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01 Executive Summary

Artificial intelligence, and specifically agentic Al, is advancing faster than most enterprises can
adapt. Yet despite the promise, most initiatives fail. According to MIT's 2025 'GenAl Divide' report,
95 percent of enterprise Al projects fail to deliver measurable RQOI", Camunda's 2026 State of
Agentic Orchestration report found that only 11 percent of agentic Al use cases reached production,
while 73 percent of organisations admit a gap between their agentic Al vision and reality. Gartner
predicts 40 percent of agentic Al projects will be scaled back or cancelled by 2027.

The lesson is clear: this is not primarily a technology problem. Models continue to improve, and tools
are becoming more powerful. What enterprises lack is the delivery discipline to move agentic Al
systems from pilot to reliable production at enterprise scale.

To understand why, leaders must shift their mindset. Al does not behave like traditional software.
Deterministic systems delivered predictable outputs if the code was sound. Al is probabilistic.
Outputs drift, costs spike, and failures surface silently until customers feel them. That means Al is
not another IT rollout. It requires new governance, new guardrails, and a new way for executives to
evaluate outcomes and risk.

Just as DevOps gave enterprises an operating model for deterministic software, and MLOps for
machine learning pipelines, enterprises now need a broader framework for Al at scale. This includes
disciplines such as AgentOps for governance and resilience, but it must go further. Enterprises
require an end-to-end operating model that unifies accountability, process, platforms, and
performance.

This white paper presents the Al Role Operating Framework (Al ROF™), an end-to-end operating

model designed specifically for enterprise Al. Al ROF™ integrates four essential pillars that work
together:

* People: roles and responsibilities that create accountability across the lifecycle
* Process: compliance gates, evaluation loops, escalation pathways

» Platforms: technical infrastructure for resilience, monitoring, and governance
» Performance: metrics and thresholds that tie Al directly to business value

Reinforcing all four is Culture, the beliefs, behaviors, and leadership commitment that determine
how effectively these pillars are lived day to day.

Together these elements give leaders the clarity, control, and confidence to turn fragile pilots into
sustainable enterprise value. This requires a shift from traditional project management to system
stewardship, where Al systems are continuously governed, coached, and evaluated long after go-
live. The appendix provides a 60 day pilot guide that demonstrates how Al ROF™ can be applied in
practice. For a deeper exploration of the Al Delivery Manager role specifically, see The Al Delivery
Manager Blueprint (Amazon), which provides the complete career pathway and capability %

framework for this emerging discipline.
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Mindset for Leaders

Why Al is not another software rollout:
Al does not behave like traditional software. Leaders need to reset expectations about
predictability, accountability, and risk. Scaling Al requires a different mindset. Here are four shifts

that matter most for executives:

(_I_, Deterministic vs Probabilistic — Software is predictable. Al drifts, spikes costs, and hallucinates
until customers feel it. Executives must budget for variability, not perfection.

@ Guardrails First — AgentOps, spend caps, and kill switches must be designed up front, not
retrofitted after failures. Executives must sponsor guardrails as part of the business case.

@ Executive Literacy — Leaders do not need to code, but they must understand how prompts, data,
and orchestration shift cost and reliability. Executives must demand literacy across their leadership
team.

E Jagged Frontier — Al boosts speed and quality in some tasks while degrading outcomes in others.
Executives must set boundaries and decide where Al should and should not be applied.

(-I—» The Demo God Curse — Pilots succeed in controlled environments with curated data, small teams,
and executive attention. This creates a false sense of readiness. When the same system meets real-
world variability at scale, it fails. Executives must budget for production validation, not demo
success.

The reality check: Scaling Al responsibly is not about using Al everywhere. It is about knowing
where Al works. where it fails. and makina those boundaries part of leadership decisions.

The Jagged Frontier of Al
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02 The Scale of the Al Failure Problem

Al adoption is accelerating, but enterprise outcomes are falling short. MIT research shows up to
95 percent of Al projects fail to deliver measurable ROI'. Gartner now predicts that 40 percent
of agentic Al projects will be scaled back or cancelled by 2027. Camunda's 2026 survey of 1,150
senior |T leaders found that only 11 percent of agentic Al use cases reached production, with 50
percent believing untamed agentic Al risks worsening existing processes.

The risks are already visible:

» Air Canada was held legally responsible for misinformation from its chatbot, showing that
accountability rests with the enterprise, not the model’.

» Commonwealth Bank reversed its Al voice system after a public failure,
demonstrating how service disruptions can quickly erode_trust?.

» Klarna cut 700 customer service roles in favor of Al but was forced to rehire after
customer satisfaction declined, highlighting the financial and reputational cost
of overreliance’.

* McDonald's Al hiring chatbot exposed millions of applications due to weak vendor practices,
underscoring the governance risks of outsourcing?®.

The root cause is not technology immaturity but the absence of a delivery discipline built for
probabilistic and agentic Al systems. Enterprises are deploying agents through delivery models
designed for deterministic software. Traditional project management assumes predictable
iInputs, stable outputs, and a clear finish line. Agents have none of these. Enterprises still rely on
deterministic-era frameworks, leaving drift, hallucinations, cost spikes, and compliance gaps
unmanaged. The result: trust lost, costs escalated, reputations damaged.

Enterprises cannot rely on better models alone. Without new accountability structures, pilots
will keep succeeding while production fails.

03 Deterministic vs Probabilistic
Systems

To understand why most enterprise Al projects fail, leaders must first recognize the difference
between deterministic and probabilistic systems.

Deterministic systems defined the software era. When code was written correctly, the same input
always produced the same output. Failures were reproducible,
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visible, and correctable. Enterprises organized their operating models around this predictability.
Roles were clear, processes were standardized, performance was measured with metrics like
uptime and defect counts, and platforms were designed for stability. With this structure, Product
Managers, Architects, Delivery Managers, and Engineers could deliver reliable outcomes at scale.

