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Artificial intelligence is no longer a future capability to be planned
for — it is a present force reshaping how value is created, how
decisions are made, and how organizations compete in real time.

Yet most leadership models were built for organization is no longer whether Al will
an era of stability, linear change, and transform their industry, but whether their
human-only systems. That gap between leaders are prepared to guide that
technological acceleration and leadership transformation responsibly, boldly, and at
readiness is now the defining challenge of scale.

our time. The question facing every
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Al transformation is fundamentally human
before it is technical. While algorithms
introduce new forms of intelligence, it is
culture, trust, governance, and
leadership behavior that determine
whether that intelligence becomes
advantage or risk. Enterprises are
discovering that isolated pilots and
automation projects deliver little without
a deeper shift in how work is organized,
how decisions are governed, and how
people collaborate with machines. In an
environment where systems continuously
learn and markets shift in real time,
incremental change is no longer
sufficient. The cost of delay is not
standing still — it is falling behind.

Leadership in the Al era cannot remain
the domain of a few executives or
technical specialists. Every individual
who shapes how models are deployed,
how data is used, and how outcomes are
measured becomes a steward of
intelligent transformation. From the
boardroom to the front line, organizations
must cultivate leaders capable of
navigating uncertainty, embracing
experimentation, and balancing speed
with ethical responsibility. This requires a
new operating mindset — one that

blends strategic vision with operational
execution, human judgment with machine
intelligence, and innovation with
accountability.

The organizations that will lead the next
decade will not be defined by technology
adoption alone. They will be defined by
leaders who reimagine processes,
empower multidisciplinary teams, and
embed intelligence into the very fabric of
daily work. They will treat disruption not
as a threat to manage, but as an
opportunity to redesign how value is
created and sustained.

This moment demands decisive action.
Waiting for clarity, maturity, or perfect
certainty is no longer a viable strategy in
a world driven by continuous learning
systems. The leaders who act now —
who invest in people, culture, and
responsible intelligence at scale — will
shape the future of their industries.
Those who hesitate will inherit it.

This guide is an invitation to lead
differently, to think boldly, and to take
responsibility for building organizations
ready for the intelligence age. The
transformation is already underway. The
time to act is now.
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Why do we need Al leadership?

The traditional leadership model is no longer sufficient for the pace and complexity of
the Al era. Organizational transformation is accelerating beyond current leadership
mindsets, driven not simply by technology adoption, but by the integration of
intelligence into how decisions are made, work is performed, and value is created.

Companies that learn to use Al and Al agents and all these
architectures effectively are likely to leave their peer groups
behind, and right now that is coming down to the
leadership of companies and departments and teams. , ’ :

Umesh Sachdev
Co-founder and CEO, Uniphore

Al transformation is fundamentally human
and cultural. While algorithms and
platforms enable new capabilities, it is
leadership behaviors, organizational
trust, and workforce readiness that
ultimately determine whether Al creates
competitive advantage.

Al leadership is not confined to technical
teams or executive sponsors. In every
organization there will be decision

Not incremental
automation,
but step-change
performance and
decision quality

Not a mandate
for the few,
but a shared

movement across
the enterprise

makers who approve models,
investments, and governance structures
— but Al leadership must exist from the
boardroom to the front line. Everyone
who shapes how intelligence is used in
daily work becomes a steward of Al-
driven transformation.

Al leaders evangelize that transformation
is:

Not a one-time
implementation,
but a continuous
journey of learning,
adaptation, and
trust-building

Not a technology
initiative,

but a new operating

model for how work
gets done



Al transformation challenges today

The Characteristics of an Al Leader

While integrity, vision, commitment, and
passion remain foundational, the Al
leadership profile is increasingly shaped
by the ability to navigate environments
that are dynamic, data-rich, and

inherently uncertain.

Al leaders operate in a world where
intelligent systems continuously learn,
decisions are increasingly model-
informed, and competitive advantage
emerges from rapid experimentation and
adaptation. As a result, they embrace
ambiguity, guide organizations through
probabilistic outcomes, and balance
innovation with responsible governance.

An Al leader is both intellectually rigorous

Al leaders...

