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How to Use This Guide

Read the Starting Point first to confirm that this guide matches how your organization actually operates. Use the
first-year path and phase sections to sequence the work. Use the operating rhythm, decision-rights, artifact, and
roadmap sections as practical working references. Adapt the structure to fit your organization, but protect the
core logic: direction first, assessment before commitment, a small portfolio, clear ownership, Evidence Gates,
communication, and measured value.
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Starting Point

The practical first-year path for a mid-sized enterprise

Bottom Line

A mid-sized enterprise does not need transformation bureaucracy. It needs a practical system for making
choices, building capability, proving value, and helping people adopt better ways of working.

TIO helps leaders build that system. It starts with the whole organization, not with Al tools. It treats Al
automation, data, technology, work redesign, risk, trust, and people as one connected transformation challenge.

This guide is written for leaders who need real progress in the first 12 months. It is intentionally simple. The goal
is not to create more work about transformation. The goal is to help the organization move, learn, and improve
with discipline.

Strategy sets the direction. The TIO Maturity Assessment shows what the organization is capable of doing
today. The TIO Transformation Program closes the gap between the two.
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Is This the Right Guide?

TIO Implementation Guides are organized by operating reality, not only by headcount. Choose the guide that
best matches how your organization actually works today.

Guide Typical size Operating reality

Owner-Led Business 10 to 50 The owner is still the system.
Managed Enterprise 50 to 200 Managers are becoming the system.
Mid-Sized Enterprise 200 to 1,000 The leadership team and transformation rhythm must

become the system.

Large Enterprise 1,000 to 25,000  Multiple units must move together with common
direction and local ownership.

Large Distributed 25,000+ or The system is bigger than any one leader, unit,
Enterprise institution-level function, region, or program.
complexity

Use this guide if the organization is too complex for informal coordination, but not large enough to carry heavy
enterprise transformation machinery. The leadership team must now become the system that sets priorities,
resolves trade-offs, sponsors change, and holds the rhythm.

Do not overbuild

A mid-sized enterprise needs a transformation system, not a transformation bureaucracy. If the rhythm is
producing reports but not decisions, simplify it. If workstreams are multiplying faster than value, reduce the
portfolio. If people cannot explain the change in plain English, the program is not ready.
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kB How This Guide Fits in TIO

TIO is a capability-based enterprise transformation system. It helps leaders answer five practical questions:

Where are we going?

What capabilities must we build?

What work should we redesign first?

What risks must we manage?

How do we prove value and sustain progress?

This guide is the implementation layer for mid-sized enterprises. It should be used with the TIO TIO Capability
Model, the TIO Capability Guides, the TIO Capability Model and Maturity Assessment Tool, and the TIO
Assessment Facilitation Guide.

The 25 capabilities stay consistent across all organizations. What changes is the way the organization starts, the
amount of structure required, and the rhythm needed to keep work moving.

2026.08 alignment How this guide applies the refreshed TIO system

More Intelligent Begin with direct, safe leadership use of approved frontier Al. Expand through leadership,
then by role and work. Connect personal use to governed enterprise knowledge and
systems as capability matures.

More Automated Use the Factory to redesign bounded work and apply the simplest reliable form of
automation. Preserve the human contribution the outcome requires.

More in Control Define the organization's Enterprise Autonomy position: knowledge, data, authority,
dependencies, portability, operating capability, recovery, and freedom to change direction.

Scale-fit application Manage an explicit portfolio of both routes. The organization is large enough to establish a
bounded target function beside the current one, but capacity, integration, data, and
manager readiness must remain visible. Enable the Executive Team, then functional and
business leaders. Link every material portfolio item to an ESA target condition, transition
route, Work and Decision Map, and Evidence Gate.

Transition Choice Define the bounded unit, accountable owner, target condition, primary route, and reason it
fits.
Transition Map Show current and target operations, work routing, authoritative truth, human and machine

roles, temporary states, Evidence Gates, movement of authority, and recovery.

Cutover and Legacy Confirm what work and authority move, what evidence supports the decision, how recovery
Outcome Decision works, and what is replaced, integrated, retained, allowed to coexist, returned, or stopped.

