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PRAISE FOR BEACON


“As cofounder and CEO of LiquidHub, I had the privilege of a front-row seat to Ray Bordogna’s work as our Chief Strategy Officer, watching him translate ambitious digital strategies into measurable outcomes for clients ranging from Fortune 500 enterprises to growth-oriented startups. In Beacon, Ray packages that same clarity and execution rigor for the generative-AI era, showing financial services and fintech leaders exactly how to turn AI breakthroughs into sustainable competitive advantage. If you’re serious about harnessing generative AI to reimagine strategy and architecture—just as we did with digital transformation at LiquidHub—then this book is an indispensable guide.”


—JONATHAN BRASSINGTON, Cofounder and former CEO, LiquidHub (acquired by Capgemini); Partner, NewSpring Capital; Board Member, SEI Investments


“Having worked closely with Ray Bordogna during pivotal moments of technological evolution, first at ACE Insurance (Chubb) during the early days of cloud adoption and later at WPP where he led our generative AI governance initiative, I’ve consistently admired his skill in navigating complex transformations. In Beacon, Ray draws upon his extensive experience in strategy and enterprise architecture, providing practical guidance to empower leaders as they integrate AI effectively into their organizations. His insights are particularly valuable for those who seek thoughtful, strategic approaches to leveraging AI.”


—RACHEL HIGHAM, Chief Digital and Technology Officer, Marks & Spencer; former Chief Information Officer, WPP; former Chief Enterprise Architect, Chubb


“In the rapidly evolving landscape of technology and finance, understanding the strategic integration of AI is paramount. Beacon offers a comprehensive roadmap that bridges the gap between innovative AI concepts and actionable business strategies. Ray Bordogna’s insights provide invaluable guidance for leaders aiming to harness AI’s potential to drive transformative growth and value creation.”


—GREGORY BEDROSIAN, Managing Partner and CEO, Drake Star Partners


“Beacon is a definitive guide for financial services leaders navigating the era of generative AI-driven transformation. With strategic clarity and practical insights, the book illustrates how to turn AI innovation into tangible business value in a complex, regulated industry. As a veteran of both financial services and consulting, I recognize Beacon as an authoritative roadmap for aligning technology with business strategy to drive impactful change.”


—MICHAEL DONAHUE, former Chief Operating Officer, KPMG Consulting, Inc.


“Beacon is a masterful presentation of AI, strategy, transformation, and enterprise architecture, offering clear frameworks and vivid case studies that bring complex challenges to life. It serves as an indispensable guide for business and technology leaders aiming to reimagine and reshape their organizations in the AI era. Equal parts informative and thought provoking, an incredibly valuable resource for my clients and business/technology partners given the strategic importance of AI.”


—STEPHEN FUGALE, Founder and Principal, Bernova Group; former VP & CIO, Villanova University; former SVP & CIO, CIGNA Group Insurance


“Beacon is a visionary and a practical guide for leaders navigating the intersection of strategy, AI, and transformation. As CEO of a company dedicated to helping organizations architect their future, I found Ray’s ‘Reimagine, Rearchitect, Rewire, Renew’ framework both practical and inspiring and still easy to read. This book doesn’t just inform. It equips you to confidently architect the future in an AI-driven world.”


—JELLE VISSER, CEO, ValueBlue


“With generative AI, much of what we understand about our businesses will change by an order of magnitude. Since none of us can lean on hindsight as we careen into the great unknown, we need education, frameworks, illustration, and sage advice. That is what Ray Bordogna provides in Beacon. As we gear up to provide AI leadership to our boards and our teams, Beacon will be an indispensable guide, providing greatly needed clarity and direction.”


—MARTHA HELLER, CEO, Heller Search Associates; author of The CIO Paradox and Be the Business; columnist, CIO.com


“Beacon delivers a compelling executive guide for AI, with refreshing clarity and straight talk. It takes readers on a sweeping journey, from reimagining business models and products to rearchitecting an organization to fully harness AI across experience, structure, and technology, while also tackling ethics, governance, and change. This book is truly one-of-a-kind—a strategic blueprint and essential roadmap for leaders ready to shape the future with intention and impact.”


—WHYNDE KUEHN, Founder and Managing Director, S2E Transformation; author of Strategy to Reality; coauthor of The Execution Challenge


“The distinctive aspect of this business strategy and transformation guidebook is its focus on how to effectively integrate AI capability into business strategy, operations, and execution. This book provides useful case examples, a well-structured and comprehensive ‘Reimagine, Rearchitect, Rewire, Renew’ framework, useful spotlights that elaborate on industry best practices and methods, and very helpful checklists. Executives and managers on the business side as well as their IT, Digital, Data, and AI professional counterparts on the technology side will all find this guidebook gives them a useful roadmap and supporting structure for enterprise-level business-technology integration in this new AI era.”


