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About This Assessment

What this diagnostic does

This diagnostic evaluates your organization's structural capability to deploy Al as a sustained enterprise function. It examines eight critical dimensions —
from concept clarity and data infrastructure to governance and cultural alignment — organized into three tiers: gating, core, and enabling.

Each dimension is scored based on your responses and benchmarked against capability thresholds. The diagnostic identifies which structural gaps

block progress, classifies risk by dimension, and provides a phased activation roadmap.

How to read this report

Part 1 — Assessment Findings: Your scores across eight dimensions, organized by tier. This tells you where you stand and what is structurally

blocking progress.

Part 2 — Operating Model Translation: Your dimension-level findings mapped to five structural layers: Strategy, Governance, Execution, Operations,

and People. This tells you what must be built for Al to operate as a governed capability — not a collection of pilots.

The structural logic

Al structure is multiplicative, not additive. Strength in seven dimensions cannot compensate for absence in one. The model enforces this through a
weighted geometric mean — a scoring method that penalizes imbalance and reflects how Al programs actually fail.
Al VALUE REALIZATION
Strategy X | Governance | X | Execution | X | Operations | X People

Zero in any layer collapses the system. An organization scoring 90% across four layers but 0% in one will not realize Al value — the missing
layer becomes the failure point.

Intended use

Inform strategic planning, investment decisions, and leadership alignment. Use the recommendations as a starting point for executive briefings,

governance reviews, or structured planning workshops. Revisit periodically to measure progress.

This is a decision-support tool, not an audit or compliance assessment.
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The Eight Dimensions of Al Structure

What separates successful Al programs from expensive pilots

Al structure is not a single capability — it is eight distinct organizational muscles that must work together. Our research across
enterprise Al implementations reveals that weakness in any single dimension creates failure patterns that technical excellence cannot
overcome. Most frameworks treat capabilities as a checklist. This model enforces sequence — because strategic clarity must precede
execution capability, and execution capability must precede scaling resources.

I GATING TIER "Do you know what you're building and why?"

These dimensions must pass before any Al investment delivers value.

Concept Clarity

The ability to articulate where Al applies, what outcomes it drives, and who owns those outcomes. Organizations without concept clarity acquire
platforms and hire talent with no deployment path — the most expensive failure pattern in enterprise Al.

Strategic Alignment
The connection between Al initiatives and business strategy, backed by executive sponsorship and resource commitment. Misaligned Al efforts

compete for attention, lose funding at the first budget pressure, and fail to survive leadership transitions.

Governance Readiness

The policies, processes, and controls specific to Al deployment — including model validation, bias monitoring, and incident response. Absent
governance, organizations face regulatory exposure, audit findings, and reputational risk that halt Al programs regardless of technical success.

I CORE TIER "Can your organization execute?"

These dimensions determine whether Al initiatives reach production.

Data Readiness

The accessibility, quality, and governance of data required for Al applications. Data gaps are the silent killer of Al projects — teams discover them
months into development when remediation costs are highest.

Cultural Readiness

The organizational capacity to adopt Al-driven changes in workflows, decisions, and roles. Technical deployments fail at the last mile when users
reject, circumvent, or ignore Al outputs.

I ENABLING TIER "Do you have resources to scale?"

These dimensions determine whether successful pilots become enterprise capabilities.

Financial Preparedness

The budget structures, ROl frameworks, and investment governance for Al initiatives. Al programs that lack dedicated funding compete with
operational priorities and die in annual budget cycles.

Talent & Skills

The internal capabilities and acquisition strategies for Al development, deployment, and maintenance. Talent gaps are addressable through hiring
and development — but only after strategic clarity defines what skills are actually needed.

Technology Fit

The infrastructure, integration patterns, and operational capabilities to deploy and run Al systems. Technology is rarely the binding constraint — but
technology investments made before strategic clarity lock organizations into expensive platforms that don't match actual use cases.
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ASSESSMENT FINDINGS Gaps to Close

OVERALL SCORE DIMENSION SCORES BY TIER
3 % GATING TIER (67%)
Concept Clarity | 50%
CONDITIONAL Strategic Alignment 100%
Governance Readiness | 50%

CORE TIER (75%)

100%

Data Readiness

Cultural Readiness I 50%

ENABLING TIER (50%)

Financial Preparedness 0%
Talent & Skills | 50%
Technology Fit | 100%
KEY STRENGTHS PRIORITY GAPS
+ Data Readiness and Technology Fit provide immediate ! Complete absence of Al investment processes blocks scaling
deployment capability once strategic gaps are resolved. despite strong technical capabilities.

