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Opening

At re:Invent 2025's Executive
Summit, the AWS Executive
Visioning team facilitated
immersive workshops with
executives from diverse sectors
exploring how organizational
culture determines technology’s
impact on Al innovation

and adoption success.

Through collaborative sessions, participants
explored four critical organizational challenges:

1. Smart Self Governance: building Al
governance without stifling innovation

2. Change-Ready Culture: creating cultures
that embrace rather than fear change

3. Innovation Engine: developing systematic
approaches to innovation instead
of random experimentation

4. Customer-First Mindset: ensuring Al
decisions truly serve customer needs
rather than internal convenience

w
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Executives left with concrete actions developed
through peer discussions and valuable new
executive connections. The experience reinforced
that successful Al adoption requires addressing
culture alongside technology implementation
and measuring success through business
outcomes rather than tool adoption metrics.

The session format enabled executives to move
beyond theoretical discussions into practical
strategy development. Working in cross-industry
groups, participants shared real-world challenges,
identified key signals to monitor emerging trends
and market shifts, and co-created actionable
approaches through structured breakout sessions
that transformed individual insights into collective
wisdom. Below are the key themes that emerged
from these discussions.

SIGNAL: SMALL, EARLY SIGNS

- of CHANGE FOUND at the eDGES
of CULTURE, TECH, & BUSINESS
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Smart Self-Governance

The discussion of Smart Self-Governance
centered around building Al systems with
automatic self-management capabilities
while maintaining compliance and trust.

Participants explored how governance enables rather than

constrains innovation through proper guardrails and circuit breakers.
The conversation highlighted the critical importance of data foundation
as a prerequisite for effective Al governance, emphasizing the journey
from chaos to control to process. Key themes included the need

for observability and monitoring of Al systems, the balance between
automation and human oversight, and the recognition that governance
philosophy must shift from control to enablement. The groups emphasized
that while perfect governance is impossible, organizations must strive
to make governance both robust and enabling, turning it from

a perceived barrier into a competitive advantage.

Resources

BLOG PODCAST BOOK

The Delicate Art of
Bureaucracy: Digital
Transformation with
the Monkey, the Razor,
and the Sumo Wrestler

Al Transformation
and Governance
Leadership: A Chief Al
Officer’'s Perspective

Data Governance
in the Age of
Generative Al

Explore more — Explore more — Explore more —»
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Key Actions

Create Data Foundation

Establish stable data infrastructure
that combines structured
and unstructured data effectively

Build control points for data movement
and identify which use cases matter most

Develop checkpoints and governance processes
that enable rather than constrain innovation

Establish Governance Philosophy

Define organizational tenets that guide Al governance
decisions and build trust with leadership

Implement Minimal Viable Governance (MVG) approach
to shift organizational mindset from data control
to data enablement

Focus on unchanging organizational values and essential
business requirements (durable truths) rather
than starting with cost considerations

Build Technical Safeguards

Deploy observability and monitoring capabilities
to track Al drift and unusual patterns

Implement circuit breakers and Al guardrails
directly into models themselves

Use reasoning models to verify Al behavior
and maintain human-in-the-loop
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https://aws.amazon.com/blogs/enterprise-strategy/data-governance-in-the-age-of-generative-ai/
https://aws.amazon.com/executive-insights/podcast/leading-enterprise-ai-governance-and-transformation-with-ron-keesing/
https://www.amazon.com/Delicate-Art-Bureaucracy-Transformation-Wrestler/dp/1950508153

The discussion of Change-Ready Culture
emphasized that culture, not technology,
drives Al innovation and meaningful adoption.

Participants explored how organizations must embrace change

and continuous transformation as the norm, creating psychological

safety for experimentation and calculated failures. The conversation
stressed the importance of top-down leadership alignment combined
with bottom-up employee engagement, ensuring that Al augments rather
than replaces human workers. Key themes included the need for learning
frameworks that shift from static skills to dynamic capabilities, the critical
role of change champions and reverse mentoring, and the recognition
that transformation must be celebrated rather than feared. The group
acknowledged that successful change-ready cultures view disruption

as opportunity and create environments where innovation thrives.

\/

BOOK BLOG DON'T SEEK @.
The Octopus From Possibility to PERFECTION
Organization: Practice: Reinventing
A Guide to Thriving in the Enterprise Lo THINE BIG
a World of Continuous from the Inside START SWLL
Transformation Lo

SCALE

Explore more — Explore more — “O=FA sT!
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Create innovation hubs and safe spaces
for testing with clear guardrails
and limited blast radius

Establish experimentation boards to evaluate
projects and make kill-or-grow decisions

Implement “two-way door” decision frameworks
that enable faster iteration and learning

Launch reverse mentoring programs that facilitate
bi-directional learning between levels of seniority

Create train-the-trainer models and job rotation
opportunities to build informal networks

Shift focus from technical skills acquisition
to building capabilities for handling ambiguity

Identify and reward change champions who lead
by example in embracing new technologies

Create reward structures that celebrate experimentation,
learning from failures, and innovation

Establish small wins programs that build trust
and create positive flywheels for change adoption

IT ALL STARTS
“/ CULTURE


https://www.amazon.com/Octopus-Organization-Thriving-Continuous-Transformation/dp/B0DRZGTH31
https://aws.amazon.com/blogs/enterprise-strategy/from-possibility-to-practice-reinventing-the-enterprise-from-the-inside/

The discussion of Innovation Engine focused
on developing systematic approaches to test
ideas quickly and scale successful innovations.