Probabilistic systems, which define the Al era, behave very differently. The same input can
generate different outputs. Errors are not always visible. Drift accumulates quietly, hallucinations
look credible until disproven, and costs fluctuate with scale. Traditional metrics such as uptime or
velocity no longer capture these risks. What enterprises face now is variability that cannot be
managed by deterministic operating models.

A metaphor illustrates the contrast. " Software fails like a fire alarm, loud, visible, and impossible to
ignore. Al fails like a gas leak, silent, creeping, and discovered only after the damage is done”.

This creates a paradox many executives are now experiencing. Pilots succeed in controlled settings
with small teams, but reality changes at scale. Drift undermines accuracy, compliance gaps widen,
costs escalate, and customer trust erodes. This is what practitioners call the Demo God Curse:
systems that seemed stable in a demo collapse when exposed to real-world variability. The pilot
succeeds because conditions are controlled. Production fails because conditions are not.

This is not a failure of the technology itself. It is the failure of applying deterministic operating
models to probabilistic systems. Without redefining roles, processes, metrics, and governance,
enterprises cannot manage drift, hallucinations, or emergent agent behavior. New accountability
structures are required to move Al beyond pilots into sustainable production.

Deterministic Systems Vs Probabilistic Systems

Deterministic Systems Probabilistic Systems

Predictable: same input - same output

Variable: same input = different outputs

Failures are loud, visible, reproducible

Failures are silent, hidden, cumulative

Measured by uptime, defect counts,
velocity

Measured by scenario success, drift
detection, compliance

Roles: PMs, Architects, Delivery Managers,
Engineers

New roles: Al PM, Al Architect, Al Delivery
Manager, AgentOps Lead

Stable under scale

Fragile under scale

Delivery approach: Project-based, clear
finish line, handover to BAU

System stewardship, continuous
governance, agent coaching post-
deployment
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04 Why Enterprise Al Fails In
Production

Al systems do not fail in the same way as traditional software. A software bug is usually loud and
visible. It triggers alarms, stops workflows, and forces teams to respond. Al failures are different.
They are often silent, cumulative, and difficult to trace. Problems emerge slowly, compounding
until they are visible to customers, regulators, or executives, often too late to contain the damage.

Enterprises are beginning to recognize a set of predictable failure modes that appear when Al
moves from pilot to production.

Silent Drift

Model performance erodes quietly over time as the data environment changes. What worked well
in testing begins to degrade in production, and there is no single point of failure to alert teams.
Accuracy and reliability decline until KPIs slip or customers notice.

Hallucination Risk

Al models can produce fluent but factually wrong outputs. In pilots, low volume and expert
oversight often mask these errors. In production, scale exposes them at thousands of touchpoints,
misleading customers, distorting decisions, and damaging trust.

Cost Spikes

Unlike deterministic systems, Al agents can scale unpredictably. A single poorly monitored
workflow can trigger exponential calls to external APls or cloud services. Costs that appeared
manageable in a pilot can escalate dramatically in production, creating what is known as negative
unit economics: the agent task costs more to run than the human equivalent it replaced. When
this happens at scale, the entire business case inverts and enterprises are left subsidising
automation that destroys value.

Compliance Gaps

Traditional enterprise systems leave detailed logs and audit trails. Al systems often do not.
Without governance structures in place, enterprises expose themselves to regulatory scrutiny,
ethical breaches, and legal liability. The recent case in Canada, where Air Canada was held
responsible for misinformation generated by its customer chatbot, demonstrates how

accountability ultimately remains with the enterprise, not the model.
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Operational Chaos

Most critically, no one owns Al reliability. Traditional roles were not designed to manage drift,
hallucinations, or autonomous agent behavior. What is needed is not agent training (a one-time
event) but agent coaching: the ongoing practice of evaluating, correcting, and refining agent
behavior as conditions change in production.When issues surface, they are distributed randomly
across product, architecture, delivery, and engineering teams. This results in firefighting instead
of accountability, and reactive fixes instead of proactive governance.

These are not failures of the underlying models. They are organizational failures. Enterprises fail
because they try to manage probabilistic systems with deterministic operating models.

Each of these failure modes points to a missing layer of accountability. The Al Role Operating
Framework (Al ROF™) was designed to close these gaps by aligning roles, processes, metrics, and

governance into a single operating model. It equips enterprises with the accountability system
required to move beyond pilots into sustainable production.

The table below shows how each failure mode cascades into business consequences:

Failure Modes of Enterprise Al and Business Consequences

 Failure Mode Business Consequence

. . Accuracy erodes quietly, KPls slip, customers
Silent Drift = Y QUISEY P
notice |ate

Reputational risk, misinformation, poor

Hallucinations .
decisions

Unpredictable APl/cloud bills, business case

Cost Spikes :
erosion

Legal and regulatory exposure, fines, loss of

Compliance Gaps
P P trust

Firefighting, no one accountable, reliability

Operational Chaos breaks

These failures make clear that success in Al is not about better models but about stronger
operating models. Without them, drift, hallucinations, costs, and compliance risks will continue to
compound until production fails.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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05 The Al Role Operating Framework
(Al ROF™)

The failure modes of enterprise Al make one fact clear: the challenge is not model quality, but
organizational design. Enterprises are still trying to manage probabilistic systems with
deterministic operating models. The result is drift, hallucinations, compliance gaps, and cost
overruns that no one is accountable for.

The Al Role Operating Framework (Al ROF™) provides a structured response to the delivery gap
between pilot success and production reliability. It is the foundation of an emerging discipline:
Enterprise Agentic Al Systems Delivery. Al ROF™ redefines how accountability is distributed
across enterprises so that risks are governed systematically rather than reactively.

At the heart of the framework is the Quadrant Model, which maps accountability across two axes:

» Design vs Operate — how systems are conceived vs how they run in production
» Technology vs Organization - technical reliability vs governance and business value

Design

Al Architect Al Product Manager
{Tech + Design) {Org + Design)

rEnginearing Capacity

(Supports All Quadrants) |

Technology Focus
snao4 |euoizeziuebig

AgentOps Lead Al Delivery Manager
(Tech + Operate) {(Org + Operate)

Operate

This quadrant makes one principle clear: no single function can carry accountability alone.
Reliability, compliance, and business value must be distributed across disciplines.
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This produces four critical roles, supported by engineering capacity at the center:

» Al Architect (Tech + Design) : a redefined architect role that shifts from scalability to reliability
in a probabilistic environment.