! Strategic clarity exists but operational governance frameworks
remain incomplete.

EXECUTIVE SUMMARY
Test Company 1 shows conditional readiness across all three tiers of Al preparedness, with strong operational capabilities constrained by governance
and financial gaps. Your organization has built solid technical and data foundations but lacks the strategic frameworks needed to deploy them effectively.

A\ Pattern Detected: Uneven Readiness Across Tiers

Readiness is distributed unevenly across strategic, operational, and resource dimensions. This pattern creates unpredictable execution risk —
strengths in one area mask structural gaps in another, leading to initiatives that succeed in planning but fail in delivery.

IMMEDIATE PRIORITIES

1. Establish Al investment and ROI measurement frameworks to unlock scaling capability
2. Strengthen governance review and monitoring processes for deployment readiness

3. Clarify Al use case accountability and error handling procedures
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Risk Assessment Matrix

1 4 0 3

CRITICAL RISK HIGH RISK MODERATE RISK LOW RISK
DIMENSION TIER SCORE RISK LEVEL EXPOSURE TYPE PRIORITY
Financial Preparedness ENABLING 0% CRITICAL Financial + Strategic
Concept Clarity GATING — [ HiGH | Strategic + Operational
50%

Governance Readiness GATING — [ HiGH | Regulatory + Operational
50%

Cultural Readiness CORE —— m Operational + Strategic
50%

Talent & Skills ENABLING —— m Operational + Strategic
50%

Strategic Alignment GATING | LOW Strategic + Financial MAINTAIN
100%

Data Readiness CORE — Operational + Regulatory MAINTAIN
100%

Technology Fit ENABLING S Low Operational + Financial MAINTAIN

100%

Risk Classification Logic: Risk levels are derived from dimension scores: Critical (0-25%) indicates structural absence requiring immediate
intervention. High (26-50%) indicates significant structural gaps. Moderate (51-75%) indicates partial capability. Low (76-100%) indicates
operational capability.

From assessment to operating model

The assessment above diagnosed your capabilities across eight dimensions. The following section translates those findings into five structural
layers of an Al Operating Model — Strategy, Governance, Execution, Operations, and People — showing what must be built for Al to function
as a governed enterprise capability.



Al Operating Model Gap Analysis

The eight dimensions measured your structural alignment. These five layers define the organizational infrastructure required to operationalize it — each
layer draws from multiple dimensions.

Strategy

Test Company 1 has executive mandate and strategic direction (100% Strategic Alignment) but completely lacks financial infrastructure for Al
investments (0% Financial Preparedness). The absence of dedicated Al budget and capital allocation mechanisms means even well-defined use
cases cannot progress to implementation. Without value measurement frameworks, the organization cannot demonstrate ROI or justify continued
investment, creating a structural barrier to scaling Al initiatives.

Contributing dimensions: Strategic Alignment (100%), Financial Preparedness (0%), Concept Clarity (50%)
COMPONENT STATUS RISK IF MISSING

Al strategy with executive authority and Present Component operational
organizational mandate

Al use case pipeline with business validation and Partial No systematic process for sequencing Al opportunities by business impact
prioritization

Al capital allocation mechanism (dedicated Absent Al competes with BAU for funding; no multi-year program survives annual budget
budget, multi-year commitment) cycles

Al value measurement framework (ROl model, Absent Cannot justify spend, measure returns, or demonstrate value — first budget review
cost governance) becomes the last

The governance layer shows established structural foundations with comprehensive data governance policies already in place (100% Data
Readiness). However, Al-specific governance components remain partially developed (50% Governance Readiness), including model lifecycle
management, risk frameworks, and performance monitoring. This creates adequate oversight for current operations but insufficient controls for
scaled Al deployment.

