
What a Chief AI Officer
Actually Does

Turning fragmented AI activity into enterprise capability 
and measurable value

Ed Keisling  |  SVP, Chief AI Officer, Progress Software  |  30 minutes
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W H O  I S  T A L K I N G

About me...
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Scan to connect

About Progress

Progress Software products provide the context and control organizations need to reliably 
extract value from AI—context drawn from an organization's data, content, workflows and 
business rules, and control over the security, governance and cost of their AI initiatives.

My Career

Pegasystems, Vecna Technologies, AthenaHealth, Progress Software

My approach

Servant leadership, decentralized decision making, collective ownership of results.

.
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Investing and Innovating in AI

Enable organizations to 

develop, deploy and 

manage responsible

 AI-powered applications 

and digital experiences 

Accelerate our business 

operations through AI 

AI-power our products to 

better serve customers and 

drive revenue

https://www.progress.com/
https://www.progress.com/


THE JOB

Five Focus Areas

Strategy

Market narrative, 
product roadmap, 
executive priorities

Enablement

Training, champions, 
communities, hands-

on adoption

Governance

AI Council, policy, 
risk, intake, approvals

Platform

Reusable patterns, 
shared components, 

discovery

Economics

Tokens, model 
routing, budgets, 
chargeback, ROI
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H O W  T H E  F U N C T I O N  I S  O R G A N I Z E D

Hub and Spoke
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Mission
Establish Progress as an AI-native product and engineering organization, and a thought 
leader at the forefront of AI-enabled product delivery.

Lean central hub — 7 people

• Product and AI product strategy

• AI strategy and advocacy (product + 
engineering)

• AI engineering, program and delivery

• AI intel and automation

Distributed AI Champions network

• Drives adoption inside the BUs

• Localizes guidance and best practice

• Builds social proof and follow-through

• Vanguard runs the frontier experiments



Strategy

Market narrative, product roadmap, executive 
priorities



Market Dynamics have Shifted
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The frontier labs are pushing toward 
autonomous engineering

An idea can become a working app in minutes

Software can now be built by describing the 
outcome

Teams can move from idea to product in days

One signal I watch: new Stack Overflow questions per month



W H A T  C O M E S  N E X T

Move from AI programs to an AI-native operating model
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AGENT FLEETS

Move from pair programming toward governed 
autonomous workflows.

AI AS A SERVICE

Codify shared components and patterns for product 
teams.

VALUE TARGETS

Set baseline-to-target metrics for capabilities and 
engineering throughput.

M&A ACCELERATOR

Use the playbook to assess and onboard acquisitions 
without scaling cost linearly.

The next constraint is not access to better models. It is our ability to redesign work and 
institutionalize what works.



Progress CONFIDENTIAL

The metrics are maturing
Progress started with access and activity, then moved toward behavior, impact and economics

STARTED WITH

Access & activity

• Licenses and requests

• Training participation

• Satisfaction surveys

• Initial utilization

THEN ADDED

Adoption & 
maturity
• Active and repeat use

• Crawl / Walk / Run

• Team maturity progression

• Surface and workflow usage

MOVING TOWARD

Impact & 
economics & ROI
• Quality and task success

• Cycle time and throughput

• Cost per output

• Revenue, retention, capacity

Key shift: from “Is AI being used?” to “Is AI changing the economics or performance of the 
workflow?” 9



Enablement

Training, champions, communities, hands-on 
adoption



Satisfaction Metrics

July 2025 September 2025



AI Utilization within Engineering

• Measured by number of requests to the models



GitHub Copilot Maturity Phases
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Engineering AI maturity model (Crawl / Walk / Run)

Advanced AI Usage

Agents & Automation

Code Generation

Testing & QA

Tooling Adoption

AI Code Reviews

CoE & Support

Metrics & Improve

Prompt Eng & Sharing

Training & Awareness

ADP DX INFRA

Overall maturity

ADP 1.8 Crawl

DX 1.9 Crawl

INFRA 2.2 Walk

Progress 2.0 Crawl

How we use it

• Checkpoints enablement impact over 
time

• Highlights where to invest vs. amplify

• Now calibrated with Copilot usage data

Progress  ·  Chief AI Officer  ·  External Briefing 5



Governance

AI Council, policy, risk, intake, approvals
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CAIO team with Other teams

ÇÇ
CAIO

Product AI Strategy and 

Enablement

AI Council
Oversight, Risk and Governance

IT AI Ops
Enterprise Tools 

& Automation

AI CoE - G&A
G&A AI Automation

https://www.progress.com/


W H Y  A  N E W  F U N C T I O N

The CAIO connects accountabilities that otherwise remain separate
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CAIO
Own the 

enterprise
AI operating 

system

Strategy  ·  enablement
governance  ·  platform

economics

coordinates

Business units Domain fit, priorities 
and outcomes

Security Independent 
enterprise guardrails

Legal Policy, contracts and 
risk

Finance Budgets and unit 
economics

IT Tools, provisioning and 
telemetry

B U S I N E S S - U N I T  E X E C U T I O N

Product Engineering

S E C U R I T Y  I S  A  D I R E C T  S P O K E

Guardrails and enterprise risk decisions stay 
consistent across business units.