* Al Product Manager (Org + Design) : a redefined PM role that evolves from features and
requirements to behavior evaluation and value alignment.

» Al Delivery Manager (Org + Operate) : the system steward. A redefined DM role that extends
beyond project coordination to ongoing governance, compliance, agent coaching, and
continuous evaluation. Unlike traditional delivery managers who hand over to BAU at go-live,
the Al Delivery Manager maintains accountability for system health throughout the production
lifecycle.

» AgentOps Lead (Tech + Operate) : a new role that emerges to manage autonomous systems in
production, where traditional Ops cannot.

» Engineering Capacity: remains foundational but no longer carries the system alone. It supports
all quadrants as part of a wider accountability model.

Expanding Roles Through the 4Ps

In Al ROF™, these roles do not operate in isolation. They expand into a wider operating system
through the 4Ps:

* People, the stewards: Those who own reliability, compliance, and business alignment through
ongoing agent coaching, not one-time configuration (e.g., Al Product Manager for customer
safety, AgentOps Lead for reliability)

» Processes, the rhythms: Evaluation loops that are frequent, lightweight, and risk-based ;
escalation pathways with a single owner per class of risk; release gates based on evidence, not
opinion

* Platforms, the spine: Observability for drift, grounding, and latency; cost and usage guardrails
with caps and kill switches; compliance logging with replayable traces

» Performance, the signals: Reliability tracked as task success rate by scenario; safety tracked as
policy violation rate; economics tracked as cost per successful outcome

Al ROF™ is designed to fit with and extend existing operating models. It builds on the strengths of
established practices and adds the structures enterprises need to manage probabilistic Al at scale.
In this way Al ROF™ is not a separate framework but an operating model that unifies roles,
processes, platforms, and performance with the disciplines enterprises already trust.

The risks described earlier are the cracks that Al ROF™ is designed to close. By embedding
accountability across People, Processes, Platforms, and Performance, enterprises can govern risks
at the outset rather than reacting later. This makes drift, escalating costs, and compliance gaps
manageable, and reduces the chance of hidden failures like hallucinations eroding trust.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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Al ROF™ is an operating model purpose built for probabilistic Al. By embedding accountability
into organizational design it enables enterprises to scale Al into production with reliability and
confidence.

Al ROF™ does not replace practices such as DataOps, DevOps, or MLOps. These remain
essential foundations within Engineering Capacity. What Al ROF™ adds is the missing
accountability layer for Al specific risks that these disciplines alone cannot govern. In this way Al
ROF™ extends existing operating models rather than competing with them.

This white paper introduces the why and the what of Al ROF™. It explains the failure modes it
addresses, the principles it builds on, and the high level structures that distribute accountability.
The appendix pilot guide provides a practical starting point by outlining the roles, rhythms,
processes, and metrics needed to run a first pilot slice safely. Scaling across domains is achieved

only by applying the full Al ROF operating model.

This is not about creating new job titles. It is about building the delivery discipline that does not
vet exist. The world is deploying agents at unprecedented speed. The technology works. The

delivery discipline does not. Al ROF™ provides the operating model to close that gap.

06 Lessons from Early Failures

The introduction of Al ROF™ is not only about building a better system. It is about learning from
the early cases where the absence of an operating model has created visible costs. These
examples are not cautionary tales, but evidence that the risks are systemic and need structured
accountability.

Legal and Reputational Impact

Air Canada was held responsible after its chatbot misrepresented compensation policy®, The
case established an important precedent: accountability rests with the enterprise.

Vendor Oversight and Governance
McDonald's hiring chatbot exposed millions of job applications due to vendor practices®. The

incident highlighted that enterprises cannot delegate responsibility for governance and
oversight to external partners.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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Operational and Financial Reversals

The Commonwealth Bank's deployment of an Al voice bot led to service disruption and a rapid
reversal®. The case showed that cost savings without governance structures can quickly turn
into higher operational expense.

Customer Trust and Continuity

Klarna initially reduced its workforce with Al, only to rehire after customer experience declined®_
The episode underlined that trust and service quality remain non-negotiable in consumer
markets.

The Implication

Each of these examples shows how Al adoption without a clear operating model leads to visible
organizational, financial, and reputational consequences. Al ROF™ addresses these gaps by

ensuring accountability is embedded across roles, processes, platforms, and performance from

the outset. When Al Fails, It Fails In
Public

These aren’t technology failures. They’re
organizational failures.

Industry Data
MIT: 95% Fail ROI
Gartner: 80%
Abandoned

Air Canada
Air Canada Loses
Tribunal After Al

Chatbot Misled
Customer
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07 AIROF™ in Action: Enterprise Use
Cases

The Al Role Operating Framework (Al ROF™) is designed to be industry agnostic. Its value is in
turning fragile Al pilots into governed, repeatable capabilities that can scale responsibly. The
framework does not change by sector. Accountability is always distributed across People,
Processes, Platforms, and Performance. What changes is how these elements are expressed in
different operating environments.

The examples below are not the framework itself but application scenarios where enterprises are
deploying Al. As enterprises move from simple Al assistants to fully autonomous agentic systems
with multi-step reasoning, tool use, and independent decision-making, the operating model
challenges intensify. Whether the system is a single agent or a multi-agent orchestration, Al
ROF™ ensures they can scale reliably regardless of technical configuration. In every case the
operating model challenges remain the same. Al ROF™ ensures they can scale reliably regardless
of technical configuration.

Banking: Customer Service at Scale

Banks are under pressure to reduce cost-to-serve while protecting trust in highly regulated
markets. Pilots with chatbots look promising, but at scale drift reduces accuracy, hallucinations
damage reputation, and compliance missteps create legal liability.

