

  

    

      

    

  




  

    

      

        

          Copyright © 2025 by Mark Rogerson & Gary Pearson




          All rights reserved.




          No portion of this book may be reproduced in any form without written permission from the publisher or author, except as permitted by U.S. copyright law.


        


      


    


  




  

    

      Contents


    


  

    Table of Contents


    

      	

         EXECUTIVE SUMMARY 

      


      	

         MEET THE AUTHORS  

      


      	

         PART I: FOUNDATION AND FRAMING 

      


      	

         INTRODUCTION 

      


      	

         AI IN THE FOUR PHASES OF THE PE DEAL 

      


      	

         FOUNDATIONS FIRST; BUILD SECOND 

      


      	

         STOP!  

      


      	

         SYSTEM LEADERSHIP AND DECISION AUTHORITY 

      


      	

         THE OLD STRATEGY MODEL v THE NEW SYSTEMS MODEL 

      


      	

         CORE-FIRST AI USE CASE 

      


      	

         THE AI ADOPTION SEQUENCE 

      


      	

         THE LEADERSHIP MINDSET SHIFT 

      


      	

         THE THREE APPLICATIONS OF AI 

      


      	

         BUILDING THE CORE 

      


      	

         SYSTEMS THINKING AND THE THEORY OF CONSTRAINTS 

      


      	

         PART II: THE PRE-DEAL 

      


      	

         DEAL SOURCING & THESIS DEVELOPMENT 

      


      	

         DUE DILIGENCE 

      


      	

         ASSESSING DIGITAL MATURITY 

      


      	

         EVALUATING AI LITERACY IN LEADERSHIP 

      


      	

         VALIDATING AI CLAIMS 

      


      	

         PART III – THE FIRST 100 DAYS 

      


      	

         WHAT DOES THIS NEW SYSTEM LOOK LIKE? 

      


      	

         THE BACKBONE OF AN INTELLIGENT SYSTEM 

      


      	

         WHAT MUST BE TRUE 

      


      	

         THE 100-DAY ROADMAP THAT HOLDS 

      


      	

         PART IV – TRANSFORMATION AND GROWTH  

      


      	

         THE HARD GROWTH PATH 

      


      	

         BUY vs BUILD vs BLEND 

      


      	

         INVESTMENT WITH FINANCIAL DISCIPLINE 

      


      	

         GOVERNANCE AS VALUE PROTECTION 

      


      	

         GOVERNANCE MATURITY ACROSS THE PE DEAL CYCLE 

      


      	

         THE EFFICIENCY PARADOX 

      


      	

         AI VALUE CAPTURE 

      


      	

         THE QUICK WIN MACHINE 

      


      	

         THE FASTEST PATH TO EARLY RESULTS 

      


      	

         FINDING FINANCIAL WINS THAT MATTER 

      


      	

         WE NOW KNOW WHERE TO LOOK, BUT WHAT ARE WE LOOKING FOR? 

      


      	

         LINKING CORE SAAS METRICS TO VALUE CREATION OBJECTIVES 

      


      	

         AI BUSINESS REPORTING 

      


      	

         HOW LONG DO WE HAVE TO WAIT? 

      


      	

         IT’S TIME FOR DIFFERENTIATION 

      


      	

         THE PAYOFF 

      


      	

         WHEN IT DOESN'T WORK 

      


      	

         MANAGING PE OWNER PRESSURE 

      


      	

         PART V: PREPARING FOR EXIT 

      


      	

         WARNING! 

      


      	

         WE ARE DIFFERENT! 

