AI for Regional Leaders: Strategy, Governance, and Practical Implementation|8:30 AM – 12:00 PM
Led by Robert Hiett, Executive Director of the Upper Coastal Plain Council of Governments
This executive workshop is designed to help regional leaders understand the strategic implications of artificial intelligence, evaluate governance and workforce readiness, and identify disciplined pathways for responsible implementation across jurisdictions.
8:30 – 8:50 AM
The Strategic Inflection Point for Regional Government
This segment presents AI as a structural shift in public administration rather than a passing trend. It explains why AI is now a core leadership responsibility tied to governance, workforce capability, compliance, and competitiveness, and how delaying, staying neutral, or experimenting in isolation can widen performance gaps across jurisdictions.
Information Covered
· Why remaining neutral or delaying action introduces operational risk and widens competency gaps
· The distinction between individual experimentation and organizational strategy
· AI as emerging infrastructure that shapes workforce productivity and service modernization
Outcome
Participants align on why AI is now a leadership and governance priority and understand the difference between informal tool use and disciplined organizational adoption.
8:50 – 9:25 AM
The Real State of AI in Public Administration
An evidence‑based look at AI’s use across government, emphasizing the mismatch between leadership expectations and workforce readiness. It highlights the gap between enthusiasm and structured implementation, the operational and compliance risks of unmanaged adoption, and clarifies where AI delivers measurable value and where it quietly introduces risk.
Information Covered
· Shadow AI and the reality of unmanaged tool usage
· Where AI creates operational benefits versus where it creates compliance exposure
· Why lack of clarity accelerates inconsistent practices and proficiencies across departments
Outcome
Participants gain a realistic picture of AI exposure inside typical agencies and identify where unmanaged use is already creating governance and quality risks.
9:25 – 9:55 AM
The Three Pillars of Public Sector AI Value
Translate AI from an abstract concept into mission‑aligned applications that deliver measurable operational outcomes in regional planning and administration. Emphasis is placed on how AI can improve workflow efficiency, communication clarity, and program design quality, with a focus on responsible early wins. 
Information Covered
· Pillar 1: Productivity and operational efficiency (documentation, meeting prep, intake, summaries)
· Pillar 2: Communications and content quality (reports, grants, outreach, consistency)
· Pillar 3: Smarter program design (data synthesis, scenario planning, needs identification)
· How to choose low-risk, high-visibility early wins

Outcome
Participants leave with a practical value framework and can name at least one realistic, low-risk use case that fits their operational context.
10:15 – 10:50 AM
Governance Before Growth: Managing Risk and Building Trust
This session stresses that governance, data handling, and accountability structures must be established before expanding AI use. It focuses on practical guardrails suited to small and mid‑sized public organizations without extensive IT resources, and examines how leadership, policy, training, and oversight must align for broader deployment.
Information Covered
· Why governance must precede scale to protect public trust and compliance posture
· Data sensitivity, confidentiality boundaries, and what should never be pasted into public tools
· Integrated versus isolated deployment models and what they mean for control
· Oversight roles: who owns policy, who owns training, who owns monitoring
· Practical controls that do not require a large IT team
Outcome
Participants move beyond general policy awareness and begin identifying concrete governance ownership gaps and data protection weaknesses that must be addressed.
10:50 – 11:20 AM
From Experimentation to Structured Deployment
This block provides a roadmap for moving from informal AI experimentation to structured, policy‑aligned implementation across departments and jurisdictions. It emphasizes measurable outcomes and documented standards, and focuses on disciplined, phased progression rather than rapid expansion.
Information Covered
· Pilot selection criteria tied to mission priorities and risk tolerance
· Standard usage expectations and documented approval pathways
· Training alignment before scale, including who gets access and why
· Metrics that matter: time saved, quality improvement, compliance and consistency
· Feedback loops and governance checkpoints to prevent uncontrolled sprawl
Outcome
Participants leave with defined pilot concepts and a clearer understanding of how structured deployment differs from ad hoc experimentation.
11:20 – 11:45 AM
The Regional Advantage: Why Councils of Governments Can Lead
This discussion elevates AI from agency-level experimentation to coordinated regional strategy, highlighting how councils can provide structure, shared services, and alignment. The conversation explores how regional coordination reduces duplication, strengthens governance consistency, and improves cost efficiency. 
Information Covered
· Shared services models for training, governance templates, and procurement support
· Cost distribution strategies that reduce duplication and increase leverage
· Regional literacy development to avoid uneven capability across jurisdictions
· Positioning AI capability as regional infrastructure that strengthens grant readiness

Outcome
Participants identify at least one area where regional coordination would improve governance consistency and reduce cost or risk across member jurisdictions.
11:45 – 12:00 PM
Executive Dialogue: Barriers and Moving to Action
This facilitated dialogue surfaces leadership concerns, perceived barriers, and readiness challenges while identifying practical next steps for implementation. The emphasis is on decision clarity and capacity constraints. This is followed by a call to action, reinforcing disciplined next steps and coordinated regional movement. Participants are encouraged to commit to one immediate, concrete action.
