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The Al Institute's mission is to foster the successful adoption of Generative Al technologies within
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AI-CAE Course Overview

Module Key Topics

1. Al Readiness & Strategy for Leaders Al strategy development, leadership role, sector trends.

Prioritising Al projects, Al self-assessment tools,

2. Al Use Cases & Implementation Roadmaps . i
overcoming barriers.

3. Al & Member Engagement Personalisation, automation, predictive analytics.

4. Al Governance & Ethical Leadership Risk management, Al policies and governance.

5. Al Adoption in Operations & Finance Al fqrgfﬁmengy, cost-savings, automation, Al-assisted
decision-making.
Leading change, overcoming resistance, aligning Al with

6. Cultural Impact of Al Adoption
uttu P pu professional standards.

7. Capstone: Al Strategy Development Project Participants develop and present an Al strategy for their

association.
V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps
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Module 2

Al Use Cases &
Implementation Roadmaps
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Welcome to Module 2 on Al Use Cases and Implementation Roadmaps.

Our Learning Objective is

Equipping association leaders with sophisticated frameworks to evaluate Al opportunities,

develop strategically aligned implementation roadmaps, and manage the multidimensional
challenges of moving from experimentation to value creation.
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Moving from Al experimentation to strategic
implementation requires balancing ambition
with governance maturity, technical readiness,
and organisational capacity.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

Moving from Al experimentation to strategic implementation requires balancing ambition with
governance maturity, technical readiness, and organisational capacity.

In module 2, we move beyond awareness to address the strategic complexities of Al
implementation—the challenges that separate experimentation from sustainable value creation.

As a senior leader, your role extends beyond simply approving Al projects. You need to navigate
competing priorities, establish appropriate governance frameworks, align Al initiatives with
strategic imperatives, and create measurement approaches that connect technical outputs to

mission outcomes.

We'll examine how successful associations build Al portfolios that balance immediate
operational improvements with transformative potential. We'll address governance
considerations that maintain appropriate control without stifling innovation.

And we'll explore implementation approaches that acknowledge the complex, often non-linear
nature of technological change.

Your objective is not technological sophistication for its own sake, but strategic advancement of
your mission through thoughtful application of these new capabilities. Let's begin.
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Key Strategic Considerations

- Strategic Portfolio Development
- Governance Architecture & Decision Rights
- Implementation Complexity Management

- Value Realisation & Strategic Measurement

4 Sector Insight: “The 2025 Al adoption research of UK membership bodies found 78.8% of
associations are experimenting with Al, only 15.2% have progressed to structured
implementation. ”
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Key Strategic Considerations .

Strategic Portfolio Development.

Navigating the tension between operational enhancement and transformative potential by
balancing quick wins with longer-term strategic repositioning. Establish a portfolio approach that
connects Al initiatives to your organisation's strategic imperatives.

Governance Architecture & Decision Rights.
Develop governance frameworks that establish appropriate decision authorities, risk tolerances,

and ethical boundaries while remaining agile enough to support innovation.

Implementation Complexity Management.
Address the interconnected challenges of data ecosystem maturity, system integration, cultural
adaptation, and capability development that determine implementation success.

Value Realisation & Strategic Measurement.

Create sophisticated measurement frameworks that connect technical outputs to strategic
outcomes, balancing operational metrics with measures of member value and mission
advancement.
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? Reflection

Reflection "Beyond operational departments, how have you engaged your
board and governance structures in establishing the strategic direction for
Al implementation?"
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& LMS Voiceover Script

A moment of Reflection for you.

“Beyond operational departments, how have you engaged your board and governance structures
in establishing the strategic direction for Al implementation?"

Please jot down your thoughts and reflections.
When ready continue
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N Downloadable Knowledge Tools

- Al Roadmap Planning Table
- Al Governance Framework Starter
- Leadership Alignment for Al Adoption
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These downloadable tools will help you to take action sooner rather than later.

Briefly about these tools:

The Al Roadmap Planning Table tool;
Provides a practical, time-bound Al implementation roadmap for associations—structured

into four phases over 12 months. It connects planning, governance, and execution with clearly
defined leadership roles and measurable indicators.

The Al Governance Framework Starter tool;
Supports associations in establishing ethical, transparent, and accountable Al use, helping
boards and executives create a governance foundation that scales with Al maturity.

The Leadership Alignment for Al Adoption tool;
Helps association leadership teams create a unified, consistent approach to Al strategy and

communication—crucial for building trust, driving change, and modelling ethical behaviour
across the organisation.

Please review each of these tools and then carry on.
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Building Your Al Portfolio: A Strategic Approach
for Association Leaders
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Building Your Al Portfolio: A Strategic Approach for Association Leaders

The Learning Objective is Equipping association leaders with a clear framework to evaluate and
prioritise Al initiatives based on strategic value and organisational context.
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Move beyond selecting individual Al projects to
building a strategic portfolio that advances

your association's mission.
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Rather than selecting individual Al projects based on simple criteria, association leaders need to
develop balanced portfolios that address multiple strategic dimensions.

By Moving beyond selecting individual Al projects to building a strategic portfolio that advances
your association's mission.


https://www.aiinstitute.cloud/

1 Al-CAE Allrights and titles by the Al Institute.cloud 2025

Strategic Time Horizons

- Now (0-12 months): Quick wins and operational improvements
Example: Meeting automation saving 15 hours/month for a professional body

- Next (12-24 months): Enhanced member experiences
Example: Personalised CPD recommendations increasing engagement by 28%

- Future (24+ months): Transformative opportunities
Example: Al-enabled knowledge networks creating new value propositions

. Strategic Balance: Aim for a 70/20/10 distribution across these horizons to
ensure both immediate returns and future relevance.
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First, let’s consider the time horizon dimensions.

The 'Now’ dimension. These initiatives deliver operational improvements within a year, like
meeting automation that saved one professional body 15 hours monthly.

The 'Next' dimension projects; these enhance member experiences in the medium term, such as
personalised CPD recommendations.

The 'Future' dimension opportunities; these explore transformative possibilities like Al-enabled
knowledge networks.