The Mid-Sized Enterprise Reality
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Mid-sized enterprises often sit in the hardest middle. They have real complexity, but limited spare capacity. They
have leaders, managers, systems, and data, but often not enough shared rhythm to make change repeatable.

They need structure, but not bureaucracy.

They need speed, but not chaos.

They need Al and automation, but not random experimentation.

They need data, but often have inconsistent ownership, quality, and access.
They need technology, but usually have a mixed and uneven stack.

They need leaders to own outcomes, not only activities.

They need people to adopt the change while still running the business.

The first job is to build a simple system that helps the organization decide, focus, execute, learn, and adapt.

The TIO operating logic
Leadership directs. Data informs. Technology enables. Factory produces. People shape and sustain.

For a mid-sized enterprise, that logic must become practical. It should show up in leadership meetings, business
reviews, investment decisions, data priorities, technology choices, Al Use Case selection, communication,
workforce planning, and value reviews.
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What Should Be True After 12 Months

After 12 months, the organization should not be finished. It should be better organized to continue. These
outcomes matter more than the number of documents produced.

Area What should be true after 12 months

Direction The CEO and senior team have a clear enterprise ambition, a small
set of priorities, and a plain-language transformation narrative.

Capability The organization has completed a TIO Maturity Assessment and
understands its most important capability gaps.

Governance There is a light steering rhythm with clear decision rights, risk
escalation, and value review.

Portfolio A small portfolio of Al Use Cases, automations, data improvements,
and work redesign efforts is active and governed.

Evidence Key initiatives pass through simple Evidence Gates before scaling.

People Leaders and managers can explain the change, sponsor adoption,
and identify workforce impacts.

Value The organization can show early value, lessons learned, and the next
set of priorities.
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The First 90 Days

The first 90 days should create clarity, not a large program office. The work should be visible, paced, and useful.

Timeframe Focus Practical outputs

Days 1 to 30 Set direction and boundaries  Executive mandate, initial transformation
narrative, safe Al practice boundary, sponsor
confirmation.

Days 31 to 60 Assess honestly TIO Maturity Assessment, Al Usage Survey,
capability heatmap, initial risk and data
issues.

Days 61 to 90 Prioritize and mobilize First 12-month roadmap, small portfolio,

steering rhythm, communication plan, first
Evidence Gates.

Do not try to solve all 25 capabilities in the first 90 days. Use the assessment to identify the few capabilities that
matter most for the next wave of progress.
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The 12-Month Starting Path

The sequence matters. Many organizations start with tools, pilots, or isolated Al ideas. TIO starts with direction,
capability, risk, and value.
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P1 Phase 1: Set the mandate
Timing: Month 0O to 1

Start with the CEO, president, owner, city manager, executive director, or executive sponsor. The mandate
should make the transformation legitimate and focused.

Core questions

What is the organization trying to become over the next three to five years?

What must be protected while we change?

What pressures make change unavoidable?

How do Al, automation, data, technology, cost, labor, service, risk, and trust change the strategy?

What will we not do in the first year?

Practical outputs: executive mandate, transformation narrative, sponsor list, initial communication to leaders,
and safe Al practice boundary.
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Phase 2: Make strategic choices
Timing: Months 1 to 3

Translate ambition into a small number of choices. Mid-sized enterprises often have too many possible moves.
The leadership team must decide what matters most.

Choice Plain-English question
Winning aspiration What does success look like in three to five years?
Where to play Which customers, services, geographies, functions, or processes

matter most?

How to win How will the organization create value, trust, service, productivity, or
advantage?

Capabilities What must the organization be able to do reliably?

Management systems What rhythms, measures, and decisions will keep this alive?

Practical outputs: strategic choices, simple scorecard, leadership priority map, and first draft of the
transformation roadmap.
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Phase 3: Assess capability and capacity
Timing: Months 2 to 4

Complete the TIO Maturity Assessment before locking the transformation program. The assessment should be
honest, evidence-based, and focused on action.

Score each of the 25 capabilities from 0 to 5.

Separate current maturity from target maturity.

Require evidence before accepting a high score.

Identify dependencies between capabilities.

Confirm who has capacity to lead each priority.

Turn gaps into a small number of first-year moves.

