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Executive Summary

Three years ago, the question facing every Fortune 500 board was whether to invest in artificial  

intelligence. That question is settled: McKinsey’s State of AI 2025 finds 88% of organisations 

now use AI in at least one business function and 72% use generative AI  — up from 33% in 

2024. The question now is whether your organisation is capturing value from what it has already 

deployed. The data here is sobering: only 39% report measurable EBIT impact, and just  1% 

qualify as having mature AI strategies. The adoption rate is 88%. The maturity rate is 1%.

This brief examines what separates the leaders from the field. The evidence base draws heavily 

on  financial  services  — where  disclosure  is  richest  — profiling  production  deployments  at 

JPMorgan Chase ($1.5–$2 billion in annual AI value), Lloyds Banking Group, the UK Big Four, 

BBVA, ING, and AI-native insurers including Lemonade and Aviva.  The operating discipline 

behind  these  results  generalises  directly  to  any  Fortune  500  organisation,  in  any  sector, 

attempting the same transition.

We  examine  the  contrarian  evidence  honestly  too:  Goldman  Sachs  finds  no  meaningful 

relationship between AI adoption and productivity at the economy-wide level, even as it 

identifies 30%+ gains in narrow, well-implemented use cases — the difference is execution 

discipline, not technology. The argument of this brief is simple: AI is no longer a technology 

decision; it is a leadership, governance, security, and workforce decision. Organisations 

that understand this will compound their advantage. Those that treat AI as an IT initiative will not.

“AI adoption is table stakes. AI maturity is the differentiator. And most  
organisations don't have a framework for understanding where they stand,  

let alone a roadmap for moving forward.”

—  M c K i n s e y  S t a t e  o f  A I ,  2 0 2 5

S E C T I O N  0 1

The 2026 Landscape

Where AI now sits in the enterprise

The pace of enterprise AI deployment in 2024–2026 is without precedent, on three fronts. The 

technology has matured into production at scale — Gartner forecasts 40% of enterprise 
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applications will feature task-specific AI agents by end-2026, up from under 5% a year earlier. 

Financial services has emerged as one of the most aggressive adopters — 75% of UK 

financial-sector firms were already using AI by 2024, and McKinsey estimates agentic AI could cut 

certain banking operational categories by up to 70% gross. And the adoption-impact gap has 

become impossible to ignore — despite 88% adoption, only 39% report measurable EBIT 

impact and just 6% qualify as 'high performers.' The question for Fortune 500 leadership is no 

longer whether competitors are using AI — they are — but whether they have figured out how to 

extract enterprise-scale value from it first.

The funnel from broad adoption to mature deployment is steep: 88% use AI somewhere, 72% use 

GenAI, but only 23% are actively scaling agentic AI in any function, and a mere 6% have reached 

high-performer status. That gap is the most consequential strategic question of 2026.

Three waves of enterprise AI

Most Fortune 500 organisations operate across three waves simultaneously — and most are 

over-invested in the first, under-invested in the third.
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Wave Capability Typical Use Cases Maturity in FS (2026)

Wave 1 
Predictive AI

Machine learning 
models trained on 
historical data to predict 
outcomes

Fraud detection, credit scoring, churn 
prediction, risk modelling

Highly mature — in 
production for 10+ 
years at scale

Wave 2 
Generative AI

Large language models 
generating text, code, 
summaries, and 
synthetic data

Document drafting, customer service, 
code generation, intelligent search

Rapid scaling — 
production at most 
Tier-1 institutions

Wave 3 Agentic 
AI

Autonomous systems 
planning multi-step 
workflows with minimal 
human initiation

End-to-end claims processing, 
autonomous trading workflows, 
complex compliance monitoring

Early production — 
23% of organisations 
scaling in at least one 
function

Wave 1 (Predictive) is mature and increasingly table stakes — JPMorgan's OmniAI and Amex's 

transaction-monitoring  AI  both  run  continuously  at  billions-of-transactions  scale.  Wave  2 

(Generative) is  where  most  current  investment  sits  —  JPMorgan's  LLM  Suite  (250,000 

employees, half using it daily) is the canonical example, turning a five-page investment-banking 

deck into a 30-second task.  Wave 3 (Agentic) is where advantage is now being established: 

JPMorgan has 450+ agentic use cases in production, targeting 1,000 by year-end, and McKinsey 

projects agents could add $2.6–$4.4 trillion in annual value. The shift from Wave 2 to Wave 3 is 

the most significant transition of the decade, and where the production–pilot gap is widest.

