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THE REFRAME

Everyone is asking
the wrong question.

THE QUESTION EVERYONE IS ASKING THE QUESTION NOBODY IS ASKING

"Do we have the right CMO?" "Is our marketing organization ready
for the CMO we hired?"

The search, the assessment, the onboarding. The The structure, the accountability framework, the

assumption that the right hire solves the structural governance layer. The infrastructure that determines

problem. whether any CMO succeeds.

Most CMO churn is not a talent problem. It is a structural one. The CMO arrives, inherits a marketing organization that
was never designed for the level of accountability now being placed on it, and spends the first 90 days to six months
compensating for gaps that existed before they walked in the door.

Al has accelerated this problem — not created it. The surface area of what marketing touches keeps expanding.
Execution is faster. Optionality is wider. But if the governance layer underneath — who owns what decisions, what
gets escalated, what requires consensus — has not been built to match that expanded scope, speed just creates more
sophisticated versions of the same misalignment.
"Gut might get you to the answer. It's governance that keeps it from getting walked back
in the next meeting."

— Janet Bartoli
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The Three Moments
When the Gap
Becomes Costly

Real scenarios CMOs are living right now.
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THE PRESSURE POINTS

Three moments when the structural gap
becomes visible — and costly.

The Board Meeting

The CMO is asked who owns the Al outputs her team is publishing. There are six people she could name. She names
no one. Not because she does not know — because any answer creates accountability the structure was never built
to support. The board notes it. The CMO spends the next quarter building backwards.

The CFO Audit

Marketing is asked to defend $340K in Al and martech spend. The tools are real. The outcomes are real. But nobody
can trace the decision trail — who approved what, what it was supposed to do, whether it delivered. The CFO asks for
a governance document. There is not one. Budget gets cut.

The Incident

An Al-generated campaign produces something off-brand or legally questionable. The board asks how it happened.
The honest answer is that nobody owned the approval process. The CMO takes the exposure for a decision
architecture they never built and a gap that was always there — just invisible until now.

THESE ARE NOT HYPOTHETICALS.
They are patterns — observed across marketing organizations at every stage of Al adoption.
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Why Governance
Keeps Failing

The three structural failure patterns.
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ROOT CAUSES

Governance does not fail because CMOs
lack awareness. It fails because the
structure was never formally built.

FAILURE PATTERN 1

Decision ownership assumed, never assigned.

In most organizations, Al-related decisions accumulate in an informal grey zone. Everyone has influence. Nobody has
authority. When something goes wrong, accountability diffuses across the team rather than landing on a named owner —
which means it lands on the CMO by default.

FAILURE PATTERN 2

Al adoption outpacing accountability architecture.

Tools are adopted faster than governance can follow. Teams move quickly, which is the right instinct. But without a formal
intake process, approval framework, or oversight structure, the organization ends up with accountability gaps it cannot see
until they surface as a board question or an incident.

FAILURE PATTERN 3

Measurement frameworks that have not caught up.

Attribution models, reporting structures, and financial frameworks were built for a pre-Al marketing function. When Al
influences customer journeys, budget decisions, and content output — and the measurement layer has not been updated —
the CMO cannot defend what they cannot trace.

The CMO role is moving from marketer to operator to architect. Architect is where the real leverage lives — when marketing

stops being a function that reacts to the business and starts being the structure that shapes how it decides.
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The Four Pillars
of Governance
Architecture

What the structure actually requires.
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THE FRAMEWORK

The BCG Governance Architecture

PROCESS & COLLABORATION

® Named owner for every Al output

® Escalation path when Al produces something unexpected

® Cross-functional handoff points formally defined

® Formal intake process for new Al tool requests

@ Leadership-level Al usage reviews on a cadence

TECHNOLOGY

® Full stack visibility — no shadow Al

@ Every tool owned, governed, and justified

® Vendor Al usage contractually disclosed

® Defined framework for evaluating new Al tools

® Process for identifying and removing duplicate tools

MEASUREMENT

SKILLS & TRAINING

® Role-specific Al training, not generic

® Named person responsible for Al capability development

@ Formal onboarding into governance expectations

@ Training updated as tools and capabilities evolve

@ |[nstitutional knowledge documented and preserved
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@ Board-ready reporting on Al usage and outcomes

@ Attribution updated for Al-influenced journeys

® Revenue attribution reviewed by finance

® Al experiment outcomes documented and shared

® Audit-ready within 30 days
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THE DELIVERABLES

What you walk away holding.

