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01 Executive Capability Brief

Fluency is the organization's ability to help leaders understand, use, question, protect, and sponsor AI and AI 
and automation with sound judgment.

In The Intelligent Organization (TIO™) system, Fluency sits in the Leadership domain. It does not make 
executives into technologists. It gives them enough practical understanding and first-hand experience to lead 
wisely, ask better questions, protect trust, and sponsor useful work.

The point is simple: leaders do not need to code. They need judgment.

Element Fluency capability answer

TIO™ Domain 01 - Leadership

Short definition The ability to help leaders understand, use, question, protect, and sponsor AI 
and AI and automation with sound judgment.

Plain-English test Can leaders use AI safely on real work, explain AI and automation in plain 
language, question weak claims, protect trust, and sponsor practical AI Use 
Cases with value, evidence, and human accountability?

Five behaviors Use. Understand. Question. Protect. Sponsor.

Three practical outputs Executive’s Personal AI workspace & Chief of Staff
Leadership AI Use Cases
Leader’s clarity on the TIO system and its applicability to the organization

Typical accountable 
owner

CEO, owner, executive sponsor, leadership development lead, transformation 
lead, or AI program lead, depending on scale.

Maturity Level 0 headline Leaders have no shared understanding of AI and delegate the topic to vendors, 
technical teams, or enthusiasts.

Maturity Level 5 headline Fluency is a living leadership discipline that adapts as AI changes and helps the 
organization make better decisions.

The leadership test

A leader should be able to use AI responsibly on real work, explain what it can and cannot be 
trusted to do, ask disciplined questions about value, data, risk, human review, adoption, and 
accountability, and sponsor AI-enabled work without handing judgment to the tool, the vendor, or 
the technical team.
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Fluency creates better leadership conversations. Strategy becomes more realistic. Governance becomes more 
practical. Risk becomes more specific. Transformation becomes easier to sponsor. Factory receives better AI 
Use Cases. People receive clearer explanations from leaders who have enough first-hand experience to speak 
with credibility.

2026.08 ALIGNMENT | Fluency in the refreshed TIO system

Primary outcome contribution: Intelligence

• Use a leader-first, role-based expansion pattern: enable the top, expand through leadership, then expand by role 
and work.

• Build personal, collective, and enterprise intelligence rather than equating license distribution with transformation.

• Evidence includes personal use on real work, understanding of limits, safe data use, ability to challenge outputs, 
and informed sponsorship.

Evidence at managed maturity: Fluency is defined, owned, applied consistently, measured in operation, reviewed 
through evidence, and improved without weakening trust, accountability, or Enterprise Autonomy.

First refresh move: Configure one approved frontier model for the top leader and use it on three real leadership 
tasks, then review value and limits.

02 The Real Problem Fluency Solves

Most leaders are not ignoring AI. They are being asked to lead through it before they have had enough time to 
understand it.

They see impressive demos. They hear confident vendor claims. They know employees are experimenting. 
They are asked by boards, owners, councils, customers, employees, and regulators what the organization is 
doing. They are told to move faster, but also to protect privacy, security, quality, brand, trust, and people.

That creates a leadership problem. Many executives are expected to sponsor AI decisions without enough first-
hand fluency to know what they are approving, challenging, funding, stopping, or explaining.

What breaks when Fluency is weak
 AI becomes overdelegated to technology teams, vendors, or enthusiasts.
 Leaders cannot tell the difference between a useful AI Use Case and an impressive demo.
 Risk conversations happen too late because leaders do not know what to ask at the beginning.
 Strategy discussions stay abstract because leaders have not personally experienced what frontier AI 

models can and cannot do.
 Governance becomes either too slow or too loose because decision-makers lack practical understanding.
 Managers and employees hear AI messages from leaders who do not sound credible.
 Vendors define the agenda because internal leaders lack enough fluency to challenge claims.
 The organization mistakes training attendance for leadership readiness.
 Value is claimed too casually because leaders do not ask for baselines, human review, and evidence.

Weak Fluency creates three common leadership patterns.

First, overdelegation: "IT will handle AI." This sounds efficient, but it is wrong. AI changes strategy, work, risk, 
people, trust, and value. Technology matters, but technology cannot own the enterprise question.

Second, overenthusiasm: "Let's automate everything." This creates scattered pilots, weak controls, and 
disappointed teams. It also risks automating broken work before anyone redesigns it.

Third, overcaution: "Let's wait until everything is safe and clear." This protects the organization from some risks, 
but it also slows learning, leaves employees unsupported, and makes the organization dependent on vendors 
and competitors to define the future.
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Fluency gives leaders a fourth path: practical judgment.

Why AI makes the Fluency problem urgent
AI lowers the cost of starting. It also raises the cost of weak judgment.

A leader can now produce drafts, analysis, scenarios, summaries, emails, speeches, policies, meeting 
preparation, decision memos, research briefs, and use case ideas in minutes. So can employees. So can 
vendors. This is powerful, but it means leadership judgment must move closer to the work.

Leaders cannot wait for perfect enterprise tooling before they learn. They can begin safely, using public 
information only and a strict confidentiality boundary, while enterprise-approved tools, policies, and controls 
mature. The goal is not casual experimentation. The goal is informed leadership.
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03 Plain-English Definition and Boundaries

Fluency is practical leadership judgment for the age of AI and AI and automation.

It is the repeated organizational ability to help leaders use AI on real work, understand enough to explain it 
plainly, question outputs and proposals, protect trust, and sponsor practical AI Use Cases with value, evidence, 
and human accountability.

The five behaviors

Behavior Plain meaning Evidence that it is happening

Use Leaders personally use AI on real leadership 
work and build useful habits: Personal AI 
workspace and AI Chief of Staff configured 
and in use.

Examples of leaders using AI to prepare, draft, 
summarize, rehearse, analyze, challenge 
assumptions, and improve decisions within safe 
boundaries.

Understand Leaders can explain AI, automation, data, 
and technology in plain language.

Common language, leadership playbook, shared 
definitions, better executive conversations.

Question Leaders know what to trust, what to check, 
what to challenge, and what not to delegate.

Sponsor questions, red-team prompts, evidence 
requests, vendor challenge examples.

