenario ROI
model — conservative, base, and optimistic — to demonstrate analytical rigor and avoid
over-promising.
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L SECTION H — CONTINUED J

Data Ownership
Clauses

Ironclad data
ownership clauses are
paramount,
guaranteeing we
retain full rights to all
data inputs and
outputs.

Service Level
Agreements
(SLAS)

Service Level
Agreements (SLAS)
need to cover
comprehensive uptime
guarantees, clear
latency commitments,
and defined support
response times to
maintain operational
excellence.

What factors should be evaluated in AI vendor contracts?

Model Versioning

Model versioning is
also crucial, as it
allows us to 'pin’' toa
stable model version
for consistent
production
performance, avoiding
unexpected changes.

Pricing at Scale

Finally, we must
scrutinize pricing at
scale; token-based
pricing, while
seemingly economical
in pilots, can become a
substantial cost at
enterprise volume,
necessitating
thorough financial
modeling prior to
commitment.
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What are the hidden costs of Al Total Cost of Ownership?

The Total Cost of Ownership for Al programs often includes several critical hidden costs
that can significantly impact budgets if not anticipated.

Compute and API Costs

Compute and API costs, for example, can escalate dramatically at scale, becoming far
more substantial than initially projected.

Data Preparation and Cleaning

Data preparation and cleaning efforts are another major hidden expense, frequently
consuming 60-70% of the total project effort due to the need for high-quality data.

Integration and Engineering

Additionally, significant resources are often required for integration and engineering
work to connect Al systems with legacy infrastructure.

Change Management and Training

Change management and comprehensive training programs for affected teams are
non-negotiable investments, as is the ongoing human oversight and quality assurance
necessary to ensure model accuracy and ethical operation.

Continuous Evaluation and Compliance

Finally, continuous model evaluation, monitoring, retraining cycles, and a growing
need for legal and compliance reviews add further layers of cost as our Al footprint
expands.
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How does Al create value and what are the key risks in Financial Services?

Al significantly enhances value across various financial operations. In client-facing roles,
it empowers hyper-personalized communications, supports Al-driven financial advisory
services, and delivers real-time portfolio insights. For middle and back-office functions,
Al streamlines automated risk reporting, accelerates regulatory document generation, and
provides advanced fraud detection and reconciliation automation. However, the primary
risk in financial services is the intense regulatory scrutiny, which demands that
explainability and robust audit trails are foundational requirements, not merely desirable
features, for any Al implementation.

What are the specific considerations and high-ROI use cases for Al in Healthcare?

Implementing Al in healthcare necessitates extreme diligence due to paramount concerns
like patient safety and strict HIPAA compliance. High-return on investment applications
include the efficient summarization of clinical notes, automated drafting of prior
authorization requests, and enhanced medical coding automation. It is imperative that Al
outputs affecting patient care are always treated as decision-support tools, rigorously
validated by physicians, and never as autonomous decisions. Furthermore, every Al
vendor must execute a HIPAA Business Associate Agreement (BAA) before any patient
data can be processed, ensuring data security and regulatory adherence.

What are the primary applications and considerations for Al in Retail & E-Commerce?

In retail and e-commerce, Al offers immediate benefits through hyper-personalized
product recommendations, dynamic pricing optimization, and the scalable generation of
product descriptions across extensive inventories. Conversational commerce, utilizing Al
shopping assistants, is actively transforming how customers engage and acquire
products. Additionally, Al-powered demand forecasting, integrating multimodal data,
significantly reduces inventory waste and optimizes supply chains. Leaders must
carefully balance the advantages of personalization with safeguarding customer privacy
and trust to avoid potential brand damage.
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What are the four habits of forward-looking Al leaders for staying ahead of the
innovation curve and competing in regulated industries?

Forward-looking Al leaders consistently cultivate four essential habits to maintain a
competitive edge. Firstly, they engage in weekly tool exposure, personally experimenting
with at least one new Al tool to keep abreast of emerging capabilities. Secondly, they
practice cross-industry scanning, recognizing that transformative innovations often
originate from outside their immediate sector. Thirdly, these leaders maintain an
academic feed, diligently following key Al research labs to catch early signals and future
trends. Finally, they prioritize customer feedback loops, understanding that deep insights
into user adoption often reveal the most impactful applications of Al This proactive
approach is further reinforced by allocating a portion of their Al budget for pure
experimentation, fostering an environment of continuous discovery.