The CAIO coordinates the system. 
Business units own delivery. Control 

functions retain their accountabilities.





Platform

Reusable patterns, shared components, discovery
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CONFIDENTIAL

The Reuse Imperative

68% fall into shared AI focus areas:

• Building Agents: 83% 

• RAG Embeddings & Pipelines: 25%

• Publishing APIs via MCP: 18%

• LLM & Agent Observability: 13%

Top 3 AI Focus Areas in our Backlog

Building Agents

RAG Pipelines

MCP Publishing

We analyzed 569 AI roadmap items across all BUs. Here are the results.

https://www.progress.com/
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• How much value and 

monetization the AI 

feature creates

• Attach Rate or 

Conversion Lift

Business Impact & 

Value

User Experience & 

Engagement
Operational & Trust

Model Performance & 

Quality

• Whether users 

discover, adopt, and 

get to first value

• AI Activation Rate

• Time to First Value or 

Task Completion Rate

• Whether the feature is 

scalable, cost-

effective, and reliable

• Cost per AI Task / 

Inference

• End-to-End Latency 

or Availability

• Whether outputs are 

good enough, safe 

enough, and improving

• Task Success Rate

• Critical Error Rate, 

Grounded-ness, or 

Format Adherence

4 measurement dimensions + MVS
M E T R I C S  I N  P R A C T I C E   ·   E X A M P L E  3

https://www.progress.com/


Economics

Tokens, model routing, budgets, chargeback, ROI



T H E  S C O R E C A R D

Four lenses prevent one-dimensional decisions
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ADOPTION

Activation
Repeat use
Workflow penetration

IMPACT

Cycle time
Throughput / capacity
Quality or risk

ECONOMICS

Spend attribution
Cost per output
Incremental cost vs. value

SCALE

Reuse
Duplication avoided
Time to subsequent value



Q U E S T I O N  1   ·   E N T E R P R I S E  R O I
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ROI on a spectrum

⚫ Marketing 
automations

⚫ Support 
deflections

⚫ Pull Requests 
automatically 
generated by AI

⚫ Time saved on a 
task

⚫ Meeting 
summaries

⚫ Faster delivery
⚫ More agents
⚫ More PR’s

⚫ Production 
adoption/stickine
ss

⚫ Expense 
Reduction

⚫ Top line growth



GitHub copilot Cost Visibility and Governance
• Established policy and governance for Copilot 

budgets post pricing change

• Training and Enablement for ICs and Managers 

on how to optimize model usage

• Given ICs dashboard to get near-real time 

visibility into their usage with drilldowns & 

Managers to review their team’s usage

• Worked with IT and BU Prod/Engg leaders to 

setup AI Credit limits and limit extension 

process
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PRs created/merged example

https://www.progress.com/
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What we’ve learned to 
date



Progress CONFIDENTIAL

What we have learned

1
Not everyone needs to be a citizen 
developer

Building the wrong thing faster creates a drag on the good innovation that 
is occurring within the org.  Identify the builders and have everyone else 
“consume”

2
You need to recapture/reallocate savings 
from automations

You need to be intentional about reallocating team members after 
workflows are accelerated, otherwise they will just pull in the next batch 
of work that may not be critical to the business.

3 More AI usage is not better Zero or near zero adoption is a red flag, virtually everything else needs an 
understanding of the project, person and problems they need to solve.  
High usage can also be a sign of inefficient usage.

5 Build Governance in
To use AI well, safely, and securely is  complex.  Simplify this by building 
the guardrails in so people do the right thing and use the tools in a way 
that make sense.

The enterprise question is whether value and learning are growing faster than AI cost, complexity and risk.

2
9

4
We need to be intentional about 
connecting value streams together with AI

Optimizing in silos creates bottlenecks in other departments.  Focus 
instead on “How can we reduce the cycle time for customers to renew”



Y O U  A S K E D  F O R  R E S O U R C E S

A short list of resources I have found useful

Leading AI Starts With Trust  ·  Ed Keisling 18

R E A D

Practical ideas for building organizations 

that can adapt faster

A useful framework for explaining why 

the change matters

A simple reminder that people 

experience change differently

L I S T E N

Artificial Intelligence Podcast

Long-form interviews with many of the people building 

the models

Networking

Often the most practical source of what is actually 

happening

T R A C K

MIT AI Risk Initiative

airisk.mit.edu

Frontier lab threat and safety 
reports

Useful input when reviewing risk and policy



T H E  J O B  I N  O N E  S E N T E N C E

Make AI compound.

Across products.
Across teams.
Across acquisitions.
Across time.

Value and learning must grow faster than cost, 
complexity and risk.

Progress  |  Chief AI Officer 16
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