—STEVEN MILLER, coauthor of Working with AI (MIT Press); coauthor of multiple best-selling case studies on AI applications; Professor Emeritus of Information Systems, Singapore Management University


“In an era where AI’s promise is as daunting as it is exciting, Beacon distinguishes itself with a refreshingly pragmatic approach to embedding AI within complex organizational frameworks. Ray Bordogna’s insights directly reflect the real-world challenges we’ve encountered across almost all industry sectors. Rather than offering abstract theory, this guide delivers actionable strategies that effectively bridge the gap between innovation and implementation. For leaders seeking to navigate AI-driven transformation with confidence and clarity, Beacon is an essential resource.”


—YURI AGUIAR, SVP and Chief Technology Officer, Tokio Marine North America; former Chief Enterprise Data Officer, WPP
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DEDICATION


To the exceptional colleagues, mentors, and clients who have shaped my professional journey, thank you for your insights, trust, and collaboration. Your partnership has inspired this work.


To my parents, who instilled in me a love of learning, curiosity, and meaningful impact. My father, Dr. Joseph Bordogna, dedicated his life to advancing engineering, education, and public service, serving as dean of Penn Engineering, deputy director of the National Science Foundation (NSF), and a champion of STEM education. While at NSF, he was involved in coining the term “STEM,” and family legend has it that when someone proposed calling it “METS,” he—a lifelong Phillies fan—simply couldn’t let that stand. His belief that technology must serve society profoundly shaped my own approach to AI and business transformation. I wish he were here to read this book; he would have been supportive and proud, yet he would have offered the kind of loving, constructive feedback that always made my work better.


My mother, Frances Bordogna, an elementary school reading specialist, devoted her career to nurturing young minds and instilled in me the power of education, patience, and empathy. Together, my parents led by example, demonstrating that knowledge is a lifelong pursuit and that true leadership is measured by the impact we have on others. Their legacy continues to guide me, and I am forever grateful for the foundation they built.


To my wife, Whitney Bordogna, my steadfast partner whose unwavering support, patience, and belief in me have made this book possible. Thank you for your constant encouragement and for always reminding me of what truly matters.


To my children, Avery, Evan, and Ashley, who inspire me every day with their curiosity and boundless potential. In an age where AI is reshaping the world, I hope you will always embrace critical thinking, ethical responsibility, and human connection—three guiding principles that will help you navigate the future with wisdom and purpose. May you approach challenges with curiosity, act with integrity, and never lose sight of the value of empathy and meaningful relationships. This book is dedicated to you and the world you will help reimagine, rearchitect, and rewire.
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Charlotte Harrington, CEO of Tidehaven Insurance Group, spent most of her transatlantic flight from Philadelphia to London deep in thought. Her laptop sat open, displaying a jumble of notes from the day’s whirlwind tech conference. The cabin lights were dim, but Charlotte barely noticed, replaying what she had seen and heard.


One particular moment stood out. A keynote speaker unveiled a groundbreaking AI architecture from Google called ExaFormer, the successor to the Transformer model. The sheer potential of ExaFormer was staggering and pushed the boundaries of machine intelligence and creativity. It was the kind of innovation that left Charlotte wondering if an AI-driven CEO could one day lead an insurance company, perhaps even outpacing the human ingenuity that had propelled her career.


But it wasn’t just futuristic concepts that had her captivated. At the conference, she had seen smaller, nimbler competitors leveraging AI to outpace companies like hers. Fraud detection systems were predicting and preventing attacks in real time. Customer service platforms powered by large language models handled queries with a naturalness that was indistinguishable from human conversation. Predictive analytics tools surfaced shifts in consumer behavior that traditional methods would have completely missed.


The excitement of these advancements was undeniable, but so was her unease. Tidehaven, with its century-old legacy, had been slow to adapt. She realized AI wasn’t just about adopting cutting-edge tools. It was about rethinking how her organization worked, from its culture to its processes, to remain competitive in a world where the rules of business were rapidly evolving. While others built agile, AI-driven systems, her company struggled to implement even basic automation. As the plane began its descent, Charlotte composed an email to her executive team with a subject line that felt more urgent than ever: “We Need a Full AI Strategy—Now.”


