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AI tools are delivering 
measurable returns
But only a small fraction of enterprises have 
turned early successes into meaningful, 
organization-wide adoption.
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more ambition
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21% 49% 33%
of companies with established, 
mature, responsible AI practices 
will see more productivity gains 

than the 79% that do not

of companies tracking bias will 
outperform the 51% flying 

blind

Monitoring harmful outputs 
will avoid the incidents that 

sideline 67% who don’t 

shared AI vision 
execution system 
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Delayed handoffs

operating environment 

Misaligned 
incentives

Unclear ownership
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CIO & CTO

Own the stack, but rely 
on Legal’s guardrails and 
Marketing’s expertise 

CMO

Want personalization and 
speed, but struggle to align AI 
outputs with compliant KPIs

CFO

Need clear ROI, but lack 
metrics that link performance 
to commercial returns



© 2026 Adobe. All Rights Reserved. Adobe Confidential.

Early collaboration reduces compliance risk

Legal

Security

Risk

Compliance
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Tracking programs from localized success to enterprise capability

Readiness gaps
The current state of AI gaps1 Fragmented goals

Why decisions slow down2 Evidence maturity
Upgrades from pilot to scale3

Most companies lack the 
structure to scale AI usage

Decisions stall due to timing 
and context, not capability

Evidence reduces perceived 
risk as programs mature

89%

67%

51%

67%

49%

36%

53-28%

54-38%

60-38%
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1. 

2. 3. 

Three executive imperatives 
to transform your organizational approach to AI
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1 2
Build 
shared KPI 
bridge 

Make ownership 
explicit with a 
lifecycle RACI

3
Establish an 
operational 
rhythm with 
standard 
artefacts and 
escalation cues
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Build a 
shared KPI 
bridge
A translation layer that 
makes cross-function 
throughlines visible

IMPERATIVE 1
Growth
Example use case: AI-generated 
content for digital channels?

Ready to scale when:
Technical reliability, governance safeguards, and sustained 
content quality and efficiency gain all meet threshold, and all 
functions align on the same evidence through the KPI bridge.

Tech KPIs
Reliable: 95% successful 
content completion rate

Latency: Resource allocation 
times under two seconds

Throughput: System handles 
daily volume

Cost-to-serve: Cost per asset 
stays on budget

Provenance: reliably tag 
each asset with its source

Prevent harmful outputs: 
Reviews and automated 
checks

Compliance: Review 
cadence and SLA match 
business risk

Risk KPIs

Efficiency gains: content 
produced 40% faster

Quality improvements: 95% 
of outputs accepted without 
rework

Incremental customer 
experience impacts: Click-
through rates up 20%

Marketing KPIs



© 2026 Adobe. All Rights Reserved. Adobe Confidential.

Aligned, 
constructive, 
coherent AI 
adoption plan
Less friction, more function

IMPERATIVE 1

Create repeatable scorecards 

Set thresholds upfront

Fund and prioritize against shared proof1

2

3
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Make ownership explicit with a lifecycle RACI
Accountability doesn't blur at scale. It was never designed for it.

IMPERATIVE 2

AI lifecycle phase Responsible Accountable Consulted Informed

Discovery or 
assess (intent)

Business team

 Risk 
Business owner (use-case 
sponsor)

Technology lead (CIO or CTO) 

Marketing and commercial

Data and platform teams

Finance

Implementation or 
pilot (proof)

Technology delivery team

Marketing and commercial

Data and analytics

Risk 

Business owner Finance Executive sponsors

Adoption or scale 
decision 

(readiness)

Technology operations

Marketing and commercial

Risk

Technology and business

HR

Learning and development

Finance

Extended leadership

Operate and 
monitor (trust)

Technology operations

Risk 

Marketing and experience 
owners

Data and analytics

Business owner Finance Head of engineering
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right 
decision-makers

Establish an operational rhythm with 
standard artefacts and escalation cues

IMPERATIVE 3
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How technology, marketing, and risk
 run as one system

