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S The Decision Now Facing Leaders

Al is becoming an enterprise interaction and action layer

Most organizations are adding Al to an already complicated estate of applications, reports, workflows, vendors,
and data. Employees receive more tools, yet still struggle to find reliable information, complete work across
systems, and understand which actions are allowed.

A different target state is becoming credible. People may increasingly work through personal or enterprise
agents that can understand intent, retrieve approved enterprise context, coordinate tools, prepare or execute
work, and return evidence. The organization may not own every model or infrastructure component. It still needs
deliberate control over the intelligence layer through which its people, knowledge, systems, decisions, and work
interact.
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Executive position

Every enterprise must control its intelligence layer. Ownership is one possible means of control, not the
universal requirement.

2026.08 ALIGNMENT | The executive outcome

» Control of the intelligence layer supports three outcomes: more Intelligence, more Automation, and greater Enterprise
Autonomy.

» The organization does not need to own every component. It must retain appropriate control of knowledge, authority,
actions, evidence, continuity, portability, and the ability to change direction.

e Delegated Autonomy is granted narrowly to work and never replaces named human accountability.
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The Target State

One coherent enterprise intelligence experience

TIO End-State Architecture

One coherent Alpha, two co-equal foundations, four operating planes

PEOPLE, PERSONAL AGENTS, ENTERPRISE AGENTS, SYSTEMS AND DEVICES

One coherent experience; distinct identities, purposes and delegated authority underneath.

L

[ ALPHA

The organization’s complete Sovereign Enterprise Intelligence System

N\ 4
INTELLIGENCE CORE ENTERPRISE KNOWLEDGE AND STATE
Models, agents, reasoning, orchestration, evaluation, I Governed knowledge, intellectual property,
specialist methods and human expertise. p authoritative records, evidence and current operating
< condition.
/ N

IDENTITY AND ACTION AND TRUST AND PERSONAL AND
AUTHORITY TRANSACTION ASSURANCE EDGE EXPERIENCE

THE MODEL REASONS. REPOSITORIES REMEMBER. SYSTEMS OF RECORD ESTABLISH TRUTH. TRANSACTION
SERVICES CHANGE STATE. PEOPLE AND GOVERNANCE ESTABLISH LEGITIMATE AUTHORITY.

Alpha is the complete enterprise capability, not one model or database.

TIO uses Alpha as the reference name for the organization’s complete Sovereign Enterprise Intelligence
System. Alpha combines two foundations:

Foundation What it contributes

Models, agents, reasoning, orchestration, specialist methods, evaluations, tools, and

Intelligen r . :
LB EE e human expertise that understand, plan, coordinate, and learn.

Governed knowledge, intellectual property, definitions, records, policies, evidence,

A I R SR relationships, events, and current operating condition.

Four operating planes make the experience safe and executable: Identity and Authority; Action and Transaction;
Trust and Assurance; and Personal and Edge Experience.

Grounding principle
The model reasons. Repositories remember. Systems of record establish truth. Transaction services change

state. People and governance establish legitimate authority.

The Intelligent Organization | The Summit Leadership Alliance Page 4



TIO Executive Briefing: Control Your Intelligence Layer TIO | TSLA

What Alpha Means

A governed capability, not a product claim

Alpha is not a new database, a single giant model, or a vendor platform. It is the coherent capability created
when enterprise intelligence, knowledge, authority, action, evidence, recovery, and accountable people work
together.

Alpha should provide Alpha must not become

One coherent way to ask, understand, decide, coordinate, One unrestricted model with access to everything
act, and learn

Replaceable models and tools beneath stable enterprise .
A permanent dependency on one provider

contracts

Role- and purpose-aware context A universal memory that bypasses record-level access
Controlled paths to authoritative actions A probabilistic system committing consequential state by itself
Evidence, uncertainty, and human escalation A black box that cannot be challenged, stopped, or recovered

The Intelligent Organization | The Summit Leadership Alliance Page 5



TIO Executive Briefing: Control Your Intelligence Layer

TIO | TSLA

Control, Ownership and Operating Responsibility

Ownership is one possible means of control, not the universal requirement

What the Organization Must Control

Sovereignty is an observable operating outcome

DEDICATED
PUBLIC | SHARED ENTERPRISE CONTROLLED SOVEREIGN OWNED AND
ACCESS MANAGED SERVICE ENVIRONMENT HOSTED SERVICE OPERATED
Fastest access; lowest Contracted controls and Qrganization-controlled Jurisdictional and .
Highest direct responsibility
direct control support account or tenant operational control
User terms, data rules, exit Tenant isolation, logs, Identity, configuration, LS (O, (TR, (R, EXETiF,
. RS operator duties, staffing, upgrades,
awareness terms, portability evaluation, transition rights . ot
recoverability continuity
\. J \. J \. J/ \. J \. J

[
-

HIGHER DIRECT OPERATING RESPONSIBILITY

LOWER DIRECT OPERATING RESPONSIBILITY

Control can be achieved through several ownership and sourcing arrangements.