S E C T I O N  0 2

Inside the Production Frontier

JPMorgan Chase: a study in disciplined scaling

No enterprise AI deployment has been documented in more public detail than JPMorgan Chase's 

— both for what is now possible, and for what the operating discipline behind it actually requires.
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P R O O F  P O I N T  —  J P M O R G A N  C H A S E  L L M  S U I T E

~250,000 employees with access; approximately half use it daily.

450+ agentic AI use cases in production, targeting 1,000 by end of 2026.

~$1.5–$2 billion annual business value disclosed publicly — a figure rare among banks.

30–40% reduction in routine operational workflow time.

10–20% efficiency gains for engineering teams using AI coding assistants.

5-page investment banking deck generated in ~30 seconds (vs. hours).

$18 billion annual technology budget; $19.8 billion projected for 2026.

#1 global AI maturity ranking among banks (Evident AI Index, 2025).

The strategic lessons are not the headline numbers; they are the operating discipline behind them. 

Governance before deployment — Chief Analytics Officer Derek Waldron invested deliberately 

in data governance before scaling production AI, widely credited with preventing the failures that 

have stalled less disciplined competitors. Two-pillar value creation — top-down reimagination of 

core transformation programmes and bottom-up self-service enablement, run simultaneously; 

neither alone would be sufficient. New job families — prompt engineers evolving into context 

engineers and knowledge managers are filled positions with defined competencies, not theoretical 

categories. Workforce restructuring with eyes open — operations staff are forecast to fall at 

least 10% over five years as AI scales; rather than avoid the conversation, Dimon hosted a four-

day executive retreat on the implications. Waldron has been publicly candid that “there is a value 

gap between what the technology is capable of and the ability to fully capture that within an 

enterprise” — the right framing: the technology is available, the execution capability is not.

Production AI at European and Asian banks

JPMorgan is the most public reference point, but the pattern — large-scale, governed, in-house AI 

platforms with measurable value disclosure — is now visible across Europe and Asia.

Lloyds Banking Group disclosed  in  its  January  2026 results  that  generative  AI  delivered 

approximately  £50 million in value during 2025, with £100 million+ targeted for 2026 — 

unusually rigorous public disclosure of a measured baseline against a forward target, and the 

most  useful  sector  reference  point  for  ROI  evaluation.  Deployments  include  the  Athena 

knowledge tool (~20,000 colleagues, 66% faster search), GitHub Copilot for 5,000 engineers, and 

Envoy, its in-house agentic platform launched in May 2026. BBVA's 400-person ‘AI Factory’ has 

industrialised delivery through a reusable component library, upgrading its five-year-old virtual 

assistant Blue to handle 150+ customer actions with generative AI.  ING took a workforce-led 
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approach instead: a mandatory generative AI e-learning programme that 92% of staff completed, 

ranking the bank top-10 for talent in the Evident AI Index.

The UK Big Four: parallel platforms, distinct strategies

Beyond Lloyds, the UK's other major banks show the same pattern with different emphases:

• NatWest invested £1.2 billion in technology, data and AI in 2025 — 35% of code is now AI-

generated, and Cora's new agentic financial assistant reached 25,000 customers by Q1 

2026.

• HSBC became the first major UK bank to appoint a dedicated C-suite Chief AI Officer 

(March 2026), pairing the role with a multi-model platform strategy explicitly designed to 

avoid single-vendor dependency.

• Barclays deployed Microsoft 365 Copilot, plus an agentic HR and travel-booking assistant, 

to 100,000 employees globally.

Each  major  UK  bank  has  now  built  an  in-house  AI  platform,  named  senior  leadership 

accountability, and moved from generative pilots to customer-facing agentic deployment.  The 

differentiation is no longer whether they are doing this; it is the speed and discipline of  

execution. Publicly disclosed value figures bear this out: JPMorgan leads at $1.5–$2 billion 

annually; DBS has guided to ~$750 million by 2028; Lloyds is the only bank to disclose both a 

measured result and a forward target, making it the best available reference for ROI evaluation.