Protect Leaders recognize data sensitivity, privacy, 
security, accountability, bias, quality, 
workforce, and trust issues.

Safe-use rules, data boundary discipline, routed 
risk reviews, examples of unsafe uses stopped 
or redirected.

Sponsor Leaders shape and sponsor AI Use Cases 
with clear value, evidence, and human 
accountability.

AI Use Case sponsor briefs, owners, baselines, 
risk routes, human review points, action memos.

What Fluency owns
 Leadership understanding and judgment.
 Practical personal use of AI by leaders within safe boundaries.
 Common language for AI, automation, data, technology, value, risk, and human judgment.
 Leadership ability to challenge vendor claims, weak proposals, and unsafe uses.
 Responsible sponsorship of AI Use Cases and automation opportunities.
 Leader-level action commitments for the next quarter.

What Fluency does not own
 Technical AI training for specialists.
 Enterprise-wide workforce reskilling. That belongs mainly in the People Skills capability.
 Detailed tool administration, access management, platform configuration, and integration. That belongs 

mainly in Technology.
 All adoption and change management activity. That belongs mainly in People Change and Adoption, with 

Leadership sponsorship.
 Governance, risk, legal, privacy, security, and data controls. Fluency helps leaders recognize and route 

these issues; it does not replace the control owners.
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04 Fluency Capability’s Role in the TIO System

The TIO Framework consists of five domains: Leadership, Data, Technology, Factory, and People. The 
operating logic is simple: Leadership directs. Data informs. Technology enables. Factory produces. People 
shape and sustain.

Fluency is the second Leadership capability because Strategy needs informed leaders. Strategy chooses. 
Fluency informs. Governance decides. Risk protects. Transformation mobilizes.

Domain 
relationship

What Fluency needs What Fluency gives back

Leadership Enterprise strategy, mandate, sponsor 
commitment, governance/risk expectations, 
transformation rhythm.

Better strategic judgment, better questions, 
better sponsorship, clearer leadership 
messages.

Data Simple guidance on data sensitivity, quality, 
access, lineage, and approved use.

Leaders who understand why data ownership, 
quality, access, and flow matter before AI can 
be trusted.

Technology Approved tool lanes, safe AI workspaces, 
platform options, identity/access rules, 
support model.

Leaders who use technology responsibly and 
can distinguish tool capability from enterprise 
readiness.

Factory Problem-first AI Use Case path, evidence 
gates, value measures, owner expectations.

Better AI Use Cases, better sponsorship, 
clearer baselines, stronger 
stop/scale/redesign decisions.

People Change story, workforce concerns, adoption 
signals, role impacts, training needs.

Leaders who model responsible use, explain 
change plainly, and do not treat AI adoption 
as a side message.

What breaks elsewhere when Fluency is weak
Strategy becomes less realistic because leaders talk about AI without enough first-hand experience. 
Governance becomes either a waiting room or a rubber stamp. Risk becomes generic because leaders do not 
know where exposure actually appears. Factory receives weak use cases because sponsors cannot explain the 
problem, value, data, controls, or human review. People hear messages that feel abstract, threatening, or 
inconsistent.

Fluency does not replace the other TIO capabilities. It improves the quality of leadership decisions that those 
capabilities depend on.
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05 The Fluency Operating Model

Fluency is not a one-time workshop. It is a leadership operating discipline that has to be refreshed as AI 
capabilities, tools, risks, and work patterns change.

A practical Fluency operating model moves through seven steps:

Step Plain-English meaning

1. Set the safe boundary Define what leaders may use in personal tools, what must stay out, and 
when approved enterprise environments are required.

2. Build first-hand practice Leaders use AI on real leadership work, not just demos or abstract 
exercises: Personal AI workspaces and Chief of Staffs are configured by 
the leaders and used daily.

3. Create common language Leaders learn plain-English terms for AI, automation, data, workflow, risk, 
value, and human accountability.

4. Learn to question Leaders test outputs, compare models, red-team claims, check sources, 
and ask for evidence.

5. Translate into use cases Leaders identify problem-first AI Use Cases and workflow improvements 
in their own functions.

6. Sponsor with evidence Leaders shape use cases with owners, baselines, value hypotheses, 
controls, adoption needs, and decision points.

7. Refresh as AI changes Fluency becomes a living rhythm, not a training certificate.

Operating model elements

Element Fluency operating model

Triggers New strategy; AI tool rollout; board or council request; uncontrolled employee AI use; vendor 
proposal; priority AI Use Case; risk event; leadership change; new regulation; new model 
capability.

Inputs Enterprise strategy, current AI usage, approved tools, data-use rules, privacy/security 
guidance, work pain points, leadership roles, transformation priorities, workforce concerns.

Core process Boundary -> first-hand use -> common language -> judgment questions -> use case 
translation -> sponsorship -> evidence -> refresh.

Decisions Who needs fluency first; what tools may be used; what data is allowed; what use cases 
require review; which use cases leaders will sponsor; what to stop or escalate.

Cadence Initial cohort or one-on-one program, weekly practice, monthly leadership sharing, quarterly 
action memo and refresh, annual capability review.
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Element Fluency operating model

Evidence Playbook, safe boundary, leader use examples, sponsor briefs, action memos, fluency 
assessments, examples of challenged claims or stopped unsafe uses.
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06
Processes, Methods, Tools, and 
Techniques

The Fluency capability uses a small set of practical methods. The goal is not to teach leaders every technical 
concept. The goal is to build reliable judgment through safe practice, useful questions, and disciplined 
sponsorship.

6.1 Safe Personal Practice Boundary
Leaders should begin learning early, even when the enterprise has not yet approved every tool and control. That 
requires a simple boundary.

A practical confidentiality test is: if the content would not be safe in a public release, audit, legal review, board 
packet, council report, customer conversation, employee conversation, or regulator review, do not put it into a 
personal AI tool. Describe the issue in general terms instead, or use the approved enterprise environment.

This boundary allows leaders to learn without using confidential, sensitive, regulated, customer, employee, 
proprietary, or legally privileged information.

6.2 Personal AI Chief of Staff
A Personal AI Chief of Staff is a configured AI workspace that helps a leader with real work: preparing for 
meetings, drafting messages, testing arguments, summarizing public materials, rehearsing difficult 
conversations, creating decision memos, and exploring scenarios.