Capacity matters. Do not assign workstreams to leaders who are already at full load unless something else is
stopped, deferred, or delegated.
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Phase 4: Mobilize the transformation rhythm
Timing: Months 3 to 6

Create enough structure to move work across the enterprise. Avoid building a large transformation office unless
the organization truly needs one.

Element Purpose

TIO Steering Group Resolve trade-offs, remove barriers, review risk, confirm value, and
hold the rhythm.

Workstream owners Lead practical work in strategy, data, technology, Factory, and People
priorities.

Evidence Gates Prevent weak Al Use Cases or redesign efforts from scaling too early.

Monthly value review Check whether work is producing useful evidence and measurable
progress.

Manager cascade Help managers explain what is changing, what is not, and what teams

should do next.
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Phase 5: Prove value and scale carefully
Timing: Months 6 to 12

The second half of the first year should prove that the rhythm works. Scale only what has passed basic evidence
tests.

e Measure value in time, cost, quality, service, risk reduction, employee experience, customer experience, or
decision speed.

Scale successful work only after adoption, risk, data, technology, and operating ownership are clear.

Retire or redesign weak initiatives quickly.

Update the roadmap quarterly based on evidence, not optimism.

Use lessons from early Al Use Cases to improve governance, data, technology, and workforce support.
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Assessment Approach

The assessment should be practical. It is not an audit, a blame exercise, or a consulting performance. It is a
structured conversation about what the organization can reliably do today.

Assessment choice Recommended approach for mid-sized enterprises

Participants CEO or sponsor, senior team, key functional leaders, selected
managers, technology, data, risk, HR, operations, finance.

Time required Usually 2 to 4 working sessions, plus evidence review.

Depth Full 25-capability assessment, but keep discussion focused on the
most important gaps.

Evidence standard No Level 3 or higher score without ownership, documented
practice, consistent use, and visible evidence.

Output Capability heatmap, target maturity, priority gaps, first-year
capability moves, and first 90-day actions.

A useful assessment produces better decisions. If the assessment creates a thick report but no change in
priorities, it has failed.
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(gl Executive Al Fluency Approach

Senior leaders do not need to become Al experts. They do need enough first-hand experience to set direction,
sponsor useful work, understand risk, and ask better questions.

For mid-sized enterprises, start Al fluency early. It should run beside strategy and assessment work, not after all
governance is complete.

Audience Purpose Practical method

CEO and senior Build confidence, judgment, Short thought-partnership sessions, safe

team and shared language. personal practice, use-case discussion, risk
reflection.

Functional leaders Identify useful Al Use Cases Hands-on examples tied to their work, data,

and workflow opportunities. decisions, and service problems.

Managers Help teams adopt safely and | Manager briefings, talking points, simple do
practically. and do-not rules.

Employees Reduce fear and increase safe Clear guidance, examples, learning support,
usage. feedback channels.

The safe practice boundary should be explicit: public information and personal learning can be used in approved
ways; confidential, client, employee, resident, health, legal, procurement, security, and sensitive business
information must stay inside approved enterprise tools and controls.
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Governance and Decision Rights

Governance should be clear enough to protect the organization and light enough to let useful work move.
Leadership owns governance design. Other domains apply those rules in their work.

Decision Who should decide What good looks like

Strategic priorities  CEO and senior team A small number of enterprise priorities
connected to strategy and value.

Al Use Case intake  TIO Steering Group or Ideas are screened for problem clarity,
designated portfolio owner data readiness, risk, and value.

Risk posture Executive sponsor with risk, Clear rules for what can proceed, what
legal, privacy, cyber, HR as needs review, and what is not allowed.
needed

Technology fit Technology leader with business | Tools fit architecture, security, integration,
owner support, and total cost reality.

Scale decision Executive sponsor and Steering | No scaling without evidence of value,
Group adoption, ownership, and manageable risk.

Simple test: if people do not know who can say yes, who can say no, and who must be consulted, governance is
not yet clear.
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Operating Rhythm

Cadence matters more than artifacts. The rhythm is how the organization keeps decisions, evidence, risk,
communication, and value connected.

Rhythm Typical cadence Purpose

Workstream Weekly or bi-weekly Resolve blockers and keep work moving.

check-in

TIO Steering Monthly Make decisions, review risks, confirm priorities,

Group and protect focus.

Manager forum  Monthly Prepare managers to explain change and surface
adoption issues.