      


      	

         AI EXIT DUE DILIGENCE 

      


      	

         BUYER DUE DILIGENCE FOCUS 

      


      	

         SELLING COMPOUNDING VALUE, NOT JUST COMPLIANCE 

      


      	

         NAVIGATING THE EXIT GAUNTLET 

      


      	

         PREMIUM v DISCOUNTED EXITS 

      


      	

         AI NARRATIVE CONSTRUCTION 

      


      	

         NARRATIVE PITFALLS TO AVOID 

      


      	

         PROBLEM RESOLUTION 

      


      	

         A SUCCESSFUL AI EXIT EXECUTION 

      


      	

         THE FUTURE WILL NOT WAIT 

      


      	

         THE WINDOW IS OPEN 

      


    


  





  

    Landmarks


    

      	

        Cover

      


    


  




  

    

      

        

          Chapter 1

        




        

          EXECUTIVE SUMMARY


        


      




      

        

          The Strategic Imperative 




          AI as a Value Driver: Artificial intelligence is no longer a speculative technology. It is now the primary engine of competitive advantage and value creation in both tech and non-tech sectors. Traditional PE levers (financial engineering, operational efficiency, buy-and-build) are being outpaced by system-level AI adoption that enables real-time sensing, decision-making, and adaptation.




          System-First vs. Feature-First: The only sustainable path to premium value is building AI into the business’s core operating system. Cosmetic bolt-on AI features may deliver temporary efficiency, but they quickly commoditize and fail to drive defensible differentiation or exit multiples.




          Key Principles and Insights




          1. Sequencing and Execution Discipline




          

            

              	
Disciplined Sequencing: The most successful AI transformations follow a strict sequence:




              

                

                  	Build intelligent core systems first (the “primary system”).





                  	Deliver parallel quick wins in secondary/support systems.





                  	Pursue customer-facing differentiation only when the core is stable.



                


              






              	Why Sequence Matters: Collapsing this sequence by chasing early wins or automating legacy processes leads to fragile, unsustainable gains and undermines long-term enterprise value.



            


          




          2. Leadership and Governance




          

            

              	Leadership as the Bottleneck: The significant risk in AI transformation is not technical, it is organizational. Leadership mindset, governance discipline, and the willingness to cede control to system-led decision-making are the critical enablers of sustainable AI value.





              	Governance as Value Protection: Mature AI governance (covering data, models, risk, and compliance) is essential. Weak governance erodes value, exposes the business to legal and operational risks, and is a common reason for exit discounts.



            


          




          3. Actionable Tools and Frameworks




          

            

              	
Checklists, Scorecards, and Playbooks: The manuscript provides practical tools for every phase of the PE lifecycle:




              

                

                  	Pre-deal: AI readiness diagnostics, diligence checklists.





                  	First 100 days: Roadmaps for intelligent system builds, governance templates.





                  	Growth: Value capture frameworks, quick-win prioritization tools.





                  	Exit: Narrative construction guides, buyer-specific evidence packs.



                


              






              	Dual-Track Execution: The dual-track approach, building the core while capturing quick wins in secondary systems ,keeps momentum high without starving the foundational work.



            


          




          




          Evidence and Case Examples




          Core-First Exemplars




          

            

              	Blackstone: Embeds AI in deal sourcing, diligence, and portfolio management, enabling faster, more confident decisions and scalable oversight across hundreds of companies.





              	Amazon: AI is the backbone of supply chain, logistics, pricing, and personalization, driving real-time agility, customer loyalty, and operating leverage that competitors cannot easily replicate.



            


          




          Exit Outcomes




          

            

              	Premium Exits: Achieved when AI is proprietary, deeply integrated, and demonstrably drives margin expansion, resilience, and future scalability. Buyers pay premium multiples for plug-and-play, defensible AI cores.





              	Discounted Exits: Result from superficial, vendor-supplied AI with no clear link to business outcomes. Technical due diligence quickly exposes weak integration and lack of defensibility, leading to valuation discounts.



            


          




          Practical Recommendations




          

            

              	Prioritize System Intelligence: Invest early in building an AI-native core. Avoid the temptation to chase quick wins at the expense of foundational system work.





              	Defend the Sequence: Maintain discipline in resource allocation and leadership attention. Quick wins in secondary systems should never starve the core build.