The setup should include role context, leadership priorities, tone preferences, safe-use rules, preferred outputs, 
and public source material. It should not include confidential enterprise data unless the tool is approved for that 
use.

6.3 AI Council
An AI Council is a set of AI workspaces or model roles that challenge each other. One may act as chief of staff, 
one as strategist, one as risk reviewer, one as people-and-trust reviewer, one as financial challenger, and one 
as red team.

The point is not theatre. The point is better thinking. Leaders learn faster when they compare outputs, ask one 
model to challenge another, and practice not accepting the first confident answer.

6.4 Model comparison and red-team practice
Model comparison teaches leaders that different AI systems can produce different answers from the same 
prompt. Red-team practice teaches leaders to ask: what did this miss, what assumption is hidden, what could be 
wrong, who could be harmed, what evidence would prove this, and what human review is required?

6.5 AI Use Case Sponsor Brief
A sponsor brief turns leader fluency into enterprise value. A leader should be able to explain the problem, why it 
matters, what work will change, what data is involved, what value is expected, what risk route applies, who 
reviews the output, what baseline is needed, and what decision will be made at the Evidence Gate.

6.6 The 12-Session Executive AI Fluency and Thought-Partnership Program
TSLA's 12-session Executive AI Fluency and Thought-Partnership Program is a practical method for building the 
Fluency capability. It should be treated as one way to build the capability, not as the capability itself.

The program is designed for busy executives. It combines safe first-hand practice, private thought-partnership, 
tool setup, model comparison, leadership use cases, sponsor discipline, and a 90-day action memo.
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Session Working focus Practical output

1 Why executive fluency matters now Leader baseline and role-specific fluency goals.

2 Safe Personal Practice Boundary Plain-language boundary and confidentiality test.

3 Personal AI Chief of Staff setup Configured workspace for safe leadership use.

4 AI for executive productivity Useful workflows for drafting, preparation, 
summarization, and follow-up.

5 AI for thinking and decision support Decision memo, scenario, and challenge workflows.

6 Model comparison and red-team practice Model comparison habit and red-team prompt set.

7 Data, privacy, security, and trust boundaries Leader checklist for sensitive data and review 
routing.

8 Recognizing weak AI claims and vendor 
overreach

Vendor challenge questions and evidence requests.

9 Finding problem-first AI Use Cases Initial leadership use case shortlist.

10 Sponsoring use cases with value and 
accountability

AI Use Case Sponsor Brief.

11 Leading people through AI-enabled work 
change

Plain-language leader message and workforce trust 
questions.

12 90-Day AI Action Memo Leader commitment: use, sponsor, stop, test, 
escalate, and communicate.

Design principle

The program should build judgment through real use. A leader who only watches demonstrations 
will not develop the same judgment as a leader who safely uses the tools, tests outputs, and 
translates learning into better sponsorship.



TIO Capability Guide: Fluency TIO | TSLA

The Intelligent Organization | The Summit Leadership Alliance Page 12

07 Practical Outputs and Artifact Standards

Every TIO capability must produce no more than three official practical outputs. For Fluency, the outputs are 
Executive AI Playbook, Leadership AI Use Cases, and 90-Day AI Action Memo. Supporting tools can exist, but 
these three outputs are the capability standard.

Output Purpose Quality standard

Executive’s Personal 
AI workspace & Chief 
of Staff

Practical exposure to leading frontier 
models in a personal, intimate, safe and 
guided setting.  Getting Leaders to 
experience the POWER and LIMITATION 
of today’s frontier.

Use the latest Frontier Models for 
maximal intelligence.

Leadership AI Use 
Cases

Document a small set of real leadership or 
business uses with purpose, value, data 
boundaries, review needs, ownership, and 
evidence.

Problem-first, not tool-first. Each use 
case has an owner, value logic, data 
boundary, risk route, human review 
point, and decision path.

Leader’s Clarity about 
TIO system and their 
role in being the 
Leader / Sponsor

Capture what each leader will use, 
sponsor, stop, test, escalate, and 
communicate over the next 90 days.

Specific, time-bound, tied to strategy, 
safe-use rules, and the leader's actual 
role. Reviewed quarterly.

Executive’s Personal AI workspace and Chief of Staff: 
 Must be on one or more leading frontier models
 Must use the paid subscription, with privacy turned ON (no sharing)
 Must use publicly available information, nothing confidential on external LLM

Leadership AI Use Cases: artifact standard
 Must start with a real problem, pain point, decision, or workflow, not a tool idea.
 Must describe the users, work changed, data needed, value hypothesis, baseline, risk route, human review, 

and evidence gate.
 Must be small enough to test and important enough to matter.
 Must be handed to Factory Discovery, Design, and Measurement when ready for enterprise work.

Leader’s clarity about TIO and their Role as a leader / sponsor 
 Must include what the leader will personally use AI for within the safe boundary.
 Must include what the leader will sponsor, stop, test, or escalate.
 Must include a commitment to one or two visible leadership behaviors.
 Must be reviewed in the leadership rhythm, not filed away as a training output.
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08
Accountability, Ownership, and Decision 
Rights

Fluency matures only when someone owns it. The owner does not need to be the deepest technical expert. The 
owner must be accountable for building leadership judgment and connecting that judgment to strategy, 
governance, risk, transformation, and practical AI Use Cases.

Role What they are accountable for

CEO, owner, city manager, or 
enterprise sponsor

Sets the expectation that leaders must build fluency and model 
responsible use. Makes clear that AI judgment cannot be fully delegated.

Accountable Fluency owner Designs and runs the fluency path, maintains the playbook, tracks 
participation, coordinates advisors, and reports progress.

Technology lead Clarifies approved tools, platform options, identity/access, security, 
retention, and support rules.

Data lead Clarifies data boundaries, data quality questions, access rules, and 
approved data-use patterns.

Risk, legal, privacy, security Define review triggers, control expectations, unacceptable use, and 
escalation paths.

People / learning lead Coordinates leadership development, manager translation, workforce 
learning, and broader skills connection.

Transformation / Factory lead Turns leadership ideas into problem-first AI Use Cases with owners, 
evidence, and value path.

