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Executive Summary

Al is rapidly becoming part of enterprise EHS,
Sustainability, and Operational Risk management. But
access to Al is no longer the central challenge.

The more important question is:

How do organizations make Al a
trusted, governed, and measurable
part of operational work?

Experience across enterprise EHS environments points to
a clear distinction between organizations that simply make
Al available and those that turn it into operational value.

Successful adoption does not begin with a list of Al
capabilities. It begins with the work itself: where
information is difficult to capture, where reviews slow
down, where investigations require significant manual
effort, where follow-up becomes inconsistent, and where
leaders lack timely visibility into operational risk.

From there, Al can be applied deliberately to help people:

Capture better information

Understand operational context faster
Improve consistency and data quality
Surface insights from complex operational data

Make better-informed decisions

Incident management often provides a strong starting
point. It combines high data volumes, frontline
participation, investigation requirements, corrective
actions, communication, and management visibility—all
areas where Al can reduce friction.

But the opportunity extends well beyond incidents. Similar
principles apply across compliance, auditing, sustainability,
chemical management, risk assessment, permitting, and
other EHS processes.
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Operationalizing Al in EHS

The central lesson is straightforward:

The next phase of Al
adoption in EHS will not be
defined by who deploys
the most Al. It will be
defined by who most
effectively embeds Al into
the workflows where
people identify risk,
capture information, make
decisions, and take action.
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Operationalizing Alin EHS

1. Why Al Adoption in EHS Is Different

EHS is not an ordinary environment for technology adoption. Decisions can affect human safety. Regulatory
requirements must be satisfied. Data quality can influence investigations and risk decisions. Frontline
participation is essential. And organizations must be able to trust—and often defend—the processes used to
reach an operational conclusion.

w

That leads to a foundational principle:

Al Must Fit the Operating Model

Organizations should not redesign work simply to create
opportunities to use Al. Instead, they should identify where
Al can improve the workflows people already rely on to
Operational efficiency report concerns, investigate incidents, manage corrective
actions, interpret requirements, assess risk, conduct audits,
and monitor performance.

For those reasons, EHS leaders must balance
several priorities when introducing Al:

Workforce trust

Data quality

Process consistency The distinction matters.
Regulatory defensibility A disconnected Al experience asks a user to leave the
Appropriate human oversight workflow, provide context, generate an answer, interpret it,
and decide what to do next. Embedded Al can support the
user at the point where work is already happening. That
makes Al less of a destination and more of an operational

This changes the adoption equation. capability.

A general-purpose Al tool may help an And it changes the objective.

individual complete a task. Enterprise EHS The goal is not to increase Al usage for its own sake.
requires something more: Al must operate with The goal is to reduce friction, improve information,

the context, governance, data, and workflow accelerate action, and strengthen operational decisions.

connections necessary to support
accountable operational action.
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Operationalizing Al in EHS

2. Where Al Creates Operational Value

EHS organizations have many potential Al use cases. Trying to deploy all of them at once is rarely an effective
adoption strategy. A more useful approach is to organize opportunities around four jobs Al can perform within
operational workflows.

Capture

The first opportunity is improving how information enters the
system. Al can help users create clearer descriptions, convert voice
or images into structured information, extract information from
documents, and reduce repetitive data entry. In incident and
concern reporting, for example, this can mean helping a worker
document what happened more completely without making the
reporting process more burdensome.

Potential Value:
Higher-quality records
Less administrative effort
Increased participation
Fewer clarification cycles

Faster initial reporting

Better Al outcomes often begin with better inputs.

Understand

Once information has been captured, Al can help users process
it more efficiently. This may include summarizing records,
analyzing documents or images, identifying relevant information,
or helping managers navigate large volumes of operational data.
For a site or safety manager, the benefit is not simply a faster
summary. It is faster comprehension of what requires attention.
Potential Value:

Faster record review

Better situational awareness

Reduced information-processing effort

More consistent escalation

Faster preparation for investigations or audits
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Operationalizing Al in EHS

Act

The next level of value comes when Al helps turn information into
operational follow-up. Examples can include supporting root-cause
analysis, drafting corrective actions, identifying requirements in
complex documents, preparing compliance tasks, or developing
communications. This is an important transition.