S E C T I O N  0 3

Where AI Is Actually Delivering Value

Where production deployment is delivering measurable returns

The most useful question for a Fortune 500 CEO is not 'what could AI do' but 'where is it actually 

delivering measurable returns at scale?' The answer in 2026 is increasingly specific. The following 

section profiles the use cases that have moved from pilot to production, with named institutional 

proof points and disclosed metrics.

Retail banking leads on customer-facing scale: Bank of America's Erica has handled 3 billion 

client interactions since 2018, averaging 58 million per month — American Banker estimates it 

‘does the work of 11,000 people.’ Its real strength is seven years of compounding investment in 

one governed system; most competitors are at year one of what Bank of America began in 2018.

Wealth management is  consolidating fast:  BlackRock's  Aladdin  Wealth  ‘Auto Commentary’ 

(launched October 2025 with Morgan Stanley) now also runs at Wells Fargo, CMB Monaco, 
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Danske Bank, and Allianz Bank — rapid platform consolidation rather than isolated pilots, freeing 

advisors from manual data-gathering for higher-value relationship work.

Insurance shows the clearest operating-model shift. AI-native insurer Lemonade handles 96% of 

first  notices of  loss by  AI  with  no human involvement,  and reports  in-force  premium per 

employee exceeding $1 million.  Tractable's  computer  vision now assesses damage for  30+ 

insurers in minutes; Zurich underwrites commercial applications in under five minutes against a 3–

10 day industry average.

Incumbents are matching that pace. Aviva has deployed 80+ AI models across UK claims, 

delivering  £100 million+ in savings and cutting assessment time by 23 days; AXA runs 60+ 

agentic use cases across 3.5 billion documents,  cutting underwriting research time from 10 

minutes to under three. Legacy insurers can match AI-native challengers on a per-process 

basis, provided they invest in the platform and governance discipline that scale requires.

S E C T I O N  0 4

The Skeptical View

What the contrarian evidence actually says

A strategic brief that presents only the bullish case on enterprise AI is not credible to a Fortune 500 

C-suite that is reading the contrarian analysis too. The honest picture in 2026 includes substantial 

evidence that, at the macroeconomic level, the AI productivity revolution has not yet materialised. 

Three pieces of recent research deserve consideration:

Goldman Sachs (March 2026) and NBER (February 2026) reach the same conclusion from 

different  angles.  Goldman's  Ronnie  Walker,  analysing  Q4  2025  S&P  500  earnings  calls, 

concluded: ‘We still do not find a meaningful relationship between productivity and AI adoption at 

the economy-wide level.’ 70% of management teams discussed AI on earnings calls, yet only 

10% quantified its impact and just 1% quantified earnings impact, putting AI's contribution to 

2026 GDP growth at just 0.1–0.2 percentage points despite $667 billion in hyperscaler capex. 

NBER's survey of 6,000 executives found the vast majority of companies see no productivity 

impact from AI whatsoever; fewer than 20% of Russell 3000 establishments use AI for any 

business function at all — a much narrower base than headline adoption figures suggest.

These findings do not invalidate the case for enterprise AI investment. They sharpen it. The 

pattern is one of asymmetric realisation: Goldman itself identified a 30% productivity boost in 

two specific use cases — customer support and software development — even while finding 

no economy-wide effect.  The conclusion that follows is the one this brief  has been arguing 
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throughout: AI delivers extraordinary value in narrow, well-implemented use cases, and limited 

value in the broad, undisciplined deployments that constitute the majority of enterprise activity in 

2026. The C-suite mandate is not to bet on the technology in general — it is to identify the specific 

use cases where rigorous implementation will deliver measured returns, and to ignore everything 

else until those returns are demonstrated.

T H E  A S Y M M E T R I C  R E A L I T Y  O F  E N T E R P R I S E  A I  I N  2 0 2 6

0.1–0.2pp Goldman Sachs estimate of AI's contribution to US GDP growth in 2026.