Most associations tend to focus on immediate operational needs and possibly creating a
strategic vulnerability.

Instead, Aim for a 70/20/10 balance across these horizons to help ensure both immediate returns
and future relevance.

10
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Value Creation Pathways

. Efficiency Value: Reducing costs, saving time, improving quality
- Experience Value: Improving member engagement and satisfaction

. Strategic Value: Creating differentiation and new opportunities

Next, examine defined value creation pathways.

The Efficiency value; comes from cost and time savings, the most straightforward benefits to
measure.

The Experience value; enhances member engagement and satisfaction, often showing results in
the medium term.

The Strategic value; creates market differentiation and new opportunities, which may take longer
to realise but offer the greatest potential impact.

A balanced portfolio addresses all three, though the emphasis will vary based on your strategic
priorities.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Risk-Readiness Balance

- High Readiness/Lower Risk: Areas with clean data and well-defined
processes

- Medium Readiness/Medium Risk: Areas requiring moderate capability
development

. Lower Readiness/Higher Risk: Areas needing significant capability building

Decision-Making Approach

For less certain initiatives, consider:

. Start small with well-defined "minimum viable Al" approaches

- Establish clear review points with specific criteria

- Balance your portfolio across risk levels appropriate to your organisation @
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Next, assessing risks and readiness.

Some Al initiatives can be implemented with existing data and processes, offering lower risk but
potentially incremental benefits.

Others, require moderate capability development but deliver greater value.

The most transformative opportunities often demand significant capability building and carry
higher but manageable risks.

For the less certain areas, start small with bounded experiments, establish clear review points
with specific success criteria, and ensure your overall portfolio balances risk levels appropriate
to your organisation's tolerance and capabilities.

By mapping your initiatives across these strategic dimensions, you'll create a portfolio that
delivers immediate benefits while building toward strategic differentiation which is the hallmark
of Al-enabled association leadership.

12
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N Downloadable Knowledge Tools

- Al Use Case Evaluation Matrix - Framework for evaluating potential Al
implementations

- Strategic Portfolio Assessment Framework - Comprehensive assessment
approach for building your Al portfolio
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Briefly about these downloadable tools:

The Al Use Case Evaluation Matrix tool;

Helps association leaders systematically evaluate and prioritise Al applications based on
potential value and implementation complexity, enabling strategic selection of initiatives most
likely to succeed in their specific organisational context.

This tool is designed to help association leaders systematically evaluate and prioritise Al
applications based on their potential value and implementation complexity.
The toolincludes:

Purpose, module alignment, and recommended usage sections.

A clear leader summary highlighting key benefits.

Value assessment criteria with specific rating guidance.

Complexity assessment criteria with detailed factors.

Avalue-complexity matrix with quadrant-based recommendations.
Association-specific examples for each quadrant.

A practical worksheet for evaluating use cases.

Research-based insights.

Step-by-step application guidance.

The tool directly addresses the strategic clarity gap by providing a structured framework for

evaluating and prioritising Al initiatives.

The Strategic Portfolio Assessment Framework tool;
Helps association leaders evaluate, prioritise, and balance Al initiatives across their

13
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organisation---ensuring investments align with strategic priorities while managing
implementation complexity and resource constraints.

Please review each of these tools and when ready please carry on.

13
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From Al Experiments to Strategic
Implementation to Building Sustainable Value
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From Al Experiments to Strategic Implementation, to Building Sustainable Value.

Our Learning Objective is Equipping association leaders with practical frameworks to transform
exploratory Al initiatives into structured implementation that delivers consistent strategic value.

14
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Successful Al adoption requires a structured
transition from experimentation to
implementation, balancing continued learning
with consistent value delivery.
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Successful Al adoption requires a structured transition from experimentation to implementation,
balancing continued learning with consistent value delivery.

Time to think about the critical transition from Al experimentation to strategic implementation.
This journey involves three fundamental shifts in how you approach Al adoption.

Balancing Exploration and Exploitation
Building Implementation Foundations
And Measuring Multi-Dimensional Value

15
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Balancing Exploration and Exploitation

Two complementary approaches that successful associations manage
simultaneously:

Discovering new possibilities Scaling proven value

Learning-focused Outcome-focused
Accepts uncertainty Requires predictability

Limited governance Structured governance

Success Factor: Associations that maintain both streams avoid either remaining
permanently in experimental mode or prematurely halting innovation. @
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Successful organisations balance exploration and exploitation.

Two complementary approaches that successful associations manage simultaneously: leaders
that maintain both streams avoid either remaining permanently in experimental mode or
prematurely halting improvements.

Rather than viewing these as sequential phases, they maintain both streams simultaneously.

The exploration stream continues discovering new possibilities with lighter governance and
higher risk tolerance.

The exploitation stream scales proven value with more structured governance and clear
accountability.

Maintaining this balance prevents either remaining in experimental mode or prematurely halting
innovation that could deliver strategic advantage.
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Building Implementation Foundations

1. Technical Readiness

. Data quality, integration capabilities, security
2. Operational Processes

- Workflows, decision-making, measurement
3. People & Skills

o Training, role definition, team structure
4. Governance Framework

- Oversight, risk management, ethical boundaries
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Second; is building the implementation foundations, which requires developing four essential
capabilities in concert.

Technical readiness; ensures your data and systems can support Al integration.

Operational processes; adapt workflows to capitalise on new capabilities.

The People and skills development ensures your team can effectively use and govern Al tools.
And governance frameworks; provide appropriate oversight without stifling innovation.

These capabilities must develop together. Advancement in one dimension without corresponding
growth in others most likely creates implementation bottlenecks.

17
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Measuring Multi-Dimensional Value

Moving beyond simple efficiency metrics to capture full strategic impact:
- Efficiency Value
. Cost savings, time reduction (easiest to measure)
- Experience Value
. Member satisfaction, engagement (moderate complexity)
- Strategic Value

. Market differentiation, mission advancement (higher complexity)
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Third, measuring multi-dimensional value ensures you capture the full strategic impact of Al.

Efficiency metrics like cost and time savings are easiest to measure but often capture only
tactical benefits.

