
The Intelligent Organization

A practical enterprise transformation system for building organizations that are more 
intelligent, more automated, and more in control.
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The problem is no longer access to AI
The hard part is absorbing intelligence and automation safely, productively, and at enterprise scale.

EASIER TO ACCESS

Frontier models, copilots, agents, automation 
platforms, and embedded AI are spreading 
quickly. Employees are already experimenting. 
Vendors are adding intelligence to existing 
systems.

HARDER TO ABSORB

Strategy, data, technology, work, risk, governance, 
people, and operating capacity must work 
together. Tool access alone does not create 
enterprise transformation.

THE LEADERSHIP DECISION

What kind of organization are we trying to build, 
what work should change, what must remain 
under human authority, and how will we prove 
value without losing trust or control?
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What TIO is
The whole organization is the unit of transformation.

• Enterprise-first: begin with strategy, outcomes, work, 
trust, and people.

• AI-aware: treat AI and automation as forces reshaping 
the enterprise.

• Capability-based: mature enduring organizational 
abilities, not only projects.

• Evidence-driven: make progress, risk, value, and stop 
decisions visible.

• Practical and scale-fit: adapt the starting path to the 
organization’s operating reality.
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The three enterprise outcomes
What the combined TIO system is intended to produce.

MORE INTELLIGENT

Expand the reasoning, creativity, synthesis, 
learning, and decision capacity available to people, 
teams, agents, and the enterprise.

MORE AUTOMATED

Redesign work and apply the simplest reliable 
automation, reducing unnecessary human 
intervention while protecting necessary human 
contribution.

MORE IN CONTROL

Protect Enterprise Autonomy: direction, knowledge, 
data, intellectual property, authority, portability, 
recovery, and freedom to change course.

The five domains and 25 capabilities remain the maturity system. The outcomes explain the destination; they do not create 
another model.
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Five domains. Twenty-five capabilities.
Leadership directs. Data informs. Technology enables. Factory produces. People shape and sustain.
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Maturity is scored from 0 to 5
Evidence matters more than aspiration.

0
Absent

No meaningful 
capability.

1
Ad Hoc

Useful activity 
depends on 
individuals.

2
Repeatable

A basic method can 
be used more than 

once.

3
Defined

Owned, documented, 
communicated, and 
used consistently.

4
Managed

Measured, governed, 
improved, and 
connected to 

decisions.

5
Optimized

Embedded, adaptive, 
and continuously 

improving.

Current maturity, target maturity, evidence, gaps, and strategic importance guide the starting portfolio.
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TIO System Map 2.0
One reader path connecting direction, capability, work, architecture, transition, delivery, and learning.
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Start with work and decisions
The Work and Decision Map is a shared view, not another document family.

OUTCOME

What result or service must improve, 
for whom, and how will success be 
recognized?

WORK AND DECISIONS

What bounded work produces the 
outcome? Which decisions occur, and 
which must remain human?

PEOPLE, AI, AUTOMATION

What do people lead and remain 
accountable for? Where should 
AI assist? What is the simplest 
reliable automation?

KNOWLEDGE, AUTHORITY, EVIDENCE

What establishes truth? Who or 
what may act? What evidence 
governs proof, movement, scale, 
recovery, and retirement?
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End-State Architecture
One logical enterprise intelligence capability with explicit control boundaries underneath.
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Transition Architecture
Two primary routes. Most enterprises use a portfolio of both.
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Scale-fit implementation and delivery ecosystems
The capabilities stay consistent. The starting structure, route portfolio, cadence, and ecosystem change with operating reality.

OWNER-LED

The owner is still the 
system. Begin with direct 
leadership fluency, one 
bounded workflow, and a 
simple partner model.

MANAGED

Managers are becoming the 
system. Use a small 
portfolio, manager 
ownership, and selective 
parallel builds.

MID-SIZED

The leadership team and 
transformation rhythm must 
become the system. 
Manage both routes 
explicitly.

LARGE

Multiple units move under 
common standards and 
local ownership. Route 
choices vary by unit, 
service, and geography.

DISTRIBUTED

The institution is larger than 
any one program. Common 
control standards support 
local route choices and 
jurisdictional realities.

Ecosystem rule: source capability where it creates value, while preserving mandate, knowledge, data, authority, operating capability, portability, 
recovery, and the ability to change direction.
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Where to start
Build confidence without creating a second transformation bureaucracy.

1 Enable the top
Give the Board where appropriate, CEO, and Executive Team safe, direct AI experience on real work.

2 Assess honestly
Use evidence to understand current capability and choose a narrow target.

3
Choose one bounded 
unit Complete the first Work and Decision Map and select the transition route.

4 Prove value and control
Define the baseline, Evidence Gates, stakeholder protections, support, stop, and recovery before launch.

5 Learn and repeat
Use evidence to expand, change, integrate, retain, coexist, retire what is replaced, or stop.

Simplicity is the ultimate sophistication.
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