              	Prepare for Exit from Day One: Build governance, documentation, and a credible AI narrative as integral parts of the transformation, not as afterthoughts. Buyers will scrutinize AI claims, integration, and business impact.





              	Manage Surplus Capacity: Plan proactively for workforce changes and retraining. Redeploy freed resources to growth, not just cost-cutting, to avoid cultural resistance and system drift.



            


          




          The Payoff: Value Creation, Defensibility, and Premium Multiples




          

            

              	AI as a Compound Advantage: When AI is central to the core, businesses achieve not just efficiency, but system-level agility, adaptability, and defensibility. This compounds over time, creating a moving target that competitors struggle to match.





              	Exit Readiness and Buyer Confidence: The manuscript details how to construct an AI exit story that survives buyer diligence, commands premium multiples, and positions the company as a platform for future growth, not just a collection of features.





              	Window of Opportunity: The opportunity for system-level AI advantage is open but narrowing. Those who act with focus and discipline will capture premium value; those who delay or settle for surface-level AI risk irrelevance and discounted exits.



            


          




          Conclusion




          AI is now the critical lever for value creation in private equity. Success demands a system-first mindset, disciplined sequencing, strong governance, and leadership willing to embrace change. The frameworks, tools, and case studies provided in this manuscript offer a practical, credible path for PE leaders and operators to build intelligent, adaptable businesses that command premium outcomes at exit.


        


      


    


  




  

    

      

        

          Chapter 2

        




        

          MEET THE AUTHORS


        


      




      

        

          Mark Rogerson and Gary Pearson both served as commissioned officers in the Royal Air Force, where they specialized as air traffic controllers. Their early careers were forged under pressure, managing complex, high-stakes environments where timing, clarity, and systems thinking weren’t optional.




          That shared foundation, part discipline, part decision science, shaped how they lead, think, and operate. After leaving the service, both went on to successful careers in technology, private equity, and executive leadership, applying the same operational rigor to boardrooms, turnarounds, and strategic transformations. Together, they bring decades of experience helping organizations move faster, think smarter, and build systems that don’t just work, but compete.
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          Mark Rogerson MBE, spent over 20 years in the Royal Air Force before commencing a private sector career which spanned UK-based international corporates, including Serco Plc, Costain Plc and Speedy Hire Plc.




          In 2015, he commenced his private equity journey as an operating partner at a UK mid-market PE Firm.




          Subsequently, Mark has become a leading mid-market PE-backed Software, Technology and Business Services Chair with an exceptional track record of building and leading complex businesses. He has held 12 PE roles as Chair/Exec Chair (9 exited) and his assets have created over £1.3Bn of Enterprise Value for investors and his management teams.




          Mark has a reputation for delivering market-leading enterprise value gains and exits by developing compelling and deliverable equity development strategies, organic growth , M&A (he has completed over 70 transactions), transforming business operations and building outperforming management teams. He has led boards predominantly with a technology or core software focus in many sectors, including: FM, Telco, Fleet Logistics, Field Service Management, Tax Compliance and Construction.




          His PE-backed assets include: Totalmobile - Field Service Management Software; Eque2 - Construction ERP Software; Tax Systems - Tax Compliance Software; Mycomosi - Mobile Telco Assurance Software; Connexas - Fleet Management Software; Bellrock FM - Tech Enabled Business Services; OutCo FM - Tech Enabled Business Service; Pareto FM - ESG-driven Business Services.




          Mark holds an MBA from the Open University and an MA from King’s College London.




          Mark was awarded an MBE (Member of the Most Excellent Order of the British Empire) by Her Majesty Queen Elizabeth II. The MBE is recognition of outstanding achievement or service to the United Kingdom that has had a long-term, significant impact.




          Contact – mark.rogerson@mac.com,
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          Gary Pearson is a seasoned technology CEO, board director, and former Royal Air Force officer who made the improbable leap from marine navigation to air traffic control, and from software tester to public company CEO, sometimes by design, often by sheer refusal to stay in his lane.