Experience metrics assess member satisfaction and engagement.

Strategic value measures examine market differentiation and mission advancement.

Be careful that your measurement approach doesn't bias your organisation toward tactical
applications rather than strategic ones.

Your measurement approach shapes your Al portfolio. Balancing metrics across these value
dimensions ensures you don't overlook strategic opportunities.

By addressing these three shifts, you will create a structured pathway from experimental
exploration to sustainable implementation that delivers consistent strategic value, the hallmark
of professional leadership for an Al-enabled Association.

18
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N Downloadable Knowledge Tools

- Al Change Success Metrics - framework for measuring multi-dimensional
implementation value

. From Pilots to Practice: Implementation Guide - structured approach to
scaling successful Al pilots
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The tool supplied are vitally important and each is designed to help to use it in your
circumstances.

About these downloadable tools:

The Al Change Success Metrics tool;

Helps association leaders establish and monitor measurable indicators of cultural
transformation and behaviour change during Al adoption—ensuring impact extends beyond
technology to real organisational improvement.

The From Pilots to Practice: Implementation Guide tool;

Provides association leaders with a structured framework to transition Al initiatives from
experimentation to productive implementation, addressing the critical gap between testing
and integration.

Please review each of these tools and, when ready please carry on.

19
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Overcoming Al Implementation Barriers:
A Strategic Approach

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

Overcoming Al Implementation Barriers: A Strategic Approach

Our Learning Objective is Equipping association leaders with practical frameworks to identify and
address the interconnected barriers to Al implementation.

20
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Successful Al implementation requires
understanding barriers as interconnected
challenges that span your entire organisation,
not just technical issues.

Understanding Implementation Barriers: A Systemic View
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Successful Al implementation requires understanding barriers as interconnected challenges that
span your entire organisation, not just technical issues.

"Implementation barriers rarely exist in isolation. They form interconnected challenges that
require strategic responses across your organisation.

We’ll look at Understanding Implementation Barriers through A Systemic View

21
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Leadership & Governance Challenges

. Common Signs:
- Unclear decision rights for Al investments
. Disconnection between Al initiatives and strategic priorities
- Insufficient metrics linking Al to strategic outcomes
. Strategic Response:
. Integrate Al into your strategic planning and board review cycles
- Develop clear decision frameworks specifically for Al investments

. Connect technical metrics to strategic outcomes through value frameworks

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

First, are the leadership and governance challenges, these often manifest as unclear decision
rights and strategic misalignment.

Common Signs of Issues: Ambiguous decision rights for Al investments, misalignment with
strategic goals, and insufficient metrics linking Al to outcomes.

Integrate Al into strategic planning and board review cycles by developing clear decision
frameworks for Al investments and connecting technical metrics to strategic outcomes through
established value frameworks.

This isn't simply about approval processes; it's about creating governance structures that provide
appropriate oversight while enabling improvements and innovation.

Consider how your governance approach might need to evolve to accommodate Al
implementation, including appropriate delegation and value frameworks that connect technical
metrics to strategic outcomes.

22


https://www.aiinstitute.cloud/

1 Al-CAE Allrights and titles by the Al Institute.cloud 2025

Data & Technology Challenges

. Common Signs:
Fragmented data across multiple systems
Quality issues in critical data areas
Legacy systems limiting integration possibilities
. Strategic Response:
Focus data improvement on specific implementation priorities
Develop appropriate data governance with clear ownership

Build scalable architecture that enables progressive implementation

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

Second, are the data and technology challenges, these frequently appear as data quality issues,
but typically reflect deeper organisational problems.

Fragmented systems, insufficient governance, and capability gaps create technical barriers that
can't be solved through technology alone.

Develop a scalable architecture.

Rather than pursuing general data improvement initiatives, focus on specific implementation
priorities with clear governance and ownership.

23
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People & Process Challenges

Common Signs:
- Skills gaps across technical and strategic domains
- Outdated processes not designed for Al-enabled operations
o Cultural resistance to new ways of working
Strategic Response:
- Develop capabilities through targeted learning and selective recruitment
- Redesign key processes to leverage Al capabilities

- Address underlying concerns about relevance and control
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Third, are the people and process challenges extend beyond technical skills to include process
design and cultural adaptation.

Many associations overinvest in technical training while underinvesting in process redesign and
change management leadership.

Cultural resistance often presents as technical concerns but reflects deeper anxieties about
relevance and control that must be addressed through leadership, not merely communication.

Irrespective of how small or large your organisation is today, by understanding these barriers as”
interconnected challenges”, you can develop integrated responses that address the root causes
rather than symptoms, and you’re creating sustainable foundations for Al implementation.

An Example of How This Looks in Practice

A professional membership body successfully overcame implementation barriers by:
. Creating a tiered governance model

Targeting data improvements specifically for member personalisation
Developing implementation skills across all organisational levels

Addressing cultural concerns through involvement and clear communications

24
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N Downloadable Knowledge Tools

o Al Cultural Readiness Assessment - Framework for evaluating organisational
readiness

- Resistance Mapping and Intervention Planning - Structured approach to
managing implementation barriers
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All of the tools provide additional important information.

About these downloadable tools:

The Al Cultural Readiness Assessment tool;

Enables associations to evaluate their current level of cultural preparedness for Al adoption

across leadership, mindset, structures, communication, and learning by identifying specific
areas needing support.

The Resistance Mapping and Intervention Planning tool;
Enables leadership teams to identify and categorise resistance to Al adoption, understand root
causes, and plan specific, culturally appropriate interventions to build trust and engagement.

Please review each of these tools and, when ready please carry on.

25
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Building Your Al Implementation
Architecture: Beyond Simple Roadmaps

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

Building Your Al Implementation Architecture: Beyond Simple Roadmaps

Our Learning Objective is Equipping association leaders with practical approaches to
implementation planning that recognise the complex, adaptive nature of Al adoption.

26
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Effective Al implementation requires flexible
architectures that provide direction while
adapting to emerging realities—moving beyond
rigid roadmaps to sustainable adoption.

Implementation Architecture: Three Core Elements
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Effective Al implementation requires flexible architectures that provides direction while adapting
to emerging realities by moving beyond rigid roadmaps to sustainable adoption.