Decision rights Fluency must clarify

Decision Who typically decides Evidence needed

Who participates first CEO or executive sponsor with 
accountable Fluency owner.

Strategy priorities, risk exposure, 
sponsorship needs, AI Use Case 
portfolio, leadership readiness.

What tools leaders may 
use

Technology, security, privacy, and 
executive sponsor.

Approved tool posture, data sensitivity, 
access controls, retention, vendor terms, 
risk review.

What belongs in 
personal tools

Executive sponsor with legal, privacy, 
security, and data input.

Safe Personal Practice Boundary and 
confidentiality test.

Which AI Use Cases 
move forward

Business sponsor with Factory, 
Governance, Risk, Data, Technology, 
and People input.

Problem statement, value hypothesis, 
data boundary, risk route, human review, 
baseline.

What must stop or be 
escalated

Executive sponsor, Governance/Risk 
owners, or delegated decision body.

Unsafe use, unclear data rights, high-risk 
workflow, lack of owner, weak value path, 
workforce trust concern.



TIO Capability Guide: Fluency TIO | TSLA

The Intelligent Organization | The Summit Leadership Alliance Page 14

Scale-fit accountability pattern

Operating reality Fluency accountability pattern Practical warning

Owner-led 
business
(10-50 FTEs)

Owner builds personal fluency first. A 
trusted advisor may help configure the 
Personal AI Chief of Staff and safe 
boundary.

Do not overbuild. Owner judgment and one 
practical use case are enough to begin.

Managed 
enterprise
(50-200 FTEs)

Owner/CEO plus selected managers. 
Managers need enough fluency to carry 
safe use and team expectations.

Do not let the owner be the only person 
who understands the tools.

Mid-sized 
enterprise
(200-1,000 FTEs)

CEO and senior team cohort with 
accountable fluency lead. Connect to 
strategy, maturity assessment, use case 
pipeline, and manager activation.

Do not treat fluency as a training event. It 
must produce sponsor readiness and use 
cases.

Large enterprise
(1,000-25,000 FTEs)

Executive sponsor plus formal fluency 
owner, with Technology, Risk, Data, Legal, 
People, and Transformation support.

Do not allow leadership fluency to lag 
behind enterprise AI deployment.

Large distributed 
enterprise
(25,000+ FTEs)

Enterprise standard with business-unit or 
regional cohorts and shared playbook. 
Local leaders adapt within common rules.

Central control alone will be too slow. 
Local leader fluency must mature without 
fragmenting standards.
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09 Skills Needed

The Fluency capability requires practical judgment, responsible curiosity, and disciplined sponsorship. It does 
not require every executive to become an engineer, architect, data scientist, lawyer, or AI researcher.

Skill level Skills needed How to build them

Executive First-hand AI use, plain-language 
explanation, trade-off judgment, questioning 
skill, evidence discipline, risk awareness, 
human accountability, workforce stewardship.

Executive AI Fluency Program, 
Personal AI Chief of Staff, model 
comparison, sponsor briefs, quarterly 
action memos, thought-partnership.

Accountable 
Fluency owner

Program design, leader coaching, safe-use 
translation, artifact discipline, measurement, 
coordination across Technology, Risk, Data, 
People, and Factory.

Program facilitation, TSLA methods, 
playbook design, governance/risk 
integration, cohort management.

Technology / Data / 
Risk advisors

Tool enablement, data sensitivity, 
privacy/security, AI risk, platform rules, 
approved use, escalation paths.

Cross-functional design sessions, risk 
review practice, common language 
workshops, playbook input.

Functional leaders 
and managers

Team-level explanation, responsible use, 
identifying real work pain, recognizing review 
needs, supporting adoption.

Leader activation, manager cascade, AI 
fluency basics, use case discovery, 
team practice.

Workforce / users Basic responsible use, task fit, output 
checking, data protection, where to ask for 
help.

People Skills capability, adoption 
support, safe-use guides, role-based 
learning paths.

Common skill gaps
 Leaders understand AI headlines but have not personally used the tools enough to sponsor with judgment.
 Executives are impressed by outputs they do not know how to evaluate.
 Leaders ask for innovation but do not ask for data boundaries, baselines, human review, or value evidence.
 Sponsors cannot tell whether a use case is problem-first or tool-first.
 Managers are expected to explain AI change before leaders have explained the boundary.
 Risk and technology teams speak in language leaders cannot repeat to their teams.
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10 Maturity Model: 0 to 5

The TIO maturity model scores what the organization can prove and use, not what it hopes is true. Fluency 
maturity is not about how many leaders attended a session. It is about whether leaders are using, questioning, 
protecting, and sponsoring AI-enabled work with better judgment.

Level What it looks like Evidence Value and next move

0 Absent Leaders have no shared 
understanding of AI. The 
topic is delegated to 
vendors, technical teams, or 
enthusiasts.

No playbook, no safe 
boundary, no leadership 
practice, no sponsor briefs, 
no visible leadership 
questions.

Value is accidental and risk is 
high. Next move: run an 
executive orientation and name 
an accountable Fluency owner.

1 Initial / Ad-
Hoc

Some leaders are curious 
and experimenting, but 
fluency is uneven and 
safety rules are unclear.

Individual tool use, informal 
prompts, scattered demos, 
no common rules or 
evidence.

Some learning happens, but 
behavior is inconsistent. Next 
move: create a Safe Personal 
Practice Boundary and first 
leadership cohort.

2 Repeatable Leaders have a basic way 
to build fluency and identify 
low-risk versus review-
required uses.

Cohort plan, safe boundary, 
basic playbook, leader 
practice examples, early AI 
Use Case ideas.

Leaders start asking better 
questions. Next move: 
document expectations, build 
sponsor briefs, and connect to 
strategy.

3 Defined Fluency expectations are 
documented and leaders 
can explain, question, route, 
and sponsor AI work 
responsibly.

Executive AI Playbook, 
Leadership AI Use Cases, 
90-Day AI Action Memos, 
sponsor brief standard, risk 
routing.

The organization gains credible 
leadership. Next move: measure 
participation, sponsor readiness, 
responsible-use behavior, and 
decision quality.