30% Goldman's measured productivity gain in customer support and software 

development — among firms that implemented AI rigorously.

1% Of S&P 500 management teams quantifying AI's earnings impact (vs 70% discussing 

AI on earnings calls).

The gap is execution, not technology. Goldman's narrow-use-case finding aligns 

precisely with McKinsey's 6% 'high-performer' figure — both point to the same conclusion: 

a small minority of organisations are capturing disproportionate value from AI, and the 

difference is operating discipline.

S E C T I O N  0 5

Security & the Workforce

The two board-level risk conversations that emerged in 2026

Security. AI  security  has  moved  from  a  niche  ML-engineering  concern  to  a  board-level 

governance question with measurable financial and regulatory consequences — driven by the 

shift from contained generative AI (outputs humans evaluate) to agentic AI (autonomous systems 

taking real-world actions). A successful prompt injection in a chatbot is embarrassing; in an 

agentic system it can hijack planning, execute privileged tool calls, and persist across sessions. 

OWASP's December 2025 Top 10 for Agentic AI Applications formalised the new risk classes 

(Agent  Goal  Hijack,  runtime  supply-chain  composition,  memory  poisoning,  inter-agent  trust 

failures), and real incidents are already on record: a Replit coding agent wiped a production 

database during an active code freeze (July 2025); Apiiro research found privilege-escalation 

paths  up  322%  in  AI-generated  code;  link-preview  features  have  become  data-exfiltration 

pathways via indirect prompt injection.
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NIST's AI Agent Standards Initiative (17 February 2026) is the first US government framework 

targeting autonomous systems directly, on the basis that existing frameworks cannot address 

dynamic tool-switching, persistent memory, and non-deterministic behaviour. For boards, this 

reduces to three questions: what access does each deployed agent genuinely need; what kill-

switches and human-in-the-loop checkpoints exist; and what is the institution's exposure under 

GDPR and the EU AI Act if an agent acts incorrectly. The leading institutions treat agent identity 

and entitlements as a first-order capability — JPMorgan's Derek Waldron has publicly named this 

as one of the industry's most critical gaps.

Workforce. The  data  supports  neither  dominant  narrative  —  'AI  is  augmentation,  not 

replacement' nor 'mass unemployment is imminent.' The reality is more specific and more uneven: 

JPMorgan expects operations staff to fall 10%+ over five years; Amazon, Oracle, Meta, and Block 

have all cut or restructured roles citing AI directly; Standard Chartered plans to cut ~7,800 roles 

through 2030, with CEO Bill Winters explicitly framing it as replacing “lower-value human capital” 

with AI; and at the 50 largest banks tracked by Evident, headcount is down 3% since 2023 while 

AI-specialist hiring is up nearly 24%.

That Evident pattern — headcount down, specialist hiring up — captures the real transition: not 

wholesale elimination but role compositional change at scale. Entry-level roles are the clearest 

early casualty — Stanford HAI's 2026 Index finds employment for developers aged 22–25 down 

nearly  20% since  2024.  Three  implications  follow:  the  apprenticeship  model  is  breaking 

(juniors learned by doing the routine work AI now does — Dimon hosted a four-day retreat on this 

in July 2025); the pyramid is flattening (JPMorgan's stated vision is one human supervising 20–

30 agents, widening spans of control); and communication has to be honest — institutions 

naming the transition directly  and investing in  retraining (ING's  mandatory,  92%-completion 

programme  is  the  reference  benchmark)  protect  the  cultural  capital  further  transformation 

requires.

S E C T I O N  0 6

Build, Buy, or Partner — and Why Most 
Programmes Fail

The strategic decision underneath every AI deployment

Beneath every enterprise AI decision sits a strategic question that is rarely surfaced explicitly: 

should we build our AI capability in-house, buy it from established vendors, or partner through 

API access to foundation model providers? The right answer for any given organisation depends 
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on its scale, regulatory exposure, data sensitivity, and existing engineering capability — but the 

pattern at the most sophisticated institutions is now unmistakable and worth understanding.