"Moving beyond linear roadmaps to flexible implementation architectures represents a
fundamental shift in how association leaders approach Al adoption.

We’ll look at Three Core Elements
Strategic Direction with Adaptive Pathways.
Multi-Stream Implementation.

Staged Value Realisation.

Let’s get started.

27
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1. Strategic Direction with Adaptive Pathways

Traditional roadmaps often fail because they assume certainty in uncertain
domains. A more effective approach includes:

- Clear strategic intent and outcomes (the "why" and "what")
- Defined success metrics linked to your association's priorities
- Explicit learning checkpoints for course correction

- Flexibility to adapt based on implementation insights

First, establish strategic direction with adaptive pathways.

Establish clear strategic intent and outcomes the "why" and "what", define success metrics
linked to your association's priorities, incorporate explicit learning checkpoints for course
correction, and ensure flexibility to adapt based on implementation insights.

Rather than rigid roadmaps with sequential phases, create implementation architectures with
clear strategic intent and boundaries, but flexibility in execution.

Define and document what success looks like, establish regular learning checkpoints, and be
prepared to adapt based on implementation insights.

This approach provides necessary direction while acknowledging the inherently uncertain nature
of Al adoption.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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For example, A professional body succeeded by establishing clear outcomes while allowing
teams to adapt methods based on early implementation lessons.
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2. Multi-Stream Implementation

Successful implementation requires managing three parallel streams:

Foundation Building Creating essential capabilities Milestone-based oversight

Value Delivery Ln;s(laesmentlng specific use Outcome-focused governance

Bounded exploration with clear
parameters

Future-Focused Learning Testing emerging possibilities

Leadership Insight: “These streams operate concurrently, not sequentially requiring governance
approaches that balance appropriate control with necessary flexibility.” @
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Second, manage multiple implementation streams concurrently.

Foundation building develops the capabilities and infrastructure necessary for sustainable
implementation.

Value delivery focuses on implementing specific use cases with measurable outcomes. Planning
for phased value delivery ensures continued support while developing capabilities for longer-
term strategic impact. .

Future-focused learning continues exploring emerging possibilities that might deliver strategic
advantage.

These streams operate in parallel, not in sequence, requiring governance approaches that
balance appropriate control with necessary flexibility.

Successful implementation requires managing three parallel streams: Foundation building ,
Value delivery, and thirdly, learning and exploring emerging possibilities

29


https://www.aiinstitute.cloud/

1 Al-CAE Allrights and titles by the Al Institute.cloud 2025

3. Staged Value Realisation

Implementing a clear value capture approach across time horizons:

. Early Wins (90 days): Operational improvements that build momentum
- Medium-Term Value (180 days): Enhanced experiences and processes

- Strategic Transformation (12 months): New capabilities and differentiation

Success Factor: Planning for phased value delivery ensures continued

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps

Third, plan for staged value realisation across different time horizons.

Early wins within 90 days build momentum and support.

Medium-term value within 180 days demonstrates more substantial benefits.

Strategic transformation over 12+ months delivers the full potential of Al-enabled operations.

This phased approach ensures continuous demonstration of value while developing better
capabilities with current resources and for deeper strategic impact.

"By adopting this flexible implementation architecture, you'll navigate the complexity of Al
adoption more effectively than with traditional linear roadmaps, creating sustainable pathways
to strategic value creation."

support while developing capabilities for longer-term strategic impact. @
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N Downloadable Knowledge Tools

- Al Roadmap Planning Table - Flexible planning tool for implementation
architecture

- From Pilots to Practice: Implementation Guide - Guide for transitioning from
exploration to implementation
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These tools have been listed previously, and they are applicable here too.
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Designing Strategic Al Pilots: From
Experiments to Governed Value Discovery
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Designing Strategic Al Pilots: From Experiments to Governed Value Discovery

Our Learning Objective is Equipping association leaders with practical frameworks for designing
Al pilots that balance innovation with appropriate governance, enabling strategic learning whilst
managing organisational risk.
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Effective Al pilots require more than technical
exploration—they need governance
frameworks that enable controlled innovation,
structured learning, and clear pathways to
wider implementation.

Strategic Pilot Design: Three Essential Elements

Effective Al pilots require more than technical exploration—they need governance frameworks
that enable controlled innovation, structured learning, and clear pathways to wider
implementation.

Strategic pilots serve as crucial bridges between exploratory Al initiatives and structured
implementation.

Their design requires thoughtful governance architecture across three essential elements.

We’ll look at Three Essential Elements for Strategic Pilot Design
Strategic Framing & Success Definition.

Balanced Risk Governance.

And Strategic Learning & Transition Planning.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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1. Strategic Framing & Success Definition

Move beyond technology-focused pilots to strategic value discovery:

- Value Hypothesis: Clear statement of expected strategic value

- Success Criteria: Specific, measurable outcomes across operational, member,
and strategic dimensions

- Boundary Definition: Explicit scope, constraints, and ethical guardrails
- Learning Objectives: Defined knowledge gaps the pilot will address

Leadership Insight: Strategic pilots begin with explicit boundaries that provide both innovation
space and appropriate constraints—preventing scope creep while enabling meaningful

discovery.
V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps

First, establishing strategic framing and success definition.

Move beyond technology-focused pilots to strategic value discovery by creating clear value
hypotheses linked to your association's priorities.

Define multi-dimensional success criteria that span operational benefits, member impact, and
strategic advancement.

Establish explicit boundaries that provide innovation space while preventing scope creep.

And clarify the specific learning objectives the pilot will address. This strategic framing ensures
pilots contribute to broader organisational goals rather than existing as isolated technical
experiments.
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2. Balanced Risk Governance

Effective pilots manage four risk dimensions:

- Member Impact: Ensuring appropriate safeguards for member experience
and data

- Operational Risk: Managing business continuity and reversibility

- Reputational Considerations: Addressing communication and perception
concerns

- Strategic Risk: Evaluating resource allocation and opportunity costs
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Second, implementing balanced risk governance.

