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Executive Summary 
EXL is a global data and AI company that helps clients reinvent business models, improve 

outcomes, and accelerate growth. Headquartered in New York City, the company employs 

more than 65,000 people across more than 50 global delivery centers. 

EXL leadership developed a survey to better understand employee experiences regarding 

its AI governance, and used additional channels to gather feedback on AI more broadly. By 

engaging external partners and internal responsible AI experts, EXL was able to capture 

employee input and use it to strengthen its AI governance processes. In PAI’s interviews with 

EXL, we found that:

KEY INSIGHT 1

Read analysis

If AI governance frameworks are clear and easy to navigate, both 

compliance and innovation improve. 

KEY INSIGHT 2

Read analysis

Through in-depth surveys, workers can help companies identify 

potential improvements in AI governance and implementation.

KEY INSIGHT 3

Read analysis

Ongoing dialogue and immediate action on employee feedback 

builds trust between workers and employers while promoting AI 

governance.

KEY INSIGHT 4

Read analysis

Outside perspectives can push organizations to think more 

creatively about worker engagement. 
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Organizational Structure
EXL is a global data and AI company serving clients across insurance; healthcare; banking 

and capital markets; retail; communications and media; and energy and infrastructure, 

among other industries. Founded in 1999 and headquartered in New York, EXL employs more 

than 65,000 people. In 2025, EXL opened a new headquarters for international business and 

launched its AI Innovation Lab in Dublin. 

EXL has also expanded into providing data infrastructure that supports AI. The company 

launched EXLdata.ai to address data challenges and create an AI-ready data ecosystem. The 

platform uses targeted agents to autonomously “manage discovery, migration, engineering, 

governance, annotation, labeling, and operations across the entire data lifecycle.” 

EXL employees are not represented by a union. The company has employee resource groups 

(ERGs) dedicated to specific identities and causes, including a Women at EXL ERG and an EXL 

Pride ERG. EXL celebrates its “employee-centric approach to human capital management” on 

the company’s sustainability report website page. EXL also has an established AI governance 

forum that develops policies and procedures for reviewing AI. 

Surveying Workers on AI Governance
EXL was part of a Chief Executives for Corporate Purpose (CECP) cohort that focused on inte-

grating worker voice into AI policy. PAI interviewed two leaders at EXL to understand how 

they went about soliciting workers’ feedback on AI use in the workplace: Donal McCarthy, 

Global Solutions and IP Centre of Excellence leader, and Ciara McMenamin, assistant general 

counsel and head of legal for Europe & Middle East. 

EXL chose to focus specifically on worker perspectives in its AI governance framework. 

Leadership created and distributed a targeted survey to 5,500 employees to gather the most 

meaningful data on workers’ AI governance needs, knowledge, and practices. To ensure that 

the survey reached the right population, EXL leaders developed a methodology for identi-

fying employees most likely to be affected by AI governance. They mapped the stakeholders, 

including employees already working on AI projects, those who had completed AI training, 

and others likely to engage with AI in some capacity. The survey’s scope extended beyond 

developers directly involved in AI development projects — or people whose job titles cited 

AI — to include UI designers, UX testers, and capability development team members leading 

upskilling efforts. Leaders also consulted EXL’s Technology Leadership Council and drew on 

the expertise of the company’s AI Governance Forum, a group responsible for ensuring that 

AI developed or deployed by the company is reviewed for security, bias, and further factors. 

https://www.exlservice.com/about/locations#:~:text=Where%20we%20work,centers%20and%20supports%2025+%20languages.
https://www.exlservice.com/about/newsroom/exl-opens-new-headquarters-for-international-business-and-launches-ai-innovation-lab-in-dublin
https://www.exlservice.com/about/newsroom/exl-unveils-exldata.ai-with-launch-partner-databricks-first-of-its-kind-agentic-ai-native-suite-of-data-solutions
https://www.exlservice.com/about/sustainability/people
https://cecp.co/
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Using this methodology, EXL identified both the employees most affected by AI and where 

they worked in the organization. The survey solicited employee views on AI training, EXL’s AI 

governance policies, and the types of AI tools they were using. 

After initially sending general emails to staff, EXL increased the response rate to 20 percent 

by having the company’s chief information officer and chief counsel send follow-up emails. 

Sending individual emails with potential respondents’ line managers copied—signaling that 

leadership viewed the survey as a priority—helped raise the response rate to 80 percent. With 

that level of participation, EXL’s team felt it had a strong pulse on employee perspectives on 

AI, based on the 4,500 responses received. 

Key Insights: Understanding and 
Incorporating Worker Voice

KEY INSIGHT 1
If AI governance frameworks are clear and easy to navigate, both 
compliance and innovation improve. 

As Ciara McMenamin described, EXL sought to balance responsible AI guidelines and legal 

obligations with an openness to technological development. Leadership wanted to remain 

responsive to developers’ needs without slowing innovation: “We want our responsible AI 

framework to be designed in such a way that it meets all regulatory objectives and obli-

gations, but is also something that’s easy to navigate for our employees so that they don’t 

become bogged down by bureaucracy.” 

Rather than positioning AI governance as an obstacle, EXL leaders aimed to provide clear 

guidance early in the process so that responsible AI principles could be embedded from the 

outset. While some employees might view governance as a barrier to moving AI models into 

production, “The key thing from our perspective is we’re trying to move that governance to 

try to help you get it right the first time, get it done the first time. ... if we empower the devel-

opers and get the information back to them at the point of development, it doesn’t become 

a roadblock,” said Donal McCarthy. 

Training and information sharing around compliance are central to embedding governance 

throughout the development process without slowing production timelines: “If you under-

stand the frameworks in which we’re operating from a compliance perspective, then you 

should be able to sail through that process. So it really is about pushing that governance 

information right back to the developer and not having it as a kind of a stage gate that no 

one’s heard of until the very last minute,” explained McCarthy.