How can organizations implement a fast-follower-with-guardrails strategy in regulated
industries?

In regulated industries, organizations can effectively implement a "fast-follower-with-
guardrails” strategy by strategically deploying Al. We recommend moving quickly on Al
use cases that fall outside strictly regulated processes, such as internal productivity
enhancements, marketing optimization, and advanced analytics. For use cases within
regulated domains, a staged progression is critical: begin with Al-assisted solutions where
human oversight remains paramount, transitioning to fully automated Al solutions only
after the governance framework has been rigorously validated. Furthermore, proactively
engaging regulators by sharing your Al governance framework early can build crucial
institutional trust, turning regulatory constraints into a significant competitive
advantage as the industry matures.
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What must leaders prepare for regarding AI Agents?

Al Agents are autonomous systems capable of planning multi-step tasks, utilizing various
tools like web search and APIs, and executing operations with minimal human
instruction. These agents are poised to transform not just individual tasks but entire
workflows, necessitating robust new governance frameworks. Leaders must therefore
define what decisions an agent can make autonomously versus those requiring human
oversight, and begin fostering agent literacy within their operational and IT teams.
Essentially, we should view AI Agents as digital employees, requiring clear role
definitions, permission structures, performance monitoring, and well-defined escalation
paths for unforeseen situations.

What is the current leadership crisis regarding Shadow AI?

The leadership crisis surrounding Shadow Al stems from employees independently using
unauthorized Al tools, such as personal ChatGPT accounts, for work-related tasks, often
inadvertently exposing confidential company data. With surveys indicating that a
significant portion of employees leverage Al tools unsanctioned by IT, leaders must
acknowledge this reality and respond with enablement rather than strict prohibition. The
critical path forward involves providing approved, secure alternatives to employees,
coupled with implementing Data Loss Prevention (DLP) tools to monitor Al platform
uploads. Furthermore, establishing and consistently communicating a clear Al acceptable
use policy is paramount to mitigating risks effectively.

What is the future of work concerning AI?

The future of work, influenced by AI, will largely involve augmentation rather than
wholesale elimination of knowledge worker roles, representing an evidence-based middle
ground. Roles characterized by high-volume, repetitive cognitive tasks are most
susceptible to automation, while those demanding judgment, empathy, physical presence,
and novel problem-solving will prove more resilient. The genuine risk lies not in Al
replacing workers outright, but in employees proficient with Al replacing those who are
not. Therefore, a leader's primary responsibility is to ensure that Al adoption is safe,
accessible, and widespread across the entire workforce, not confined to a technologically
adept minority.
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What is the difference between GPT-4 and Claude?

GPT-4 and Claude represent two leading large language models, each developed by
different companies, OpenAlI and Anthropic respectively, reflecting distinct philosophical
approaches to Al development. Claude, for instance, places a strong emphasis on
"constitutional AI" for enhanced safety and exhibits particular strength in handling very
long contextual tasks, making it ideal for processing extensive documents. Conversely,
GPT-4, from OpenAl, benefits from broader ecosystem integration and robust developer
tooling, fostering a wide range of applications and custom solutions. Our choice between
them often depends on the specific priorities for a given application, whether it's
maximum context processing or seamless integration within existing tech stacks.

What is a token limit or context window?

The token limit, often referred to as the context window, is a critical concept in large
language models. It defines the maximum amount of text, which includes both the input
prompt and the generated output, that an LLM can process and consider within a single
interaction. A larger context window is profoundly important for applications in
specialized fields such as legal, financial, or medical domains, as it enables the AI to
analyze and synthesize information from extensive documents or conversations without
losing critical details. Understanding this limitation is key to designing effective and
efficient Al interactions that can handle complex information.

What is the difference between zero-shot and few-shot prompting?

These are two fundamental techniques for guiding ATl models, differing in how much
illustrative information we provide. In zero-shot prompting, we offer no examples, relying
solely on the model's inherent understanding to infer our intent directly from the
instruction itself. Few-shot prompting, on the other hand, involves supplying the model
with a small number of examples, typically two to five, within the prompt to clearly
demonstrate the desired output format, tone, or reasoning style. This subtle difference
allows us to calibrate the model's behavior, with few-shot prompting offering greater
control and consistency when a specific output pattern is required.
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