The leading Fortune 500 institutions are converging on proprietary, in-house AI platforms that 

connect employees to external foundation models (OpenAI, Anthropic, Google) while retaining 

control over data, governance, and integration — JPMorgan's LLM Suite, Lloyds' Envoy, and 

Goldman's ‘Devin’ all follow this pattern. Four factors drive it for any regulated, data-sensitive 

institution:  data  sovereignty (sensitive  data  must  not  leak  to  model  providers);  vendor 

concentration  risk (multi-model  routing  preserves  optionality);  cost  optimisation (median 

enterprise LLM bills grew 7.2x year-over-year through Q1 2026, making model routing a P&L 

decision); and  governance (audit trails and access controls vendor tools don't provide at the 

depth regulators require).

The resulting framework: build the platform; buy the models; partner on the use cases. The 

platform — orchestration, governance, security — is strategic;  the models are commodities; 

specialist vendors often deliver the use cases best, integrated into the in-house platform. One 

caution applies throughout: Microsoft, Google, Anthropic, and Amazon dominate the foundation 

model market, with $667 billion in 2026 hyperscaler capex effectively foreclosing new entrants. 

Boards  should  treat  foundation-model  relationships  with  the  same scrutiny  as  other  critical 

infrastructure dependencies.

Why most programmes underperform

If 88% of organisations have adopted AI and only 6% are extracting disproportionate value, the 

difference is not technology — most enterprises run the same models from the same providers. 

The difference is organisational and operational. After delivering transformation programmes for 

Fortune 500 institutions  across  65 markets  over  three decades,  I  see five  recurring  failure 

patterns:

1. Pilot proliferation without production scaling. Dozens of parallel pilots, each its own slide 

deck; few graduate to production. The discipline is consolidating around two or three proven use 

cases and engineering them for enterprise scale.  2. Confusing technology adoption with 

capability building. Buying model access isn't a capability; the data infrastructure, governance, 

and prompt-engineering discipline behind it takes 18–24 months and is not vendor-supplied. 3. 

Underestimating the data-quality prerequisite. Every major GenAI use case depends on data 

that is organised and governed; data modernisation is not a prerequisite for AI — it is the same 

initiative.  4. Treating governance as a brake rather than an enabler. The EU AI Act, FCA 

Consumer  Duty,  and  NIST  standards  are  the  operating  environment,  not  optional  extras; 

JPMorgan's  governance-before-scale  approach is  the  definitive  practitioner  endorsement.  5. 

Avoiding  the  workforce  conversation. Talking  about  ‘augmentation’  without  naming 
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compositional change erodes trust. What works: name it,  plan for it,  invest in the transition, 

communicate continuously.

S E C T I O N  0 7

The Regulatory Environment

What every Fortune 500 board needs to understand in 2026

AI governance is no longer a niche legal topic. In 2026, it is a board-level strategic concern with 

measurable financial and reputational consequences. The regulatory environment has matured 

rapidly across jurisdictions, and Fortune 500 organisations operating globally must now manage a 

network of overlapping frameworks.

Regulation Status What CEOs Must Know

EU AI Act Annex III high-risk AI compliance 
deferred to 2 December 2027; 
Annex I (embedded products) to 2 
August 2028, via the Digital AI 
Omnibus — approved by the 
European Parliament 16 June 2026, 
Council sign-off pending. Prohibited 
AI banned February 2025; GPAI 
obligations August 2025.

Compliance programmes for high-risk AI in 
HR, credit, customer scoring, and insurance 
underwriting should be in build now. 18–24 
month programmes started in 2026 will be 
tight for late 2027.

UK pro-innovation 
posture (FCA / BoE / 
PRA)

No bespoke UK AI rulebook. 
Regulators apply existing frameworks 
(Consumer Duty, SM&CR, SYSC 
15A, SS1/23). FCA AI Live Testing 
launched Oct 2025, second cohort 
Apr 2026; PRA 2026 priorities 
explicitly include AI.

UK approach is principles-based, outcomes-
focused, and technology-agnostic — the 
opposite of the EU's prescriptive rulebook. 
Firms have more flexibility, but also less 
prescriptive cover: 'meeting the principles' is 
the bar, and senior accountability under 
SM&CR applies to AI outputs.