Effective pilots require governance approaches that enable innovation while managing risk
appropriately.

Consider member impact, ensuring appropriate safeguards for experience and data.
Address operational risk through business continuity planning and reversibility options.
Manage reputational considerations through thoughtful communication.

And evaluate strategic risk, including resource allocation and opportunity costs.

This balanced approach ensures risks are managed without stifling the creative potential of pilot

initiatives.

An Example of How This Looks in Practice

A professional body created a three-tier governance approach for pilots, with different oversight

requirements based on risk profile, enabling rapid exploration for low-risk initiatives while
ensuring appropriate scrutiny for higher-risk projects.
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3. Strategic Learning & Transition Planning

Design pilots to maximise learning and create implementation pathways:

- Assumption Testing: Explicit mechanisms to validate key assumptions
- Knowledge Capture: Structured approach to documenting insights

- Scaling Criteria: Clear framework for evaluating progression to wider
implementation

- Transition Planning: Defined pathway from pilot to broader adoption

Success Factor: The most valuable outcome of pilots is often the implementation
learning they provide, not just the immediate operational benefits.
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Third, designing for strategic learning and transition planning.
The most valuable outcome of pilots is often the implementation learning they provide.

Include explicit mechanisms to test key assumptions, structured approaches to capture insights,
clear criteria for evaluating progression to wider implementation, and defined pathways from
pilot to broader adoption. This learning architecture ensures pilot insights translate into
organisational knowledge that supports successful implementation.

By incorporating these elements into your pilot design, you'll move beyond disconnected
experiments to strategic value discovery that builds foundations for sustainable implementation.
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? Reflection

Reflection "What stakeholder ecosystem would you need to establish for
effective pilot governance in your association's context?"
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A moment of Reflection for you

"What stakeholder ecosystem would you need to establish for effective pilot governance in your
association's context?"
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N Downloadable Knowledge Tools

. Leadership Alignment for Al Adoption - Framework for establishing executive
support
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About the downloadable Leadership Alignment for Al Adoption tool;

It Helps association leadership teams create a unified, consistent approach to Al strategy and

communication—crucial for building trust, driving change, and modelling ethical behaviour
across the organisation.
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Board-Level Strategic Engagement and
Governance Architecture for Al
Leadership

Board-Level Strategic Engagement and Governance Architecture for Al Leadership

Our Learning Objective is Equipping association leaders with sophisticated frameworks to
engage boards effectively in Al strategy, establishing appropriate governance structures that
enable strategic oversight while supporting innovation and implementation.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Board engagement in Al strategy requires more
than technical updates—it demands thoughtful
architecture that positions Al as a strategic
capability while addressing governance, risk,
and mission advancement.

Board engagement in Al strategy requires more than technical updates. it demands thoughtful
architecture that positions Al as a strategic capability while addressing governance, risk, and
mission advancement.

Effective board engagement on Al strategy requires sophisticated architecture that positions Al
as a strategic capability rather than merely a technology initiative.

we’ll cover:

Strategic Framing & Value Narrative.
Governance Architecture Development.
Board Engagement Methodology.
Strategic Questions.

And the Continuous Governance Model

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Strategic Framing & Value Narrative

Traditional Approach: Technology-focused emphasising features and capabilities

Strategic Approach: Mission-focused narrative connecting Al to:

- Strategic imperatives and member value advancement
- Professional transformation within your sector
- Organisational relevance in an Al-enabled landscape

- Evolving member support requirements
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The strategic framing and value narrative establishes Al in the context of mission advancement
rather than technical capability.

This focuses board attention on strategic imperatives and how Al will transform member needs,
reshape professional practice, and potentially redefine your value proposition.

Avoid organisational drift, members are increasingly adopting Al tools in their daily practice and
maybe without relevant guidance.

Without proactive leadership, your organisation risks becoming disconnected from members'
evolving needs and practices.."
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Governance Architecture Development

Governance Layer Board Strategic Role Imple'm enta.ntlon
Considerations

Setting boundaries, risk How does Al advance
Strategic Oversight tolerance, and ethical strategic priorities while
parameters managing acceptable risk?

Defining accountability What structures ensure
frameworks and success appropriate delegation while
metrics maintaining oversight?

Implementation
Governance

Establishing governance How are both risks and
Risk Management principles and review opportunities systematically

mechanisms identified and addressed?
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Governance architecture development explicitly defines the board's strategic role across
multiple governance layers—from strategic oversight to implementation governance to risk
management.

This provides clarity on appropriate delegation while maintaining necessary oversight.
Board discussions should establish a permission framework defining boundaries for Al

experimentation while positioning the board as strategic partners in exploration rather than
approvers.
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Board Engagement Methodology

Strategic Engagement Framework:

- Workshop Format: Structured interactive sessions exploring strategic
implications rather than technologies

- Risk-Opportunity Mapping: Collaborative identification of both challenges
and potential benefits

- Emotional Intelligence Approach: Addressing concerns while building
confidence and vision

- Knowledge Sharing Architecture: Creating structured dialogue around
strategic learning
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Board Engagement Methodology covers: Workshop Format, Risk-Opportunity Mapping,
Emotional Intelligence Approach and Knowledge Sharing Architecture

The board engagement methodology recognises that Al discussions differ from traditional
strategic topics.

Initiating Board discussions could be 'like lighting a blue touchpaper’— setting something in
motion where the outcome isn't entirely predictable. Al may require a different approach.

A structured interactive approach; collaborative risk and opportunity mapping, and an emotional
intelligence approach that addresses concerns while building confidence and vision.
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Strategic Questions

Board-Level Strategic Questions:

- "How will Al transform member needs and expectations in our sector?"
- "What changes might occur in professional standards and practices?"
- "How can we maintain our value proposition in an Al-enabled world?"

- "What new services might members require through this transition?"
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The strategic question helps focus board discussion on implications rather than technologies—
examining how Al might transform member needs, professional standards, and your value

proposition.

Key Questions to ask:

"How will Al transform member needs and expectations in our sector?"
"What changes might occur in professional standards and practices?"
"How can we maintain our value proposition in an Al-enabled world?"

"What new services might members require through this transition?"