Summarization creates information. Operational
integration creates action.

The relevant question is therefore Early enterprise experience with agentic Al reinforces this

not only: “Can Al understand this?” =~ distinction. In permit-management workflows, for example, the
= more consequential opportunity is not simply summarizing a

Itis: ) B permit. It is helping EHS professionals identify applicable

requirements, prepare compliance activities, support audit
readiness, and move validated information into downstream work.

“Can Al help our people
move from information to
accountable action more
effectively?”

Learn

The fourth opportunity is using Al to strengthen operational
intelligence. As organizations accumulate incident, audit,
compliance, risk, and sustainability data, the challenge
increasingly becomes understanding what the data is saying.
Al can support natural-language exploration, trend
identification, cross-record analysis, reporting, and risk
prioritization.

Potential Value:
Faster identification of emerging issues

Greater visibility across programs

More consistent analysis

Together, these four jobs create a progression:

Better-informed decisions
Earlier identification of risk Capture > Understand > Act > Learn

They also provide a practical way to evaluate Al
opportunities without beginning with technology.
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3. The EHS
Al Adoption
Maturity
Curve

Organizations rarely move
immediately from initial Al access
to predictive or agentic
operations.

Adoption tends to progress as
users develop confidence,
workflows become established,
and organizations demonstrate
value. A practical maturity model
includes five stages.

Improve Action
and Follow-Up

4
’
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The next stage applies Al to
investigations, corrective actions,

causal analysis, communications, and

other follow-up processes.

Primary outcomes:

Faster investigations

More consistent corrective action

Reduced administrative effort

<

Faster follow-up
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<> Better Data
Organizations often begin where
friction is most visible: data entry.
Al can support activities such as
writing assistance, voice-enabled

reporting, image-assisted reporting,
and document extraction.

Primary outcomes:

Reduced administrative effort
Better data quality

Increased participation

{cy3< Build Operational
= Intelligence

As adoption expands, organizations
can apply Al across larger pools of
operational information.
Natural-language data exploration,
trend analysis, cross-record
summaries, and risk intelligence can
help leaders identify patterns that are
difficult to surface manually.

Primary outcomes:
Faster insight
Greater operational awareness

Better prioritization
Stronger decision support

Operationalizing Alin EHS [0/

Accelerate
Review
Once data capture improves,
organizations can apply Al to help
supervisors and EHS professionals
process information faster. This may
include record summaries, document

and image analysis, or concise
briefings.

Primary outcomes:
Faster review
Better visibility

More consistent escalation
decisions

- Orchestrate and

Y
o

%J]| Anticipate

More advanced adoption extends Al
from assistance toward increasingly
agentic and predictive workflows.
Al'may help coordinate multi-step
processes, identify emerging risks,
prepare downstream work, or support
earlier intervention.

Primary outcomes:

Earlier risk identification

<

Greater workflow coordination

<

More proactive intervention

Connected enterprise intelligence

<
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4. Start With
Workflow Friction

One of the most common mistakes in Al adoption is
beginning with the technology.

“What can this Al do?”
Is less useful than:

“Can Al understand this?”
Is less useful than:

“Where does our work currently break down?"”
The strongest opportunities emerge from understanding

the workflow before selecting the Al intervention.

A practical workflow-first model is:

Workflow - Friction - Al Support >
Human Validation - Operational

Outcome

2

© Benchmark Gensuite Inc.,, 2026




Operationalizing Al in EHS

Step 1 Ask:

How does information enter the Where are decisions made?

Map the Workflow process?

Where does follow-up happen?

Understand how work happens today. Who reviews it?
Where do delays or

Where do handoffs occur? inconsistencies emerge?

Step 2

Incomplete submissions Inconsistent corrective actions

) I Repetitive data entry Delayed follow-up
Identify the Friction

Look for problems such as:

Slow record review Reporting complexity
Difficult document interpretation Limited visibility into trends

Investigation bottlenecks

Step 3
Incident reporting
. Incident occurs - reporting is burdensome - Al assists capture -
Select the Al Intervention worker validates > higher-quality record

Only after the workflow and friction Investigation
are understood should the
organization determine where Al may
help. For example:

Record requires review - information is time-consuming to process -
Al summarizes relevant context - investigator validates -> faster investigation

Permit management

Complex permit received - requirements require manual interpretation ->
Al assists requirement extraction - EHS professional validates - compliance
activities are prepared

Step 4

Al may draft, summarize, identify, This is particularly important as Al
Preserve Human Validation recommend, or prepare. The person capabilities become more autonomous.

remains responsible for evaluating
EHS organizations should be explicit the output and making the Al can accelerate the work.

about where human judgment remains appropriate operational decision. Accountability remains human.
accountable.