NIST AI Agent 
Standards

Announced 17 February 2026 — first 
US government framework 
specifically targeting autonomous AI 
systems.

Standards address autonomous real-world 
actions, dynamic tool-switching, persistent 
memory as attack surface, and non-
deterministic behaviour. Existing AI RMF is 
no longer sufficient for agentic deployments.

NAIC AI Model Bulletin 
(US)

Adopted by Colorado, New York, 
California and other states. State-
level enforcement under existing 
supervisory authority.

AI used in insurance underwriting, pricing, 
claims, fraud, and customer management 
must be inventoried, risk-classified, bias-
tested, and explainable.

© 2026 Experience Transformation Ltd.  ·  Confidential Page 11



THE LATEST USES OF AI  IN BUSINESS & DIGITAL TRANSFORMATION   ·  EXPERIENCE TRANSFORMATION  ·   2026

Regulation Status What CEOs Must Know

GDPR & Other 
Regimes

GDPR fully in force, €7.1bn+ 
cumulative fines since 2018; EIOPA 
AI governance expectations active for 
EU insurers; FCA Consumer Duty in 
force since 2023 with 2025–2030 
supervisory priority.

Data minimisation and individual-rights 
provisions apply to all AI systems using 
personal data; insurance 
pricing/underwriting AI must be explainable; 
customer outcomes (pricing, claims, advice) 
must be fair and well-evidenced.

The practical implication: the General Counsel, Chief Data Officer, Chief Information Security 

Officer, and a newly emerging C-suite role — the Chief AI Officer or equivalent — must now 

operate as a single, coordinated team. 56% of enterprises now have an 'AI agent owner' or 

'agentic ops' lead, up from 11% in 2024 — the largest single organisational shift in the AI 

landscape. The historical pattern — data governance handled separately from AI governance, 

handled  separately  from  cybersecurity,  handled  separately  from  regulatory  compliance  — 

generates exposure that may not become visible until an enforcement action makes it visible.

UK and EU: the strategic divergence that matters

For Fortune 500 institutions operating across both jurisdictions, the UK and EU have deliberately 

taken  opposite  approaches — itself  a  board-level  strategic  factor.  The  EU has  chosen 

prescriptive  harmonisation through  the  AI  Act  —  defined  risk  categories,  conformity 

assessments, and penalty regimes, trading flexibility for legal certainty. The UK has chosen the 

opposite path:  in April  2026 the BoE and PRA reaffirmed a technology-agnostic approach, 

managing AI risk through existing frameworks (Consumer Duty, SM&CR, SYSC 15A, SS1/23) 

rather than a bespoke AI rulebook, backed by the FCA's AI Live Testing sandbox and its AI 

Consortium  on  vendor-concentration  risk.  The  practical  difference:  EU  compliance  is 

documentation  and  classification;  UK  compliance  is  outcomes  evidence  and  senior 

accountability. A single compliance programme designed for one will not satisfy the other.

S E C T I O N  0 8

Your AI Maturity Diagnostic & Action Agenda

A four-stage framework for the C-suite to apply directly

Before allocating further AI investment, it is worth understanding where your organisation actually 

sits on the maturity spectrum. The diagnostic below is designed to be completed by a CEO and 

Chief Data/AI Officer together in a single sitting. It does not require technical expertise — it 

requires honest answers.
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Dimension Stage 1: Reactive Stage 2: Scaling Stage 3: 
Disciplined

Stage 4: 
Transformative

AI Strategy No formal AI 
strategy. Pilots run 
independently.

Strategy exists but 
owned by IT/CTO. 
Board sees activity, 
not outcomes.

AI strategy is a 
board agenda item. 
CEO owns the 
outcome.

AI strategy 
inseparable from 
business strategy. 
CEO is a public 
advocate.

Use Cases Many pilots, few in 
production.

Multiple production 
use cases, mixed 
ROI.

3–5 production use 
cases with 
measured ROI; 
pilots ruthlessly 
culled.

AI embedded in 
core operations; 
new operating 
models enabled.

Data 
Foundation

Fragmented data 
estate. Quality 
issues unresolved.

Consolidation 
programmes 
underway. Some 
governance.