Control outcome Executive test

Mandate and decision rights Do we decide what Alpha is for, what it may do, and who remains accountable?

Can we control purpose, access, provenance, inference, retention, deletion, jurisdiction, and

Knowledge and data :
correction?

Identity and authority Can we identify every human and non-human actor and revoke delegated authority quickly?

Models and tools Can we choose, evaluate, replace, constrain, and monitor the components?

Action and transactions Do authoritative services validate and commit consequential changes?

Can we reconstruct outcomes, challenge the system, measure performance, and detect

Evidence and assurance .
failure?

Continuity and recovery Can we stop, downgrade, operate manually, recover, and communicate during disruption?

Portability and exit Can we change providers, models, or environments without losing the business capability?
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How Work Changes

From application navigation to governed intent

A future employee may ask an agent to prepare for a customer meeting, resolve an operational exception, draft
a proposal, or coordinate an approval. The agent can gather approved context, prepare the work, call tools, and
return evidence. The systems of record, financial controls, identity services, and approval rules remain
underneath, often becoming less visible to the user rather than disappearing.

Today Target experience

Employees search multiple systems and reconcile

Lo . Alpha retrieves authorized, current context with provenance.
conflicting information.

People translate the same intent into several application Agents coordinate approved services through controlled
steps. contracts.

Identity, purpose, device, delegation, data, and action are

Access follows broad roles and standing credentials.
checked for each request.

Evidence Gates compare outcomes to baselines and decide

PUEES e T (Ee) 1077 CEES EF QG what continues, expands, changes, or stops.

Automation is treated as all-or-nothing. Different workflow steps receive different autonomy levels.
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How Delegated Autonomy Grows Safely

Authority is earned by evidence

TIO Autonomy Ladder

Authority attaches to a defined unit of work, not to a model or agent in the abstract

R A i EVIDENCE REQUIRED

domain with continuous

« Defined unit of work
assurance and recovery.

* Named accountable owner

BOUNDED AUTONOMY + Baseline and thresholds

Act within defined rules, limits, time, + Monitoring and exceptions

monitoring and escalation. + Stop and recovery path

» Review and expiry date

@ EXECUTE AFTER APPROVAL ~ o

Execute a specific action after explicit approval.

@ PREPARE
Draft work, plans or transactions. A person reviews and releases.

@ RECOMMEND
Generate options and recommendations. A person decides.

@ OBSERVE
Read, classify, detect and summarize. No action authority.

The appropriate level depends on the work and consequence, not the ambition of the technology team.

TIO assigns Delegated Autonomy to a unit of work, not to an entire model or agent. A system may observe one
step, recommend another, prepare a transaction, execute after approval, and act autonomously only inside
tested boundaries.

Every material delegation should have an Autonomy Envelope defining the owner, level, data, identities,
permitted and prohibited actions, thresholds, monitoring, stop conditions, recovery, residual risk, and expiry.
Evidence Gates decide whether authority expands, stays bounded, tightens, downgrades, or stops.
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What Makes This Difficult

The hard work sits below the conversational interface

Challenge What leaders should expect
Enterprise Knowledge and Priority data, documents, definitions, events, and records must become reliable, governed,
State attributable, current, and accessible through approved paths.
Identity and delegated Agents, models, tools, services, and devices need distinct identities and short-lived, purpose-
authority bound permissions.

Tools, APIs, workflows, and systems of record require allowlists, business-rule validation,

Action design . . .
9 transaction boundaries, audit, and recovery.

Testing must cover real work, edge cases, adversarial input, access, actions, drift, incidents,

Assurance
and recovery rather than benchmarks alone.

Greater control creates responsibility for platform operations, support, security, evaluation,

RESL s el continuity, and supplier management.