4 Managed Fluency is measured and 
reinforced through strategy, 
governance, risk, and 
transformation routines.

Fluency scorecard, quarterly 
review, evidence of 
challenged claims, 
stop/escalate decisions, 
better use case sponsorship.

Leadership decisions improve 
and risk is better managed. Next 
move: refresh fluency as tools, 
regulation, and work change.

5 Optimized Fluency is a living 
leadership discipline that 
adapts as AI changes and 
helps the organization make 
better decisions.

Regular refresh, leader 
modeling, enterprise learning 
loops, mature AI Council 
practice, evidence-driven 
portfolio decisions.

The organization adapts faster 
with trust. Next move: sustain 
the rhythm and update the 
capability as AI and the 
enterprise evolve.

Maturity traps
 Counting training attendance as capability.
 Calling leaders fluent because they watched a demo.
 Using public tools with sensitive data because the boundary was not clear.
 Treating prompt tips as leadership judgment.
 Measuring confidence without checking behavior.
 Allowing one enthusiastic leader to outrun governance, risk, and data readiness.
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11 Evidence, Measures, and Value

A capability is real only when there is evidence. For Fluency, the evidence should show that leaders understand 
enough, use the tools responsibly, ask better questions, and sponsor better work.

Evidence type What it means Examples

Existence 
evidence

The capability exists in visible form. Executive AI Playbook, safe boundary, cohort plan, 
action memo template, sponsor brief template.

Use evidence Leaders are actually practicing and 
using the capability.

Leadership AI Use Logs, examples of AI-supported 
work, AI Council setups, model comparison 
examples, leader discussions.

Judgment 
evidence

Leaders are asking better 
questions and making better 
decisions.

Challenged vendor claims, risk routing, human 
review decisions, evidence requests, stop/defer 
decisions.

Value evidence Fluency improves the quality of 
strategy, governance, use cases, 
risk decisions, and transformation 
sponsorship.

Better AI Use Cases, clearer sponsor briefs, 
reduced unsafe use, faster routing, better Evidence 
Gate decisions.

Useful measures

Measure What it tells us Good use Bad use

Leader 
participation

Whether target leaders 
complete practical fluency 
work.

Confirm coverage and 
target gaps.

Treat completion as 
readiness.

Responsible use Whether leaders can 
explain safe-use rules and 
data boundaries.

Protect trust and model 
behavior.

Use as compliance theatre 
without practice.

Question quality Whether leaders ask better 
questions about value, risk, 
data, people, and 
accountability.

Improve decision quality. Score people subjectively 
without examples.

Sponsor 
readiness

Whether AI Use Cases 
have informed sponsors, 
value logic, risk route, and 
evidence plan.

Improve Factory input 
quality.

Create paperwork that does 
not change decisions.
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Measure What it tells us Good use Bad use

Decision quality Whether leaders make 
better proceed, review, 
stop, scale, or redesign 
decisions.

Connect fluency to 
enterprise outcomes.

Claim causality without 
evidence.

Confidence and 
capability

Whether leaders feel able 
to use, question, and 
sponsor AI responsibly.

Identify coaching needs. Mistake confidence for 
competence.

Value principle

Fluency creates value indirectly by improving leadership judgment. Its value shows up in better 
strategy, safer use, stronger AI Use Cases, cleaner governance, fewer bad bets, better vendor 
questions, better workforce communication, and more disciplined evidence.
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12 How to Build and Mature the Capability

The goal is to build the lightest Fluency capability that creates judgment, safe use, and better sponsorship. Do 
not overbuild. Do not wait for perfect tooling. Do not confuse speed with carelessness.

Minimum viable Fluency capability
 A named executive sponsor and accountable Fluency owner.
 A Safe Personal Practice Boundary and confidentiality test.
 A small target group of leaders.
 A practical Executive AI Playbook.
 A Personal AI Chief of Staff or AI Council setup path.
 A leadership practice rhythm.
 A way to turn learning into Leadership AI Use Cases.
 A 90-Day AI Action Memo for each participating leader.

First 30 days
1. Name the executive sponsor and accountable owner.
2. Confirm the safe boundary and temporary tool posture.
3. Identify the first leadership cohort or one-on-one thought-partnership candidates.
4. Configure Personal AI Chief of Staff workspaces or AI Councils using public information first.
5. Run structured first-hand practice on real leadership work.

First 90 days
6. Run an AI usage pulse or survey to understand current leadership and employee experimentation.
7. Teach model comparison, red-team questioning, and output validation.
8. Create Leadership AI Use Cases and sponsor briefs.
9. Complete 90-Day AI Action Memos and review them in the leadership rhythm.

First 12 months
10. Move from early leader practice to defined leadership expectations.
11. Connect Fluency to Strategy, Governance, Risk, Transformation, and Factory.
12. Measure sponsor readiness and responsible-use behavior.
13. Refresh the playbook as approved tools, policies, and capabilities mature.
14. Extend fluency to managers and high-impact roles through People Skills and Adoption.
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Maturity moves

Move What to build

0 to 1 Create awareness, executive orientation, and sponsor ownership.

1 to 2 Turn individual experimentation into a repeatable safe practice path.

2 to 3 Document expectations, outputs, playbook, use cases, and action memos.

3 to 4 Measure Fluency and connect it to strategy, governance, risk, transformation, and Evidence 
Gates.

4 to 5 Make Fluency continuous, adaptive, and embedded in leadership routines.
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13 Scale-Fit Application

The Fluency capability is the same capability across organizations, but it should not look the same at every 
scale. TIO guides are organized by operating reality, not headcount alone. The right design is the lightest 
structure that can create clarity, accountability, trust, and value.

Operating reality What Fluency should look like Core outputs

Owner-led business The owner builds safe personal fluency first, then 
names one practical AI use case and one AI 
Champion where useful.

Safe Personal Practice 
Boundary; Personal AI Chief of 
Staff; 90-Day Owner Action 
Memo.

Managed enterprise The owner/CEO and selected managers learn 
together so managers can carry safe use and 
explain boundaries to teams.

Executive AI Playbook Lite; 
Leadership AI Use Cases; 
manager-safe-use talking points.

Mid-sized enterprise Senior leadership cohort, AI advisor thought-
partnership, AI usage survey, Leadership Use 
Case Backlog, and connection to transformation 
rhythm.