Cloud-native data 
platform with 
semantic layer; 
lineage tracked.

Data is treated as a 
product. Domains 
own and certify.

Governance Compliance-only 
mindset. AI 
governance ad hoc.

Policies exist; 
inconsistently 
applied across 
business units.

Formal framework 
with cross-functional 
ownership; agent 
risks managed.

Federated 
governance 
integrating data, AI, 
security, regulatory.

Workforce No specialist AI 
team. Adoption ad 
hoc.

Small central AI 
team. Limited 
business 
integration.

AI specialists 
embedded in 
business units; 
broad AI literacy 
programme.

AI fluency across 
organisation; new 
role families 
(context engineers, 
knowledge 
managers) 
formalised.

Security AI security not yet 
on the board 
agenda.

Reactive — 
addressed after 
deployment.

OWASP ASI Top 10 
framework adopted; 
agent access 
controls enforced.

Identity-based agent 
security; continuous 
red-teaming; CISO 
and CAIO co-own.

Most Fortune 500 organisations will  find themselves at  Stage 2 in most dimensions, with 

pockets of Stage 3 in advanced functions and Stage 1 in others — particularly security and 

governance. The value is not benchmarking against competitors; it is identifying where investment 

will have the greatest near-term commercial impact. Complete it with your CDO/CAIO and at least 

two business unit leaders, scoring independently and comparing — the disagreements are as 

informative as the consensus.
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Eight priorities, sequenced

The operating agenda for the Fortune 500 CEO who intends to extract value from AI investment in 

2026. Priorities 1–3 are foundational and should be addressed first, regardless of current maturity.

1. Conduct an honest AI maturity assessment. Use the diagnostic above. If you cannot answer 

how many use cases are in production with measured ROI within 30 days, the programme is not 

yet a strategic asset. 2. Establish C-suite accountability with cross-functional authority. AI 

needs a senior owner with budget authority, board visibility, and commercial KPIs; the 56% of 

enterprises that have formalised this role are out-learning the other 44%. 3. Define 3–5 use cases 

for production-grade investment. Stop running 30 pilots.  Pick a handful with defined ROI 

targets and named accountable executives, production-engineer them, then expand — narrow, 

deep, then broad.  4. Build the AI-ready data foundation. Fragmented access controls and 

undocumented  lineage  become  acute  the  moment  AI  touches  production  data  —  data 

modernisation is not a prerequisite for AI, it is the same initiative.  5. Build the in-house AI 

platform. As Section 06 detailed: build the platform, buy the models, partner on the use cases. 6. 

Establish AI governance and security as first-order capabilities. Inventory every system, 

classify against regulatory risk, adopt the OWASP Top 10 for Agentic Applications, and maintain 

audit trails — before an incident forces the issue. 7. Invest in workforce capability, broad and 

specialist. Raise the floor with mandatory AI literacy (ING's 92%-completion programme is the 

benchmark) while building specialist depth — prompt and context engineers, AI governance leads 

— in parallel. 8. Name and structure the workforce transition. Naming the implications directly 

and investing in retraining protects trust. Avoiding the conversation does not prevent the transition 

— it only guarantees it happens reactively.

Conclusion

The window is open. It is also narrowing.

Three years from now, the gap between AI leaders and laggards within Fortune 500 industries will 

be structural — different cost bases, different customer experience, workforce models deliberately 

reshaped around AI-augmented work. The window for closing that gap is not closed: JPMorgan, 

Lloyds, BBVA, ING, and the AI-native insurers have written substantial parts of the playbook in 

public, and the pattern they describe is replicable. AI in 2026 is not a technology decision — it is a 

leadership, operating-model, governance, security, and workforce decision. The CEOs who treat 

it as such, and confront the workforce reality honestly, will be the leaders of 2029. Those who 

continue to treat AI as an IT initiative will not.
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“The technology is largely uniform. The execution capability is not. The 
difference between the AI leaders and the rest of the field in 2026 is not  

which models they use. It is how they have built the operating discipline to  
extract value from them.”

—  D a n  C o l l i n s ,  E x p e r i e n c e  T r a n s f o r m a t i o n ,  2 0 2 6
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