» People: Roles anchor accountability. The Al Architect designs reliability into systems, the Al
Product Manager ties outputs to compliance and satisfaction, the Al Delivery Manager
enforces governance checks, and the AgentOps Lead stabilizes live operations.

* Processes: Continuous monitoring loops and escalation pathways ensure issues are caught
early. Compliance reviews are embedded into release cycles.

* Platforms: Observability tools track response accuracy, retrieval assurance, and drift.
Compliance dashboards surface risks for regulators and risk teams.

» Performance: Metrics are tied to business outcomes such as NPS protection, lower
remediation costs, and regulatory adherence.

Outcome: Al-enabled service moves from fragile pilot to sustainable capability, protecting both
trust and margin.

Retail: Demand Forecasting and Supply Chain
Retailers deploy Al to forecast demand and optimize inventory. Pilots succeed on historical

datasets, but at scale silent drift undermines forecasts, cost spikes occur in logistics, and margin
erosion follows.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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* People: The same roles hold accountability. The Al Architect stress-tests models against
demand variability, the Al Product Manager ties outcomes to inventory turnover and margin
KPls, the Al Delivery Manager embeds cost and vendor oversight, and the AgentOps Lead
manages autonomous planning agents.

* Processes: Vendor governance loops, forecasting review cycles, and escalation triggers are
built into the supply chain operating rhythm.

* Platforms: Forecasting tools are integrated with cost dashboards and observability layers that
surface anomalies in demand prediction and logistics costs.

» Performance: Business KPIs are measured directly such as on-shelf availability, reduced write-
offs, and margin stability.

Outcome: Retail leaders gain resilient supply chains that adapt to variability while protecting
profitability.

Healthcare: Diagnostic Support Systems

Healthcare organizations pilot Al for diagnosis and patient support. Pilots show efficiency gains,
but in production hallucinations risk clinical errors, compliance gaps risk liability, and inconsistent
reliability erodes clinician trust.

* People: Accountability is distributed. The Al Architect builds explainability and drift detection,
the Al Product Manager aligns outputs to clinical safety and regulatory standards, the Al
Delivery Manager integrates compliance audits, and the AgentOps Lead manages reliability in
live clinical workflows.

* Processes: Human-in-the-loop checkpoints, regulatory reviews, and incident escalation
protocols ensure safety is monitored systematically.

» Platforms: Explainability tools, audit logs, and compliance reporting platforms support
oversight. Observability systems track Al reliability under load.

* Performance: Metrics align to patient safety, clinician adoption, and reputational trust.

Outcome: Al is trusted by clinicians, adopted responsibly, and aligned with both patient
outcomes and institutional reputation.

The Operating Model Advantage

In all three industries the pattern is the same. Al does not fail because the models are weak but
because accountability structures are missing. Al ROF™ embeds accountability across People,
Processes, Platforms, and Performance. The roles remain constant, but the processes, platforms,
and performance measures adapt to industry risk.

Outcome: Leaders gain predictable scaling of Al, reduced failure rates, and sustainable RO,
turning Al from a fragile experiment into an enterprise operating model.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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08 Governance and Guardrails

Al systems do not exist in isolation. They operate in enterprises accountable to regulators,
customers, and financial markets. While pilots can bypass these pressures, production systems
cannot. Scaling Al responsibly requires governance that is embedded from the start, not applied
after the fact.

Traditional frameworks, built for deterministic software, focus on access control, uptime, and
change management. These remain necessary but are insufficient in a probabilistic world. Al
introduces new risks such as outputs that drift silently, agents that scale unpredictably, and models
that behave inconsistently under pressure.

The Al Role Operating Framework provides the structure to address these realities. Governance is
not treated as a compliance add-on but as a continuous discipline, embedded through system
stewardship rather than periodic review. This means governance is lived in day-to-day delivery
rhythms across four dimensions:

* Compliance: Monitoring, logging, and audit trails are integrated into delivery pipelines, reducing
regulatory exposure and supporting emerging standards.

» Risk Management: Performance thresholds for drift, hallucinations, and variability are defined in
advance, so leaders know when intervention is required.

* Cost and Performance: Platforms and monitoring systems provide transparency into usage and
spend, preventing runaway costs and aligning Al outcomes with business cases.

» System Reliability: People, processes, and infrastructure combine to build resilience, from drift
detection to retrieval checks that reduce hallucination risk.

* Ethical Accountability: Probabilistic Al introduces risks such as bias and lack of transparency. To
mitigate these, enterprises should adopt recognized frameworks like NIST's Al RMF 1.0 (updated
with the 2024 Generative Al Profile), emphasizing fairness, accountability, and explainability.

Key practices include bias audits of training data, pre-deployment impact assessments, continuous
monitoring with human oversight loops, and transparent decision logging using explainability tools.

Integrating these practices into Al ROF™ not only reduces legal exposure but builds trust, aligning
with emerging regulations such as the EU Al Act (in force since 2024, with phased obligations for
high-risk systems beginning in 2025).

Importantly, Al ROF™ does not replace governance or ethics leaders. Their authority in standards,
escalation, and oversight remains essential. What Al ROF™ provides is the operating rhythm inside

delivery, with roles, processes, platforms, and signals that generate the evidence governance
leaders need to act.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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In this way, Al ROF™ bridges day to day enterprise operations with board level oversight,
ensuring accountability is both lived in practice and enforced at the highest level.

Guardrails are what transform fragile experiments into trusted enterprise assets. To make this
practical, Al ROF™ embeds governance into day-to-day delivery, not as an afterthought but as
lived practices owned across roles, reinforced through processes, and measured on enterprise
platforms.

Making Governance Real

* Independent Assurance: Enterprises embed third-party or internal audit functions directly
into Al ROF™. This ensures systems are validated against regulatory and ethical standards such
as NIST Al RMF 1.0, ISO/IEC 42001 (Al Management System), and OECD Al Principles.

* Cross-Functional Oversight: Al oversight boards include leaders from legal, risk, compliance,
and product teams, with the authority to pause or roll back deployments if risks escalate.

* Transparent Reporting: Governance dashboards surface live signals on safety, reliability, cost,
and bias metrics to executives and regulators, building trust and enabling rapid intervention.