Executive AI Playbook; 
Leadership AI Use Cases; 90-
Day AI Action Memos.

Large enterprise Executive cohort plus functional sponsors, formal 
approved tool lanes, governance/risk routing, and 
connection to enterprise portfolio and board 
visibility.

Executive AI Playbook; sponsor 
brief standard; quarterly fluency 
and sponsor readiness review.

Large distributed 
enterprise

Enterprise playbook with local cohorts for business 
units, regions, or agencies. Shared standards with 
local adaptation and learning loop.

Enterprise AI Playbook; unit-level 
Leadership AI Use Cases; 
federated action memo rhythm.

Scale-fit warning

The danger at small scale is overbuilding. The danger at large scale is leaders approving AI work 
they do not understand well enough. The danger at distributed scale is uneven fluency: local units 
move at different speeds under different assumptions.
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14
Role in the Enterprise Transformation 
Program

Fluency should begin early. It should run alongside Strategy, not after all policies and platforms are finalized. 
Leaders need enough first-hand understanding to set direction, ask better governance questions, identify risk, 
sponsor use cases, and explain the change.

Transformation phase Fluency role Fluency outputs

1. Set the mandate Help leaders understand why AI and 
automation affect the enterprise, not only 
technology.

Executive orientation, first safe 
boundary, sponsor commitment.

2. Make strategic 
choices

Help leaders understand how AI changes 
value, work, capability gaps, data needs, 
technology foundations, risk, and people.

Common language, Executive AI 
Playbook, better strategic 
questions.

3. Build the 
transformation rhythm

Equip leaders to sponsor AI Use Cases, 
challenge weak proposals, and route work by 
risk.

Leadership AI Use Cases, 
sponsor briefs, first 90-Day AI 
Action Memos.

4. Mobilize and prove 
value

Help leaders review evidence, model 
responsible use, communicate clearly, and 
decide what should scale, stop, or be 
redesigned.

Quarterly fluency refresh, action 
memo review, sponsor readiness 
measures.

Crawl, walk, run, fly

Stage Fluency meaning

Crawl Build safe boundaries, first-hand leader practice, and common language.

Walk Translate leader learning into problem-first AI Use Cases and sponsor briefs.

Run Connect Fluency to governance, risk, transformation rhythm, Evidence Gates, and value 
reviews.

Fly Make Fluency a continuous leadership discipline that adapts as AI changes.
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15
Best Practices, Industry Consensus, and 
Research Base

The external consensus is moving in the same direction as TIO: AI cannot be treated as a tool-only issue. 
Organizations need leadership judgment, risk management, AI literacy, governance, workflow redesign, human 
oversight, and continual improvement.

TIO should not copy external frameworks directly. External frameworks are anchors. TIO translates them into 
practical capabilities that leaders can understand, fund, build, evidence, and improve.

External anchor What it confirms TIO Fluency translation

EU AI Act Article 4 Providers and deployers must take 
measures to ensure a sufficient level of 
AI literacy for staff and other persons 
dealing with AI systems on their behalf.

Fluency is not optional for organizations 
exposed to AI use. Leaders need 
enough understanding to sponsor and 
govern AI use responsibly.

NIST AI RMF 1.0 and 
Generative AI Profile

AI risk management requires attention to 
trustworthiness, mapping context, 
measuring risk, managing risk, and 
governing AI-related practices.

Leaders need enough fluency to ask 
better questions about risk, trust, 
human validation, and controls.

ISO/IEC 42001:2023 AI management requires a system for 
establishing, implementing, maintaining, 
and continually improving AI practices.

Fluency should be a repeatable 
capability connected to leadership, 
governance, risk, and improvement.

AI adoption and value 
research

AI use is widespread, but scaled value 
depends on leadership ownership, 
workflow redesign, data/technology 
readiness, talent, operating model, and 
adoption.

Leadership fluency must move beyond 
demos into sponsor readiness, work 
redesign, evidence, and value 
discipline.

Adult learning and 
executive development 
practice

Adults build capability through relevance, 
practice, reflection, feedback, and 
application to real work.

Fluency should use thought-
partnership, real work, model 
comparison, use logs, and 90-day 
action commitments.

What TIO adopts, simplifies, and rejects

TIO position Meaning for Fluency

Adopts AI literacy, responsible use, human judgment, risk awareness, human validation, and 
continual improvement.

Simplifies Leadership Fluency becomes five behaviors and three outputs: Use, Understand, 
Question, Protect, Sponsor; Executive AI Playbook, Leadership AI Use Cases, 90-Day AI 
Action Memo.

Rejects Training completion as capability, jargon-heavy education, vendor-led leadership learning, 
tool-first fluency, and pretending executives need technical mastery before they can lead.
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16 Vendor and Service Provider Landscape

Vendors can support the Fluency capability. They cannot own leadership judgment.

The main guide should use vendor categories, not rankings. Vendor names and market examples should be 
reviewed before publication because the AI market changes quickly.

Category What it can help with
Example providers or tools as of July 
2026

Frontier AI 
workspaces and 
assistants

First-hand leader practice, drafting, analysis, 
summarization, research, meeting 
preparation, model comparison.

OpenAI ChatGPT Enterprise/Team, 
Anthropic Claude Team/Enterprise, 
Microsoft 365 Copilot, Google Gemini for 
Workspace, Mistral Le Chat Enterprise, 
Perplexity Enterprise.

Enterprise AI 
platforms

Approved tool lanes, controlled 
development, model access, evaluation, 
deployment, monitoring, and integration.

Microsoft Azure AI Foundry, Google 
Vertex AI, AWS Bedrock, IBM watsonx, 
Databricks Mosaic AI, Snowflake Cortex 
AI.

AI governance and 
risk tools

Policy workflow, use case inventory, model 
risk, control evidence, review routes, 
monitoring, and auditability.

Credo AI, Holistic AI, IBM 
watsonx.governance, ServiceNow AI 
governance capabilities, OneTrust, 
ModelOp, Arthur AI.

Learning and skills 
platforms

Role-based AI learning, course delivery, 
practice exercises, skill evidence, and 
manager enablement.

Coursera, LinkedIn Learning, Microsoft 
Learn, Google Cloud Skills Boost, AWS 
Skill Builder, IBM SkillsBuild, 
DeepLearning.AI, Udacity, Pluralsight.

