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"Technology creates capability. Operating models create scale."
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Most organisations are scaling Al activity.
Very few are scaling Al capability.

€— Most organisations
are stuck here

Q

Experimentation Activity

Q

Capability Infrastructure

__e__________

More pilots. More investment. More governance. But not more enterprise capability.
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Most Al strategies are structurally incomplete.

WHAT Al STRATEGIES DEFINE

.

e Use cases and priority domains

e Technology platforms and tooling
e Talent and capability investment

e Al ambitions and stated outcomes

e Data and infrastructure roadmaps

\4=

WHAT Al STRATEGIES AVOID

\ &

e Authority distribution and decision rights

e Funding logic and persistence over time

o Accountability across the Al lifecycle

e Governance evolution for adaptive systems

e Ownership clarity through production

v

"Al strategy without operating model redesign is a statement of ambition, not a plan for scale."
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(@) hi Fundi
Al does not create i -

structu ral wea knesses No single function Capability dissolves
. owns outcomes end- when project budgets
It eXpPOSeSs them. to-end across the Al close and teams

lifecycle. disband.

Approval-Heavy Accountability Absent Siloed
Governance Drift Learning Loops Decision Rights

Controls designed for Everyone is Knowledge resets with Authority sits distant
delivery, not for responsible. No one is every initiative rather from where Al
systems that learn. actually accountable than compounding. operates and
for outcomes. decisions execute.

These are not new problems. Al makes them impossible to ignore.
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Traditional operating models suppress the very
thing Al requires.

Predictability and stability e Adaptation and variation

Linear execution - BREAKS - Continuous feedback loops

HERE

Approval at design time Decisions made in production

e Risk assessed upfront only Risk observed over time

e Static, hierarchical structures Persistent, end-to-end ownership

"One logic suppresses what the other requires. This is where Al initiatives break."
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01 02 03

Pilot Early Temporary
Launched Excitement Success

06 04
Reset. : No Sustained
Next Pilot. Ownership

Pilots persist not because organisations
are immature — 05
but because they fit existing structures

better than scaled Al ever could. C?pablllty
Dissolves

"Breaking this cycle is not a technical decision. It is a leadership one."
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THE LEADERSHIP
DECISIONS

These are not technical choices.
They belong in the boardroom.




Eight decisions separate Al experimentation from Al
capability.

None of these are technical decisions.
All of them are leadership decisions.
I I |

Portfolio Funding Decision Team Process Risk Value Scaling
Discipline Logic Rights Structure Integration  Stewardship Measurement Commitment
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When authority is unclear, adoption stalls.
When authority aligns with accountability, Al scales.

AUTHORITY MISALIGNED AUTHORITY ALIGNED

o Accountability is diffuse and contested o Accountability is explicit and persistent

e Decisions are delayed or escalated e Decisions are made close to operational
unnecessarily VS context

e Risk is debated rather than owned e Risk is owned continuously in production

o Adoption stalls when authority is o Adoption deepens with clear, delegated
ambiguous authority

e Post-mortems focus on blame, not e Governance focuses on outcomes and
learning learning

"Teams cannot be accountable for outcomes they cannot influence."
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Al does not scale through projects.
It scales through persistent product ownership.

PROJECT PERSISTENT
DELIVERY PRODUCT OWNERSHIP
1. Team forms for the project 1. Team persists beyond deployment

2.Delivers to specification

3.Hands over and disbands VS

4.Knowledge fragments 4.Knowledge compounds over time

2.Learns and adapts continuously

3.0wns outcomes in production

5.Capability resets at next project 5.Capability grows with each iteration

"Project teams dissipate knowledge after delivery. Product teams compound it over time."
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THE GOVERNANCE
SHIFT

Compliance does not create control. o N
Behaviour in production does.
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Compliance-only Al governance is dangerous.
It creates the illusion of control.

GOVERNANCE GAP

POLICY GOVERNANCE FOCUS Al RISK EMERGES HERE

Behavioural Governance

Policy-Based Governance

e Continuous production monitoring
e Performance drift detection

e Automated anomaly alerts

e Fast intervention protocols

e Risk owned where Al operates

Intensive upfront documentation
Multi-layer approval gates

Risk assessed at design time
Weak post-deployment oversight
Behaviour drift goes undetected

"Al risk emerges in production, not at design time. Compliance is the floor, not the ceiling."
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Al risk does not arise at approval. It emerges in production —
through drift, automation, and compounding decisions.

€& Governance visibility remains static Risk accumulates and compounds =

Systemic

. Exposure
Automation

Errors

Risk Assessed
(Once)

Design & Deployment Production Continuous
Approval Scale Operation

"Policies set expectations. Execution determines outcomes."
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Whether humans remain in Al decisions is not a technical setting.
It is a governance decision with strategic consequences.

AUTOMATE AUGMENT ESCALATE

Speed & consistency Al informs, Ethics or uncertainty
over judgement human decides demand it

Al acts within defined Context, trade-offs, or High-stakes decisions,
thresholds. Humans design ambiguity require human systemic risks, or value
the boundaries and own judgement supported by Al conflicts require senior human
accountability for outcomes. recommendation. authority.

Most organisations inherit this design by default. Effective organisations make it explicit.