Contributing dimensions: Governance Readiness (50%), Data Readiness (100%)

COMPONENT STATUS RISK IF MISSING

Al model lifecycle governance (inventory, review, Partial Models reach production without validation — audit finding in regulated industries
deployment approval)

Al risk and ethics framework (bias review, Partial Fair lending and fiduciary exposure from unreviewed algorithmic decisions
transparency, compliance)

Data governance policy covering Al use cases Present Component operational

Al performance monitoring and drift detection Partial Model drift undetected; decisions based on degrading accuracy
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Al Operating Model Gap Analysis (continued)

Execution

Execution capabilities are structurally sound with complete data infrastructure and Al/ML platforms operational (100% Data Readiness, 100%
Technology Fit). The organization has built reusable data pipelines and integration architecture that can support Al workloads. The primary
execution gap lies in use case definition and ownership clarity (50% Concept Clarity), where success criteria and failure protocols need
formalization.

Contributing dimensions: Concept Clarity (50%), Data Readiness (100%), Technology Fit (100%)

COMPONENT STATUS RISK IF MISSING

Al use case definitions with ownership, success Partial No accountability when Al initiatives underperform; cannot determine when to scale
criteria, and failure protocols or stop

Data infrastructure for Al (catalog, access Present Component operational

provisioning, quality controls)

Al/ML platform and integration architecture Present Component operational

Reusable data pipelines and feature engineering Present Component operational

Operations

Operational infrastructure demonstrates strong technical foundations with fully operational MLOps pipelines and data quality monitoring (100%
Technology Fit, 100% Data Readiness). Production deployment, scaling, and monitoring capabilities are present and functional. The operational
weakness centers on incident response and security controls specific to Al systems (50% Governance Readiness), which remain partially
developed.

Contributing dimensions: Governance Readiness (50%), Technology Fit (100%), Data Readiness (100%)

COMPONENT STATUS RISK IF MISSING

Al incident response and security controls Partial When Al fails, no defined escalation or recovery; models exposed to unauthorized
access

MLOps pipeline and production operations Present Component operational

(deployment, scaling, monitoring)

Data quality monitoring and SLAs for Al Present Component operational
workloads

People

The people layer represents a uniform structural constraint with both talent acquisition and cultural adoption mechanisms only partially established
(50% each). Al talent exists but is insufficient or allocated to other priorities, while data literacy varies significantly across the organization. Change
management frameworks for Al adoption are incomplete, limiting the speed at which technical capabilities can translate into organizational value.

Contributing dimensions: Talent & Skills (50%), Cultural Readiness (50%)

COMPONENT STATUS RISK IF MISSING

Al talent strategy (skills inventory, acquisition, Partial Hiring for roles that may already exist; talent attrition from unclear growth path
career pathways)

Al training and development program (technical +  Partial Over-reliance on external hiring; internal talent excluded; fear fills the knowledge

organizational awareness) vacuum

Al change management and adoption framework Partial Workforce resistance derails deployment; openness erodes without structured
engagement

Cross-functional Al collaboration model (shared Partial Each team reinvents approaches; Al built in isolation misses real business problems

practices, knowledge compounding)
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Operating Model Summary

Five-layer structural assessment with cross-layer dependencies

LAYER

Strategy

Governance

Execution

Operations

People

CONTRIBUTING DIMENSIONS

Strategic Alignment (100%), Financial
Preparedness (0%), Concept Clarity (50%)

Governance Readiness (50%), Data Readiness
(100%)

Concept Clarity (50%), Data Readiness (100%),
Technology Fit (100%)

Governance Readiness (50%), Technology Fit
(100%), Data Readiness (100%)

Talent & Skills (50%), Cultural Readiness (50%)

Cross-Layer Dependencies

Partial

Established

Established

Established

Partial

STRUCTURAL CONSEQUENCE

Financial Preparedness absent — no strategic
direction for Al investments

Structural foundation in place

Structural foundation in place

Structural foundation in place

Talent and culture partially developed — gaps limit Al
adoption speed

Strategy + People: The Strategy layer's financial absence (0% Financial Preparedness) directly constrains the People layer's talent development,
as systematic Al training programs and talent acquisition require dedicated budget allocation that does not exist. Execution + Governance:
Execution layer's strong technical infrastructure (100% Technology Fit) cannot be fully utilized because Governance layer's partial Al-specific
controls (50% Governance Readiness) create deployment bottlenecks for production Al systems. Operations + Strategy: Operations layer's
established MLOps capabilities (100% Technology Fit) are structurally dependent on Strategy layer's absent value measurement framework,
preventing systematic optimization and resource allocation for production Al workloads.