\?ﬂ

View intelligent
disruption as opportunity,
proactively leveraging Al
to reimagine products,
processes, and decision-
making

Demonstrate intellectual
agility and boldness,
combining curiosity with
disciplined execution

and operationally pragmatic — with a
distinctive ability to think across human,
technological, and business dimensions
simultaneously. This form of human-
machine systems thinking enables them

to orchestrate collaboration between

Cultivate adaptive,
resilient, and responsible
cultures that support
continuous learning and
trust in Al systems

42

Balance speed with
stewardship, ensuring
innovation is scaled
ethically, transparently,
and sustainably
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people, data, and algorithms to solve
complex, evolving problems.

Cognitive fluidity is essential. Al leaders
shift seamlessly between strategic vision,
ethical judgment, operational execution,
and experimentation as situations
demand. They move from exploration to
scale, from automation to augmentation,
and from innovation to embedded
intelligence.

X

Challenge traditional
leadership models,
replacing rigid hierarchies
with empowered, cross-
functional, data-informed
teams

Rather than conforming to
conventional corporate
norms, Al leaders are
architects of new
operating models —
blending experimentation
with accountability,
creativity with governance,
and human judgment with
machine intelligence.



Who is an Al leader?

An architect of
intelligent strategy

who designs the Al vision, operating
model, and intelligence architecture —
aligning business goals with data,
models, governance, and value
creation.

An implementer
at scale

who embeds Al into core workflows,
products, and decisions — turning
experimentation into measurable
business impact

An orchestrator of
multidisciplinary talent

who unites business, technical, and
functional teams to enable seamless
human-Al collaboration.

A builder of
Al ecosystems

who Leverages partners, platforms,
and external innovation to extend
enterprise intelligence beyond
organizational boundaries.




In the following sections of this guide, we'll take a deeper look into the
ways Al leaders think and the considerations that are top of mind as they
live their daily role.

LEADERS

Part 1: Leadership mindsets

Al leaders are masters of moving between mindsets

In the Al era, organizations no longer improve. Roles continuously change as
operate in stable cycles of change. automation and augmentation reshape
Intelligent systems continuously evolve, work. Expectations are immediate,
markets shift in real time, and decisions iterative, and outcome-driven.

are increasingly informed by dynamic data
and models. As a result, leadership is no
longer about managing steady
transformation programs — it is about
navigating constant adaptation.

To succeed, Al leaders must shift fluidly
between distinct but interconnected
modes of thinking — catalyst, strategy,
governance and production. This ability to
operate across modes enables leaders to
Al leaders operate in environments translate intelligence into enterprise-wide
defined by speed, uncertainty, and impact.

learning. Strategies evolve as models



The catalyst mode of thinking is rooted
in translating awareness into action. Al
leaders must be evangelists for the
cause. They must help people up and
down the value chain understand their
roles and the company’s Al roadmap,
and how they can be instrumental in
moving the transformation forward.

This mode of thinking revolves around
helping people appreciate what
transformation entails, why the company
is doing it, how it will be approached,
what the goals are, and then nudging
them toward action.

G, GOVERNANCE % PRODUCTION

This mode of thinking focuses on
policies and controls impacting every
functional imperative across the other
modes, collecting perspectives and then
determining how those perspectives and
resources are aligned in service of
positive outputs and outcomes.

Because organizations evolve
constantly, this mode helps ensure all of
the connections across the organization
are both operationally and ethically on
point and aligned with the

company’s core business vision.

This mindset is all about planning and
recognizing that, while Al strategy
requires big, bold thinking, the
development work is intricate.

Achieving success at scale typically
doesn’t follow a linear path. The job of Al
strategist requires aligning and then
prioritizing various points of view. And
the action steps are not always net new;
it's not unusual to utilize resources that
are already in the technology stack.
Often, the solution is an exercise in
reigning in overzealous thinking.

Action must be decisive and executed
with confidence if it is to be
transformational. This thought process
propels the organization’s new
philosophy on and approach to
producing and delivering its products
and services. The Al leader’s goal is to
keep people in every functional area
thinking about generating positive,
sustainable and repeatable outcomes.

Production thinking is inherently
multidisciplinary, requiring Al leaders to
connect people to facilitate building,
testing and scaling.



Part 2: Multiple transformation zones

Four key dimensions for Al leaders

Based on our own experience of working on major Al transformation projects over the
past 10 years, we've identified the major considerations, or transformation zones, that
Al leaders need to traverse within the context of their role and function. They are
human, orchestration, disruption and commercial.