Participants explored how innovation must become a core
organizational capability rather than a one-off activity, requiring
clear north star vision and structured experimentation processes.
The conversation highlighted the importance of breaking down
organizational silos to enable cross-functional collaboration and
knowledge sharing. Key themes included the need for dedicated
time and resources for experimentation, learning, and horizon
thinking; the balance between delivering immediate ROI

and investing in long-term innovation; and the recognition

that Al enables teams to move faster while still requiring human
critical thinking and oversight. The group emphasized that
successful innovation engines require both top-down strategic
alignment and bottom-up empowerment.

BLOG BLOG PODCAST
Break Through How Can You Disrupt or Be
Barriers: Accelerate Build a Culture of Disrupted: Cultivating

Innovation in Experimentation? Resilience Through
Traditional Innovation
Organizations

Explore more — Explore more — Explore more —»
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SISV
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Define clear north star vision that aligns
all levels of the organization toward
common innovation goals

Build consistent planning framework that
everyone can operate within cohesively

Create tenets and principles that guide innovation
efforts and decision-making processes

Establish experimentation boards
with clear benchmarks for evaluating
and scaling successful projects

Create cross-functional teams with freedom
to experiment within governance guardrails

Develop mechanisms for sharing learnings
and best practices across the entire organization

Implement “think big, start small, scale fast”
methodology with structured learning campaigns

Create dedicated time for experimentation
and horizon thinking separate from
operational demands

Build safe environments where failure

is treated as learning opportunity FINpa | ST e
rather than career risk <> NORTH | evswess
R CUSTOMER
' STAR [vauwe


https://aws.amazon.com/blogs/enterprise-strategy/break-through-barriers-accelerate-innovation-in-traditional-organizations/
https://aws.amazon.com/blogs/enterprise-strategy/how-can-you-build-a-culture-of-experimentation/
https://aws.amazon.com/executive-insights/podcast/disrupt-or-be-disrupted-cultivating-resilience-through-innovation/

The discussion of Customer-First Mindset emphasized
embedding customer impact as the primary filter
for all Al decisions and technology implementations.

Participants explored how organizations must work backwards from

customer needs rather than starting with technology solutions, ensuring

that Al serves human needs while building competitive advantage.

The conversation stressed the importance of direct customer engagement,
co-creation models, and the “empty chair” concept to keep customer
perspective central to all decisions. The “empty chair” concept is an Amazon
practice that involves reserving an empty chair in meetings to represent

the customer voice, ensuring that every decision considers customer impact
before moving forward. Key themes included the need for customer advisory
boards and forward-looking insights; the balance between meeting customers
where they are today while providing vision for the future; and the recognition
that Al opens new ways to solve customer problems but doesn’t change

the fundamental need to build quality products that create real value.

PODCAST ARTICLE

The Imperatives %7 &

Driving Invention with

the Latest in AWS of Customer Centric THINK
Generative Al Innovation in the OUTSIDE
Al Era % il
R ceT out of
Explore more — Explore more — the OFFICE
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Implement “get out of the building” practices
to observe customers in their natural environments

Establish customer advisory boards for forward-looking
insights and co-creation opportunities

Use “empty chair” concept in meetings to ensure
customer perspective drives all major decisions

Start with simple, digestible use cases that create
immediate customer value and build trust

Put Al tools in customers' hands quickly while ensuring
they prove value before scaling to production

Develop analysis capabilities for forecasting
and demonstrating measurable business
value to customers

Connect all work directly to customer value
with clear justification for technology investments

Scale customer anecdotes to identify themes
and drive internal innovation priorities

Use customer signals from external
interactions to reimagine internal
workforce productivity and processes

START W/ a
SIMPLE
USE CASE


https://aws.amazon.com/executive-insights/podcast/driving-invention-with-the-latest-in-aws-generative-ai/
https://aws.amazon.com/executive-insights/content/the-imperatives-of-customer-centric-innovation/

Close

The Executive Visioning sessions

at re:Invent 2025 brought together
global leaders to tackle the fundamental
challenge of building innovation-

ready cultures in the Al era.

Participants left equipped with concrete, actionable
frameworks: establishing governance philosophies
that enable rather than constrain innovation; fostering
experimentation infrastructure with clear guardrails;
building organizational learning capabilities that adapt
to continuous change; and deepening customer
intelligence through direct engagement.

The key insight that emerged across all sessions: successful
Al transformation requires addressing organizational
culture alongside technology, with human ingenuity

and customer obsession remaining at the center of all
innovation efforts. Organizations that master this balance—
building trust in Al systems while maintaining unwavering
focus on customer value—will be best positioned to turn

Al capabilities into lasting competitive advantage.

To continue this conversation and explore strategies
for building innovation-ready cultures within

your organization, we invite you to connect

with your AWS account manager.
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Session Three: Wednesday
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Session Four: Wednesday
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