* Regulatory Alignment: Al ROF™ aligns with global standards and upcoming regulation,
including the EU Al Act (phased requirements for high-risk systems in 2025), ensuring
enterprises are both compliant and future-ready.

Sector-Specific Guardrails

» Finance: Audit trails and explainability reports for algorithmic trading and credit scoring
models.

* Healthcare: Bias audits and safety thresholds for diagnostic Al systems to protect patient
outcomes.

» Retail: Rollback and escalation pathways for customer-facing chatbots to prevent reputational
damage.

By embedding these governance disciplines from the outset, enterprises avoid the drift,
hallucinations, cost escalations, and compliance gaps that undermine trust. Al ROF™ ensures that
governance is not a checkbox exercise but a living system that scales with the enterprise.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.
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09 Roadmap for Leaders

1. Establish Clear Accountability
Begin with a role and risk audit. I[dentify where accountabilities currently sit across delivery,
product, and architecture, and expose the gaps that leave probabilistic risks unmanaged.

2. Close Structural Gaps

Map current structures against Al ROF™. This will reveal functions that need to be redefined and
new accountabilities that must be introduced. It is not simply a matter of relabeling existing
positions but clarifying responsibilities that do not exist today.

3. Build Enterprise Literacy

Through Agent Coaching Once role charters are clear, leaders must ensure people are equipped
to succeed in them. This means agent coaching, not one-time training. Traditional roles such as
product manager or architect require ongoing upskilling to handle probabilistic and agentic
systems, including new risk surfaces like drift, hallucination, and cost variability that do not exist in

deterministic software.

4. Define MVP Guardrails

Set minimum guardrails across Process, Platforms, and Performance. These are the thresholds
pilots must meet and present at governance forums before scale.

5. Formalize AgentOps

Stand up AgentOps to monitor agent behavior and reliability. Every pilot connects into
governance rhythms, led by the Governance Lead, to show evidence on safety, reliability, and cost
before advancing.

6. Prove It in One Domain (Beyond the Demo)

Apply Al ROF™ in a single value stream to demonstrate that reliability, compliance, and business
value can coexist under real production conditions. Be deliberate about testing beyond the Demo
God Curse: use real data volumes, real user behaviour, and real operational pressure. A pilot that
only succeeds under controlled conditions has proven nothing. Use this as a proof point to build
credibility and confidence before expanding further. See the Appendix Pilot Guide for a step-by-
step 10-stage approach that leaders can use to structure this initial adoption.

7. Scale with Embedded Governance
Extend adoption across additional domains with governance, risk management, and cost control
embedded directly into delivery processes rather than treated as separate reviews.

8. Institutionalize Al ROF™
Adopt AlROF™ as the default operating model for Al investments so that every new initiative

bagins.with clarity of il ls in place, and leadership visibility <
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Behavioural Adoption Track

Executives can shape adoption from day one with four simple cues:

 Stakeholder Map (Week 1-2) — Identify winners and losers of time, control, and accountability.
Publish a one-pager "ways-of-working" per role,

* Charter (Week 2) — Define decision rights, human-in-loop checkpoints, escalation paths, and
SLOs tied to reliability and cost.

* Frontline Enablement (Week 3-4) — Run short drills for prompts, failure handling, and cost
hygiene. Pair with a 100-case evaluation set and weekly drift checks.

» Two—-Way Door Pilots (Ongoing) — Frame pilots as reversible with thresholds, rollback
rehearsals, and clear Go/No-Go criteria.

The Path Forward

Al is no longer a side experiment. It is moving to the center of enterprise strategy, yet failure rates
remain stubbornly high. The reason is not weak models but operating models still designed for
deterministic software.

The Al Role Operating Framework (Al ROF™) provides the structure to change this trajectory. By
integrating roles, processes, platforms, and performance into one accountable system, it closes
the gap between pilot success and production reliability. Roles are critical, but they sit within a
broader operating model that embeds governance, cost control, and system oversight from the
start.

For leaders, this is not about adding another role. It is about building the delivery discipline that
does not yet exist. Just as DevOps became the standard for software delivery, Enterprise Agentic
Al Systems Delivery, powered by Al ROF™, becomes the standard for scaling Al responsibly and
at pace. The organisations that build this discipline now will define how the enterprise agent era

operates.

The future of Al in the enterprise will not be decided by technical breakthroughs alone. It will be
decided by operating models. Those who act now to adopt Al ROF™ will build the systems that
protect reputation, deliver measurable value, and set the benchmarks others will follow.

For leaders ready to embed Al ROF™ into their enterprise strategy, | invite you to connect.
Together, we can ensure Al delivers value reliably, responsibly, and at scale.

Vijayan Seenisamy Enterprise Agentic Al Systems Delivery | Creator, Al ROF™ | Author,
The Al Delivery Manager Blueprint

§ & vijayan.seenisamy@gmail.com

| (;;’ 4 LinkedIn: https://www. linkedin.com/in/vijayan-seenisamy/
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10 Appendix: References

The following sources informed this white paper and are provided for leaders who want to
explore the evidence base in more detall.
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2 Gartner. Generative Al Initiatives Report, 2024
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5 Economic Times. After firing 700 employees for Al, Klarna admits mistake and plans to rehire
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security, 2025,
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11 Appendix: Your Pilot Guide VAl
(Step 6 in the roadmap)

Stage 1. Confirm Readiness

Steps 1-4 built readiness by clarifying roles, closing gaps, upskilling, and putting guardrails in place.
Step 5 linked pilots into governance rhythms.

Now, in Step 6, we move from preparation to proof. One pilot, one team, one controlled slice of
production.

Why this matters

Until proven in a live setting, Al ROF™ is still theory. Step 6 delivers evidence of value, safety, and
reliability to convince executives and regulators that Al can scale responsibly. It also builds Al
delivery muscle, giving teams the hands-on capability to deploy safely at scale. This stage offers
proof today and a foundation for sustainable adoption tomorrow.