DEMYSTIFYING AI: A BUSINESS-FOCUSED DEFINITION


Artificial intelligence (AI) refers to machines and software that can perform tasks we typically associate with human intelligence. In simple terms, AI is a machine’s ability to mimic cognitive functions such as perceiving, learning, reasoning, and decision-making. Rather than being a single product, AI is a broad field of computer science that enables systems to understand information, draw conclusions, and even engage in basic conversation or creativity. For example, voice assistants on your phone (such as Siri or Alexa) and chatbots on websites are powered by AI that understands language and responds helpfully.


From a strategic perspective, the value of AI doesn’t come from technology alone but from how it is applied to real business problems. When used effectively, AI can help companies become more efficient and more profitable by handling routine work, analyzing complex data for insights, and even interacting with customers. The key for executives is to see AI not as a magic bullet but as an extension of their business’s capabilities—a set of tools that, when aligned with their goals, can assist their teams and improve outcomes.1


While most of today’s enterprise AI remains task-specific—excelling at discrete problems such as fraud detection or personalized marketing—rapid breakthroughs suggest the potential emergence of artificial general intelligence (AGI), capable of handling a vast array of cognitive functions on par with humans, and eventually artificial superintelligence (ASI), potentially surpassing human capabilities. Although AGI and ASI remain largely visionary, their timeline may compress faster than expected, so leaders should stay alert to these possibilities.


From a CEO’s vantage point, AI is less about acronyms and technical minutiae and more about meeting strategic objectives. Whether boosting operational efficiency or elevating customer value, AI can fundamentally reconfigure how organizations function—today through narrow, task-focused solutions and tomorrow, potentially, through more generalized or superhuman intelligence.


THE FIVE DIMENSIONS OF AI


To better navigate AI’s complexity, it helps to view it as a structured landscape. As shown in Figure I.1, AI can be viewed through five interlocking dimensions:


1. AI Capabilities: what AI can actually do for your business, from recognizing images and understanding speech to driving robots and automating decisions


2. AI Learning Paradigms: the main ways AI models learn, including supervised (learning by examples), unsupervised (discovering patterns), and reinforcement learning (learning from rewards)


3. AI Models and Algorithmic Technologies: the actual tools and architectures at AI’s core, such as neural networks, classical statistical models, or multimodal approaches


4. AI Enabling Technologies: the behind-the-scenes infrastructure, from powerful hardware and data systems to the platforms used for building, deploying, and maintaining AI models


5. Emerging AI Areas and Trends: where AI is headed next—covering cutting-edge developments, such as generative content creation, autonomous agents, and ethical AI practices


Pairing this visual guide with the practical definition above makes it easier to see how AI fits into your strategic objectives today and where it might take your organization tomorrow.
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Figure I-1 | The Five Dimensions of the AI Landscape2





ADVICE TO CEOS: LOOK BEYOND THE JARGON


The jargon can feel endless. In today’s boardroom slide decks, terms like transformers, MLOps, and generative AI crowd the page (see Figure I-2, “The AI Buzzword Cloud”). Yet the real challenge for CEOs is not mastering this vocabulary but turning it into business value.


Amid the chatter about machine learning, transformers, and even speculative ASI, leaders must stay grounded in present-day applications while preparing for future breakthroughs. Focusing on immediate impact ensures AI delivers value from the first day. Organizations should identify pressing problems that AI can solve now, such as automating repetitive tasks or refining predictive analytics, and they should track near term ROI to justify spending while preserving options for more advanced use cases as the technology matures.


At the same time executives must remain alert to the field’s rapid progress. Research advances could accelerate the journey toward AGI faster than expected. By building flexible AI architectures and adaptive governance models, companies can pivot quickly when new capabilities appear, avoiding the shock of disruptive innovations.


Cultivating a culture of agility is equally important. Teams that possess data literacy and work in iterative cycles can experiment, adapt, and refine AI-driven strategies in real time. Retaining expert advisors who interpret emerging trends helps keep the organization proactive rather than reactive.


AI initiatives should always be anchored in tangible business priorities. Leaders must also accept that AI’s evolution from narrow point solutions to broader intelligence may arrive sooner than current forecasts predict. By balancing present utility with future readiness, businesses can harness AI’s transformative power and stay ahead of industry shifts.
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Figure I-2 | The AI Buzzword Cloud—Terms That Dominate Today’s Conversation3





WHY AI, WHY NOW?


