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Executive perspective

How can an experienced practitioner create useful
direction in a new AI client situation before a
complete fact base exists?

The early days of an engagement are not about producing a finished
transformation plan. They are about creating orientation that a sponsor,
architect, and delivery lead can trust: what decision is in front of the
client, what evidence matters, what constraints are real, and what should
happen next.

This white paper is an evidence-informed point of view. It synthesizes published standards and research with practitioner observations
of enterprise design and delivery. It does not present proprietary survey results, commissioned vendor research, or market forecasts.

Who this is for Executives, fractional leaders, consultants, architects, delivery leads, and analysts
who are responsible for turning AI ambition into accountable work.

The central position

A new client situation creates pressure to demonstrate immediate value. The common mistake is to answer

that pressure with activity: broad interviews, generic use-case lists, or technology inventories that cannot yet

support a decision. A better response is a disciplined first-pass structure that makes uncertainty legible.

The 72-hour ramp-up is built around four working artifacts. They do not replace discovery. They give

discovery a purpose, allow assumptions to be tested, and give the client a usable point of reference before

momentum is lost.
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A practical framework

Four questions to examine
01 | Frame the decision

State the sponsor's decision, the desired business outcome, constraints, stakeholder map, and immediate

non-negotiables. The work begins with the client question that needs an answer, not with a catalogue of

available technology.

02 | Map the current state

Create a concise view of workflow, data, architecture, operating responsibilities, and controls. The goal is to

identify dependencies and material gaps without implying a level of certainty the evidence does not support.

03 | Build a first delivery path

Translate the findings into a small sequence of work packages, owners, decisions, and proof points. A first

roadmap should make the next increment clear while preserving room for the client to learn.

04 | Establish the control path

Name the business owner, technical owner, review role, and escalation conditions. Where AI is involved, the

question is not whether oversight exists in principle; it is whether a person can actually see, challenge, and

redirect a material outcome.
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Implications for delivery

What leaders and practitioners can do next
+ Use a situation brief before scheduling a broad discovery program.

+ Maintain an assumption and evidence log from the first client conversation.

+ Bring a reusable gap map and roadmap template, then adapt it to the client context.

+ End the first phase with decisions, owners, and evidence requirements rather than a generic maturity score.

Working
principle

Use repeatable structures to make the right questions visible. Adapt them to the client,
the evidence, the level of responsibility, and the consequences of getting the decision
wrong.
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Method and selected references

How to read this paper
Smart Workforce AI white papers are designed as practical research briefings. The analysis is intended to

support discussion and design work; it is not legal, regulatory, investment, or implementation advice. Readers

should test the implications against their own obligations, architecture, data, and operating context.

Selected reference sources

- NIST, Artificial Intelligence Risk Management Framework (AI RMF 1.0), 2023.

- NIST, Artificial Intelligence Risk Management Framework: Generative AI Profile, 2024.

- ISO/IEC 42001:2023, Information technology - Artificial intelligence management system.

Editorial standards

Every public paper identifies its author and publication date, separates observation from recommendation,

and avoids vendor placement fees. Where a claim depends on a current source, the source should be

reviewed before a decision is made.

Smart Workforce AI

Research-backed solution systems and a curated network for people responsible for AI direction and delivery. smartworkforce.ai