Human:
culture and skills

Al initiatives succeed or fail not only
because of employee behavior and
skills, but also because of commitment
and passion. These qualities are
strengthened and sustained through
leadership. Hence, getting the right
skills in place across the organization -
and for the duration of any program - is
essential.

“Skills strategy should be at the center
of all staffing decisions. It's not
separate. It's skills first, not roles first.”
says Alison Ettridge, CEO & Founder at
Talent Intuition.

“Many companies get stuck
compartmentalizing people by roles,
rather than by their skills, which can
reveal who within the business can
actually wear different hats and be
entrusted with different tasks.”

The majority of leading organizations
have included Al as part of their
transformation roadmap. However,
many have never assessed whether
they have the skills in-house needed to
execute a transformation or manage
the transformed operating model. That
is the critical competency for Al
leaders: awareness of the
organization’s skills gaps.

9

Orchestration: A
methods and models

The convergence of Al, advanced
analytics, cloud platforms, and
automation is fundamentally changing
how organizations design work and
deliver value. Rather than deploying
isolated technologies, leading
organizations are orchestrating
interconnected intelligence systems
that span data, models, workflows, and
human decision-making.

Al leadership is therefore less about
implementing tools and more about
designing operating models where
intelligence is embedded across the
enterprise — from customer
engagement to core operations to
strategic planning.

While fully integrated, end-to-end
intelligent enterprises remain an
aspiration for many, organizations are
increasingly progressing through
targeted, high-impact Al initiatives that
demonstrate value quickly and scale
progressively. This reflects a shift
toward continuous experimentation,
rapid learning, and iterative
deployment.
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Disruption:

Al is now embedded across the
enterprise — from customer
engagement and product design to
operations, risk management, and
strategic planning. For Al leaders,
disruption is not about adopting
individual technologies, but about
understanding how data, models,
automation, and human expertise
combine to transform performance at
unprecedented speed and scale.

Intelligent systems continuously learn,
adapt, and optimize, enabling
organizations to move beyond static
processes toward dynamic, decision-
driven operations. Workflows become
predictive rather than reactive.
Products become personalized and
adaptive. Strategy becomes
increasingly informed by real-time
intelligence.

transforpm,
e
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Commercial:
risk and value
realization

Al leaders establish a clear vision of
what meaningful impact looks like —
defining how intelligent systems will
improve performance, reshape
decisions, and create long-term
business advantage. Rather than
treating Al as a series of experiments,
they frame initiatives around
measurable outcomes linked to
strategic priorities.

With defined investment boundaries
and success criteria in place, Al leaders
give teams the autonomy to explore,
iterate, and refine intelligent solutions
while maintaining accountability for
results. Learning cycles are rapid, but
always anchored in value creation.

In the Al era, commercial thinking
extends beyond traditional return-on-
investment models. Leaders evaluate
impact across a broader set of
dimensions, including productivity
gains, decision quality, risk reduction,
customer experience, and innovation
velocity. Al assets are viewed as
continuously improving capabilities
whose value compounds over time.

Alongside value realization, Al leaders
embed responsible risk management
into every stage of deployment.
Governance frameworks, ethical
standards, and performance
monitoring ensure intelligent systems
scale safely, transparently, and in
alignment with organizational
objectives.
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Part 3: The Al leader’s learning arc

From derivation to decisioning

To build Al leadership capability, individuals and organizations must explore the
relationship between mindsets, behaviors, processes and policies to support three
distinct elements of the Al value chain. Each element requires leaders to demonstrate
acumen relating to the assessment, build, value assessment and future decisioning.

Sizing Value Potential Value Centric Leadership

Linking proposed Al use cases
and opportunities to data
readiness, potential and future

Understanding value contribution
potential for Value
DERIVATION

Informing leadership models and
development practices for driving
value from transformation, through
data, in the Al Age

Structuring for Value @ Trust Based Decisioning

Equipping leaders with the
knowledge and confidence to
utilize intelligence on value
dynamics to inform
decisioning

Making sense of the data
needs and applying solutions
to strengthen data
structures for R&D asset
qualification

Solutions for Enhancing
Al Va.l,ue Recognition
W\~ o Embedding
leadership skills for
Value DECISIONING

Solutioning Approaches Reporting Value

Infusing value architecture into @ Framing the facts and shaping
the Al build cycle and A the narrative to engender
transformation approach Value Evidence Management confidence in overall value

Ensuring required evidence contribution

components meet the financial
threshold for value disclosure

Building the evidence
for Value DISCLOSURE

- This requires a blend of commercial reasoning, logical evaluation and
‘9 value architecting to ensure that opportunities for Al are objectively
o assessed, accurately quantified and set up properly to deliver
SLOEHLIEE intended value outcomes.