The buzz around AI isn’t new; researchers and technologists have been exploring its potential for decades. But only recently has AI vaulted from theory into the heart of business strategy. Several converging forces have made this possible:


1. Data Proliferation 
Digital devices, social-media platforms, and IoT sensors are generating unprecedented volumes of information—far beyond what was typical even a decade ago. Huawei’s 2024 Data Storage 2030 white paper projects that the world will produce about 1,003 zettabytes (just over one yottabyte) of new data each year by 2030, marking the dawn of the “yottabyte era.”4 This explosive growth supplies the raw fuel for AI algorithms, steadily increasing their power to detect patterns, generate insights, and create value across every industry.


2. Cloud Computing 
Affordable, globally available cloud services provide virtually unlimited computing resources on demand, accelerating AI experimentation and lowering costs. More than half the organizations adopting AI leverage public cloud platforms to train or deploy models, significantly reducing infrastructure overhead.


3. Algorithmic Maturity 
Architectures such as Google’s Transformer have substantially advanced fields like natural-language processing, making AI more accurate and versatile. As a result, the share of companies deploying AI in at least one business function has climbed from 20 percent in 2017 to 78 percent in 2025, according to McKinsey’s latest State of AI survey.5


4. Specialized Hardware Acceleration 
Innovations in graphics processing units, tensor processing units, and custom AI chips have dramatically reduced the time and cost required for model training and inference. These hardware accelerators make it feasible to run advanced ML pipelines at scale, powering everything from autonomous cars to personalized shopping experiences.


5. Open-Source Ecosystem 
Widely adopted frameworks such as TensorFlow, PyTorch, and scikit-learn have lowered the barriers to entry, even for smaller organizations. Open-source communities on GitHub and Kaggle foster a collaborative culture, sharing not just code but also best practices and cutting-edge research.


6. Democratization via Low-Code/No-Code Tools 
Platforms such as Microsoft Power Platform and DataRobot allow nontechnical teams to prototype AI applications through drag-and-drop interfaces and automated model-building features. This democratization helps organizations accelerate AI adoption without requiring large, specialized data science teams.


7. IoT and Edge Computing 
The proliferation of connected devices—from industrial sensors to smart home gadgets—generates continuous data streams. By processing data directly on these edge devices, AI delivers real-time insights with minimal latency. This capability is especially critical in use cases such as autonomous vehicles, factory automation, and healthcare monitoring.


8. Venture Capital and Corporate Investment 
AI-focused start-ups have seen significant venture capital inflows, propelling rapid innovation. Meanwhile, established companies continue to acquire or partner with AI ventures to stay competitive. This dual engine of investment accelerates commercialization and mainstream adoption.


9. Evolving Regulatory and Ethical Landscape 
As governments and industry bodies introduce data protection rules (e.g., General Data Protection Regulation) and ethical AI guidelines, organizations have clearer guardrails for deploying AI responsibly. Though sometimes seen as constraints, these frameworks instill trust and encourage more widespread, sustainable AI adoption.


10. Executive-Level Commitment 
AI is no longer relegated to the realm of research and development or experimental “skunkworks” projects. C-suite leaders now recognize AI as a strategic imperative, embedding it in digital transformation road maps and funding robust, enterprise-wide initiatives.


The combination of these factors has turned AI into a practical, high-impact tool across finance, healthcare, retail, and manufacturing. Yet, despite its growing mainstream adoption, many organizations find themselves in a state of “pilot purgatory,” struggling to scale AI solutions beyond experimental stages. Bridging that gap requires a clear vision, the right talent mix, and a strategic approach to embed AI throughout the enterprise.


MOVING BEYOND PILOT PROJECTS


What is pilot purgatory? It’s the trap where companies experiment with isolated AI projects—a chatbot here, a predictive model there—without connecting these efforts to a cohesive strategy. While these experiments might deliver efficiency gains in specific areas, they fail to unlock the transformative potential of AI.


This book aims to help you move beyond pilot purgatory. It’s not about sprinkling AI into your operations but weaving it into the very fabric of how your business works—shaping vision, culture, processes, and customer value. To compete in a world increasingly shaped by AI, leaders must think bigger and rearchitect their organizations to win.


Charlotte’s realization that AI isn’t just about technology but about strategy is one that more business leaders need to embrace. AI’s true power lies in its ability to reimagine business models, redefine customer experiences, and transform how organizations operate.


However, realizing this potential requires more than enthusiasm. It requires a structured approach, one that ties AI efforts to measurable business outcomes and ensures alignment across the organization. This is where the Reimagine–Rearchitect–Rewire–Renew framework comes in—a road map designed to help businesses turn isolated experiments into enterprise-wide transformation.