"The goalisn't to become an Al-leading organisation, but to ensure your association remains
relevant and capable of supporting staff and members through transformative changes by
becoming Al-enabled association.
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Continuous Governance Model

Ongoing Engagement Architecture:

- Regular Strategic Dialogue: Moving beyond conventional reporting to
strategic conversation

- Learning Framework: Structured approach to capturing and applying
implementation insights

. Adaptive Governance: Evolving oversight based on emerging capabilities
and challenges

. Strategic Horizon Scanning: Forward-looking assessment of implications
and opportunities
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The Continuous Governance Model requires; Regular Strategic Dialogue, a Learning Framework,
Adaptive Governance and Strategic Horizon Scanning.

The governance model acknowledges that Al oversight isn't a one-time exercise but an ongoing
dialogue that evolves as capabilities, challenges, and strategic implications emerge.

Position your organisation as a thought leader—asking important questions if not necessarily
answering them all immediately.

Treat Al adoption as an ongoing journey requiring continuous board engagement with regular
strategic dialogue and forward-looking assessment of implications and opportunities.
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? Reflection

Reflection "What governance architecture would enable your senior
executive team and or the board to maintain appropriate oversight while
supporting innovation and experimentation?”
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Another moment of Reflection for you.

What governance architecture would enable your senior executive team and or the board to
maintain appropriate oversight while supporting innovation and experimentation?”

Please jot down your thoughts and when ready, please carry on.
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N Downloadable Knowledge Tools

- Al Governance Framework Starter

. Leadership Alignment for Al Adoption
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The Al Governance Framework Starter,
And the Leadership Alignment for Al Adoption tools previously listed
Will help you
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Strategic Prompt Engineering
The Governance and Value Frameworks

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

Strategic Prompt Engineering and
The Governance and Value Frameworks

Our Learning Objective is Equipping association leaders with sophisticated frameworks to
engage boards effectively in Al strategy, establishing appropriate governance structures that
enable strategic oversight while supporting experimentation. innovation and implementation.
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As generative Al becomes integral to operations,
associations require sophisticated governance
frameworks that extend beyond technical prompting
to address strategic value alignment, brand integrity,
and appropriate oversight mechanisms.
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As generative Al becomes integral to operations, associations require sophisticated governance

frameworks that extend beyond technical prompting to address strategic value alignment, brand
integrity, and appropriate oversight mechanisms.

We’ll look at the role Governance in Strategic Prompt Engineering
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Strategic Value Alignment Framework

Traditional Approach: Ad-hoc prompting focused on tool functionality

Strategic Approach: Value-driven prompt architecture with:
- Strategic intent clarity and outcome alignment

- Member value proposition enhancement

- Organisational voice and brand integrity

- Professional standards adherence

Adopting a Strategic Value Alignment Framework.

Effective prompt governance begins with explicit value alignment - ensuring that Al-generated
content advances strategic priorities rather than merely demonstrating technological capability.

This means connecting prompt engineering directly to member value propositions and
organisational priorities.

The strategic approach focuses on clear intent, enhancing member value, maintaining brand
integrity, and adhering to professional standards.

Effective Prompt Governance begins with explicit value alignment — ensuring that Al-generated
content advances strategic priorities rather than merely demonstrating technological capability
or marginal productivity gains.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Multi-Tier Prompt Governance Architecture

. . Governance .
Governance Tier Strategic Purpose . Review Protocol
Requirements

Direct member Highest oversight; .. .
. . . . - Pre-publication review
LE B gl TR T - communication, formal multi-level review; with documented
advice, official subject expert

positions validation R

Internal

communications, Moderate oversight;
process defined templates;
documentation, routine pattern review
correspondence

Tier 2: Operational
Content

Sampling approach
with quality monitoring

Tier 3: Ideation CIEEE ORI, |G GHETEE Self-governance with

Content early drafting, concept general guidelines; pattern monitoring

development post-creation review @

The multi-tier governance architecture recognises that different applications require different
levels of oversight.

Member-facing content with high reputational implications demands more rigorous governance
than internal ideation content.

This tiered approach allocates oversight resources proportionally to risk, enabling appropriate
control without creating unnecessary barriers to adoption.

Tiered governance allocates oversight resources proportionally to strategic and reputational risk
— enabling appropriate control without creating unnecessary hesitations and barriers to
adoption.
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Strategic Capability Development Model

Leadership Capability Framework:

. Strategic Understanding: Conceptual grasp of capabilities, limitations, and
implications

. Governance Facility: Ability to establish appropriate oversight mechanisms

. Practical Facility: First-hand experience with prompt construction and
evaluation

- Ethical Discernment: Capacity to recognise and address ethical dimensions

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps

Applying the Strategic Capability Development Model:

Strategic Understanding: Conceptual grasp of capabilities, limitations, and implications
Governance Facility: Ability to establish appropriate oversight mechanisms
Practical Facility: First-hand experience with prompt construction and evaluation

Ethical Discernment: Capacity to recognise and address ethical dimensions

For association leaders, prompt engineering is not merely a skill but a strategic capability.

Executives need sufficient practical understanding to govern effectively conceptual grasp of
capabilities, governance facility, practical experience, and ethical discernment.
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Prompt Pattern Library Governance

Strategic Pattern Management:

. Pattern Development: Creation of vetted prompt structures for common use
cases

. Quality Assurance Framework: Evaluation mechanisms for pattern
effectiveness

. Governance Oversight: Review and approval processes for new patterns

- Knowledge Management: Documentation and dissemination approaches
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Prompt Pattern Library Governance centralises prompt pattern libraries with effective
governance mechanisms, ensuring consistent quality while preventing duplication of effort.

These libraries require strategic management, including pattern development, quality assurance,
governance oversight, and knowledge dissemination.

This systematic approach guarantees consistent quality and alignment across the organisation,
resulting in distinct operational advantages.
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Value Realisation Assessment

Strategic Value Evaluation Framework:

. Efficiency Metrics: Time saved, process improvements, resource
optimisation

- Quality Indicators: Consistency, accuracy, adherence to standards

- Member Impact Measures: Responsiveness, personalisation, experience
enhancement

. Strategic Advancement: Alignment with organisational priorities and
member value
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Value Realisation Assessment approach:

Finally, prompt engineering governance must include explicit value assessment — connecting Al-
generated content to strategic outcomes rather than merely an evaluation.

