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® Executive Summary

A field guide for CEOs and executive teams that want Al to create measurable operational value —

not scattered experiments or disconnected tool usage.

Access to tools is no longer the bottleneck for Al adoption. Most companies already have Al running
somewhere — chat interfaces, copilots, automation platforms, embedded SaaS features, scattered
internal experiments. The harder question is what comes next: which workflows should Al actually
change, how should it sit inside them, and how does the company govern and measure the result

once it is live.

Adoption is shaped by how the CEO behaves. Some move too slowly. Others buy licenses and call
it strategy. A few automate things they don't understand, hand the whole agenda to IT, or fill the

calendar with Al committees that never reach production. Each pattern has its own failure mode.

Impactia’s path is practical. Pick one real operational problem. Build a small prototype. Validate it

inside the actual workflow. Expand only when value is clear.

Al makes execution faster and cheaper. It does not make business
judgment, prioritization, workflow design, accountability, or adoption au-

tomatic. Those are leadership decisions, not technology outputs.

Typical time- Output

frame
Discovery + Proto- Find one real opportunity and 72 hours Working prototype and ini-
type make it tangible tial implementation path
Pilot Validate in a real workflow 2--4 weeks Measurable outcome and

scale / no-scale decision

Implementation Turn the validated use case 1--3 months Custom solution, integra-
into a production solution tions, process coverage

Ongoing support Keep the solution useful as Continuous Monitoring, support, small
the operation evolves improvements, human

point of contact
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® 1. Why Al adoption is now an operating model
problem

The first wave of Al adoption was about access — which models, which tools, which vendors, which
licenses to buy. That question still matters. It is no longer enough. A company can put a powerful Al
assistant on every desk and see almost no change in cycle time, quality, or operating cost.

Tools help individuals. Companies run on workflows. Value shows up when Al is embedded inside the
way work moves — intake, triage, the actual decision, execution, review, exceptions, reporting, and
the feedback loop that keeps improving the system.

The useful question for a CEO is not which tool to buy. It is which business process should change
first, and how to validate that change without launching another transformation program that takes

a year to produce its first dashboard.

The practical adoption gap

 Tools are everywhere; a prioritized operational use case usually is not.

» Demos look impressive but no one in the room owns the workflow they would change.

* Pilots are running with no metric, no business owner, and no path to production.

+ Al gets launched without enough review loops, support, or process redesign behind it.

+ Experimentation is being mistaken for adoption.

Any adoption model worth using has to combine the technology with process redesign, human

judgment in the loop, measurement, and ongoing support after launch.

® 2. The hidden variable: the CEO's adoption pro-
file

Most Al maturity models look at the company — data readiness, talent, governance, architecture, the
use-case pipeline, operating model, risk controls. All of that matters. But adoption also depends on

something the models rarely score: how the CEO behaves under uncertainty.
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Al is unusual because it is strategic and operational at the same time. It touches product, finance,
customer support, sales, engineering, compliance, internal knowledge work. The CEQO’s posture
toward it — how urgent it feels, how much ambiguity they accept, how willing they are to redesign

how work gets done — ends up driving the outcome more than the architecture diagram.

The seven profiles below are not personality labels. They are adoption patterns. A single CEO can

move through several of them in a year, depending on board pressure, company maturity, or the last

Al initiative they remember.

Profile

The Al-Anxious CEO

The Tool-First CEO

The Automation-

Maximalist CEO

The Pragmatic Op-
erator CEO

The Innovation-The-

ater CEO

The Skeptical CEO

The Delegator CEO

Pattern

Overloaded by the speed of the mar-
ket, the volume of tools, and conflict-
ing vendor claims.

Frames Al adoption as a procurement
exercise — vendor, licenses, usage

metrics.

Sees Al mostly as a way to remove

people from the org chart.

Cares about errors, delays, rework,
and the operational friction the team
sees every Monday.

Generates visible Al activity — demos,
committees, announcements — with-
out changing how anything runs.
Distrusts the hype, the demos, and the
vendor decks.

Hands Al to IT, data, or innovation, and

steps back.

What this CEO needs

Clarity, a prioritized starting point, and

one low-risk workflow.

Movement from tool access into ac-

tual workflow integration.

A clear line between what Al can ex-
ecute on its own and where human

judgment still belongs.

Concrete workflow wins with numbers

attached.

Fewer demos and one production

path with a named owner.

A controlled validation pattern with
explicit stop / continue criteria.

Executive sponsorship tied to a
business outcome, not a technical

roadmap.
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® 3. The seven profiles in detail

The Al-Anxious CEO

Al matters to this CEO. The market is what feels impossible to track. Every
week brings new models, new benchmarks, new vendors, fresh board
pressure. The risk here is overload, not resistance. The company keeps
talking about Al without ever choosing a concrete starting point. The way
out is a narrow discovery process built around one real workflow and a

\ small prototype that makes the opportunity visible.

Best first move: pick one painful workflow and build a small working

prototype around it.

The Tool-First CEO

Adoption gets treated as a procurement exercise. The company buys
licenses, enables copilots, and tells teams to experiment. That can lift
individual productivity a little. It rarely changes operations on its own.
The trap is mistaking usage for value. Al starts producing value when it is
embedded inside the flow of work — not when it sits beside the work as

a disconnected assistant.