BEACON—REIMAGINE–REARCHITECT–REWIRE–RENEW: A FRAMEWORK FOR AI TRANSFORMATION


1. Reimagine


[image: imgbox1.jpg] Let Beacon shine a light on bold possibilities for your business in an AI-enabled world.


[image: imgbox1.jpg] Question assumptions, challenge conventional thinking, and clearly see transformative opportunities.


[image: imgbox1.jpg] Craft a compelling vision and strategic direction, positioning AI as a cornerstone of your business model and competitive advantage.


2. Rearchitect


[image: imgbox1.jpg] Rearchitect your organization structurally—from organizational design to foundational infrastructure, such as data pipelines and robust security frameworks—with Beacon’s clear vision.


[image: imgbox1.jpg] Strengthen your organizational capacity and readiness to scale AI initiatives effectively.


[image: imgbox1.jpg] Eliminate operational silos and illuminate the path toward a cohesive, integrated technology stack built for AI-powered success.


3. Rewire


[image: imgbox1.jpg] Allow Beacon to energize execution, embedding AI seamlessly into your organizational DNA.


[image: imgbox1.jpg] Integrate AI tools into daily workflows, establish governance structures, and empower employees with essential AI competencies.


[image: imgbox1.jpg] Normalize AI-driven processes, making AI an integral, sustainable part of how your business functions and thrives.


4. Renew


[image: imgbox1.jpg] Continuously monitor and evaluate the impact and effectiveness of your AI initiatives.


[image: imgbox1.jpg] Adapt and iterate your AI strategy in response to evolving market conditions, technological advancements, and organizational learnings.


[image: imgbox1.jpg] Foster a culture of continuous improvement, experimentation, and agility to ensure sustained innovation and responsiveness.


[image: imgbox1.jpg] Regularly refresh and realign your AI capabilities and resources to stay ahead of competitors and industry disruptions.


[image: imgbox1.jpg] Celebrate successes, communicate lessons learned, and ensure ongoing alignment of AI-driven processes with business objectives.


Though the steps appear linear, they often overlap and feed into one another, reinforcing the strategic alignment needed for AI-driven transformation.
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WHY THIS FRAMEWORK HELPS


The Reimagine–Rearchitect–Rewire-Renew framework is more than a road map for AI adoption. At its core, it serves as a shared mental model—a way for your entire organization to see and solve AI-related challenges through the same lens, ensuring no critical dimension is overlooked or duplicated. Specifically, this framework has the following components and characteristics:


• Shared Mental Model


[image: imgbox2.jpg] A common language: Everyone—executives, data scientists, frontline teams—describes AI initiatives in terms of reimagine, rearchitect, rewire, and renew. This cultivates alignment and clarifies roles.


[image: imgbox2.jpg] Unified direction: Whether rethinking a product line or scaling analytics across multiple regions, each team references the same four-phase approach to set priorities and tackle obstacles.


• Mutually Exclusive, Collectively Exhaustive (MECE) Structure


[image: imgbox2.jpg] Reimagine (what and why): This component addresses the strategic vision, culture, and business-model implications. It isolates the “big picture” thinking—challenging assumptions and outlining bold possibilities.


[image: imgbox2.jpg] Rearchitect (how and where): This element focuses on the practical underpinnings—organizational design, data architecture, and security. It does not overlap with the reimagine phase, yet it covers all foundational needs to deploy AI effectively.


[image: imgbox2.jpg] Rewire (when and who): This component covers operationalization—embedding AI into daily processes, from governance and ethics to workforce training. Each component is distinct, ensuring end-to-end coverage without duplication.


[image: imgbox2.jpg] Renew (how to stay ahead): Institutionalizes continuous improvement—monitoring model/data drift, triggering automated retraining, and auditing environmental and regulatory impacts—so AI remains accurate, efficient, and trusted over time.


• Consistency Across Teams and Borders


[image: imgbox2.jpg] Same playbook: The framework’s phases guide every AI project, preventing siloed pilot efforts. Whether rolling out chatbots in Europe or predictive maintenance in Asia, each effort aligns with these three clear stages.


[image: imgbox2.jpg] Easier collaboration: Cross-functional squads coordinate seamlessly because they share the same overarching structure for planning and execution.


• Scalability for Growth


[image: imgbox2.jpg] Replicable success: Once you master the Reimagine–Rearchitect–Rewire-Renew process for one product or division, you can replicate that pattern across new markets, technologies, or business functions.


[image: imgbox2.jpg] Efficiency gains: Reusing the same approach shortens time-to-value, as each team can build on prior lessons rather than reinventing the wheel.