EXL leaders aimed 
to provide clear 
guidance early in 
the process.
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KEY INSIGHT 2
Through in-depth surveys, workers can help companies identify potential 
improvements in AI governance and implementation.

Through the survey, EXL gained a deeper insight into how it could expand the reach of its 

AI Governance training. According to McCarthy, the survey was designed to ensure that 

employees using AI had access to a framework that was easy to navigate and supported safe 

design and development. He noted that while many employees educate themselves, EXL 

maintains its own training standards and requires teams to build agents with appropriate 

guardrails. As McCarthy put it, EXL has its own “secure software development methodology,” 

so one goal was to “make sure anyone using AI is fully aware of the processes and responsi-

bilities they have to follow to safely get the most out of this technology.” 

EXL leadership also used the survey to understand whether barriers to AI governance 

existed within the development process. Survey results revealed that additional internal 

groups not yet involved in AI governance discussions could be engaged. For instance, EXL 

has a technology community practice with around 1,600 people. This reinforced the impor-

tance of gathering input from teams whose frontline perspectives can make AI governance 

more effective. 

KEY INSIGHT 3
Ongoing dialogue and immediate action on employee feedback 
builds trust between workers and employers, as well as promotes AI 
governance. 

EXL leaders asked managers to support the survey effort, making it clear to staff that this 

was a clear priority. The survey asked people about the tools they used and the training 

courses they had completed, as well as challenges they had faced. The survey included space 

for free-form answers. 

EXL chose not to conduct the survey anonymously because management wanted to be able to 

follow up directly on employee feedback and gain deeper qualitative insight into the barriers 

and opportunities raised. In addition to reviewing survey results manually, EXL also used an 

in-house summarization tool to analyze the large volume of qualitative data more efficiently.

McCarthy directly replied to some survey responses, which further demonstrated that the 

lines of communication were open: “Straight away, I responded: ‘I am reading this, and I 

would really love your opinion on how to take this.’ We got an awful lot of secondary feedback 

outside the loop as well, just by demonstrating a willingness to listen.”

EXL leaders sought to create additional opportunities for employees to engage: “The critical 

thing for us is we needed to change that communication from being linear. One way to make 

it a more circular approach was to provide the office hours, providing support to development 

teams on how to stay compliant with ever-changing regulations. Keeping this as a two-way 

conversation is important to us,” McMenamin stated. 

EXL gained a deeper 
insight into how 
it could expand 
the reach of its 
AI Governance 
training.

Management 
wanted to be 
able to follow 
up directly on 
employee feedback 
and gain deeper 
qualitative insight 
into the barriers 
and opportunities 
raised.
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In response to specific employee feedback, the AI Governance Committee updated its prior-

ities and goals for the year. “I think it’s really helped us prioritize our 2026 goals. For the 

AI Governance Committee itself, we have a shopping list now of the feedback that we’ve 

received, how prevalent these opportunities or challenges are, and what we can do to address 

them,” said McMenamin. 

KEY INSIGHT 4
Outside perspectives can push organizations to think more creatively 
about worker engagement. 

Echoing sentiments that PAI has heard in preparing other case studies, where both employers 

and unions both cited the value of external input from academia and other resources, EXL 

leaders described the benefits of having an external partner to shape its approach to worker 

perspectives on AI. PAI shared its Guidelines for AI and Shared Prosperity with the Chief 

Executives for Corporate Purpose (CECP) cohort in order to help frame the centrality of worker 

voice and expertise in the CECP efforts. Indeed, CECP (of which EXL is a member) served as 

a neutral sounding board for ideas, which helped EXL leaders enhance their sense of how to 

incorporate worker feedback. Said McMenamin: “Having that sounding board [CECP] really 

pushed us to think bigger in terms of how we would listen to our employees.”

This partnership with CECP brought opportunities to expand the project and draw more 

meaningful feedback from employees. Instead of limiting the scope to developers or people 

who were doing AI evaluations, EXL opened its inquiry to a much larger group of employees 

impacted by AI in some way. “It was CECP emphasizing the overarching theme of partnership, 

listening to employees and developers, in particular, that really drove us to get these more 

wide-ranging responses,” McMenamin said. 

To some extent, the survey was successful because of the external relationship with CECP, 

which helped EXL leaders exceed their expectations for what the survey could do: “I didn’t 

join the CECP partnership thinking that it would lead to this survey being as big as it has 

been. So I think it’s definitely down to that partnership,” said McMenamin. 

EXL leaders 
described the 
benefits of having 
an external 
partner to shape its 
approach to worker 
perspectives on AI.

https://partnershiponai.org/paper/shared-prosperity/2/
https://cecp.co/
https://cecp.co/
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Conclusion 
Now that EXL has developed a baseline of survey findings to work from, the company plans to 

send a follow-up survey to more than 640 developers who indicated an interest in providing 

further input on the AI governance process. This will deepen the company’s understanding 

of how workers engage with AI. EXL is also designing an organization-wide survey to gauge 

employee awareness of AI ethics.

EXL is using the survey responses to refine its AI governance process and expand the l ways 

that employees can engage. Leadership is asking employees what kinds of information 

they want on an AI literacy microsite, including training and other educational content. The 

company is also building an internal AI governance microsite that contains an FAQ; expanding 

availability of the company’s online training to increase AI literacy; and creating step-by-step 

flowcharts to guide employees through the information required at different stages of the 

development process. According to McCarthy, “I think the key thing for us is: We’ve gone from 

having a gut feeling this process could be improved to having canonical data and using that 

data to make an AI Governance framework that we’re proud of.”
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