Value review Quarterly Review evidence, benefits, lessons, and scale-or-
stop decisions.

Capability Twice per year Revisit maturity, gaps, and next capability moves.

review

If a meeting does not make a decision, remove a barrier, create clarity, or improve value evidence, redesign it.
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10 Al Use Case and Value Portfolio

A mid-sized enterprise should start with a small portfolio. Too many pilots create noise. Too few create no
learning.

A practical first-year portfolio usually contains 3 to 7 active items across improvement types:

e One or two Al Use Cases with visible business value.

¢ One or two workflow redesign opportunities where Al or automation may help.

e One or two data or reporting improvements needed to unlock future value.

e One foundational technology, integration, or governance improvement if needed.

Evidence Gates

Use Evidence Gates to prevent weak ideas from becoming expensive commitments.

Gate Question

Problem Is this a real business or service problem, not just a tool idea?

Data Is the required data available, usable, protected, and understood?

Risk Are legal, privacy, cyber, safety, workforce, and trust risks
understood?

Design Has the work been redesigned, or are we automating a broken
process?

Value Can we measure the expected benefit?

Scale Is there ownership, support, adoption, and funding to sustain it?
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(M Communication and Change

Communication is how direction, evidence, decisions, risk, and value become understandable to people who
must act. In a mid-sized enterprise, communication must reach managers before it reaches the full organization.

Give managers the narrative before they are expected to answer team questions.
Explain what is changing, what is not changing, and why now.

Be honest about uncertainty, risk, and workforce impact.

Use plain examples, not abstract transformation language.

Create a feedback path so leaders can hear where adoption is stuck.

Repeat the message in the normal operating rhythm, not only in launch communications.

The goal is not to persuade people that Al is exciting. The goal is to help people understand how work,
decisions, service, trust, and value will improve, and what support they will receive.
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(A Artifact Checklist

Artifacts should help people make decisions and take action. If an artifact is not used, simplify it or stop creating
it.

Artifact Purpose Keep it simple by...

Executive Mandate  Authorizes the work and One page. Plain language.
explains why it matters.

Transformation Helps leaders and managers A few paragraphs and talking points.

Narrative explain the change.

TIO Maturity Shows current capability and Evidence-based scoring and heatmap.

Assessment priority gaps.

12-Month Roadmap  Shows the first wave of work. Few priorities, named owners, realistic
capacity.

Decision Rights Clarifies who decides what. Only include decisions that are actually

Table recurring.

Al Use Case Tracks ideas, gates, owners, Small list, active status, evidence notes.

Portfolio risk, and value.

Communication Keeps leaders, managers, and | Audience, message, timing, feedback path.

Plan teams aligned.

Quarterly Value Shows progress and lessons. Measures, evidence, decisions, next

Review moves.
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(3N How the 25 TIO Capabilities Show Up in Year One

The first year does not require every capability to reach the same maturity. Focus on the capabilities that unlock
progress.

Domain Year-one focus

Leadership Set direction, build fluency, clarify governance, define risk posture,
and hold the transformation rhythm.

Data Identify critical data owners, quality gaps, access issues, data flows,
and decision insights needed for priority use cases.

Technology Confirm platform fit, integration limits, automation options, and
resilience requirements for the first portfolio.

Factory Build a repeatable way to discover, design, deliver, measure, and
scale improvement opportunities.

People Prepare change, support adoption, build skills, clarify roles, and
protect culture through the transition.
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(.38 Do This, Not That

Do this Not that

Start with enterprise direction and capability | Start with a software demo or isolated Al pilot.

gaps.

Keep the first-year portfolio small. Launch too many pilots and call it transformation.

Use evidence before scaling. Scale based on excitement or executive
pressure.

Clarify decision rights early. Let every decision become an escalation.

Support managers as adoption leaders. Assume communication from the CEO is enough.

Measure value and learning quarterly. Wait until the end of the year to ask whether it
worked.

Simplify the rhythm when it gets heavy. Confuse transformation discipline with
bureaucracy.
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Companion Delivery Ecosystem Guide: Building Your
CP :
Al Delivery Ecosystem

This Implementation Guide shows a mid-sized enterprise how to build the first-year transformation rhythm. The
companion Delivery Ecosystem Guide for Small and Mid-Sized Businesses helps leaders decide how to

assemble the Data, Technology, and Factory delivery capability needed to move from roadmap to working
improvement.