Advisory and 
coaching providers

Executive education, thought-partnership, 
playbook design, governance design, use 
case sponsorship, transformation support.

TSLA, executive education providers, 
technology advisory firms, transformation 
firms, specialized AI consultancies.

When tools help
 Leaders already have a safe-use boundary and common language.
 The organization has approved tool lanes or a temporary learning posture.
 Fluency is connected to strategy, governance, risk, and the AI Use Case pipeline.
 The tool reduces friction and improves judgment, rather than creating another unsupported experiment.

When tools are premature
 Leaders have not clarified what data is safe to use.
 No one owns the leadership learning path.
 There is no risk route for use cases that move beyond personal practice.
 Executives believe buying the tool will create leadership fluency.
 Vendor demos are being substituted for first-hand executive use.
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Selection criteria
 Can leaders use it safely and easily on real work?
 Does it support enterprise privacy, security, retention, identity, and access needs?
 Does it make model behavior, limits, and data use understandable enough for leaders?
 Can it support role-specific workspaces, shared prompts, approved sources, and collaboration?
 Can it connect to governance, risk, audit, and reporting needs as use matures?
 Does it help leaders build judgment, or only generate content?
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17 What TSLA Can Help With

TIO is open source. Leaders can use the model directly. TSLA helps organizations apply it safely, practically, 
and faster by providing thought-partnership, executive fluency, playbook design, AI practice setup, safe-use 
guidance, sponsor coaching, and transformation support.

For Fluency, TSLA's role should be to help the organization build internal leadership judgment. The goal is not 
dependency. The goal is a leadership system that keeps improving after the first engagement ends.

Fluency need TSLA support Typical output

Executive 
understanding

Executive TIO Briefing, AI Fluency for Busy 
Executives, CEO/owner/board thought-
partnership.

Shared understanding of the leadership 
problem and starting path.

Safe first-hand 
practice

Safe Personal Practice Boundary, 
confidentiality test, approved/public 
information practice rules.

Plain-language safe-use boundary.

Practical leader 
habits

Personal AI Chief of Staff setup, AI Council 
setup, model comparison, role-specific 
workflows.

Configured leadership AI workspace 
and use habits.

12-session 
capability building

Executive AI Fluency and Thought-
Partnership Program.

Leader practice, use logs, sponsor 
briefs, and action memos.

Use case 
sponsorship

Practical use case coaching, AI Use Case 
Sponsor Brief, Factory handoff support.

Problem-first Leadership AI Use Cases.

Measurement and 
review

Fluency assessment, sponsor readiness 
review, quarterly action memo review.

Fluency evidence, measures, and next 
moves.

Enterprise 
connection

Connect Fluency to Strategy, Governance, 
Risk, Transformation, People, Data, 
Technology, and Factory.

Integrated transformation rhythm and 
clearer decision paths.

TSLA service principle

Here is what the organization must own: leadership judgment, responsible use, sponsorship, and 
accountability. Here is where TSLA can help: build the pathway, facilitate the conversations, 
configure the practice, strengthen the questions, and connect learning to enterprise value.



TIO Capability Guide: Fluency TIO | TSLA

The Intelligent Organization | The Summit Leadership Alliance Page 27

18 Common Failure Modes

Fluency failures are often hidden because leaders do not want to admit what they do not yet understand. A 
useful guide should make those failure modes easier to see without turning them into blame.

Failure mode What it sounds like Recovery move

Delegated ignorance IT is handling AI. Make clear that AI affects strategy, work, risk, 
people, and value. Start executive fluency.

Demo fluency We saw the vendor demo. We 
understand it.

Require first-hand leadership practice and 
model comparison.

Prompt-trick training We taught leaders prompt 
engineering.

Shift from prompts to judgment: value, risk, 
data, human review, evidence.

Unsafe curiosity I copied the file into the tool just to 
see what it would say.

Introduce the Safe Personal Practice Boundary 
and approved enterprise tool lanes.

Overconfident 
sponsor

This output looks right. Let us launch. Require baseline, review, risk route, and 
evidence gate before operational use.

Frozen by risk We cannot let anyone use anything 
until every policy is done.

Allow safe practice on public information while 
controls mature.

Vendor-led agenda The vendor told us these are the best 
use cases.

Return to strategy, work pain, data readiness, 
and business ownership.

Training as theatre Ninety percent completed the module. Ask what leaders can now use, question, 
protect, sponsor, and explain.
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19 Real-World Examples

Example 1: Owner-led business
An owner of a 35-person services business starts using AI to prepare customer proposals, draft team messages, 
and summarize public industry materials. At first, the owner experiments casually. After establishing a Safe 
Personal Practice Boundary, the owner stops putting customer details into public tools and begins using 
generalized examples instead.

The owner configures a Personal AI Chief of Staff with public information about the business, the owner's writing 
style, and current priorities. Within 60 days, the owner identifies one practical use case: reducing the time 
required to prepare first-draft proposals while keeping final human review. The Fluency capability is still light, but 
it is real: safe boundary, regular use, one use case, and a 90-day action memo.

Example 2: Mid-sized enterprise
A 600-person organization launches a senior leadership fluency cohort. The initial goal is not to deploy a tool 
across the enterprise. The goal is to make leaders more capable sponsors.

Each executive configures a safe AI workspace, keeps a short use log, and brings one candidate use case from 
their function. The group learns to ask the same questions: what problem are we solving, what data is needed, 
what risk route applies, who reviews the output, what baseline proves value, and what work will change? After 
90 days, the organization has a better leadership conversation, a practical playbook, and five AI Use Cases 
ready for Factory Discovery.

Example 3: Large distributed enterprise
A large distributed enterprise has many local units experimenting with AI. Some are moving quickly; others are 
waiting for permission. Corporate functions are overloaded because every question is being escalated centrally.

The enterprise creates a shared Executive AI Playbook and runs fluency cohorts for corporate and business-unit 
leaders. Local leaders learn the same safe boundary, use case sponsor questions, and escalation routes. They 
still adapt locally, but within common rules. The result is not central control of every idea. The result is better 
local judgment with enterprise coherence.

