- The Intelligent Organization

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 Al

The hard part is absorbing intelligence and automation safely, productively, and at enterprise scale.

EASIER TO ACCESS HARDER TO ABSORB THE LEADERSHIP DECISION

Frontier models, copilots, agents, automation Strategy, data, technology, work, risk, governance, What kind of organization are we trying to build,
platforms, and embedded Al are spreading people, and operating capacity must work what work should change, what must remain
quickly. Employees are already experimenting. together. Tool access alone does not create under human authority, and how will we prove
Vendors are adding intelligence to existing enterprise transformation. value without losing trust or control?

systems.
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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.

* Al-aware: treat Al 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 TIO Framework: 25 Capabilities
for the Intelligent Organization

Leadership directs. Data informs. Technology enables. Factory produces. People adopt.

Leadership Domain

(The Direction)

Strategy

Clear enterprise
choices about
direction and value.

%

Fluency
Leadership judgment
and sponsorship of
Al/tech.

A

Governance
Decision rights,
accountabilities,
and review rules.

@
Risk

Identifying and
managing threats to
trust and safety.

W

Transformation
Mobilizing the
enterprise to execute
strategic change.

Data Domain
(The Information)

Ownership
Assigned
accountability for
specific data
lifecycles.

&
Quality
Measuring data
accuracy and
fitness for use.

<l

Access
Securely enabling
the right people to
use data.

Flow

Reliable data
movement between
systems and teams.

B
£,
>

Insight

Turning trusted data
into actionable
recommendations.

Technology Domain
(The Enabler)

Architecture
Shaping tech
choices to fit
enterprise priorities.

Platforms
Providing approved
and supported
environments.

Integration
Technical
connections enabling
info to move reliably.

w6

Automation
Using technology to
reduce manual
effort.

m

V
Resilience
Keeping digital
services secure and
available.

Factory Domain
(The Value Engine)

Discovery
Finding and
prioritizing real
value opportunities.

A

Design
Shaping opportuniti-
ies into clear
solution designs.

9

Y

Delivery
Building, testing,

and launching
improvements.

e

Measurement
Proving improvements
create value and
reduce risk.

Scaling
Expanding wins

and retiring what
doesn’t work.

People Domain
(The Adoption)

Change
Preparing people
for new ways of
working.

i

Adoption
Embedding new
tools into everyday

work.

Skills
Maintaining practical
abilities for Al and

tech.
L

Roles

Clarifying
responsibilities as
work and tools evolve.

i

Culture
Sustaining trust and
learning through
behavior.
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The three enterprise outcomes

What the combined TIO system is intended to produce.

MORE INTELLIGENT MORE AUTOMATED MORE IN CONTROL

Expand the reasoning, creativity, synthesis, Redesign work and apply the simplest reliable Protect Enterprise Autonomy: direction, knowledge,
learning, and decision capacity available to people, automation, reducing unnecessary human data, intellectual property, authority, portability,
teams, agents, and the enterprise.

intervention while protecting necessary human recovery, and freedom to change course.
contribution.

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.

TI1IO Framework: The 5S Domains of Transfornmation

LEADERSHIP

Sets the strategic mandate.
Provides direction, risk posture,
and decision rhythms.

Provides the fuel for insight. Must be
owned, trusted, and accessible.

TECHNOLOGY
Enables safe, resilient foundations.

Ensure Al solutions are secure, integrated, and
reliable. Architecture and approved tool lanes.

PEOPLE

Adopt and sustain new work.
Helping teams understand, adapt to,
and trust the new ways.

Al is not a technology project; it is an enterprise transformation
where the whole organization is the unit of change.
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Maturity is scored from 0to 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.

TIO SYSTEM MAP 2.0

One enterprise transformation system. Three outcomes. Five capability domains. One evidence-driven path.

MORE INTELLIGENT MORE AUTOMATED

Expand reasoning, creativity, learning,

Redesign work and remove unnecessary
and decision capacity.

Protect direction, knowledge,
manual intervention.

portability, recovery, and freedom to
change course.

n STRATEGY a CAPABILITIES & MATURITY a WORK & DECISION MAP
Set direction and enterprise choices. -.. Define what must exist and establish current -.' Choose the bounded work, decisions, people,
reality.

information, and authority.

h 4
a IMPLEMENTATION & ECOSYSTEM B TRANSITION ARCHITECTURE u END-STATE ARCHITECTURE
Set the scale-fit rhythm and assemble delivery .‘- Choose how each bounded unit will move. .‘- Describe the future operating condition.
capability.
h 4
FACTORY a ASSURANCE & OPERATIONS a EVIDENCE & LEARNING
Design, build, prove, and scale improvements. ->- Operate, observe, review, change, recover, and > Decide what expands, changes, pauses, returns, or
retire.

stops.

