
Enterprise GenAI 
Management  
(EGAIM)
How to extract maximum business value from GenAI



Global macroeconomic changes and digital disruption 
are generating significant challenges for CEOs when 
defining business strategies . 

Increasing market uncertainty, shorter trend cycles and 
the rapid spread of innovation are forcing companies 
to define and implement more adaptive, dynamic and 
flexible strategies in shorter timeframes .

GenAI is at the forefront of transformative 
technologies, reshaping how companies 
operate, compete and innovate . Yet, while 83% of 
organizations report having a generative AI (GenAI) 
strategy in place, 51% have yet to align it with their 
business plans.* 

It is essential to avoid a siloed approach to GenAI. 
Instead, GenAI it must be treated as a core element 
of the organization’s overall business strategy. Any 
misalignment could negatively impact ROI and 
business outcomes.

Adopting GenAI as an organizational enabler is 
a process that takes time. It starts with defining a 
baseline, determining the desired aspirational state 
and establishing a plan to maximize value .

The approach an enterprise takes to become  
an insight-driven organization — and the time it  
takes to get there — will vary depending on their 
business, organizational, operational and  
technological readiness.

Crafting a winning GenAI strategy

*Source: NTT DATA Global GenAI Report 

64%
of the C-suite expect significant transformation in their  
industry during 2025, with major investments in GenAI, 
while 34% anticipate moderate changes with more  
selective adoption.

strongly feel GenAI is an opportunity to differentiate 
and improve both their efficiency and profitability.

of respondents said they have a well-defined GenAI 
strategy in place,  but 51% have not yet aligned that 
strategy with their business plans.

83%

Nearly  
half
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NTT DATA supports organizations in becoming  
GenAI-driven through enterprise-wide initiatives which 
capture all the potential value that could be extracted 
from GenAI.

Our Enterprise GenAI Management (EGAIM) Program 
focuses on defining a GenAI strategy that’s embedded 
in the organization’s business strategy, enabling 
enterprises to realize the best return on investment 
and enhance their market competitiveness.

NTT DATA’s approach to enterprise 
GenAI management

      Maintain quality

       Value creation

      Technical adoption

      How to win

      Where to play

      Winning aspiration

Enterprise GenAI management (EGAIM)

Business and GenAI strategy

GenAI strategy execution
(organization by domains)

Operating 
model

Governance, risk 
and compliance

AI culture 
and talent
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NTT DATA’s Enterprise GenAI Management Program

Savex

Current value
Preserve currently value 
offered

Time to market
Reduce the time taken 
to deliver value

Defense

Attack
Unrealized value
Additional and potential value 
that could be provided

Ability to innovate
Ability to enhance the value 
proposition provided

Opex

Capex

Organizations must define a GenAI strategy that aligns 
with their overall strategic direction. Considering 
the financial implications of adopting GenAI and the 
impact this will have on cash flow impact is essential to 
ensuring the organization is moving forward effectively.

The savings for expansion (SAFE) loop is a useful 
framework for aligning the organization’s GenAI 
adoption with their overall transformation strategy  
and goals. 

Savings: Identify and realize cost savings through  
GenAI technologies, for example, by automating 
repetitive tasks, optimizing processes and reducing 
operational inefficiencies.

Alignment: Align GenAI initiatives with the 
organization’s strategic goals to maximize the impact  
of GenAI on overall performance.

Financial viability: Evaluate the financial implications 
of GenAI adoption. This includes assessing the initial 
investment, ongoing costs, and the expected ROI.

Expansion: Use the savings generated from GenAI 
initiatives to fund further expansion and innovation, 
for example, by reinvesting in other GenAI projects, 
expanding into new markets, or developing new 
products and services.
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GenAI strategy execution is more successful when 
focused on domains that encompass transforming 
entire significant pieces of the business. 

While a centralized governance model focuses on 
the deployment and adoption of a new technology 
throughout the organization, a domain model is 
focused on finding the most appropriate technology 
solution for each business challenge.