          With over 25 years in the software and technology trenches, Gary has led turnarounds and driven growth in global markets. As CEO and COO of an ASX-listed technology company, he orchestrated a 317% EBITDA improvement, transitioned the business to a high-margin recurring revenue model, and triggered an 1100% market cap increase.




          Gary is a tech startup founder, consultant, and strategist with deep domain knowledge in artificial intelligence, especially where it intersects with systems thinking, decision velocity, and organizational leverage. He is a strong advocate for rethinking strategy in the age of AI, not as a static plan, but as a dynamic system designed to learn, adapt, and deliver differentiated value at speed. His work helps boards and CEOs avoid cosmetic AI experiments and instead build core systems that can actually scale and compete.




          He currently consults through NewThistle Consulting, guiding tech businesses on how to embed intelligent systems into the fabric of their operations. He is the author of The Accidental Strategist, which introduced the ReSCUED framework, a battle-tested approach to strategic value creation inspired by the precision and pressure of air traffic control.




          Gary holds an MBA from Nottingham Trent University and has completed extensive executive education in AI, finance, governance, and systems design. He splits his time between advising, writing about strategy in an AI-native world, and calling out LinkedIn leadership platitudes with a raised eyebrow and a dry wit.




          Contact - gary@newthistleconsulting.com




          www.newthistle.com


        


      


    


  




  

    

      

        

          Chapter 3

        




        

          PART I: FOUNDATION AND FRAMING


        




        

          Operator’s Foreword


        


      




      

        

          Private Equity (PE) firms follow well-trodden journeys and models. In the early days, value came from financial engineering. At its core, the PE model is about sequencing; building systems and financial structures that turn opportunities into enterprise value. It’s about creating exits that reward both speed and discipline.




          However, these traditional levers, value proposition, go-to-market, operational efficiency, and buy-and-build, are now shifting, or at the very least, being challenged.




          The new value proposition, especially in software and tech-driven services, and increasingly in ‘non-tech’ businesses, is Artificial Intelligence. Yes, “we know,” I hear you say with raised eyebrows, and we’ve known this for a while.




          We’ve seen how AI is already reshaping how our portfolio companies compete, and if they will scale or stall because of this phenomenon.




          Across dozens of boards and operating teams, we’ve seen AI adoption burn time, waste capital, and accelerate the wrong systems, all because leadership stuck to the old playbook.




          Some businesses chase chatbots and ChatGPT demos, hoping to prove they are at the forefront of modernization. Others dismiss AI as too experimental, too technical, or too expensive to prioritize. In some rooms, AI gets avoided because no one wants to invest the cost, energy, or time it requires. And like anything we don’t fully understand, we avoid it.




          But now, in the middle of the Buzzword Bingo, the genuine opportunity is being missed.




          AI is not waiting for us to figure it out. It is already shifting how industries work. In the software sector, I see Private Equity-backed businesses standing at the front edge of this change, consciously or not. This is not another hype cycle. This marks a new approach to value creation.




          I co-wrote this book with Gary as a call to arms for private equity leaders, operating partners, and management teams ready to move beyond quick wins. It’s for those willing to take on the system-level work that truly builds capacity, resilience, and lasting advantage..




          When applied the right way, AI helps build scalable, adaptable, customer-focused systems. It expands capacity, speeds up decision-making, and creates competitive advantages that are much harder to copy.




          For portfolio company executives, this is not a thought exercise. The stakes are real. Investors expect rapid, structured, and sustainable change under pressure, and I respect that it is not an easy task. AI can help, but only when built from the core of the business ecosystem, not when deployed to appease industry, client, or investor trends.




          Competitors and startups can now copy products, mirror strategies, and replicate features at speed, often with fewer people and lower costs. AI-native companies are already using intelligent systems to match offerings, undercut prices, and close the gap before the market even notices.