By this stage, you should already have:

Audited roles and risks so ownership is clear

Introduced new accountabilities: Al PM, Al Architect, Al Delivery Manager, AgentOps Lead
Upskilled those roles to handle probabilistic Al (Refer Stage 2)

Put minimum guardrails in place across processes, platforms, and performance

If you have not done those, stop here and complete them first.

If you have, you are ready. Step 6 is about running one 60-day pilot with a single team in a single
domain. It is not enterprise scale yet. It is the safe slice that proves the model works. It also builds
your Al delivery muscle, giving teams the hands-on capability to deliver safely and reliably at scale
in the future. This stage provides both proof of value today and the foundation for sustainable
enterprise adoption tomorrow.

Here is what this guide gives you:
Scope: One pilot, one use case, one domain
Purpose: A structured 60-day trial proving value, safety, and reliability

Boundary: A starter play. Scaling requires the full Al ROF™ and deeper role upskilling

Next: Build your pilot team and follow the 60-day journey step by step
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Stage 2. Pilot Team Setup (People) VJBAI

A successful Al ROF™ pilot starts with the right team. You cannot simply rename existing PMs,
Architects, or Delivery Managers into Al roles. These accountabilities require new skills and
literacy in probabilistic systems. Without upskilling, the pilot will fail under production pressure.

Your pilot team must include:

» Al Product Manager - Owns business value and validates outputs for safety

* Al Architect - Designs reliability into workflows and manages drift

* Al Delivery Manager — Enforces governance gates, compliance evidence, and cost guardrails

- AgentOps Lead - Stabilizes live operations and runs rollback drills

» Engineering Capacity (3-5 people) - Builds integrations, evaluation harnesses, and
observability

Example activities:

« Al PM reviews 20 random outputs weekly with compliance

Al Architect runs drift tests on 100 cases weekly

* Al Delivery Manager checks daily spend logs and runs governance reviews
* AgentOps Lead runs a rollback drill before production trial

« Engineers implement logging, dashboards, and evaluation loops
Upskilling required before the pilot begins:

» Al PM — Learn prompt evaluation and policy alignment [Learning Pathyway]

Al Architect — Learn drift detection and evaluation harnesses [Learning Pathyway]

* Al Delivery Manager — Learn cost guardrails and compliance rhythms [Learning Pathyway]
» AgentOps Lead — Learn agent monitoring and incident response (contact for blueprint)

* Engineers — Learn to support evaluation loops, not just delivery tasks

Mini-RACI Snapshot (Pilot Accountabilities):

* Reliability — Responsible: Al Architect, Accountable: AgentOps Lead
- Safety — Responsible: Al PM, Accountable: Al Delivery Manager

- Cost — Responsible: Al Delivery Manager, Consulted: Al PM

» Adoption — Responsible: Al PM, Informed: Governance Lead

Important:

Every role must be upskilled before the pilot begins. If you skip this step, your pilot will collapse
when exposed to production conditions.
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Stage 3. Pilot Journey (Timeline) VJBAI

A pilot cannot be open-ended. Without a clear journey, teams risk drifting into endless
experiments with no accountability. Al ROF™ recommends a 60-day journey for one pilot slice.
This creates urgency, focus, and evidence you can present back to governance forums.

Here's how the 60-day path breaks down:
Day 0-10: Charter and Setup

* Define a single business lever, success metric, and risk boundaries
+ Assign clear role accountabilities (see Stage 2)
» Example (Customer Email Triage):
= Lever: Reduce handling time for service emails
= Metric: 10% reduction in average handling time
* Risk Boundaries: Al must never send abusive or non-compliant responses

Day 11-30: Alpha Build and Evaluation

* Build the alpha version of the Al system

* Run evaluation harness with at least 100 test cases

* Red-team hallucinations with 20 prompts

+ Simulate cost surge (10x load) to test guardrails

* Example: Use 100 historical emails with known answers to validate reliability

Day 31-45: Production Readiness Drills

* Implement monitoring dashboards (drift, cost, safety).

* Test rollback and kill-switch within 2 hours.

* Run incident escalation drill with AgentOps Lead.

« Example: Simulate an inappropriate Al response, confirm the rollback process restores human-
only triage.

Day 46-60: Limited Production Trial

» Deploy to a small scope (e.g., 5% of inbound emails)

* Track metrics daily: reliability, safety, cost, adoption

* Review compliance logs weekly

» Example: For 5% of emails, Al drafts a response, human approves or overrides. Track override
rate trends
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Stage 4. Process Guardrails (Three Gates) VJaAl

Every Al ROF™ pilot must pass three gates before scaling. These gates keep teams from drifting
into uncontrolled rollout and force them to produce real evidence of reliability. Think of them as
“proof points” you present back to governance.

Gate 1: Charter Approved
Purpose: Align business value and risks before building.

Entry Criteria:
» Team roles assigned (Al PM, Architect, Delivery Manager, AgentOps Lead).
» Upskilling verified for each role.

Exit Criteria:
* Business lever and value metric documented.
+ Risk boundaries agreed ("must never” conditions).
* Single accountable owner per risk class.

Example (Customer Email Triage):
» Lever: Reduce handling time
* Metric: From 5 min — 4.5 min
» Boundary: No abusive or non-compliant responses

Gate 2: Alpha Verified
Purpose: Prove the system can work in controlled conditions.

Entry Criteria:
» Charter approved.
* Test set ready.

Exit Criteria:
» 290% success across 100 test cases
+ <2% unsafe responses in red-team test (20 prompts)
* Drift checks across 3 scenarios complete
» Cost surge (10x load) held under daily spend limit

Example:
= 92 correct responses out of 100 emails
* 1 unsafe response out of 50 prompts (2%)
* Daily spend <$100 during stress test
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Stage 4. Process Guardrails (Three Gates) - vJe

Continued

Gate 3: Limited Production Trial

Purpose: Test reliability in live conditions with rollback safety.

Entry Criteria:
- Alpha verified.
* Monitoring dashboards operational.
* Rollback tested.