The purpose of domains is to federate strategy 
execution and the transformation of the company, 
guided by GenAI. They aim to increase the 
empowerment and accountability of domain teams 
while preparing the entire organization to incorporate 
and extract value from any new technology that enters 
the market. Domains also ensure a stable organization 
by being designed to continuously integrate 
technology, recognizing that market innovation is  
an ongoing process.

GenAI strategy execution

By domainDistributedCentralized

GenAI strategy execution approaches

Benefits

Drawbacks

• Potential bottlenecks in  
decision-making

• Slower response to specific 
business unit needs

• Risk of misalignment with 
individual business unit priorities

• Consistent standards and 
methodologies

• Resources and technologies are 
easier to manage

• Centralized expertise and 
knowledge base

• Lack of central guidelines  
and standards

• Potential for redundant efforts  
and resources

• Inconsistent quality;  
integration challenges

• Faster response to specific 
business unit needs

• Greater flexibility and autonomy 
for each business unit

• Closer alignment with individual 
business goals

• Potential complexity  
in coordination

• Possible conflicts between 
centralized and localized priorities

• Need for robust communication 
and management processes

• Balances control with  
tailored flexibility

• Efficient resource allocation  
based on strategic priorities

• Consistent standards with  
localized implementation
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Key recommendations for ensuring the chosen 
domains drive meaningful transformation, align with 
business goals and provide a strong return  
on investment:

1. Choose domains with impact:  
The selected domains should be large enough to have 
a noticeable impact on the organization and its  
overall strategy.

2. Define the right number of domains:  
Aim for 10 to 15 domains per business unit to strike the 
right balance between focus and coverage.

3. Prioritize initial transformation efforts:  
Choose 2 to 5 domains as a starting point so you can 
focus transformation efforts effectively and drive  
early results.

4. Align with financial goals:  
The digital roadmap for these domains should aim to 
deliver a tangible financial impact, targeting at least  
a 20% increase in EBITDA.

5. Measure your ROI:  
Investments in these domains should generate 
significant returns, with a payback of at least 5 times 
the initial investment. 

GenAI strategy execution
The goal of domain-based strategy execution is to build a competitive advantage by continuously deploying technology like GenAI at a scale.  
Once all domains are defined, they have to be prioritized according to value-add and implementation feasibility. 

What is a domain?

Workflow or process
High-value business 
processes like asset 
management or 
procure-to-pay

Customer journey
Intensive interaction 
processes like 
customer onboarding 
or buying a  
product online

Function or area
Business functions 
such as sales, finance 
and supply chain
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Key recommendations for building a dynamic 
organization:

• Establish a governance and operating model that 
effectively bridges the gap between two key areas: 
business as usual (BAU) and transformation efforts.

• Ensure the CTO plays a pivotal role by focusing on 
the organization and process management within 
the dynamic-organization framework.

• Regularly review and adapt structures and roles, 
employing Lean people-management principles to 
ensure agility and adaptability.

• Integrate this new method of working into the 
organization’s strategic planning processes, 
ensuring alignment with the organization’s long-
term goals and strategy.

Operating model
GenAI transformation by domains involves innovating and transforming the 
business while simultaneously managing day-to-day operations. This requires 
creating a dynamic organization. 

Dynamic organization: structure

9

CEO

Operating model

Talent

CTOCOO

Technology

Data/analytics

Client

Domains

Governance 
and operating 

models

BAU operations and business execution 
with functional approach

Decentralized: continuous innovation 
driven through domains
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GenAI adoption must address various  
ESG-related concerns.  
From an environmental perspective, this includes 
ensuring the sustainable development and use of 
GenAI while maintaining physical safety. 

Socially, it involves protecting personal data and 
designing systems that consider ethical matters such 
as promoting fairness and inclusiveness, ensuring 
social wellbeing and delivering ethical outcomes. 

In terms of governance, the focus should be on 
safeguarding data rights, privacy and security, ensuring 
compliance with all applicable laws and regulations and 
providing results that are understandable  
and explainable. 