Use the Delivery Ecosystem Guide for Small and Mid-Sized Businesses when the maturity assessment or first-
year roadmap shows that internal capability is not enough to deliver the priority work alone.

e The organization needs a small internal TIO delivery core, but still needs external specialists for data,
platform, integration, automation, Al delivery, or security.

e The first-year portfolio includes Al Use Cases, workflow redesign, reporting, automation, and technology
readiness actions that cross functional boundaries.

e Leaders need to choose between one integrated partner, a primary partner with specialists, an internal
product team with Forward-Deployed Engineers, or a platform-centric delivery path.

e The organization wants external help without losing ownership of strategy, architecture direction, data
access, value decisions, or Evidence Gates.

What must remain inside the organization

A mid-sized enterprise should not outsource the transformation brain. It can source capacity, but must retain the
operating spine.

Executive mandate, strategic priorities, funding trade-offs, and portfolio focus.

A small internal TIO delivery core that connects Leadership, Data, Technology, Factory, and People.
Business ownership of Al Use Cases, workflow redesign, value hypotheses, and adoption.

Data ownership, access decisions, technology direction, and risk posture.

Evidence Gate decisions about stop, redesign, continue, operationalize, or scale.

What external support can provide

The right ecosystem should give the organization enough delivery strength to move while building internal
maturity over time.

e Assess Data, Technology, and Factory readiness for priority use cases.
e Design and deliver Al Use Cases, automations, integrations, dashboards, and workflow improvements.
e Provide Forward-Deployed Engineers, product-minded builders, platform specialists, or data specialists
where needed.
Support adoption, documentation, operating transfer, and value measurement.
Help the organization avoid scattered vendor activity by working through one visible portfolio rhythm.

Delivery question Where to look

What should we build Use this Implementation Guide and the TIO Maturity Assessment.
internally?

Where do we need external Use the Delivery Ecosystem Guide for Small and Mid-Sized

Data, Technology, or Factory Businesses.
help?
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Delivery question Where to look

How do we evaluate public Use the Playbook's public-evidence and reader-validation standard.
provider examples?

How do we decide what Use Evidence Gates and the quarterly value review in this Guide.
scales?

Research basis and reader responsibility

The Delivery Ecosystem Guides are based on publicly available information available at the time of writing.
Provider examples are research candidates, not endorsements. TSLA has not interviewed the providers,
performed confidential reference checks, reviewed private proposals, or verified non-public claims. Readers
should validate all facts directly before making a sourcing decision, including current ownership, delivery
locations, security posture, pricing, staffing model, client references, contractual terms, data handling,
intellectual property rights, and fit for their specific organization.

Simple rule

Use the Delivery Ecosystem Guide for Small and Mid-Sized Businesses when the roadmap is clear enough to
ask a sharper question: who can help us build this capability without making us dependent?
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(L3 Where TSLA Can Help

TSLA can support a mid-sized enterprise without turning TIO into a heavy consulting program. The most useful
support is focused, senior, and practical.

CEO and executive thought-partnership.

TIO Maturity Assessment facilitation.

Executive Al Fluency sessions.

Transformation Narrative and roadmap development.

Al Use Case portfolio design and Evidence Gate support.
Monthly steering support and quarterly value review.
Manager activation and communication support.

The goal is to help the organization build its own capability, not become dependent on external support.
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(38 Practical Facilitation Sequence

A mid-sized enterprise can start without a long diagnostic phase. The sequence below is enough for most first

assessments and roadmap sessions.

Step Participants Purpose

Prewor Sponsor, project lead,
k facilitator

Collect strategy, scorecards,
org charts, current initiatives,
risk items, data and
technology context.

Sessio CEO and senior team Confirm ambition, pressures,

n1l: constraints, and first-year
Directi outcomes.
on

Sessio | Senior team and Score the 25 capabilities using

n 2: functional leads evidence, not optimism.
Capabil

ity

assess

ment

Sessio  Sponsor, senior team, Convert gaps into a realistic
n 3: selected managers first-year portfolio.