THE FIVE TIO CAPABILITY DOMAINS

Leadership Data Technology Factory
directs informs enables produces shape and sustain
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Start with work and decisions

The Work and Decision Map is a shared view, not another document family.

OUTCOME WORK AND DECISIONS PEOPLE, Al, AUTOMATION

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

What bounded work produces the What do people lead and remain What establishes truth? Who or
outcome? Which decisions occur, and accountable for? Where should what may act? What evidence
which must remain human? Al assist? What is the simplest governs proof, movement, scale,

reliable automation? recovery, and retirement?
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End-State Architecture

One logical enterprise intelligence capability with explicit control boundaries underneath.

TIO END—STATE ARCH'TECTURE More Intelligent. More Automated. More in Control.

MORE INTELLIGENT MORE AUTOMATED MORE IN CONTROL

Intelligence Core plus governed Enterprise Knowledge and State Action and Transaction paths, redesigned work, integration, and the Identity, authority, assurance, portability, resilience, recovery, and
expand reasoning, creativity, learning, and decisions. Factory reduce unnecessary manual intervention. accountable people protect Enterprise Autonomy.
r ™
The Sovereign Enterprise Intelligence System
INTELLIGENCE CORE ENTERPRISE KNOWLEDGE AND STATE
Replaceable models, agents, reasoning, orchestration, evaluations, tools, and Governed knowledge, intellectual property, definitions, authoritative records, events,
human expertise. evidence, and current operating condition.
IDENTITY AND AUTHORITY ACTION AND TRANSACTION TRUST AND ASSURANCE PERSONAL AND EDGE EXPERIENCE
Who or what may see, infer, recommend, Controlled tools, workflows, APls, equipment, Evaluate, constrain, observe, challenge, stop, Context-aware access that preserves enterprise
approve, or do and authoritative commit recover, change, and retire. authority and visibility.
. >,

GROUNDING PRINCIPLE

The model reasons. Repositories remember. Systems of record establish truth. Transaction services change state. People and governance establish legitimate authority.
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Transition Architecture

Two primary routes. Most enterprises use a portfolio of both.

TIO TRANSITION ARCH ITECTURE Choose. Design. Prove. Move. Retire What Is Replaced.

MORE INTELLIGENT MORE AUTOMATED MORE IN CONTROL

ROUTE 1: EVOLVE THE CURRENT OPERATION PROVE

Improve and replace the existing way of working progressively. Simulation, prototype, shadow, parallel,

limited-live, or another context-specific method
The work, people, systems, knowledge, The smallest complete, measurable, operable part
authority, controls, and service operating today. «he target organization * -

ROUTE 2: ESTABLISH THE NEW OPERATION BESIDE IT MOVE

Build a bounded target operation, prove it, then move work and authority in One cutover or controlled waves by team,
controlled steps geography, service, case, customer, or volume

The future work, decisions, people, intelligence, automation, knowledge, work, decisions, transactions, accountability, support, and stakeholder Replace and retire; integrate; retain; coexist by design; return; or stop. Make
authority, controls, evidence, and support. expectations move together. the decision explicit.

FIVE NON-NEGOTIABLES

1. Bounded unit and accountable owner 2. One authoritative truth 3. Deliberate authority transfer

4. Evidence and recovery 5. Retire what is replaced
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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 m MID-SIZED LARGE DISTRIBUTED

The owner is still the Managers are becoming the The leadership team and Multiple units move under The institution is larger than
system. Begin with direct system. Use a small transformation rhythm must common standards and any one program. Common
leadership fluency, one portfolio, manager become the system. local ownership. Route control standards support
bounded workflow, and a ownership, and selective Manage both routes choices vary by unit, local route choices and
simple partner model. parallel builds. explicitly. service, and geography. 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.

Enable the top

Give the Board where appropriate, CEO, and Executive Team safe, direct Al experience on real work.

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

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

Prove value and contr%!efine the baseline, Evidence Gates, stakeholder protections, support, stop, and recovery before launch.

Learn and r . . . . . .
earn and ePeat Use evidence to expand, change, integrate, retain, coexist, retire what is replaced, or stop.

Simplicity is the ultimate sophistication.
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