Step 5

Examples include:

Faster reporting More consistent follow-up

Define the Outcome , . ) i
Higher-quality records Improved audit preparation

Every Al intervention should connect

) Reduced rework Reduced manual effort
to an operational result.

Faster investigation Better operational visibility
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10 Operationalizing Alin EHS

5. Build Trust Through Controlled Adoption

Al adoption is fundamentally an operational change initiative. Making capabilities available does not mean people will
use them—or use them appropriately. Users may question accuracy, struggle to understand where Al fits, or perceive
Al as additional work rather than useful support. Successful adoption therefore requires deliberate trust-building.

Start Narrow

Focused pilots generally provide
stronger learning than broad Al
mandates.

This gives teams an opportunity to
learn before expanding.

Keep Humans
Accountable

Trust improves when people
understand the role Al is expected
to play.

Make the Value Visible

“Use our new Al capability” is not an
adoption message.

Users need to understand what
becomes easier, faster, or better.

Enable Through
Workflows, Not
Feature Tours

Training should show users how Al
fits into an actual task.

Expand From
Evidence

When a pilot works, determine why.
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Select:

One meaningful workflow

A defined user population

A clear operational problem

A limited number of Al interventions

Measurable outcomes

For safety- and compliance-related work, users should know where
Al-generated information requires review and where responsibility for
decisions remains.

The operating principle should be clear:

Al supports judgment. It does not eliminate accountability.

Effective communication connects Al to work:

Capture a complete report faster

Review a complex record more efficiently

Prepare corrective actions with less administrative effort

Find relevant information without manually searching large documents

Identify patterns across operational data faster

Short demonstrations, workflow examples, scenario-based training, and
hands-on practice can be more useful than broad presentations explaining
every available capability.

A useful rule is:

Teach the job with Al—not the Al feature in isolation.

Was adoption driven by reduced effort? Better information? Faster
completion? Clearer decisions?

Then evaluate whether the same pattern can be extended to another team,
location, or workflow. This creates disciplined scaling rather than expansion
for its own sake.
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Operationalizing Al in EHS

6. Measure What Matters

Al measurement needs to answer more than whether people clicked a feature. A useful measurement model operates
at three levels.

Level 1 — Adoption

Are people using it?

Level 2 — Process Level 3 — Operational
Improvement Impact

Is the work getting better? Is the organization performing

Measures may include:
better?

Active users Measures may include:

Depending on the workflow,

Interaction frequency Cycle time organizations may examine:

Repeat usage Record completeness Improved risk visibility

Workflow penetration Rework

Earlier escalation

Adoption across teams or sites Follow-up completion T e

These signals matter because Investigation time

sustained usage can indicate that
users are finding relevance. But usage
alone does not establish value.

Stronger audit readiness

Reporting effort Better decision support

Corrective action throughput Improved organizational learning

These metrics begin connecting Al
adoption to operational performance.

Al usage is therefore best treated as a diagnostic signal rather than a

scoreboard. Low adoption may indicate limited awareness, unclear

Adoption - Process Improvement workflow relevance, insufficient trust, or friction in the experience.

S Operational Impact High adoption may indicate that a capability is useful—but it still
does not prove that the underlying process has improved.

The hierarchy matters:

This leads to an important measurement principle:

Usage Tells You Where to Investigate. Organizations should use adoption data to determine where to
Outcomes Tell You Whether Al Is focus enablement next.
Working.

If adoption is low, identify why. If adoption is increasing, determine

what is driving repeat behavior. If adoption is strong, evaluate the

Measure > Diagnose - Enable > operational outcome before expanding. The objective is not

Evaluate > Expand maximum Al consumption. It is sustained adoption in workflows
where Al creates measurable operational value.

