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Al TRANSFORMATION - MASTER PLAYBOOK EXECUTIVE SUMMARY

== AT A GLANCE

From Al Pilots to Sustained Transformation

Most Al efforts stall at the pilot. This master playbook is the system for pushing past that, turning Al from
scattered experiments into a governed, adopted, and measured operating capability across the

organization.

THE TRANSFORMATION AT A GLANCE

Purpose Move an organization beyond Alideas and pilots to real-world adoption thatis

governed, measured, and sustained.
Operating Model Diagnose readiness, prioritize the right use cases, redesign the work with Al, enable the
people, govern therisk, drive adoption, measure the return, and sustain it with
ownership.
Governing Method Alisthe governing methodology, applied use case (prioritization), applied enablement
(training), and applied governance (human-approval gates and responsible-use
standards).

Core Outcome A workforce that uses Al well, safely, and measurably, with the pilots that stick and the
onesthatdon'tstopped early.
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OPERATING PRINCIPLE

Al transformation fails on discipline, not technology. Prioritize the right work, govern the risk, and
drive real adoption, or the pilot quietly dies.

The transformation arc

1 - DIAGNOSE 2 - DESIGN 3 - ENABLE 4 - ADOPT 5 - SUSTAIN
Assess Prioritize & Train & Govern Drive Change Measure & Own
Read Al readiness, Redesign Build the skills and Move people from Prove the ROl and hand

data, skills, and where
the real opportunity
sits.

Pick the high-value use
cases and redesign the
work around Al.

install the governance
and risk controls.
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aware tousing, and

make itthe new normal.

off owned, sustained
adoption.
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Al TRANSFORMATION - MASTER PLAYBOOK GUIDE

== GUIDE

How to Use This Playbook

This document is both an executive framework for evaluating an Al transformation and a working

operating manual for the teams executing it.

¢ Leadership uses the diagnosis and prioritization sections to evaluate the opportunity and the business case.

¢ Transformation owners use the redesign, enablement, and governance sections to build and run the program.

¢ Team leads use the adoption and measurement sections to drive real usage and prove the return.

¢ Everyone operates within the governance standards that keep Al use safe and responsible.

== CONTENTS
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Al Readiness & Opportunity Diagnosis

Assess data, skills, and where Al can create real value.

Use-Case Prioritization

Score and rank opportunities so effort goes where it pays off first.

Workflow Redesign with Al

Rebuild the work around Al, automatinginputs, keeping human judgment.

Enablement & Training

Build real skill: prompt engineering, tools, and Al-assisted workflows.

Al Governance & Risk

Human-approval gates, responsible-use standards, and risk controls.

Adoption & Change Management

Move people from aware to using, and make Al the new normal.

Measurement & ROI

Quantify productivity and return so the transformation is provable.

Sustained-Adoption Ownership

Assign owners and cadence so the gains hold after launch.
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Al TRANSFORMATION - MASTER PLAYBOOK SECTION 01 - DIAGNOSE

=== THE DIAGNOSIS

Where Al Creates Real Value

Transformation starts with an honest read: is the organization ready, is the data usable, are the people
equipped, and where does Al actually create value rather than noise. This diagnosis maps each gap to

its impact and the response that closes it.

READINESS GAP THE RISK IF IGNORED PLAYBOOK RESPONSE

Unclear where Al adds value Effort scattered across low-value Opportunity diagnosis and use-case
experiments prioritization (WS 01, 02)

Fragmented or inaccessible Aloutputsare unreliable or Assess data readiness before committing

data impossible to trust to ausecase (WS 01)

Low Al skill across the team Toolsare bought but nevertruly used Enablementand hands-on training

program (WS 04)

No governance or guardrails Compliance, accuracy, and Governance framework with human-
reputational risk approval gates (WS 05)

No adoption or Pilotsfade and ROl can never be Adoption, change management, and ROI

measurement plan proven tracking (WS 06, 07)

READING THE OPPORTUNITY

Readiness, data, skills, and value are assessed together, then the findings and the prioritized
opportunity are presented to leadership, so the transformation targets real value on a foundation

that can support it.
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Al TRANSFORMATION - MASTER PLAYBOOK DIAGNOSE & DESIGN

DIAGNOSE

Al Readiness & Opportunity Diagnosis

Establish whether the organization is ready and where Al can create genuine value, before a dollar is spent on a

use case.

g

*

Assess data readiness, skills, tools, and leadership appetite for Al.
Map the workflows where Al could reduce manual effort or improve decisions.
Identify the opportunities with real value, not novelty.