This approach encompasses efficiency metrics, quality indicators, member impact measures,
and strategic advancement to ensure Al-generated processes and content that delivers
measurable value.
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? Reflection

Reflection "What strategic considerations should guide the development
of a prompt pattern library for your association's most important use
cases?"
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A moment of Reflection for you

"What strategic considerations should guide the development of a prompt pattern library for your
association's most important use cases?"
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N Downloadable Knowledge Tools

- Prompt Engineering Guide for Association Leaders

About the Prompt Engineering Guide for Association Leaders tool

It contains The Role-Detail-Style framework and the Tone Options for different member
segments and purposes

The tool Helps Equips association leaders with a strategic framework for governing Al prompt
creation, transforming scattered experiments into standardised implementation that enhances
member value, improves operational efficiency, and maintains alignment with organisational
governance principles.

V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Strategic Implementation Case Analysis:
Complexity, Adaptation, and Governance

Strategic Implementation Case Analysis: Complexity, Adaptation, and Governance

Our Learning Objective is Providing association leaders with a sophisticated case analysis that
sheds light on the multi-dimensional challenges of Al implementation, demonstrating how
strategic governance, adaptive management, and capability development interact in practice.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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This strategic case analysis examines how a
professional body navigated the interconnected
challenges of Al implementation—demonstrating
the interplay between governance architecture,
strategic adaptation, and value realisation.
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This strategic case analysis examines how a professional body navigated the interconnected
challenges of Al implementation — demonstrating the interplay between governance
architecture, strategic adaptation, and value Realisation.
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Strategic Case Analysis: Mid-Size Professional
Body

Organisational Context
. Strategic Profile: 32 staff, 18,000 members, regulated profession

. Strategic Imperatives: Operational efficiency, member service enhancement,
governance excellence

. Initial Position: Fragmented Al experimentation with limited strategic direction
Initial Systemic Challenges

. Strategic Governance Gap: Disconnected experiments without alignment or clear
value definition

. Technical Ecosystem Limitations: Data fragmentation and quality inconsistency

. Capability Imbalance: Technical exploration outpacing governance maturity

Organisational Context & Implementation Challenges:

This professional body with 32 staff and 18,000 members found that their fragmented Al
experimentation lacked strategic direction, creating systemic challenges across multiple
dimensions.

First, their initial challenges reflected systemic interconnections rather than isolated issues.

. Change Management Deficit: Inconsistent staff engagement and change readiness
V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps

Technical limitations, governance gaps, capability imbalances, and change management deficits

reinforced each other — eventually creating a complex implementation landscape with
increasing technology costs.
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Multi-Dimensional Strategic Response

Strategy Dimension Governance Approach Implementation Outcomes

Al initiatives explicitly mappedto  Created coherent direction,
Strategic Realighment organisational strategy with board- appropriate governance, and
level oversight framework investment criteria

Restructured from 9 disconnected Focused resources, clarified
Portfolio Architecture experiments to 3 strategic streams dependencies, established
with explicit value hypotheses appropriate governance

Data quality program targeting
specific implementation
constraints rather than general

Addressed immediate barriers

Technical Foundation while building longer-term

I capability
improvement
Targeted capacity building across Created balanced capability
Capability Development technical, governance, and change growth supporting sustainable
management domains implementation
V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps

Using the Strategic Response Framework.

Their strategic response was equally multi-dimensional. They didn't simply 'fix' individual
problems but implemented a systemic approach addressing interconnected challenges through
coordinated interventions.

This included strategic realignment, portfolio restructuring, targeted technical foundation
development, and balanced capability building.

They restructured from 9 disconnected experiments to 3 strategic streams with explicit value
hypotheses, focusing resources and establishing appropriate governance.
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Governance Evolution

Strategic Governance Development:

. Phase 1: Established governance parameters and decision framework with
board engagement

. Phase 2: Implemented tiered governance appropriate to use case risk
profiles

. Phase 3: Developed integration with strategic planning and risk management
systems

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

Governance maturity evolved alongside implementation—starting with foundational direction
and board engagement, then developing increasingly nuanced approaches for different use
cases and risk profiles.

The governance evolution supported rather than constrained implementation progress,
developing in phases from establishing parameters to implementing tiered governance to
integrating with strategic planning and risk management system and measures.
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Strategic Adaptation Points

. Initial Scope Refinement: Narrowed focus based on data readiness
assessment

. Technical Approach Shift: Modified integration approach after initial
performance insights

. Governance Model Evolution: Adjusted oversight mechanisms to balance
control and agility

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps

Their implementation journey wasn't a linear execution of predetermined plans but required
structured adaptation based on emerging insights.

They refined scope based on data readiness, shifted technical approaches based on
performance insights, and evolved governance models to balance control and agility.

Strategic implementation required this structured adaptation while maintaining strategic
alignment.
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Phased Value Capture

- Initial Value (90 days): 42 staff hours/month saved through meeting
automation and governance documentation

- Extended Value (180 days): 28% improvement in member query response
time through Al-assisted response systems

. Strategic Value (12+ months): Development of Al-enhanced CPD
personalisation directly supporting member value proposition

Value realisation followed a maturity progression—from operational efficiency to member
experience improvements, to emerging strategic differentiation.