A simple continuous-improvement loop is:
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Operationalizing Al in EHS

7. Scale What Works

Scaling Al does not mean enabling every capability for every user. It means systematically extending the workflows that

have demonstrated value.

A practical scaling model is:

Identify > Pilot > Measure > Learn
- Expand

From Assistance to Agentic Operations

As Al matures, the distinction between assistance
and execution will become increasingly important.
Early Al applications largely help people complete
individual tasks: improve writing, summarize a record,
extract information, or suggest an action. Agentic Al
can potentially participate across multiple steps of a
workflow—interpreting information, preparing work
products, initiating downstream activities, or
coordinating actions.

For EHS leaders, the strategic opportunity is
significant.But so is the need for discipline.

The value of agentic Al should not be judged by how
autonomous the technology appears. It should be
judged by whether it improves the reliability and
effectiveness of operational execution.
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Identify

Find a workflow with meaningful friction and a
measurable outcome.

Pilot

Introduce Al to a defined group in a controlled
environment.

Measure
Evaluate both adoption and process outcomes.

Learn

Understand what users trusted, where friction remained,
and what actually improved.

Expand

Extend successful patterns to additional workflows, teams,
sites, or regions.

Then repeat. This approach turns Al adoption from a
technology launch into an operating discipline.

Organizations evaluating agentic use cases should ask:

What operational job is the agent performing?
What information and context does it require?
What decisions can it support?

Where is human validation required?

What downstream workflows does it connect to?
How will its performance be measured?

What happens when confidence is low or an
exception occurs?

This is particularly important in regulated and
safety-critical environments. The future is not simply
more autonomous Al.

It is appropriately governed Al that can move information toward
action while preserving accountable human control.
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Operationalizing Al in EHS

Five Principles for EHS Leaders

Organizations developing an enterprise Al strategy for EHS should anchor their approach in five principles.

Start With Operational Friction

Do not begin with Al capabilities.
Begin with work that is slow, inconsistent,
difficult, or unnecessarily manual.

Embed Al Into Existing Work

Al gains relevance when it appears in
context—where users already report,
review, investigate, analyze, and act.

Keep Humans Accountable

Al can accelerate analysis and execution,
but safety, compliance, and operational
decisions require appropriate human
oversight.

Measure Outcomes, Not Activity

Usage is useful evidence of adoption.

It is not the final measure of success.
Connect Al adoption to quality, time,
participation, consistency; risk visibility, and
other operational outcomes.

Scale Proven Patterns

Do not equate enterprise Al strategy with
enterprise-wide deployment.

Learn from focused workflows, identify
what creates value, and deliberately extend
those patterns.
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The organizations that lead the
next phase of Al adoption will
not simply have more Al. They
will build better operating
models because of it.

= BENCHMARK

= GENSUITE.

Operationalizing AlinEHS | 14

Conclusion

Al is moving quickly from experimentation into the
operational fabric of EHS, Sustainability, and
Operational Risk.

The technology will continue to evolve. New
capabilities will emerge. Al will become increasingly
embedded, predictive, and agentic.

But technology alone will not determine which
organizations realize the greatest value.

Execution will.

Organizations must connect Al to meaningful
operational problems, introduce it within the
workflows where people already work, maintain
appropriate human accountability, measure
whether processes actually improve, and scale only
where evidence supports expansion.

That creates an important distinction between
using Al and operationalizing Al.

Using Al creates activity.

Operationalizing Al creates a repeatable capability
for improving how information is captured,
understood, converted into action, and used to

inform decisions.

For EHS leaders, that is the larger opportunity.
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About Benchmark Gensuite

Benchmark Gensuite provides Al-forward enterprise management
software that helps organizations operationalize strategy and orchestrate
execution across EHS, Sustainability, Quality, Risk, Compliance, and
operational performance.

Through connected digital workflows and embedded Al capabilities,
Benchmark Gensuite helps enterprise teams improve operational
visibility, strengthen governance, reduce administrative friction, and turn
information into action.

Benchmark Gensuite's experience supporting enterprise EHS
organizations informs the principles presented in this paper:
Al creates the greatest operational value when it is connected
to the workflows, data, governance, and human decisions that
move work forward.
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