Exit Criteria:
» Limited deployment (e.g., 5% of daily emails) for 2 weeks
- Daily tracking of reliability, safety, cost, adoption
* Rollback drill executed successfully
» Compliance owner signs off

Example:
* 5% of inbound emails triaged by Al

To make this concrete, every Gate 3 trial is anchored by a one-page Pilot Charter that captures
the lever, success metric, risk boundaries, and accountable roles.

Pilot Charter (One-Page View)

Example (Customer
Email Triage)

Description

Al

Business Lever The lever you want to move Reduce handling time

The measurable target

10% reduction
outcome

Success Metric

Risk Boundaries SEGEEHEGE " Eoteatsae No unsafe outputs
agreed upfront

Al PM = Safety

Accountable Roles Who owns reliability, safety, Al Architect = Reliability
cost, compliance Al DM = Cost

- AgentOps = Incidents
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Stage 5. Platform Minimums (Checklist) VJaAl

Before your pilot goes live, your team must have the following bare minimum capabilities in place.
Think of these as safety rails on a bridge: they don't slow you down, but without them, one
mistake can throw the whole pilot off the road.

These are not enterprise-grade systems yet. They're the starter kit that ensures your 60-day pilot
won't collapse under basic risks.

Required Capabilities

1. Input/Output Logging
1.1. Requirement: Every input and output must be logged with a timestamp.
1.2. Why: Enables drift detection, incident replay, and compliance review.
1.3. Example: Export logs to a simple database or even CSV for the 60-day pilot.
2. Drift Monitoring
2.1. Requirement: Weekly check comparing pilot outputs against a fixed test set.
2.2. Why: Detects silent quality degradation.
2.3. Example: Run 100 "gold standard” cases weekly and report accuracy variance.
3. Cost Guardrails
3.1. Requirement: Daily spend alerts and per-task unit cost cap.
3.2. Why: Prevents silent cost explosions.
3.3. Example: Cloud billing alert at $100/day; function fails if >50.10 per email.
4. Compliance Logging
41. Requirement: Ability to replay any pilot decision with full trace.
4.2. Why: Ensures accountability to risk/legal functions.
4.3. Example: Store model inputs, outputs, and human overrides for 30 days.
5. Rollback and Kill Switch
51. Requirement: Ability to revert to human-only handling within 2 hours.
5.2. Why: Limits blast radius of pilot failures.
5.3. Example: Feature flag toggle in production system; manual fallback documented.

Recommended Tools:

Note: These tools are suggested examples only. Enterprises can use any equivalent solutions that
meet the same logging, monitoring, evaluation, and explainability requirements.

» Logging: Use Prometheus (open-source) to export metrics to CSV- set up basic exporters for
cost and output logs.

* Monitoring: Implement WhyLabs (privacy-focused, open-source) for drift dashboards on 100+
test cases.

* Evaluation: Integrate Evidently Al (open-source) for automated drift detection and fairness
metrics - Install via pip and run on historical data.

« Explainability: Leverage SHAP or LIME (open-source libraries) to document model decisions for
transparency.

© 2026 Vijayan Seenisamy | Al Role Operating Framework (Al ROF™). All rights reserved.

25



Stage 6. Performance Metrics (Starter Pack) ~ VJ®A!

Al ROF™ pilots must be measured against evidence, not opinions. Without clear metrics, teams will
argue about progress instead of proving it. The starter pack below gives you the four core
measures every pilot needs. This is enough to show value and safety, without overwhelming your
team.

1. Reliability
1.1. Definition: % of tasks completed correctly against a defined test set.
1.2. Target: 290% before trial, sustained during trial.
1.3. Example Measurement: Out of 100 test emails, 92 correct replies.
2. Safety
2.1. Definition: % of outputs violating policy or compliance rules.
2.2. Target: <2% unsafe responses.
2.3. Example Measurement: 1 unsafe response in 50 red-team prompts (2%).
3. Economics
3.1. Definition: Unit cost per successful task compared to baseline.
3.2. Target: < agreed baseline cost.
3.3. Example Measurement: Cost per triaged email = $0.07 vs 50.15 human baseline.
4. Adoption
4. Definition: % of Al outputs accepted vs overridden by humans.
4.2. Target: Override rate trending down.
4.3. Example Measurement: Week 1 = 30% overrides; Week 3 = 15% overrides.

How to Use This
Create a simple weekly scorecard (see example table below).

Mark each metric as Met, Close, or Missed so leaders can track readiness at a glance.
Use the adoption trend line to show the system is learning and gaining trust.

Pilot Dashboard (One-Page View)

Core Metrics Drift & Evaluation Check
; Test Set Correct Driftvs
Metric Target | ExampleResult| Status Week Cases |Responses | Baseline _Hﬁ%
g Baseline 100 92 -1% Initial
Reliability >90% 9?%%;%5 @ Met (Week 0) iy ok
Safety <2% 1/50 = 2% 4 Close Week 1 i e iy s
vidlations Week2 | 100 a7 | 5% | Drift
i <50, Week 1: 30 %
FepRomics SUI0Pe) Weekaiisn | @Mt Week3 | 100 90 2% | escalate

Leader takeaway: Green metrics prove value. Drift tracking prevents hidden failure. Together, this
dashboard is your evidence pack for governance approval
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Stage 7. Risk Ownership (Top Five Risks) VJaAl

1. Why Risk Ownership Matters

Al ROF™ pilots don't fail because risks are unknown. They fail because risks are unowned. When
nobody is explicitly accountable, everyone assumes someone else is watching. Step 7 eliminates
this by mapping every predictable risk to a named role with clear weekly actions.

This transforms risk management from theory into daily practice.

2. The Five Predictable Risks

Each pilot faces these risks without exception. Al ROF™ assigns ownership so they cannot fall
through the cracks:

» Silent Drift — Accountable: Al Architect

» Weekly Action: Run 100-case drift test, compare accuracy to baseline, report variance.

* Hallucinations — Accountable: Al Product Manager

» Weekly Action: Review 20 random outputs with compliance each week, escalate unsafe

samples.