Three named artifacts. One complete defensibility stack.

ARTIFACT 01

The Al Accountability Register

"If an Al output damages a client relationship tomorrow, this is the document that proves you knew what was running and

who was accountable for it."
A structured governance record mapping every Al tool in the marketing org — who approved it, who owns the output, what data it
touches, and what the escalation path is if it breaks. This is not a spreadsheet. It is a defensibility artifact.

ARTIFACT 02

The Decision Rights Map

"This document ends the conversation where your name is attached to a decision you did not make."

A single visual document defining — for every major marketing decision category — who holds decision authority, who holds
accountability for the outcome, and where those two things are currently misaligned. The Blame Shield.

ARTIFACT 03

The Budget Defensibility Brief

"This shifts your next CFO conversation from ‘justify your budget' to 'here's the governance architecture behind it."

A 1-2 page executive summary translating marketing spend, Al tooling investment, and operational structure into CFO and board
language. Unit economics. Risk mitigation framing. ROI architecture by function.
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QUICK DIAGNOSTIC

Four questions. Answer

The pattern will tell you where your exposure is.

honestly.

PROCESS

When Al produces an unexpected or problematic output,
is there a defined escalation path in your organization?

Yes — documented and known by the team
Informally — depends on who notices it
No — handled case by case

This hasn't come up yet

MEASUREMENT

Have your attribution models been updated to account for
Al-influenced customer journeys?

Yes — updated and validated
Partially — some channels updated
Identified as a gap, not yet addressed

No — attribution models haven't changed
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Want the full 20-question diagnostic? Take the Governance Readiness Assessment -

bartoliconsulting.com/governance-diagnostic

TECHNOLOGY

How is shadow Al usage — tools adopted by individuals
without formal approval — detected and addressed?

Active monitoring and policy enforcement
Periodic surveys or audits
Known to exist but not formally tracked

Unknown — no visibility

ACCOUNTABILITY

Could you defend your current Al tooling strategy to a
CFO in under 10 minutes?

Yes — with documentation to support it
With some caveats
Not confidently

No
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WHAT CHANGES

When the structure exists,
three things shift immediately.

The board conversation changes.

From defending activity to demonstrating architecture. The CMO walks in with a documented governance structure
— not a deck of results that has to be translated into accountability language under pressure.

The CFO question gets answered.

Every dollar of Al and martech spend has an owner, a purpose, and a documented outcome. That is not just
defensible — it signals to the CFO that the CMO understands how the CFO thinks. That distinction changes the
relationship.

The CMO stops being the last line of defense.

When accountability is distributed correctly and documented formally, the CMO is not the only name in the room
when something goes wrong. Governance architecture is a Blame Shield — built before the incident, not after.

30-Minute Governance Pressure Test

No deck. No pitch. We map where your exposure actually is — who owns your Al outputs, where accountability
breaks down, and where the board will push — before they get the chance.

Book Your Session -
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Janet Bartoli

BCG

Janet Bartoli has spent 20+ years inside enterprise marketing organizations — Fiat, BMO, Verizon, StubHub, Accenture Interactive
— building the governance infrastructure that makes marketing defensible at the board level. She built Digital Centers of Excellence
and governance frameworks at Accenture before founding BCG to focus exclusively on Al governance architecture for marketing
leadership teams facing board and CFO accountability pressure.

The Bartoli Consulting Group

BCG is a structural intervention practice that installs Al governance infrastructure for marketing leadership teams facing board and
CFO accountability pressure. We do not optimize campaigns. We install the architecture that makes the CMO defensible when the
board starts asking questions.

Our Engagements

Governance Pressure Test
30 minutes - No deck - Structural mapping session

Clarity Intensive
2 hours - Decision rights mapping - Named risk exposures

Executive Al Governance Architecture
15-20 days - Three artifacts - Board-ready deliverables
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