Best first move: map where Al is already being used informally, then

convert one useful pattern into a structured workflow.

The Automation-Maximalist CEO
The instinct here is to use Al to reduce headcount. It is an understandable

instinct. The problem is that most operational workflows contain excep-
tions, customer nuance, compliance edges, and accountability questions
that are invisible from the outside. Automating a process you do not

actually understand tends to surface a hard lesson: most of the human

work was interpretation and judgment, not execution.

Best first move: separate the workflow into what Al can execute, what

humans must review, and what should remain entirely human-owned.
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The Pragmatic Operator CEO

Hype is uninteresting here. What matters is delays, errors, manual rework,
inconsistent follow-up, reporting gaps, the operational leakage the team
has lived with for years. This is often the strongest profile for practical
adoption because the starting point is a real business problem. The blind
spot is the opposite of the Al-Anxious one: dismissing Al because the use

case sounds too operational, too mundane, too boring to matter.

Best first move: identify high-frequency, high-friction workflows with

clear operational impact.

The Innovation-Theater CEO
Movement is the goal. The company launches Al committees, runs

workshops, announces partnerships, produces demos for the all-hands.
Enthusiasm is not the problem. Conversion is. An initiative without an
owner, a metric, a real workflow, and a production path is a performance

of innovation. It is not a capability.

Best first move: pick one use case, one owner, one workflow, one mea-

surable outcome, one production path.

The Skeptical CEO

Too many cycles have passed for this CEO to trust the marketing. They
may believe Alis useful. They do not trust the demos, the vendor decks, or
the internal champion’s enthusiasm without evidence. The trap is waiting
for a level of certainty that will never arrive. The way through is controlled

validation — small scope, explicit criteria, and a real workflow test that

can either continue or stop on the basis of data.

Best first move: run a pilot with a defined success metric, limited scope,

and explicit stop / continue criteria.
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The Delegator CEO
Al gets handed to IT, the data team, or innovation, and the CEO steps

back. Some delegation is necessary. Stepping back fully is dangerous. Al
changes workflows, roles, risk exposure, incentives, customer experience,

and decisionrights — those are executive-level changes. Technical teams

can implement Al. Business leaders still have to own the outcomes.

Best first move: assign a business owner and tie executive sponsorship

to measurable operational outcomes.

® 4. From tools and pilots to operational value

A practical adoption path has two extremes to avoid. The first is the oversized transformation
program — months of strategy, committees, architecture diagrams, and roadmaps before anything
real is tested. The second is the random demo — a prototype that looks impressive but has no owner,

no data, no integrations, and no support model behind it.

The better path is progressive. Start small. Validate fast. Expand only when value is clear.

Step Question Decision standard Impactia role

Discover Where can Al create value in One concrete workflow Interview, analyze, prior-
this operation? with clear pain. itize.

Prototype Can the idea become tangi- A small working version Build in 72 hours when
ble quickly? exists. there is a strong oppor-

tunity.

Pilot Does it work in the real work- Functional, adopted, Implement one focused
flow? measurable. use case.

Scale Is value clear enough to ex- A business case and Integrate, support, and
pand? production path exist. evolve.
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® 5. CEO self-assessment

Use these questions to surface the current adoption posture. The point is not to assign a permanent

label to anyone. It is to expose the next practical constraint and act on it.

THE NEXT MOVE, REGARDLESS OF PROFILE

Whenever an answer is unclear, the practical next step is the same: narrow the scope and define one

owner, one workflow, and one measurable outcome.

Question If unclear, the profile is likely...
Are we buying Al tools, or changing workflows? Tool-First
Do we know which operational problem Al should address first? Al-Anxious
Is there a business owner for each Al initiative? Delegator
Do we know what metric would prove value? Innovation-Theater / Skeptical
Do we know where human review is required? Automation-Maximalist
Are our pilots connected to real data and real systems? Innovation-Theater
Do we have a path from prototype to production? Innovation-Theater
Are we measuring adoption, quality, and operational impact? Skeptical / Pragmatic Operator
Do we have a support model after launch? Tool-First / Delegator
Are we treating Al as a technology initiative or an operating model All profiles
change?
a

® G.Conclusion

Al adoptionis not a software purchase. It is an operating model decision. The companies that succeed
will not be the ones with the most tools, the largest Al committee, or the slickest demo reel. They will
be the ones that choose the right workflows, keep humans in the right parts of the loop, measure

operational value, and scale only after validation.

For the CEQ, the job is not to become an Al expert. The job is to lead the company through a practical

transition — from scattered experimentation into real operational systems that work every day.

Impactia exists for that transition. From discovery to prototype. From pilot to implementation. From

launch into the ongoing support that keeps the system useful as the operation evolves.
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START WITH ONE WORKFLOW

Impactia runs a 72-hour Discovery + Prototype engagement designed for CEOs and executive
teams that want to move past Al experimentation into operational value. The output is a working

prototype tied to a real workflow and a path to implementation.

To start, contact us at hello@impactia.ai.

Start a Discovery — hello@impactia.ai

* McKinsey & Company, The State of Al, 2025.

 IBM Institute for Business Value, CEO Study on Al and enterprise hurdles, 2025.
» Boston Consulting Group, Al value and CEO leadership research, 2025-2026.
 Dan Shipper, After Automation, Every.

+ Impactia engagement model and internal positioning documents.
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