Implementation Roadmap

Activating your Al Operating Model in phases

Each phase establishes the minimum structural preconditions required before the next phase can produce value. This is not an implementation checklist
— it is the structural sequence in which Al capital allocation becomes rational.

Phases are sequenced by structural dependency. However, preparatory and discovery activities for later phases — stakeholder interviews, vendor
landscape reviews, data inventories — should begin in parallel.

0 Financial Foundation Establishment Weeks 1-8  CRITICAL

Phase 1 must establish the absent financial infrastructure before any other layer can produce sustained value. This requires implementing Al
capital allocation mechanisms and value measurement frameworks to convert the organization's 100% Strategic Alignment into actionable budget
authority. Without these financial preconditions, the organization's strong technical capabilities cannot translate into systematic Al deployment.

« Conduct Al use case definition workshops with regulatory impact assessment
« Implement comprehensive Al governance framework with review processes

« Establish clear accountability structures for Al decision-making

« Develop Al monitoring and incident response procedures

* Implement Al investment and ROl measurement frameworks

e Governance Formalization Weeks 9-14  HIGH

Phase 2 builds on established financial mechanisms to formalize Al-specific governance components currently at 50% readiness. This includes
completing model lifecycle governance, risk frameworks, and performance monitoring systems. These governance structures are prerequisites for
safely scaling the organization's established execution capabilities.

» Implement change management program for Al adoption

« Establish cross-departmental Al collaboration protocols

e Use Case Operationalization Weeks 15-22  HIGH

Phase 3 leverages completed governance frameworks to formalize use case definitions with clear ownership, success criteria, and failure
protocols. This phase converts the organization's partial concept clarity (50%) into systematic execution processes that can utilize their strong
data infrastructure and Al/ML platforms.

« Establish Al cost management and budgeting processes
 Create vendor evaluation and management protocols

» Develop Al literacy training for key stakeholders

o Organizational Scaling Weeks 23+  MEDIUM

Phase 4 addresses the people layer constraints through systematic talent development and cultural adoption programs, now supported by
established financial, governance, and execution foundations. This phase transforms the organization's technical Al readiness into sustained
organizational capability for scaled Al value creation.

« Expand successful Al pilots to full deployment
« Optimize Al operations using technology infrastructure strengths
« Implement continuous improvement processes

 Launch pilot Al initiatives using established data infrastructure

Projected Outcome

Completing this roadmap activates all five layers of your Al Operating Model. Overall alignment is projected to improve from 63% to 78-88%,
establishing the structural conditions for scalable, governed Al deployment.
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Milestones & Conclusion

What should be true at 30, 60, and 90 days

PEVAEIEN Governance activated, strategy initiated

O Establish dedicated Al budget line with multi-year commitment and executive approval authority
O Define Al ROI measurement framework with specific metrics for cost governance and value tracking
O Complete Al talent inventory and identify critical skill gaps across technical and business functions

O Formalize Al use case ownership assignments with named business stakeholders for top 3 priorities

Success test: Al initiatives have dedicated funding mechanism and measurable value criteria in place.

PDEVAIE Strategy formalized, execution foundations laid

O Implement Al model lifecycle governance process with defined review stages and deployment approval criteria
O Deploy Al-specific risk and ethics framework with bias review protocols and compliance checkpoints
O Establish Al incident response procedures integrated with existing security controls

O Launch systematic Al training program addressing identified skill gaps from day 30 inventory

Success test: Al governance controls are operational and first Al models can progress through formal review process.