• Risk Mitigation and Governance


[image: imgbox2.jpg] Clear checkpoints: Each phase defines milestones for leadership review, enabling rapid detection of misalignments or shortfalls.


[image: imgbox2.jpg] Integrated guardrails: By separating strategic thinking (reimagine), foundational infrastructure (rearchitect), and operational processes (rewire), leaders can ensure that ethical, regulatory, and performance standards are consistently upheld.


• Sustainability—Embedding AI into the Organization


[image: imgbox2.jpg] Beyond pilot projects: The framework transforms isolated AI “experiments” into a coherent journey. It anchors AI as a strategic capability, not a one-off initiative.


[image: imgbox2.jpg] Culture of adoption: As teams repeatedly cycle through these three phases, AI-driven decision-making becomes part of the enterprise’s fabric—a default lens for innovation.


In short, the Reimagine–Rearchitect–Rewire-Renew framework functions as both a common language and a MECE method for navigating AI transformations. Because AI touches technology, data, ethics, and culture simultaneously, a structured, end-to-end view keeps everyone focused on delivering meaningful results—not just one-off wins.





AI AS THE INTERSECTION OF BUSINESS AND DIGITAL TRANSFORMATION


Part of AI’s power lies in bridging two ongoing revolutions. The first is the business transformation, which includes reinventing your operating model, value proposition, and ways of working. The second is the digital transformation, which involves harnessing software, data analytics, cloud, and automation.


AI intensifies both revolutions. For instance, a company rethinking its customer engagement (business transformation) can use AI-based personalization and natural language chatbots (digital transformation) to deliver drastically better customer experiences.


In Tidehaven’s case, the organization had already digitized some processes but in a piecemeal fashion. By leveraging AI to connect and optimize each silo—predictive underwriting, automated claims triage, and personalized coverage recommendations—Tidehaven could transform from a reactive insurer into a proactive partner in risk management.


Scaling AI is as much a leadership challenge as it is a technical one. Executives set the ambition level, sponsor cross-functional collaboration, and nurture a culture that embraces data-driven experimentation. A CEO who publicly trusts AI-based forecasts sends a potent message across the organization. Conversely, an executive team that withholds funding or dismisses AI-driven insights can derail even the most promising initiatives.


Leaders also arbitrate how failures are perceived. In AI projects, iterative trial and error is a natural path to breakthroughs. Without executive support, teams may shy away from experimentation, stifling progress at its inception.


THE STRUCTURE OF THIS BOOK


This book uses real and composite case studies to illustrate AI’s potential across various functions—from insurance underwriting and claims processing to retail merchandising and healthcare diagnostics. I reference multiple frameworks that include design thinking, TOGAF, ITIL, ML operations, Kotter’s 8-Steps process, and ADKAR. This is to minimize jargon and focus on the strategic essence rather than deep technical detail.


The book is structured around a cohesive four-phase road map; each part builds on the last, carrying the reader from vision through execution and into a forward-looking renewal of capabilities.


• Part I: Reimagine—This section examines the mindset needed to see AI as a strategic imperative and a source of new business value. Chapters in this part explain how to define an AI vision, align it with strategy, cultivate an innovation culture, and reassess your business model in light of AI’s possibilities.


• Part II: Rearchitect—This part focuses on building the organizational and technical foundations for AI. We’ll delve into team structures, application and data architectures, security frameworks, and other fundamentals that ensure AI initiatives can scale safely and effectively.


• Part III: Rewire—This section details how to operationalize AI across day-to-day workflows. Topics include embedding AI agents, establishing ethical guidelines, managing change, and instilling a culture of continuous improvement.


• Part IV: Renew—This part focuses on future-proofing your organization by defining strategies for sustaining AI momentum, integrating sustainability goals, forging strategic partnerships, and shaping AI’s long-term role in enterprise strategy.


Throughout these sections, you’ll find checklists, action plans, and summary takeaways to help you tailor insights to your context—whether you’re the CEO of a century-old insurance firm or a digital-native start-up. The path to AI-driven success follows a similar pattern: Reimagine bold possibilities, rearchitect for scalable delivery, and rewire for daily impact—while always keeping an eye on the future.


This book speaks to a cross section of business leaders, from C-level executives to directors overseeing AI or digital innovation. It’s also relevant to midlevel managers in marketing, operations, or finance who need a strategic vantage point to guide their technical teams. Technical professionals—such as CIOs or heads of analytics—will find a high-level blueprint for linking AI deployments to overarching business goals. Meanwhile, less technical executives can use the framework to ask sharper questions, shape budgets, and orchestrate enterprise-wide buy-in.