Present a prioritized opportunity picture to leadership with the business case.

DESIGN

Use-Case Prioritization

Not every Al idea is worth pursuing. Score and rank the opportunities so effort and budget go where the return

is highest and the fit is real.

g

g

Score each use case on business impact, feasibility, data availability, and risk.
Rank opportunities into a clear sequence: now, next, and later.
Gate out low-feasibility ideas no matter how appealing they sound.

Set the productivity metric for each use case before any build begins.

DESIGN

Workflow Redesign with Al

Once a use case is chosen, the work is rebuilt around Al, automating the repetitive inputs while keeping human

judgment where it belongs.

*

L 4

Map the current-state workflow step by step.
Determine what Al automates and what stays a human decision.
Redesign the workflow with a clear, non-technical deployment plan.

Build in the governance gate so nothing high-stakes runs unchecked.
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Al TRANSFORMATION - MASTER PLAYBOOK SECTION 04-05 - ENABLE & GOVERN

Enablement & Training

Tools bought without skill built are shelfware. This workstream builds real capability across the team, the
difference between owning Al and just having access to it.

¢ Train the team in prompt engineering and effective Al-assisted work.
¢ Roll out the specific tools for each redesigned workflow (e.g. Copilot, NotebookLM).
¢ Stand up a shared knowledge hub so Al-enabled practices spread.

@ Pair early adopters with the rest of the team to build confidence.

GOVERN

Al Governance & Risk

This is the workstream that makes Al safe to scale. Governance is not a brake, it is what lets the organization
move fast without breaking trust, accuracy, or compliance.

CONTROL WHAT IT GOVERNS HOW IT WORKS

Human-approval gate Anything client-facing or high-stakes Al drafts and prepares; a person reviews
and approves beforeit ships

Responsible-use standard How the team uses Al day to day Clearruleson data, accuracy checks, and

what Almust notdecide

Accuracy & review Thereliability of Aloutput Defined checkpoints where ahuman

validates before action
Risk & compliance Data, privacy, and regulatory Guardrails aligned to policy, with

exposure escalation pathsforedge cases

THE GOVERNING LINE

Al prepares and accelerates; people keep judgment, accountability, and the final decision. Speed on
the inputs, human governance on the output.
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Al TRANSFORMATION - MASTER PLAYBOOK ADOPT - MEASURE - SUSTAIN

ADOPT

Adoption & Change Management

Aredesigned, governed workflow only matters if people actually use it. This workstream drives the human side,

moving the team from aware to committed.

g

*

Identify what holds non-users back: habit, training, or trust.
Make Al the expected way the work gets done, with leadership backing.
Use early wins and peer proof to bring the rest of the team across.

Remove the old workaround so there is no easy fallback.

MEASURE

Measurement & ROI

Transformation that cannot be measured cannot be defended or scaled. This workstream proves the returnin

hard numbers.

g

Track adoption (how many use it) and depth (how much it changes the work).
Quantify time saved and productivity gained, counting only real usage.
Tie the gains to business outcomes leadership cares about.

Report ROl in a clear, insight-led format, not a data dump.

SUSTAIN

Sustained-Adoption Ownership

Improvement fades without an owner. This workstream hands off a self-sustaining capability, not a project that

ends when the launch does.

*

L 4

Assign named owners for each Al-enabled workflow and the governance standard.
Set a review cadence for adoption, accuracy, and ROI.
Build Al enablement into onboarding so new people start ready.

Keep a pipeline of the next use cases so momentum compounds.
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Al TRANSFORMATION - MASTER PLAYBOOK THE OBJECTIVE

== THE OBJECTIVE

What This Playbook Delivers

Run end to end, this playbook turns scattered Al experiments into a governed operating capability: the
right use cases chosen, the work redesigned, the people genuinely skilled, the risk controlled, adoption

driven, and the return proven, owned by the organization, not dependent on the launch team.

It works because it treats Al transformation as an operating discipline, not a technology purchase. The governing
method at every stage is applied Al, used with judgment: prioritized by value, redesigned around real work,
enabled through real skill, and governed by human accountability. That is what moves an organization beyond
pilots to transformation that lasts.

THE RESULT | DRIVE TOWARD

A workforce that uses Al well, safely, and measurably, with a governance backbone that earns trust
and a sustained-adoption model that keeps producing value long after the launch.
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