PDEVACIIE Operating model foundations functional

O Complete success criteria and failure protocol definition for prioritized Al use cases
O Deploy Al performance monitoring and drift detection systems for production workloads
O Implement cross-functional Al collaboration model with defined shared practices

O Execute first Al use case deployment using established financial, governance, and execution frameworks

Success test: First Al system is deployed in production with full governance oversight and measurable business impact.
IN CONCLUSION

The multiplicative structure of the Al Operating Model means Test Company 1's absent financial preparedness (0%) creates a system-wide value
collapse regardless of their strong technical foundations. Strategy and People layers function as primary structural blockers—without dedicated Al
budget allocation and systematic talent development, the organization's established Execution and Operations capabilities cannot produce
sustained Al value. Once financial mechanisms and governance formalization establish the necessary structural preconditions, Test Company 1's
existing technical infrastructure positions them to rapidly scale Al deployment and capture significant competitive advantage in financial services.

Activating these structural layers requires formal operating model design. Organizations attempting ad hoc implementation without governance
architecture and cross-layer sequencing typically reintroduce the structural gaps this diagnostic identified.

BEYOND 90 DAYS

Longer-term objectives — use case deployment, industry-specific compliance mapping, competitive benchmarking, and ROl measurement
frameworks — require guided engagement tailored to your sector and organizational scale. Schedule a follow-up assessment at 6 months to
measure structural progress.
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Assumptions & Limitations

This assessment is based on self-reported organizational practices. The following assumptions and limitations should be considered when interpreting
results.

Assumptions

1. Assessment did not capture specific Al use cases; regulatory notes are conditional
2. Findings are based on reported practices; no artifact review was performed

3. Strong technology and data capabilities assumed to be maintained during governance development

Limitations

» Single respondent: This assessment reflects one perspective. Multi-respondent assessments capture organizational variance and reduce bias.
» Point-in-time: Organizational structure is dynamic. Refresh quarterly or after major organizational changes.
* No artifact validation: Component status is inferred from responses, not verified through document review.

« Operating model mapping: The five-layer framework provides structural guidance; implementation should be tailored to organizational context
and scale.

Recommended Next Steps

1. Conduct the assessment with 3-5 additional stakeholders across different roles (CTO, CFO, CISO, business unit leaders) to capture organizational
variance.

2. Perform artifact review for dimensions scoring above 70% to validate self-reported maturity.

3. Schedule reassessment in 90 days to measure progress against roadmap milestones.

4. Review operating model layer mappings with leadership to confirm structural priorities.
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The Three-Tier Structural Model

Al structure is sequenced, not a checklist. Organizations that invest in technology and talent before establishing strategic clarity and governance
consistently fail to realize value. This model enforces the sequence that separates successful Al programs from expensive pilots.

GATING TIER CORE TIER ENABLING TIER
"Do you know what you're building and why?" "Can your organization execute?" "Do you have resources to scale?"
Concept Clarity Data Readiness Financial Preparedness
Strategic Alignment Cultural Readiness Talent & Skills
Governance Readiness Technology Fit

How the Tiers Work

Gating dimensions must pass first. If any gating dimension scores below 40%, the organization is classified as "Blocked" regardless of performance
elsewhere. Strong technology infrastructure cannot compensate for unclear Al strategy.

Tiers unlock sequentially. Core and Enabling tiers remain "Locked" until Gating requirements are met. This prevents the most common failure pattern:
acquiring platforms and talent before establishing decision rights and governance.

The model penalizes imbalance. Scores are calculated using a weighted geometric mean. An organization scoring 90% on seven dimensions but 20%
on governance will not receive a passing score—reflecting how Al programs fail in practice.

Classifications

POSITIONED FOR Al INVESTMENT FOUNDATION GAPS STRUCTURAL BLOCKERS
All tiers pass. Organization can proceed with Al Enabling gaps exist. Address before scaling Al beyond Gating or core tier failures. Resolve before making Al
initiatives with manageable risk. initial pilots. commitments.

Scoring Methodology

The overall score uses a weighted geometric mean that reflects tier importance. Gating dimensions carry the highest weight because strategic clarity

must precede execution. This approach penalizes imbalance — an organization scoring highly on most dimensions but critically low on one will not
receive a passing score, reflecting how Al programs fail in practice.