Prioriti

zation

Sessio Leaders and managers | Prepare the operating rhythm,
n4: communication, and adoption
Mobiliz support.

ation

The facilitator should keep the sessions plain. Do not let the assessment become a debate about perfect scores.

The purpose is to find the few gaps that are blocking progress.

The Intelligent Organization | The Summit Leadership Alliance

Output

Short pre-read and interview
plan.

Mandate, transformation
narrative, first list of priorities.

Current and target maturity,
priority gaps.

Roadmap, owners, capacity
check, Evidence Gates.

Steering cadence, manager
cascade, first 90-day action
plan.

Page 27



TIO Implementation Guide | Mid-Sized Enterprises TIO | TSLA

iVal Example First-Year Roadmap

The roadmap should fit on one page. The example below is a starting pattern, not a required template.

Q1 Direction and baseline | Mandate confirmed, TIO Maturity Assessment completed, first
portfolio selected, safe Al practice boundary published.

Q2 Mobilize and test Steering rhythm active, managers briefed, first Al Use Cases
and redesign efforts pass Problem, Data, and Risk Gates.

Q3 Prove value Early benefits measured, weak ideas stopped or redesigned,
adoption barriers addressed, data and technology gaps
escalated.

Q4 Scale and reset Successful work scaled carefully, capability maturity refreshed,

next-year priorities approved, value story communicated.

A good roadmap shows what will be done, who owns it, what decisions are needed, and how value will be
measured. It does not try to list every activity.
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18 Common Failure Patterns and Fixes

Failure pattern What it looks like Fix
Tool-first People start with Copilot, Return to the problem, owner, data, risk,
transformation ChatGPT, workflow tools, or value, and work redesign.

vendors before naming the
business problem.

Pilot sprawl Many experiments launch, but Create a small portfolio and require
few are governed, measured, or | Evidence Gates.
adopted.
Over-scoring Leaders say a capability exists | Require evidence of ownership,
maturity because someone is working repeatability, and consistent use.
hard on it.
No capacity Every leader agrees, but nobody | Stop or defer lower-value work before
has time to lead the work. assigning new workstreams.
Manager bypass Executives communicate directly | Brief managers first and give them simple

to all staff, but managers cannot | talking points and feedback channels.
answer practical questions.

Value fog The organization cannot explain | Define value measures before delivery and
what improved. review them quarterly.
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(LBl Simple Measures That Matter

Do not over-measure. Pick a small number of measures that show whether the organization is building capability
and creating value.

Measure type Examples

Capability progress Maturity movement in priority capabilities; number of gaps with named
owners; evidence completeness.

Portfolio health Number of active Al Use Cases; number passing Evidence Gates;
number stopped or redesigned; cycle time from idea to decision.

Value Time saved, cost avoided, revenue protected or created, service
improvement, quality improvement, risk reduction.

Adoption Manager readiness, employee usage, training completion, sentiment,
support requests, adoption blockers.

Trust and risk Risk issues identified early, privacy or security reviews completed,
incidents avoided, unresolved escalations.

A mid-sized enterprise should be able to explain progress in one page every quarter. If the value story requires a
long appendix, the story is not yet clear.
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Final Test for Leaders

Before calling the first year successful, the leadership team should be able to answer these questions without a
slide deck:

What are the three to five most important enterprise priorities?
Which TIO capabilities are blocking progress?

Which Al Use Cases or redesign efforts are proving value?
Which risks are we managing deliberately?

Which managers and teams need more support?

What did we stop, scale, or change based on evidence?
What must be different in the next 12 months?

the leadership team can answer those questions clearly, the organization has made real progress.

- e e o o o o o
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Turning This Guide Into a TIO Transformation

21 Program

The Implementation Guide gives the pattern. The TIO Transformation Program turns the pattern into the
organization's actual work.

This guide is not the bespoke transformation program. It helps leaders understand the right first-year path, ask
the right questions, and prepare for the work. The actual program must be built with the organization's
leadership team using its strategy, maturity, risks, capacity, culture, data, technology, and business priorities.

For a mid-sized enterprise, the conversion should be practical. The goal is a program that a CEO can sponsor, a
program leader can champion, and the leadership team can actually execute while still running the business.

Minimum viable program plan

Start with only the pieces needed to create clarity, accountability, trust, and visible progress. A first program plan
should include the elements below.