          What used to take years to reverse-engineer now takes months. Machines that never pause can do what used to require teams of analysts. What would once have taken years and millions of dollars to correct can now be done in a fraction of the time and cost.




          As a result of these new dynamics, competitive edges will not last long in the modern world. As we would say in the military, a great strategy only holds until the first engagement with the enemy. It’s no different now for our portfolio companies. It is the binding ecosystem of the business entity that needs to carry the company forward.




          Businesses need a strategy and plan to build, create, and sustain the modern AI-driven ecosystem. The system is what will survive when the strategy needs to evolve. The system is what allows the company to pivot, to shift, to cycle through new advantages without losing momentum. The system is what makes the next value creation phase possible.




          Essentially, we need to recognize that businesses today need to build and operate differently. Layering AI onto the old operating model or systems architecture misses the point. The real work is in designing an ecosystem that can evolve, expand, and adapt while in motion. It means building systems, processes, and workflows that can sense, decide, and re-prioritize in real time. Flexibility has to be embedded into the operating model from the start, not saved for emergencies.AI should not be an accessory. It should be how the company thinks and works.




          This AI field guide will hopefully help to demystify AI and get the basic working principles in motion. If you take just one or two actionable insights from this, great. No one can ever implement everything at once, and it WILL take time. But, if nothing else, we hope this book and this evolution-changing topic stimulate debate pre-deal, during those impactful first 100-day, during the transformation journey, and at the most exciting point of the next investment round.




          The future is not just coming. It is already underway. And those businesses that build intelligent, adaptable ecosystems with focus and speed will be the ones writing the next Private Equity success stories and driving the highest multiples. And let’s be honest, that is at the heart of this, our dynamic and exciting value creation model.




          Mark Rogerson, MBE MA MBA 


        


      


    


  




  

    

      

        

          Chapter 4

        




        

          INTRODUCTION


        




        

          Why AI-Native Businesses Win (And Why Companies Get Stuck)


        


      




      

        

          The business is growing. The strategy appears to be working. The dashboards look good; the board is calm, and attention drifts toward cost control around the edges. A likely exit is on the horizon. When businesses, especially those early in the PE journey, start thinking about AI, the instinct is familiar: use it to automate, smooth workflows, and shave a little time and cost from the operation. The goal is to become AI-assisted. It seems like the right move.




          It also happens to be the trap.




          According to CEOs surveyed in 2025 by the IBM Institute for Business Value, only 25% of AI initiatives met ROI expectations. Fewer than 16% reached enterprise-wide rollout. Most initiatives stall in isolated pilots, cosmetic wins, and fragmented tools that never move the needle.




          That’s the problem: chasing small, safe wins that protect today’s margins but fail to create tomorrow’s enterprise value. Shielding the bottom line isn’t the same as building a premium multiple. Driving efficiency isn’t the same as building a differentiated, defensible company. The real advantage comes from doing AI differently, by building systems that competitors can’t easily copy. Systems that learn, adapt, and deliver customer experiences others can’t match or even fully understand.




          This separates AI-native companies from those simply AI-assisted.




          But building AI-native systems doesn’t just require better tools. It requires a different kind of leadership.




          Most companies are still operating under a leadership model that assumes control, sequencing, and linear execution: strategy, then action; plan, then implement. But AI-native systems don’t wait for leadership to approve the next step. They don’t pause for steering committees or alignment meetings. They don’t stand by for permission to move.




          They sense, decide, and adapt while they run.




          The more complex the business, the more this matters, and the less traditional leadership structures can cope. The volume and velocity of decisions now outpace the human chain of command. Delegation helps, but it just moves the bottleneck. Even strong executive teams crack under the weight of siloed priorities, partial information, and communication lag.




          That’s why the leadership shift matters. The role of the leader is no longer to control the system, it’s designing and managing it.




          AI, when embedded into the decision architecture of the business, becomes more than a tool. It becomes the infrastructure. It supports alignment, identifies friction, surfaces what matters when it matters, and allows the organization to operate at system speed, even when the leader isn’t in the room.