Failure example
A leadership team announces that AI is a priority, but no senior leader uses the tools personally. The 
organization buys an enterprise license and sends employees a training link. Adoption is uneven. Some 
employees use AI quietly. Others avoid it. Managers cannot explain what is allowed. Vendors pitch use cases 
directly to functions. Risk review happens late.

The problem is not lack of interest. The problem is lack of leadership fluency. The recovery path is to pause 
broad messaging, build a safe executive practice boundary, create the playbook, and require every AI Use Case 
sponsor to explain value, data, risk, human review, adoption, and evidence before work proceeds.
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20
Expert Checklist and Monday Morning 
Moves

Expert question What it tests

Can leaders define Fluency without jargon? They understand the capability.

Can leaders use AI safely on real work? They have first-hand practice, not just awareness.

Can leaders explain the safe boundary? They can model responsible behavior.

Can leaders question outputs and vendor 
claims?

They have practical judgment.

Can leaders sponsor AI Use Cases properly? They can connect problems, value, data, risk, human 
review, and evidence.

Can the organization show evidence? The capability is visible, used, and measured.

Can Fluency refresh as AI changes? The capability is becoming adaptive.

What to do Monday morning
1. Name the executive sponsor and accountable Fluency owner.

2. Write the Safe Personal Practice Boundary in plain language.

3. Identify the first group of leaders who must become more fluent because they sponsor strategy, 
governance, risk, transformation, or priority AI Use Cases.

4. Set up one Personal AI Chief of Staff or AI Council using public information only.

5. Ask each leader to bring one real leadership task and one possible AI Use Case to the next session.

6. Create the first Executive AI Playbook outline.

7. Set a 90-day review date for action memos, use cases, and sponsor readiness evidence.
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A Fluency Capability Build Questions

These questions can be used in an executive interview, fluency workshop, assessment readout, or quarterly 
leadership refresh.

Leadership readiness
 Which leaders are making AI, automation, data, technology, or transformation decisions today?
 Which leaders are sponsoring AI Use Cases or vendor decisions?
 Which leaders are least comfortable but most exposed?
 Where are leaders currently relying too heavily on vendors, technical teams, or enthusiasts?

Safe use and boundaries
 What tools are approved today?
 What is allowed in personal tools and what is not?
 Can every leader explain the confidentiality test?
 What requires legal, privacy, security, data, or risk review?
 Where is AI use already happening without visibility?

First-hand practice
 Which leadership tasks are safe and useful for practice?
 How will leaders use AI weekly without using sensitive information?
 How will model comparison and red-team practice be taught?
 What should leaders document in a short use log?

Sponsorship and value
 Which possible AI Use Cases are emerging from leader practice?
 Are they problem-first or tool-first?
 Who owns the outcome?
 What baseline will prove value?
 What human review is required?
 What Evidence Gate should decide whether the work continues, changes, scales, or stops?

People and trust
 What will employees hear from leaders about AI use?
 Where might leader use of AI create concern or mistrust?
 What workforce commitments must leaders be willing to honor?
 What should managers know before they are asked to explain AI-enabled change?

Maturity and sustainment
 What evidence proves leaders are becoming more fluent?
 How will Fluency be measured without turning it into training theater?
 How often should the playbook be refreshed?
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B Source Notes and Research Base

This guide uses the TIO canon as its primary source and uses external research and standards as supporting 
anchors. External sources should not take over TIO. They should help validate and sharpen TIO practice.

Source area How it informed this guide

TIO internal canon TIO Framework Document v1.0 FINAL, July 2026. Establishes TIO as an enterprise-
first, AI-aware, capability-based, evidence-driven, scale-fit transformation system.

TIO Leadership master TIO Leadership Capability Domain Master v0.3 DRAFT, July 2026. Defines 
Strategy, Fluency, Governance, Risk, and Transformation; includes Fluency 
definition, behaviors, outputs, evidence, measures, maturity model, owners, and 
TSLA connections.

TIO Strategy Guide TIO Capability Guide: Strategy v1.0. Establishes the approved capability guide 
spine and the connection between Strategy, Fluency, Governance, Risk, 
Transformation, and the rest of TIO.

TIO implementation 
guides

Owner-Led, Managed, Mid-Sized, Large, and Large Distributed Enterprise 
Implementation Guides v1.0 FINAL, July 2026. Provide scale-fit first 12-month paths 
and executive fluency patterns.

TSLA Executive AI 
Fluency program

12-Session Executive AI Fluency and Thought-Partnership Program curriculum and 
working methods. Used as a TSLA method for building Fluency, not as the 
capability itself.

EU AI Act Article 4 Regulation (EU) 2024/1689, Article 4 on AI literacy. Used as an external anchor for 
the need to ensure sufficient AI literacy for staff and others dealing with AI systems. 
Source: https://eur-lex.europa.eu/legal-content/EN/TXT/?uri=CELEX:32024R1689

NIST AI RMF and 
Generative AI Profile

NIST AI Risk Management Framework 1.0 and NIST AI 600-1 Generative AI Profile. 
Used as anchors for risk, trustworthiness, governance, human validation, 
monitoring, and responsible AI practice. Sources: https://www.nist.gov/itl/ai-risk-
management-framework and https://nvlpubs.nist.gov/nistpubs/ai/NIST.AI.600-1.pdf

ISO/IEC 42001:2023 Artificial Intelligence Management System standard. Used as an anchor for 
establishing, implementing, maintaining, and continually improving AI management 
practices. Source: https://www.iso.org/standard/42001

AI adoption and value 
research

McKinsey State of AI 2025 and Microsoft 2025 Work Trend Index. Used as anchors 
for the gap between AI adoption and scaled value, the role of leadership ownership, 
workflow redesign, human judgment, and AI-enabled work change. Sources: 
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai and 
https://www.microsoft.com/en-us/worklab/work-trend-index/2025-the-year-the-
frontier-firm-is-born

Vendor landscape Official product pages and market materials from leading AI workspace, platform, 
governance, learning, and advisory providers, reviewed July 2026. Vendor names 
should be reviewed before publication because the market changes quickly.

Publication note: vendor names and market examples should be reviewed before publication because the 
software market changes quickly. The TIO Fluency capability should remain evergreen; vendor specifics should 
remain dated and optional.
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