Element What it should answer

Mandate Why are we doing this, why now, and what outcome matters most?

Transformation narrative How do we explain the change in plain language to leaders,
managers, and teams?

Priority workstreams What are the few streams of work that will close the most important
capability gaps?

Owners and decision rights Who owns each stream, who can decide, who must be consulted, and
what must be escalated?

First 90-day plan What visible progress will be made in the first quarter?

12-month roadmap What must move this year, in what sequence, with what
dependencies?

Operating rhythm How will decisions, risks, dependencies, evidence, communication,

and value stay connected?

Value measures and How will we know whether work is creating value, reducing risk, or
Evidence Gates building capability?

CEO or executive sponsor role

The CEO or executive sponsor should not manage every workstream. Their job is to set direction, protect focus,
back the program leader, make trade-off decisions, remove executive barriers, and hold the leadership team to
the rhythm.
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Program leader role

The program leader holds the rhythm. They do not own every outcome. They keep the roadmap current, prepare
decisions, surface risks, support workstream owners, track evidence, and make sure the leadership team can
see what is moving, stuck, valuable, or overloaded.

Decision or activity

CEO | sponsor

Program leader

Set enterprise
direction

Maintain the
roadmap

Remove executive
barriers

Hold workstream
owners accountable

Run weekly
program rhythm

Approve scaling
decisions

Workstream charter lite

owns

Reviews and challenges

Owns

Owns with leadership team

Supports

Owns with leadership team

Supports

owns

Escalates clearly

Tracks and prepares

owns

Recommends based on evidence

Each workstream should have a one-page charter. Do not create long charters that nobody uses.

What it should clarify

The work in plain language.

Workstream name

Business problem

Executive owner
Day-to-day lead

First 90-day outcome
Key activities
Dependencies

Risks

Evidence needed

Value measure

The problem, pressure, opportunity, or capability gap being

addressed.

The leader accountable for the outcome.

The person who keeps the work moving.

The visible result expected in the first quarter.

Only the main actions needed to move.

Decisions, data, technology, people, funding, or policy dependencies.

The risks that could slow, block, or damage the work.

The proof required before continuing, scaling, or stopping.

How the organization will know whether this work matters.
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One-page roadmap structure

The roadmap should be simple enough to review in a leadership meeting. It should show the few priorities that
matter, not every task.

I

Priority /| workstream What work is being advanced?

Owner Who is accountable?

TIO domain Which domain is most directly affected?

Business outcome What business result should improve?

First 90-day action What must happen first?

Key dependency What could slow or block the work?

Evidence Gate What proof is needed before the next decision?

Value measure How will progress be measured?

Decision needed What decision is required, by whom, and when?

Status On track, watch, blocked, scaled, paused, or stopped.
Capacity test

A roadmap is not credible until capacity has been tested. Before approving the plan, ask what must stop, pause,
simplify, delegate, or receive support.

Which leaders already have more work than they can realistically carry?
What work can be paused or sequenced later?

Which workstream is important but not yet feasible?

Where is external support needed for a short period?

What will happen if no capacity is created?

Questions to start the leadership conversation

What business outcome are we trying to protect or improve in the next 12 months?
Where is informal coordination starting to break down?

Which decisions are taking too long or being avoided?

Which work, data, or technology problems keep repeating?

Where could Al, automation, data, or work redesign create visible value?

What must we stop, pause, or simplify to create capacity?

Who must own this work for it to become real?

Good first program test

A good first TIO Transformation Program should be:

The Intelligent Organization | The Summit Leadership Alliance Page 34



TIO Implementation Guide | Mid-Sized Enterprises TIO | TSLA

simple enough to explain in 10 minutes

tied to real business outcomes

based on an honest maturity assessment

limited to a small number of priority workstreams
owned by named leaders

supported by a clear operating rhythm

protected by decision rights and Evidence Gates
realistic about capacity

able to show visible progress in 90 days
measured by value, not activity

What this guide does not do

This guide does not replace client-specific program design. It does not prescribe final workstreams, investments,
dates, systems, owners, or decisions. Those must be built with the client. The guide helps leaders move from
general TIO guidance to the right conversation, the right assessment, and the right first program design.
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