          The human role doesn’t disappear, it sharpens. Judgment, trust, motivation, ethics, coherence: these remain irreplaceable and human. But the system, the decision flow, the sense-and-respond loop, and the structural clarity has to evolve.




          The future belongs to leaders who can build systems that move intelligently without them.




          That’s where value lives now.




          The goal is still clear: increase enterprise value and maximize the exit multiple. Margins matter. Operational discipline matters. But those are the starting line. The businesses of the future, the ones that stand out at exit, will:




          

            

              	Scale intelligently





              	Price dynamically





              	Deliver unique customer experiences



            


          




          This isn’t a roadmap for faster reporting cycles or minor efficiency gains. It’s a blueprint for a version of the business that grows, defends, and sells at a premium.




          Efficiency is expected. Differentiation drives the multiple. Sequencing makes it work.




          Doing AI differently starts with a mindset. The chapters ahead will walk through:




          

            

              	How to introduce AI into a private equity-owned software business





              	How to design intelligent systems that don’t just optimize old processes but unlock new ones





              	How to create AI-native differentiation that buyers will pay for





              	How to communicate this strategy to boards, investors, and buyers in a way that builds confidence, not resistance



            


          




          This book will help:




          

            

              	Private equity partners and principals connect AI differentiation strategies to real valuation impact





              	Operating partners build growth engines, then capture operational leverage safely





              	Deal teams spot true AI-native value during diligence, not surface-level automation stories





              	Portfolio executives build systems that create stickiness, pricing power, and defensible growth, not just cost savings



            


          




          Some businesses will start this journey. Few will finish it. Most will take the easy path, layering AI onto legacy systems and calling it innovation. Some will build systems that can think, adapt, and scale while they run.




          The easy path is crowded. The hard path is open.




          The hard path is where value lives.


        


      


    


  




  

    

      

        

          Chapter 5

        




        

          AI IN THE FOUR PHASES OF THE PE DEAL


        




        

          Core Concepts and Critical Groundwork for What Comes Next


        


      




      

        

          This isn’t a novel, and it’s not a theoretical framework to admire from a distance. It’s a field manual.




          It’s for operators, investors, and executives deciding under pressure. Whether you’re a few weeks from signing, elbow-deep in execution, or shaping the exit story, this guide focuses on what matters, pulling the levers that create actual business value. Not buzzwords. Not AI theater.




          The chapters track the private equity lifecycle, from sourcing to sale. We break it down into four phases:




          

            [image: The 4 phases of the PE Lifecycle]

          




          Phase 1: Pre-Deal — Diagnose, Design, and Validate System Potential




          Phase 2: First 100 Days — Build the Intelligent Systems and Run the Dual-Track




          Phase 3: Growth & Scale — Differentiate, Expand, and Optimize the Right Way




          Phase 4: The Exit & Equity Story — Prove, Defend, and Position for Premium Value




          Throughout these chapters, you’ll find references to practical, downloadable worksheets, and templates that help translate ideas into action.




          We introduce the worksheets at the point where they are most useful, so the transition from insight to action is seamless.




          For those who prefer to explore the tools up front, the full worksheet library is available at www.theaifix.online


        


      


    


  




  

    

      

        

          Chapter 6

        




        

          FOUNDATIONS FIRST; BUILD SECOND


        




        

          The Ground Rules


        


      




      

        

          Before exploring the four phases of the private equity deal, let's establish some ground rules. Without these foundations, everything that follows becomes a checklist instead of a coherent strategy.




          People rarely build systems that deliver real value in a rush. They use discipline, sequencing, and the courage to say no when the board is begging for fast savings. These foundations aren't speed bumps; they're what separate businesses that build intelligent systems from businesses that automate themselves into expensive corners.




          Skip these, and you'll spend the next eighteen months explaining to increasingly impatient investors why the AI initiative that looked so promising in the deck isn't moving the needle.