» Cost Spikes — Accountable: Al Delivery Manager

« Weekly Action: Check daily spend dashboard, trigger alert if unit cost >50.10.

» Agent Misbehavior — Accountable: AgentOps Lead

* Weekly Action: Run rollback drill before trial, own incident response during trial.

» Compliance Gaps — Shared Accountability: Al Delivery Manager + Al Risk Function

* Weekly Action: Audit logs monthly, confirm traceability of policy compliance.

3. Example in Practice (Customer Email Triage Pilot)

 Architect detects drift of —4% in a week and raises before customers are impacted.

* Product Manager flags 2 unsafe responses in 50 samples, halts trial until prompts are fixed.

» Delivery Manager sees cost surge at $120/day, enforces rollback.

» AgentOps Lead confirms rollback drill executes successfully, restoring human triage within 2
hours.

4. Implementation Checklist

Before moving forward, confirm:

* Every risk is owned by a named role, not a generic team.

- Weekly risk routines are logged and visible in dashboards.

» Escalation paths are documented (who halts, who approves restart).
» Governance forums receive a risk snapshot every cycle.
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Stage 8. Definition of Done (Success Criteria) VI2Al

Pilots often fail not because the Al didn't work, but because success was never defined. Without
agreed criteria, teams argue, executives remain unconvinced, and scale never happens. Step 8
fixes this by setting non-negotiable success gates that prove value, safety, cost control, and trust.

Success Checklist
Your pilot is only complete when every one of these criteria is met:

» Reliability: 290% success rate across defined test cases sustained for 2 weeks.

- Safety: <2% policy violations confirmed by weekly red-team reviews.

* Economics: Unit cost per task at or below agreed baseline.

* Adoption: Human override rate trending downward.

* Rollback Tested: One rollback drill executed successfully within 2 hours.

* Business KPI Moved: Agreed business lever (e.g., handling time, cost per call, CSAT) shows
measurable improvement (210% shift).

» Governance Sign-off: Compliance/risk lead signs off that logs and audit trails meet minimum
policy standards.

Example in Practice (Customer Email Triage Pilot)

* Reliability: 92% correct responses across 100 test cases.

* Safety: 1 unsafe response out of 50 = 2%.

* Economics: $0.07 per triaged email vs $0.15 human baseline.

- Adoption: Overrides reduced from 30% to 15% over 2 weeks.

* Rollback: Drill completed in 1.5 hours.

* Business KPI: Handling time reduced 12%.

* Governance: Compliance logs replayable for all 200 test cases.
Result: Pilot successful. Ready to propose expansion to a second domain.

Implementation Checklist
Before you sign off, confirm that:
+ Metrics are tracked on dashboards (not anecdotes).

* Evidence is logged, replayable, and presented to governance.
» Executives see a clear link between Al outcomes and business KPls,
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Stage 9. Case Study Snapshot (Example Pilot ~ VJ2A

Report)

This section is not a new step in the Al ROF™ roadmap. It is an example template that shows how a
60-day pilot can be summarized for executives, governance forums, or external stakeholders. Use
It as a communication artifact to demonstrate evidence of value, safety, cost, and adoption.

Team Setup

* 1 Al Product Manager, 1 Al Architect, 1 Al Delivery Manager, 1 AgentOps Lead, 4 Engineers
* PM and DM followed the published Al ROF™ upskilling pathways.

* Architect and AgentOps Lead were guided directly by the framework owner.
Pilot Journey (60 Days)

» Day 0-10: Charter defined. Lever = reduce handling time by 10%. Risk boundary = no abusive
outputs.

» Day 11- 30: Alpha built. 100 test cases run with 92% accuracy. Red-team prompts showed 1
unsafe response (2%). Cost surge test capped at 590/day.

* Day 31- 45: Readiness drills. Rollback tested in 90 minutes. Monitoring dashboards created for
drift, cost, and safety.

* Day 46- 60: Limited production trial on 5% of inbound emails. Al drafted responses, humans
approved or overrode.

Outcomes

+ Reliability: Sustained 92% accuracy in live triage.

» Safety: <2% unsafe responses across 200 samples.

* Economics: Cost per triaged email dropped from 50.15 — $0.07.

* Adoption: Human overrides reduced from 30% — 15%.

* Rollback: Drill executed successfully during trial.

» Business KPI: Average handling time reduced 12%, with no CSAT decline.
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12 Leadership Imperatives VJaAl

What This Appendix Provides

This appendix equips leaders to run a single Al ROF™ pilot slice: one team, one pilot, one
production trial. It defines the minimum roles, guardrails, and metrics needed to move safely from
demo to limited production.

Critical Actions

- Scaling is not yet enterprise-ready: it requires embedding governance, extending risk
ownership, and institutionalizing Al ROF™ across domains.

* Renaming is not readiness: simply renaming PMs or Architects into Al roles will fail. Each role
must be upskilled to handle probabilistic systems.

* Resources available today:
= Al Product Manager, Al Architect and Al Delivery Manager pathways — published

AgentOps Lead blueprints — available through direct engagement
Leader Takeaway

One team can prove Al ROF™ works. Many teams can only succeed if roles are upskilled,
guardrails are extended, and governance is embedded.

Next Step

Use this appendix to run a first slice. When leaders are ready to scale responsibly, the full AlROF™
playbook and role upskilling provide the structure to win at enterprise level.

Important: Scaling requires applying the full Al ROF™ playbook across domains. Do not attempt
multi-domain pilots without extending governance, metrics, and risk routines enterprise-wide.

If you begin experimenting with Al ROF™, share your journey openly. Post your reflections or
lessons learned on LinkedIn and tag @vjxai & @Vijayan Seenisamy so others can follow along.
By documenting your steps, you not only strengthen your own practice but also help build a
community of leaders proving that Al can be scaled responsibly.

Vijayan (V]) Seenisamy Enterprise Agentic Al Systems Delivery Creator, Al ROF™ |
Author, The Al Delivery Manager Blueprint

& vijayan.seenisamy@email.com

/o LinkedIn: https://www.linkedin.com/in/vijayan-seenisamy/
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