Employees need clarity about what Alpha observes, infers, recommends, decides, and reports,

People and trust .
plus access to challenge and human review.
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A Progressive Starting Path

Build one controlled slice before building the enterprise vision

Progressive Realization Path

The end state is built through bounded operating slices, not a single transformation project

e N N N\ N N ~\
L . Domain
et | | wommgang | | Modelmdagent | | Boungea | | Srosstonan || auonomywi
visibility controlled tools s auionomy current state ZZZTI?::S:

Identify priority work,
approved data lanes,
owners, safe tools and
baseline evidence.

Connect one workflow
to attributable
knowledge and narrow,
permissioned actions.

Use routing, specialist
agents, evaluations
and a controlled tool

registry.

Delegate defined
actions within an
approved Autonomy
Envelope and Evidence

Connect priority
domains through
shared identity,
semantics, events and

Operate selected

domains within explicit

mandates, stop
conditions and

Gates. assurance. accountable oversight.

Progress is uneven by design. An organization may operate at advanced autonomy in one bounded domain while remaining

at “recommend” or “prepare” for rights-affecting decisions.

Progressive realization preserves momentum without pretending the whole end state exists on day one.

Define the enterprise intelligence mandate and the control outcomes that cannot be delegated to a vendor.
Choose one priority workflow and map the current work, records, decisions, systems, risks, people, and baseline.
Create a governed knowledge and state slice for that workflow rather than trying to unify the whole enterprise.
Give every person, agent, tool, model, service, and device an explicit identity and authority boundary.

Connect Alpha to allowlisted tools and authoritative services through tested action contracts.

Assign different autonomy levels to different workflow steps and complete the Autonomy Envelope.

Run Evidence Gates, rehearse stop and recovery, measure value, and expand only where evidence supports it.

NogoprwNRE
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Questions for the Executive Team

The decisions technology teams cannot make alone

What organization are we trying to become, and what should enterprise intelligence make us better able to do?
Which enterprise knowledge, decisions, customer promises, operating capabilities, and evidence are strategically
differentiating?

e What must remain under human authority even when machine action becomes technically possible?

Which control outcomes require direct ownership, and which can be achieved through a trusted provider or shared

sovereign service?

Who is accountable for Alpha as an enterprise capability, and who owns each delegated unit of work?

What evidence will justify movement from assistance to preparation, approved execution, or bounded autonomy?

Can we stop, recover, investigate, and change providers without losing the business capability?

What will employees, customers, residents, partners, regulators, and the board need to understand and trust?

First executive move
The useful first step is not selecting a frontier model. It is deciding what the organization must control, which
work should improve first, and what evidence will justify greater machine authority.
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Source Notes

Selected external and TIO foundations

Source
Moonshot Al, Kimi K3 Tech Blog: Open Frontier Intelligence, July 2026

Open Source Initiative, The Open Source Al Definition 1.0

NIST Al 100-1, Artificial Intelligence Risk Management Framework 1.0
NIST Al 600-1, Generative Artificial Intelligence Profile

NIST SP 800-207, Zero Trust Architecture

NIST NCCoE, Software and Al Agent Identity and Authorization Concept Paper,

2026

NIST SP 800-160 Vol. 2 Rev. 1, Developing Cyber-Resilient Systems

Model Context Protocol, Security Best Practices

Regulation (EU) 2024/1689, Artificial Intelligence Act

Canada, Personal Information Protection and Electronic Documents Act

TIO End-State Architecture Blueprint, Version 1.2 FINAL

TIO Sovereign Enterprise Intelligence Blueprint, Version 1.2 FINAL

TIO Factory Domain Guide, Version 1.0 FINAL

TIO Leadership Domain Guide, Version 1.0 FINAL
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Location
https://www.kimi.com/blog/kimi-k3
https://opensource.org/ai/open-source-ai-definition

https://www.nist.gov/publications/artificial-
intelligence-risk-management-framework-ai-rmf-10

https://www.nist.gov/publications/artificial-
intelligence-risk-management-framework-
generative-artificial-intelligence

https://www.nist.gov/publications/zero-trust-
architecture

https://www.nist.gov/news-events/news/2026/02/
new-concept-paper-identity-and-authority-software-
agents

https://csrc.nist.gov/pubs/sp/800/160/v2/rl/final

https://modelcontextprotocol.io/docs/tutorials/
security/security_best_practices

https://eur-lex.europa.eu/eli/reg/2024/1689/0j
https://laws-lois.justice.gc.ca/eng/acts/P-8.6/
Internal TIO Library
Internal TIO Library
Internal TIO Library

Internal TIO Library
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