        


      


    


  




  

    

      

        

          Chapter 7

        




        

          STOP!


        




        

          Before Spending, Know What Could Blow Up


        


      




      

        

          Before the AI pilot gets green-lit, the enterprise license gets signed, or someone in marketing drafts press releases about your "AI-powered transformation," take a deliberate pause.




          We've seen this movie before. A new technology bursts onto the scene. AI dominates meetings, budgets get approved, and no one stops to ask, "Should this happen?" Six months later, the system behaves unpredictably. Key staff avoid taking ownership, and only the intern, who wasn't present during the approval stages, understands how the system works.




          AI may not eat anyone, but it can definitely bite. In the words of Dr. Ian Malcolm (Jurassic Park): "Your scientists were so preoccupied with whether they could that they didn't stop to think if they should."




          Critical Checks Before Pulling the Trigger:




          License Terms & Vendor Stability: That "open-source" AI model that looks promising? Read the fine print. Plenty of tools claim to be "free" only to discover post-deployment that they come with usage restrictions that don't fit the business model, or worse, create liabilities.




          

            

              	Can it be used in commercial products without revenue-sharing clauses?





              	What happens if the vendor disappears in 12 months? The AI landscape is littered with startups burning cash faster than they can raise it.





              	Who owns the training data and any customized or fine tuned models?





              	Is there a vendor indemnification clause that kicks in when the AI results in a lawsuit?



            


          




          Token-Based Cost Structure: The Invisible Running Meter




          Generative AI platforms don’t charge like traditional SaaS tools. Most operate on a token-based pricing model, tiny units of language used during prompts and responses. The more tokens users burn, the higher the cost.




          But:




          Most businesses don’t know what a token is, let alone how many they’re consuming.




          Ask:




          

            

              	Do we understand how token billing works? Can we predict usage patterns across features or customer types?





              	Have we modeled token consumption per transaction, per user, or per month?





              	Is our current SaaS pricing model (flat rate, tiered, usage-based) enough to cover these AI operating costs, or are we bleeding margin?





              	If usage spikes, who absorbs the cost? Us or the customer?





              	Do we have a plan to pass token costs through to customers without creating billing confusion or sticker shock?



            


          




          Treat tokens like a raw material. Giving it away without tracking consumption isn’t a business model, it’s a subsidy for someone else’s compute bill.




          AI doesn’t just add capability; it adds cost complexity. Don’t wait for the invoice to find out what was overlooked or trapped.




          Security & Privacy: Every AI system learns from data. The more it learns, the better it gets. But ask yourself:




          

            

              	Can we source the data we need?





              	Where is sensitive data stored and who can access it?





              	Can the vendor use your data to improve their models for competitors?





              	What happens when compliance auditors come knocking with questions about customer data?



            


          




          Governance & Risk: Does this align with existing AI policies? If you don't have any policies, that's the first red flag.




          

            

              	Who's accountable when the AI makes a decision that costs you customers or attracts regulatory attention?





              	Is there a failsafe for unexpected issues?



            


          




          AI Without Governance is a liability. Governance isn't bureaucracy, it's insurance. And like insurance, everyone hates paying for it until they need it.




          Companies rushing into AI miss a critical step: Securing the business before growing it. They treat AI tools like deterministic calculators when they're actually probabilistic engines running on external infrastructure with opaque data handling policies.




          The risks aren't hypothetical. They're happening right now:




          

            

              	A manufacturing company's internal planning documents showed up in a competitor's ChatGPT session.





              	A healthcare organization triggered HIPAA violations (Healthcare privacy for our non-USA readers) by using patient data in AI tools "just to shortcut testing."





              	An AI coding assistant inadvertently shared a financial services firm's proprietary trading algorithms.



            


          




          Without a risk and governance plan, the business is one careless prompt away from a compliance nightmare.




          Removing AI from an organization is harder, slower, and far more expensive than its implementation. Do the risk analysis like your bonus depends on it, because it does.
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