Whenever we discuss ML techniques, cloud architecture, or data engineering, we emphasize the strategic essence rather than the deep technical intricacies. Our focus remains on the broader, business-level outcomes that AI can unlock.


We begin with Part I: Reimagine. You’ll see how executives such as Charlotte Harrington at Tidehaven Insurance Group realized the urgency of AI transformation, setting an ambitious vision for leveraging predictive analytics in underwriting, personalized coverage, and seamless customer interaction. The next chapters show how culture and revised business models catalyze these ambitions, ensuring AI becomes more than a pilot project.


By the time you complete this book, you’ll have a navigable road map—one that merges visionary leadership with practical frameworks, guiding your teams to embrace AI as a transformational force rather than a mere add-on. The era of AI-driven business is unfolding rapidly, and with the right strategy, your organization can thrive on these shifting tides.







LEADERSHIP IN ACTION CHECKLIST







[image: imgbox3.jpg] Reflect on Your Aspiration


[image: imgbox4.jpg] Think about what winning looks like for your organization in an AI-enabled future. Consider how AI could enhance your value proposition or redefine customer experiences.


[image: imgbox3.jpg] Analyze Competitor Activity


[image: imgbox4.jpg] Observe how competitors are using AI to gain an edge. Identify areas where they are excelling and where gaps may provide opportunities.


[image: imgbox3.jpg] Research AI Pace Setters in Other Industries


[image: imgbox4.jpg] Look beyond your own sector to identify companies that are successfully leveraging AI in innovative ways. Study how leaders in retail, healthcare, manufacturing, or finance are using AI to transform their operations and create new value. Apply relevant lessons to your own strategy.


[image: imgbox3.jpg] Start the Conversation


[image: imgbox4.jpg] Begin discussing AI with your leadership team. Share insights on how AI might align with your business transformation and digital goals.


[image: imgbox3.jpg] Prepare to Evaluate Organizational Readiness


[image: imgbox4.jpg] Consider whether your organization has the foundational elements—data quality, technical infrastructure, and culture—to support AI initiatives.


[image: imgbox3.jpg] Hypothesize Key Use Cases


[image: imgbox4.jpg] Brainstorm areas within your business where AI could drive immediate impact, such as automating routine processes or improving customer insights.
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[image: imgbox4.jpg] Commit to using AI tools in your own decision-making processes, showcasing their potential value to your team.





A CALL TO ACTION


For leaders like Charlotte, the urgency is clear. Competitors are rapidly adopting AI to capture market share, boost revenue, and reshape customer expectations. This intensifying environment creates a mandate for action—those who fail to adapt risk irrelevance.


This book is your guide to meeting that mandate, providing a road map for weaving AI into your overall strategy. By the end, you’ll know precisely how to answer questions such as: What does “winning” look like for your organization in an AI-driven economy? Which strategic priorities and use cases should you pursue first? How will you measure success and ensure sustained impact?


Over the following chapters, you’ll see how to convert these initial reflections into a well-structured road map. By applying the Reimagine–Rearchitect–Rewire–Renew framework, you’ll build a durable AI capability that energizes your workforce, delights your customers, and propels your organization into the future.


Every effective AI transformation begins with clarity of purpose. In the next chapter—Chapter 1: Setting the AI Vision—we’ll explore how to craft this vision, why it matters, and how it lays the foundation for everything that follows. A robust AI vision is not an abstract ideal—it is the guiding star that prioritizes investments, invigorates teams, and steers your organization boldly through the complexities of AI-driven change.


This is where your journey begins. Let’s go!
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AI has moved from experimental pilot projects to a board-level imperative, challenging leaders to rethink how value is created, delivered, and captured. Part I invites you to reimagine your enterprise from the outside in, questioning long-held assumptions and scanning for white space where AI can unlock step-change growth. It frames AI not as a set of tools but as a lens that sharpens strategy, broadens opportunity spaces, and reshapes competitive advantage. By adopting this mindset, executives can shift from incremental digital upgrades to bold moves that reposition the firm for the data-rich, agent-driven economy ahead.