Together, these measures help build responsible and 
sustainable AI systems aligned with ESG principles.

Governance, risk and compliance
To properly adopt GenAI solutions, it is essential to implement agile governance to ensure compliance with environmental, social and governance (ESG) policies and standards. 

Strategy

GenAI Strategic Alignment
Align GenAI initiatives with strategic objectives, 

creating synergies between business lines 
and setting ongoing planning mechanisms 

and coordination processes

GenAI
Foundations

Unified
Portfolio 

Management

GenAI
Use Cases 
Roadmap

Organisation Operations

GenAI Organizational Model

Establish an organizational structure and 
methodology to allocate roles and responsibilities 

across the GenAI lifecycle, including key 
stakeholders and associated reporting

Collaboration
Model

Roles &
Responsibilities

MLOps
Align the methodologies with the technical stack 

and develop Manuals and Technical documentation

GenAI Model
Lifecycle

GenAI Model
Governance Tools

GenAI Talent & Culture
Enhance internal analytical capabilities through 

tailored training and talent management to foster 
an GenAI-driven culture across departments

GenAI Literacy & 
Training

GenAI Culture & 
Change Mgmt.

Responsible GenAI & Compliance

Compliance
Assessment

Risk
Management

GenAI Ethics
Guidelines

GenAI
Office

Model
Registry

Monitoring & 
Human 

Oversight

Policies & 
Procedures

Methodology
Define methodologies and tools for standardized 

and automated AI model development and 
industrialization, including monitoring processes 

and KPIs for continuous evaluation

GenAI strategic governance framework
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To thrive in the AI era, companies must 
evolve their operating models using a “savex” 
approach. This requires embracing a dual 
role: fostering the growth of new AI-based 
capabilities while leading transformational 
efforts to stay one step ahead in innovation.

Key recommendations for success:

• Boost talent development by minimizing 
the learning curve for junior employees 
through specialized training programs, 
ensuring they quickly adapt to  
AI-driven workflows.

• Reshape expert roles by empowering 
expert talent to operate autonomously in 
complex scenarios while maximizing the 
value they deliver with minimal effort.

• Reimagine functions and models — 
explore outside-the-box approaches to 
create new functions and business models 
that leverage AI’s potential.

• Look beyond AI to focus on building 
strong human relationships and leveraging 
uniquely human skills where AI  
cannot compete.

• Minimize low-value, time-consuming  
tasks to free up resources for  
higher-impact activities.

GenAI culture and talent
There is no GenAI transformation without people. 
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AI culture and talent

Culture and talent 
framework for AI

AI adoption and change management

Talent and future workforce
Analyze the impact of AI on the talent 
model, and design the workforce of the 
future in line with the new 
organizational needs.

Culture

Training and
enablement

Experimentation

Change management

Employee value 
proposition (EVP)

Talent acquisition

Upskilling 
and reskilling

Workforce planning

Redesign the employee value proposition based on the opportunities of AI to 
offer an attractive professional and personal experience to employees.

Provide information about the impact and benefits of AI to raise awareness 
about the technology and create a culture of ongoing learning.

Offer basic training on the main AI tools available within the organization, 
helping employees identify use cases with a real impact.

Train and accompany employees when developing basic use cases with 
the AI tools at their disposal. 

Address the change management process necessary to handle the impact of 
implementing AI in the organization.

Transform the attraction and selection processes by taking advantage of 
new AI tools.

Identify the skills and competencies required for different employee profiles 
and groups to inform upskilling and reskilling efforts.

Understand and anticipate the talent needs of the future, identify the new 
professional profiles required and make the necessary changes to your 
workforce planning.

Assist with the adoption of new 
technologies and tools and with managing 
changes resulting from the impact of AI 
on organizational and operating models.
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GenAI technology and data-ecosystem Integration
When implementing GenAI, it is essential to adopt an approach that aligns with the organization’s objectives. To make use cases 
viable, organizations can leverage a “go-wide” or “go-deep” approach, or both, depending on their strategic goals and which 
approach would add the most value. 