"Human-in-the-loop is not a control mechanism. It is an operating model choice."
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THE ORGANISATIONAL
TRANSITION

Al quietly becomes infrastructure before
organisations realise it.
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Most organisations cross the infrastructure
threshold through use — not declaration.

INFRASTRUCTURE THRESHOLD

|

i

I .
Scaled Use Cases Business Critical HM Core Infrastructure |

i

i

Multiple deployments - Core decisions depend r> Organisation cannot
Some standardisation on Al outputs : function without Al
{
1
I
Al is optional Al is essential

"Once this threshold is crossed, experimental operating models become structural liabilities."
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The moment Al becomes essential, operating model
requirements change fundamentally.

Al AS EXPERIMENT Al AS INFRASTRUCTURE

Dependency Al is optional or supplementary Al is essential — operations cannot function without it
Funding Discretionary — reviewed annually Permanent budget — treated like core IT infrastructure
Governance Use case-level oversight Enterprise-level — rigorous risk and resilience controls
Ownership Specialist or innovation teams Dedicated infrastructure teams, 24/7 support
Risk Posture Failure is tolerable Failure is unacceptable — disaster recovery critical

"Most organisations cross this threshold quietly — through use, not declaration."
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THE LEADERSHIP
IMPERATIVE

The organisations defining the next decade

are making operating model decisions
today.
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The organisations defining the next decade are making
operating model decisions today.

Al operating resilience and continuity Funding logic — from episodic projects to persistent

Accountability clarity across the Al lifecycle capacity
Behavioural governance beyond policy Decision rights — who owns what, when Al is involved

compliance Team structures — from project delivery to product

Automation boundaries and human oversight ownership
design Governance models — from approval-based to

Al dependency and infrastructure readiness continuous stewardship
Organisational readiness to sustain Al at scale Value measurement — beyond mode| accuracy to
process impact

Scaling commitment — Al as an organisational decision,
not a technical one

Al at scale is not a technology milestone. It is a leadership commitment.
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Al will not transform organisations
that refuse to redesign how they operate.

Technology creates capability. Operating models create scale.

Copyright © MyConsultancy 2026



MyConsultancy Al Transformation Approach

THE Al TRANSFORMATION FRAMEWORK

Lead Al. Organise Al. Govern Al. Execute with discipline.

(0} 02
LEAD Al ORGANISE Al

Al Strategy and Transformation Al Operating Model and
| eadership Organisational Design

Set direction and Design the structure Define boundaries and
ambition to scale accountability

Define the strategic role of Al, Establish the operating model, Set the governance, evidence,
leadership intent, value funding logic, decision rights, accountability, risk and
priorities and transformation teams and process integration autonomy boundaries that keep
readiness. required for Al at scale. Al under control in operation.

Leading the Al Transformation The Al Operating Model Playbook The Al Governance Imperative

EXECUTE Al Execution oversight turns leadership, operating model and governance into measurable
outcomes.

Al Execution : _ .
‘ . Oversight It keeps delivery aligned to strategy, structure and governance commitments.
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Manoj Tavarajoo

Manoj Tavarajoo has spent over two decades working with
boards, executives and senior leaders across enterprise,
digital and Al transformation. His work sits at the intersection
of strategy, operating model design, governance and
execution, where transformation ambition becomes
measurable enterprise capability.

He is the author of Leading the Al Transformation, The Al
Operating Model Playbook and The Al Governance
Imperative, together forming a practical leadership trilogy on
how organisations lead Al, organise for Al and govern Al at
enterprise scale.

Manoj leads MyConsultancy, an independent advisory and
transformation practice based in Australia, partnering with
boards and executive teams on enterprise, digital and Al
transformation spanning strategy, operating model design,
governance and execution. He also undertakes select senior
embedded leadership roles where sustained executive
ownership is required to translate strategy into measurable
enterprise outcomes.

m @manojtavarajoo

@ www.myconsultancy.com.au
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THE Al TRANSFORMATION TRILOGY

Three books, one system: how to lead Al, organise for it, and govern it once it acts.

LEADAI

Al Strategy and Transformation
Leadership

ORGANISE Al

Al Operating Model and
Organisational Design

Leading the Al
Transformation

Lead Al

How Bold Leaders Unlock
Value, Reshape Strategy. and
Build the Future

A practitioner-focused guide
for executives navigating the
shift to Al-enabled
organisations. Covers
leadership alignment, Al
strategy, governance,
responsible adoption, and
building sustained enterprise
Al capability.

S

THE Al
OPERATING
MODEL PLAYBOOK

The Al Operating
Model Playbook

Organise Al

Why Structure, Not
Algorithms, Determines Al
Outcomes

A structural guide to scaling
Al in the enterprise. Examines
the operating model
decisions that determine
whether Al initiatives scale or
stall, including portfolio
governance, funding logic,
decision rights, team design,
and process integration.

THE Al
GOVERNANCE
IMPERATIVE

The Al Governance
Imperative

How Boards and

Leaders Govern Value, Risk,
Accountability and
Autonomous Al

A governance guide for
boards and leaders on Al
behaviour, evidence,
accountability, vendor risk
and autonomous systems. At
its centre is the Behavioural
Ervelope, converting
approval into a continuous
evidence obligation.
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