Leaders inherently understand how to structure the development
** and build phase of the Al initiative with an acute understanding of

+ where risks to value may occur in the construction process. They do
B le | this while identifying the value disclosure elements for eventual
evidencing of asset creation.

Creation of an intelligence culture, embedded through the ability of
(‘ leaders to espouse and demonstrate a value-led approach to the
Q) decisioning moments that occur during the Al cycle — from

o opportunity proposal to full-scale value realization. This requires the
SEoEL R apility to be value-first in all assessments, processes, reviews and
reporting activities
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Case study

Scaling an Al-enabled workforce transformation in a global bank

A global bank was experiencing declining
workforce wellbeing, retention and
engagement across several operational
hotspots, driven by workload pressure,
process inefficiencies and fragmented
local initiatives. We worked with senior
leadership to design an integrated
transformation program that addressed
not only symptoms of productivity loss,
but the root causes embedded in culture,
leadership behaviors, work design and
performance measurement.

Rather than launching a traditional
centrally managed program, we
introduced an agile accelerator model
that harnessed Al analytic insights from
across the global workforce and IT
system related signals. This was then,
translated into a workforce optimization
control centre that flagged risk hotspots,
practices outside of guidelines and
controls and status of intervention
deployments aimed at behavioural

changes. This enabled rapid local
experimentation, reduced central
program overhead, and embedded
continuous tracking and iteration. The
focus shifted from activity to impact —
empowering teams to redesign work in
ways that improved both performance
and employee experience.

To enable this initiative to move beyond
initial small-scale pilot to full whole-bank
deployment required leaders to adopt
different mindsets at different stages
and navigate the different transformation
zones that are inherent in a program of
this complexity.

Today, the bank views this workforce
optimization as a core service across the
bank and it directly links to Executive &
Market reporting on value creation from
data and Al led initiatives.

Conceptually speaking, the need for a transformation
specific, problem-solving, human-centric, and
governance focused Al platform, of the type
developed by Digiworkz, is now beyond doubt.

Dr. Jason Devereux
Global Leader People Science
Barclays Bank
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Outcomes and impact

To enable this initiative to move beyond this complexity. Today, the bank views
initial small-scale pilot to full whole-bank this workforce optimization as a core
deployment required leaders to adopt service across the bank and it directly
different mindsets at different stages and links to Executive & Market reporting on
navigate the different transformation value creation from data and Al led
zones that are inherent in a program of initiatives.

3% of global workforce Reinvestment of Improved wellbeing and
capacity reclaimed per capacity into higher- engagement outcomes
quarter value activities, across previous|y

by eliminating rework, including innovation, identified hotspots
manual interventions and problem-solving and CX

process friction improvement

Faster delivery of results Sustained culture shift ¥ Lower central program

through agile, locally from firefighting to cost

driven implementation continuous improvement while achieving greater
supported by enterprise- and value creation scale and consistency
wide insight

Action plan for Al leadership

Effective Al leadership begins with clearly with responsible governance,

defining where intelligence can create continuously measure impact across
strategic value, embedding Al into performance and decision quality, and
everyday workflows rather than isolated scale what delivers sustained business
initiatives, and building strong human-Al results — transforming Al from innovation
capability across the organization. activity into a core operating capability.

Leaders must pair rapid experimentation

In your own role, think about the extent to which you are able to:

Articulate a clear Translate Al Enable collaboration ~ Adapt leadership
vision for Al-driven strategy into between people and behaviors in a
value creation operational impact intelligent systems constantly evolving
environment
Foster trust and Balance innovation Measure and
adoption across with accountability continuously improve
teams and governance Al-driven outcomes

“Al will not determine the future of organizations — leadership will.

Those who can align intelligent systems with human judgment, trust,
and purpose will define the next era of competitive advantage.”
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