Phase Who meets Evidence that 
matters

Imperative 
anchor If met If not met

Assess Leadership group with risk 
partners

Readiness signals

Business case

Brand guardrails

Safe-to-learn criteria

Co-sponsor from day one

Engage risk at design
Move to pilot

Identify gaps

Assign owners

Set timeline to reassess

Pilot Leadership group with 
periodic risk review

Performance gains

Brand integrity

Early safety checks

Provenance active

Make ownership explicit 
Define evidence gates up 
front

Move to adopt
Extend pilot with specific 
remediation targets

Exit if fundamentals fail

Adopt Leadership group with 
executive review

Sustained outcomes

Training readiness

Governance integration

Translate outcomes across 
functions through a shared 
KPI bridge

Approve for production
Return to pilot phase

Proceed with documented risk 
acceptance

Monitor Leadership group with 
quarterly review

Stability

Transparency

Emerging risks

Sustain momentum 
through cadence and 
standard artifacts

Scale to new use cases
Surface issues through the 
regular governance rhythm

Pause expansion
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Start with 
the phase

Apply the 
KPI bridge

Check 
ownership 
against the 
RACI

Run the 
governance 
rhythm

Let the 
escalation 
cues do 
their job
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None of this requires an organization to start from scratch. 
But it does require leadership to make two deliberate moves



Stop managing tools. 
Start managing scale. 
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The AI shift: New era of brand engagement

21

Brand 
discoverability 

Can AI find your 
content?

Brand 
trust 

Will AI confidently 
recommend you?

Brand 
authority 

Does AI see
your brand as 

a leader?

Brand 
clarity 

Does AI understand 
your brand?



Every brand needs
a strategy around 
dual optimization
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Adobe Brand
Visibility in action
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Sense

Learn

Reach

Generate

Adobe Brand Visibility 
The only platform that closes the full loop: 
from the deepest competitive and visibility 
intelligence in the market, through 
automated optimization and experience 
creation, to verified business outcomes.
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Fireside chat:
From AI ambition to
AI impact
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CX AI Maturity Index
Is your brand ready to scale customer 
experience orchestration with AI?

Take this three-minute assessment to evaluate your 
organization’s current AI readiness and maturity.

 Get an executive-level maturity score.

 Receive a clear analysis of your result.

 Take the actionable next steps to advance your 
AI strategy.

Turn insight into action—navigate your AI journey 
with confidence.
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Resources

27

The adoption gap 
at a glance

Brand visibility is the new 
competitive advantage  

Customer Experience AI 
Maturity Index

Watch now: CMO and 
CTO perspectives

Decisions that determine 
whether AI scales value or risk

Join the next Adobe 
on AI webinar

Adobe Experience 
Manager Sites

https://business.adobe.com/resources/sdk/crossing-the-ai-adoption-gap.html#the-adoption-gap-at-a-glance
https://business.adobe.com/resources/sdk/crossing-the-ai-adoption-gap.html#the-adoption-gap-at-a-glance
https://business.adobe.com/resources/sdk/crossing-the-ai-adoption-gap.html#the-adoption-gap-at-a-glance
https://business.adobe.com/blog/brand-visibility-is-the-new-competitive-advantage
https://business.adobe.com/blog/brand-visibility-is-the-new-competitive-advantage
https://nam04.safelinks.protection.outlook.com/?url=https%3A%2F%2Fadobe.ly%2Fcx-ai-maturity-index&data=05%7C02%7Csto15515%40adobe.com%7Cab8fb9ecddd44fe0ddc408dec8cfb43c%7Cfa7b1b5a7b34438794aed2c178decee1%7C0%7C0%7C639168991758943062%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=graDFbpdoKutgPEVFDX96ncZtgiMBn63rGrKvcwtm%2FY%3D&reserved=0
https://nam04.safelinks.protection.outlook.com/?url=https%3A%2F%2Fadobe.ly%2Fcx-ai-maturity-index&data=05%7C02%7Csto15515%40adobe.com%7Cab8fb9ecddd44fe0ddc408dec8cfb43c%7Cfa7b1b5a7b34438794aed2c178decee1%7C0%7C0%7C639168991758943062%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=graDFbpdoKutgPEVFDX96ncZtgiMBn63rGrKvcwtm%2FY%3D&reserved=0
https://business.adobe.com/summit/2026/sessions/cmo-and-cto-perspectives-transforming-customer-exp-gs2-5.html
https://business.adobe.com/summit/2026/sessions/cmo-and-cto-perspectives-transforming-customer-exp-gs2-5.html
https://business.adobe.com/blog/decisions-that-determine-whether-ai-scales-value-or-risk
https://business.adobe.com/blog/decisions-that-determine-whether-ai-scales-value-or-risk
https://engage.adobe.com/26AdobeOnAIWbrSrs-register.html
https://engage.adobe.com/26AdobeOnAIWbrSrs-register.html
https://business.adobe.com/products/experience-manager/sites.html
https://business.adobe.com/products/experience-manager/sites.html
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