Chapter 1 guides you in articulating an AI vision that energizes stakeholders and anchors investment decisions. Chapter 2 links that vision to an AI-first strategic playbook, showing how to set priorities, choose battlegrounds, and define metrics that matter. Chapter 3 turns to culture, detailing how to foster an AI-ready workforce through upskilling, agile teaming, and responsible experimentation. Chapter 4 reexamines business models, highlighting revenue streams and partnership structures enabled by data, platforms, and algorithms. Chapter 5 applies product-management discipline to AI-native offerings, while chapter 6 translates ambition into numbers, mapping AI-driven value creation to P&L impact and investor expectations. Together, these chapters provide the foundation for turning AI’s possibilities into a clear, actionable agenda.
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Late on a Friday afternoon, Blake Preston, chief strategy officer at AeroBridge Global Payments, stepped into the boardroom. The atmosphere was tense after a week that had left the leadership team reeling. At a recent fintech hackathon, start-ups showcased AI-powered solutions that seemed closer to science fiction than conventional banking. They included


• fraud detection systems that flagged suspicious transactions before they happened,


• real-time currency hedging algorithms that adapted instantly to market volatility, and


• intuitive chatbots that preemptively addressed customer needs.


In contrast, AeroBridge—a long-established leader in international payments—felt sluggish and outdated.


“We’ve built our reputation on reliability,” said CEO Elena Tan, her voice steady but firm. “But let’s face it—reliability alone won’t cut it anymore. These fintechs are moving faster than we ever imagined, and AI is at the heart of their strategy.”


She turned to Blake.


“We need to act now. But AI can’t just be another side project. We need a vision, one that ties directly to our strategy. Without it, we’re at risk of losing everything we’ve built.”


Silence fell across the table as the team contemplated the stakes. Could they craft a bold AI vision that aligned with their mission and ignited company-wide momentum? Or would they succumb to disjointed experimentation—allowing faster-moving competitors to surpass them?


WHY A CLEAR AI VISION MATTERS


Having a clear AI vision is no longer optional—it’s a strategic imperative. Deloitte’s 2024 global pulse survey of 2,800 business and technology leaders reports that 79 percent of executives expect generative AI to drive “substantial organisational transformation” within the next three years.6 Yet the 2025 McKinsey Global Survey on AI finds that fewer than one-third of companies have established a clearly defined road map to steer that transformation.7 Compounding the challenge, Cisco’s 2024 AI Readiness Index shows that only 32 percent of organizations feel their data foundations are robust enough to support AI at scale.8 Without a unifying, end-to-end AI road map, even the most innovative initiatives can quickly lose momentum. A strong AI vision is essential because it accomplishes the following:


• Unifies direction: This ensures every AI project contributes to the organization’s broader goals, preventing disjointed efforts.


• Focuses investment: This helps leaders prioritize high-impact projects, avoiding the trap of chasing trendy but low-value technologies.


• Builds cultural momentum: This signals a long-term commitment to innovation, inspiring employees, and building trust with stakeholders.


To shape this vision, leaders can leverage two strategic frameworks: the North Star Framework and scenario planning. Used together, they help organizations anchor their AI initiatives to core objectives while preparing for a range of possible futures.


THE NORTH STAR FRAMEWORK: YOUR STRATEGIC ANCHOR


The North Star Framework revolves around a unifying metric—often called the North Star Metric (NSM)—that captures the essence of success. It ensures that every team, department, and project within your organization is aligned toward a single goal that reflects your AI aspirations and long-term mission.


For your AI transformation to succeed, you need a clear guiding principle—the NSM—that defines the ultimate outcome you want to achieve. This metric should align directly with your company’s mission while delivering measurable value. For example, at AeroBridge, the NSM was to “enable seamless, real-time global payments powered by AI.” By establishing this singular focus, you ensure that every AI-driven initiative contributes meaningfully to your broader business objectives rather than becoming an isolated technological experiment.


To bring your NSM to life, break it down into specific, actionable objectives that tie directly to your strategic priorities. These objectives should be measurable, ambitious, yet attainable—such as reducing settlement times by 50 percent, cutting fraud losses by 30 percent, or expanding into three new markets within two years.


Achieving these goals requires cross-functional alignment across IT, compliance, operations, and marketing, ensuring that every team understands its role in supporting your AI transformation. But success in AI adoption isn’t static. You must continuously iterate and adapt based on real-world feedback, refining your approach to stay aligned with both evolving business needs and the latest technological advancements.


Global payments remains one of the fastest-moving corners of finance, with fintech revenues rising roughly 21 percent a year between 2021 and 2023 and the worldwide tally of fintech start-ups climbing more than 50 percent in the past two years.9 In such an environment, it is essential to revisit your North Star Metric (NSM) on a regular cadence to ensure it still captures what success looks like under shifting market dynamics. By anchoring every AI initiative to a clear, up-to-date NSM, you keep experimentation purpose-driven, scalable, and capable of delivering durable impact—even as competitive conditions evolve.
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