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The dashboards are green.
That's not the same as
being ready.
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A platform that worked

The platform succeeded. The organization wasn't ready for what it produced.

Picture a multi-domain coordination platform

 Data flowing. Dashboards green. Leadership briefed.

* An anomaly fires.

« Who has authority to act?
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Intelligence without action
IS Just overhead.
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The pilot to production wall

Governance gaps. Unclear ownership. Missing operating discipline.

~50%

of Al models never reach production

Not because the models are weak.

Because the organizational capability to operate them at scale doesn't exist yet.
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Why success
creates exposure

The gap isn't technology. It's organizational.
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The budget inversion

NIST Al RMF and DoD Al governance principles exist to close that gap.

» Most organizations invest about 90% of transformation budget in technology.

* And 10% in the governance infrastructure that determines whether it can be trusted.

That ratio is the difference between a capability that gets a follow-on contract and one that gets shelved after the first
incident report.
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Two gates, not one

Before you govern a decision, you need something worth governing.
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Gate one: analytical maturity

Where does your flagship Al program actually sit?
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Descriptive
What happened

Predictive

What's likely to
happen

Prescriptive

What we should do
about it




Gate two: governance

W. Edwards Deming:

quality embedded at the design stage costs exponentially less than quality enforced after the
fact.

The same law applies to Al governance.
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Governance is not a brake

Embedded up front, governance accelerates. Retrofitted, it drags.

« What slows an agency down is governance bolted on after fielding.
« What slows an agency down is unclear accountability and redone work.

* What creates speed is clear authority, decided in advance.
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The CATALOG framework

Seven domains that separate agencies that scale Al from those that stall.

 Culture and talent alignment

« Analytics and Al capability

» Technology and systems architecture
 Alignment across functions

» Leadership and governance structure
» Operations and delivery capability

 Growth measurement and realization
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Start with leadership and
governance structure.
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Why start there

Culture adapts once people know who is responsible.
Data quality improves once someone's name is on it.

Technology choices get simpler once you know who has authority to make them.
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Six months, or fourteen

The pattern holds whether it's a utility company or a program office.

An organization that embedded accountability up front for three major Al programs: pilot to production in six
months.

One that tried to retrofit that same clarity after fielding: fourteen months, nearly triple the budget.
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The question
under governance

Governance answers who decides. Structure answers whether they can.
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Three structural choices

 Centralized versus federated data authority:

= one authority enterprise-wide, or every command owns its own Al governance?
* Where Al decision rights sit relative to echelon:

= does an edge anomaly wait for the same escalation as everything else?
 Decision authority:

= Does the CDO or CAIO function have real authority to enforce a decision, or only a seat at the table?
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Structure Is the foundation
governance sits on. Not a
subset of It.
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Four questions,
right now

Answer honestly. The silence is the starting point.
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1. Explainabllity
2. Responsiblility
3. Agility
4. Ability
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The 90 day playbook

Clarity about authority drives everything that follows.

Days 1-30

Establish ownership

Name who owns deploy, modify, and retire for
each Al system. Build the accountability
matrix.
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Days 30-90

Map the gaps

Run the four diagnostic questions against
every major program.

Close the gaps

Regulatory exposure first, then operational
risk. Named owners for remediation.
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The advantage goes to
whoever can
operationalize Al
responsibly, repeatedly,
and at scale.
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Questions?
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