Go wide 
 
GenAI is available to all employees, allowing it to be used large 
scale and offering exponential gains as long as it is  
used properly.  
This approach integrates certain AI capabilities into the tools and 
applications used in routine work. A good example is Microsoft 
Copilot for Outlook, Teams and other applications.

Key recommendations for success:

• Ensure all employees are trained and qualified to use  
the technology. 

• Carry out an ongoing review process, with the aim of encouraging 
the use of AI in everyone’s daily activities.

Go deep 
 
GenAI is used to delve into specific problems that require  
more knowledge.  
This approach is related to projects and solutions focused on specific 
problems that require greater technical knowledge, technological 
involvement and partnerships than others.

Key recommendations for success:

• Encourage business areas to use GenAl and show how this new 
technology can improve their business. 

• Conduct workshops with these areas to identify and prioritize use 
cases, and prioritize and initiate proofs of concept (PoCs)  
and projects. 

• Continue with these efforts by developing internal capabilities in 
these business areas as well as in GenAI implementation areas.
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ROI and business impact
It is essential to establish a prioritization cycle for new initiatives within each domain. We recommend implementing  
a lean portfolio management (LPM) approach that outlines how senior leadership can apply lean principles to 
effectively connect strategy with execution. This involves analyzing return on investment (ROI) and leveraging the 
Weighted Shortest Job First (WSJF) framework to prioritize initiatives and maximize  
value delivery.

Adjustment

Managing 
strategy Prefilter Portfolio balance Prioritization and 

budget allocation Monitoring and control Optimization

GenAI governance portfolio

Strategic 
committees

End-to-end execution

Iteration 1 Iteration 2 Iteration 3 Iteration 4

PlanningGenAI office

$ 
$ 

$ 

$ 

Capabilities

Budget 

Strategy 

Other 

Demand 
management Budgeting and global prioritization of GenAI cases Execution by domain

Clients

external 
or internal

Business

Countries

Backlog 

Planning Planning

Allocation
Backlog

Backlog 

Backlog 

Backlog 
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ROI and business impact
The GenAI economy begins even before organizations start thinking about how to implement the technology.  
Each company’s journey toward adoption requires a different financial approach, depending on their stage of maturity  
in leveraging GenAI. 

Company 
situation

Economic 
requirements

Main points 
to consider

GenAI transformationGenAI adoption valuation GenAI operation

• Company values the use 
of GenAI

• Company is working 
with GenAI

• Company is already 
operating with GenAI

• Assess the 
financial impact 

• Design the economic 
structure and control of the 
new GenAI model

• Optimize the total GenAI 
cost model

• Sunk costs
• Business volatility
• Service locations
• Industry, regulatory and other 

standards and requirements
• Growing business needs
• Customization needs

• Fixed vs variable cost structure
• Negotiation with providers
• Global cost vision
• Allocation to product and business 

areas

• Transaction and cost 
monitoring

• Involvement of business 
areas in cost optimization
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Auditing GenAI models is essential to ensure their reliability, fairness, transparency, and compliance with risk  
and ethical standards. Effective governance and role allocation are critical for managing these risks and  
maintaining accountability. 

GenAI solutions audit

Legal and ethical compliance

Technology and technical capability

Bias and discrimination

Transparency and interpretability

Privacy and data protection

GenAI main fields to audit
The following three-layered approach is recommended to  
ensure compliance:

First line of defense: model owners and usersModel owners and  
users are responsible for identifying use cases and working together  
to acquire, develop, operate and maintain GenAI models. They are  
the primary, hands-on contributors to model implementation  
and management.

Second line of defense: central governance groupThis group provides 
oversight, expertise and strategic guidance to the first line. They offer 
support, resources, analytics and direction, and challenge decisions 
when necessary to ensure adherence to ethical and  
risk-management standards.

Third line of defense: auditorsAuditors are tasked with independently 
reviewing the quality and risks of the models. Their role is to ensure 
that all models meet the requirements outlined in the company’s 
ethical governance for AI models program.

Enterprise GenAI Management
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