This phased approach, built momentum through early wins while developing capabilities for
longer-term strategic impact. Initial value came through staff hours saved, extended to improved
member query response times, and ultimately developed into Al-enhanced CPD personalisation
directly supporting their member value proposition.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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N Downloadable Knowledge Tools

- Al lmplementation Success Checklist

- Al Change Communication Templates
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About these downloadable tools:

Al Implementation Success Checklist tool:

This comprehensive checklist is designed to guide association leaders through the four key
phases of Al implementation:

Implementation Preparation

Controlled Implementation

Expanded Implementation

Full Integration

Al Change Communication Templates tool:

Provides professionally written internal communications templates for different stages of Al

adoption — helping association leaders communicate clearly, proactively, and consistently with
staff and stakeholders.
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Strategic Integration: From
Implementation to Organisational
Transformation

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

We are approaching the end for Module 2, next we’ll cover the Strategic Integration: From
Implementation to Organisational Transformation

Our Learning Objective is Equipping association leaders with sophisticated frameworks for
integrating Al implementation into broader organisational strategy, governance systems, and
capability development—creating sustainable advancement rather than isolated technological
change.
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Module 2 has explored the journey from
experimentation to strategic implementation. The
final challenge is integration—embedding Al
capabilities within organisational systems,
governance architecture, and strategic direction.
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Module 2 has explored the journey from experimentation to strategic implementation. The final
challenge is integration — embedding Al capabilities within organisational systems, governance
architecture, and strategic direction.
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Strategic Integration Frameworks

. Strategy Integration

- Governance System Integration

. Capability Development Strategy
o Cultural Integration Model

- Strategic Learning System

. Strategic Assessment & Next Steps

We’ll next look at
Strategy Integration
Governance System Integration
Capability Development Strategy
Cultural Integration Model
Strategic Learning System
Strategic Assessment & Next Steps

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Strategy Integration

Evolution from Implementation to Integration:

- Implementation Stage: Al as discrete initiatives with specific outcomes

- Integration Stage: Al as embedded capability supporting broader strategic
direction
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True integration requires explicit connection between Al capabilities and organisational strategy
and capabilities that shapes strategic possibilities.

This means viewing Al not merely as supporting technology but as strategic capability that
shapes strategic possibilities and organisational evolution.

We move from the implementation stage where Al functions as discrete initiatives with specific

outcomes to an integration stage where Al becomes an embedded capability supporting broader
strategic direction.
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Governance System Integration

Integration Approach Strategic Considerations

How does Al governance connect
Embed Al oversight within board  to broader strategic risk
governance framework management and direction
setting?

Strategic Governance

What operational governance
adaptations are required to
manage Al-enabled processes
effectively?

Integrate Al decision frameworks
Operational Governance into operational management
systems

How do Al governance

Connect Al standards and . X .
requirements integrate with

Technical Governance oversight to broader technology

existing technology and data
governance
governance?
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Sustainable integration requires embedding Al governance within broader organisational
governance processes and systems rather than maintaining separate Al oversight structures.

This includes connecting Al governance to board-level strategic oversight, technical and
operational management processes and systems.
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Capability Development Strategy

Integrated Capability Framework:

. Leadership Capability: Strategic understanding, governance capability,
adaptive management

. Operational Capability: Process redesign, workflow integration,
performance management

. Technical Capability: Architecture development, integration management,
security framework

Capability development must balance leadership, operational, and technical domains —
preventing capability gaps that limit effective utilisation.

Many organisations focus primarily on technical capability while underinvesting in the leadership
and operational capabilities required for sustainable integration.

V1.6 AlI-CAE Module 2: Al Use Cases & Implementation Roadmaps @
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Cultural Evolution Framework

. Adoption Phase: Al as novel technology requiring specific attention and
adaptation

- Integration Phase: Al as normalised capability embedded in organisational
culture

. Transformation Phase: Al as catalyst for broader cultural and operational
evolution
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Cultural integration is perhaps the most challenging aspect—moving from Al as novel

technology, or "special project” requiring special attention to normalised capability embedded in
organisational culture.

This evolution from adoption to integration to transformation represents the full maturity journey.
Integration success ultimately depends on cultural normalization—moving from Al as "special
project" to embedded organisational capability.
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Integrated Learning Framework

- Implementation Insight Capture: Systematic documentation of
implementation learning

. Cross-Organisational Dissemination: Knowledge sharing across functional
boundaries

. Strategic Application: Connection of implementation insights to strategic
planning
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Finally, sustainable integration depends on developing organisational learning systems that
capture implementation insights and apply them to broader strategic direction.

This includes systematic documentation of implementation learning, knowledge sharing across
functional boundaries, and connection of implementation insights to strategic planning.
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? Reflection

Reflection "What governance integration approach would best support
sustainable Al implementation in your organisational context?"
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Last Reflection in Module 2

"What governance integration approach would best support sustainable Al implementation in
your organisational context?"
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N Downloadable Knowledge Tools

- Basic Al Implementation Roadmap Template

- Al Use Case & Roadmap Submission Guidance Checklist

V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps @

The last set of tools to review in Module 2.

Basic Al Implementation Roadmap Template tool:

This tool helps association leaders start transforming Al experimentation into structured
implementation, addressing typical implementation gaps.

Al Use Case & Roadmap Submission Guidance Checklist tool:

Provides association leaders with a structured framework for completing their Al Use Case
Selection & Implementation Roadmap submission, ensuring all critical elements are
addressed and aligned with organisational priorities.
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Strategic Assessment & Next Steps

Current State Assessment:

. Where does your organisation currently stand on the experimentation-
implementation continuum?

. What governance architecture would best support your strategic implementation
needs?

- Which capability domains require development to enable sustainable progress?
Strategic Next Steps:
. Identify 2-3 priority actions to advance your strategic implementation architecture

. Develop appropriate governance mechanisms to support your implementation
approach

. Create capability development pathways that address critical implementation

constraints
V1.6 AI-CAE Module 2: Al Use Cases & Implementation Roadmaps

As you complete module 2, please assess your current position and implementation journey, and
identify priority actions to advance your strategic implementation.

Consider what governance mechanisms would best support your approach and what capability
development pathways would address critical constraints.

Consider Applying these frameworks to your specific organisational context, creating sustainable
advancement rather than isolated technological change.
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End of Module 2
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Well done and congratulations on completing module 2, which had quite a lot, but very important
strategic leadership content.

Be sure to review the tools which also contain additional important information. Each can be

tailored by you as and when needed, but each will save you time, money and helps use best
practices.

Over the next few months, you can come back and revisit the content and tools.

You’ve made a great start to lead with greater confidence and clarity, see you in Module 3 looking
into Al & Member Engagement.
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