BRM - OPERATING MODEL

The Al Value Operating Model:
The Circuit Between Demand and Capability

Business Relationship Management is the discipline that connects business ambition to capability, so that Al demand is shaped, governed and measured.

One governed route from ambition to value, instead of a scattergun of pilots, shadow use and unmeasured outcomes.
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improve the request before it becomes work s the need real, does it need autonomy
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The loop does not assemble itself. Each sits with nobody until the relationship layer signs it.
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l shaped demand: executable, ranked, owned, with a number

a ARCHITECTURE LAYER - WHAT THE DEMAND LANDS ON

Business architecture Data architecture Application architecture Technology infrastructure

capabilities, processes,
governance

estate, quality, platforms, services, cloud, integration,
lineage, access agents security

l capability, matched to the need
u Al EXECUTION LAYER - RUNGS OF AUTONOMY

TWO GOVERNING RULES

Most requests are
olved two rungs down.

Ask for the lowest rung that solves it.
The ones that need the top rung
deserve the governance that goes with it.

Workflows with
model steps systems

Deterministic Single Multi-agent

scripts model calls

rules, no model one prompt, one answer fixed path, model inside agents delegating to agents

low autonomy high autonomy

cost per task, blast radius and evaluation difficulty rise with each rung

a VALUE FLOW - IT LEAKS AT THE JOINS, AND THE JOINS ARE RELATIONSHIP WORK

Ambition — Shaped demand Governed execution Measured outcome
v
LEAK POINTS unshaped requests, pilots that shadow use,
broken processes never scale unmeasured outcomes

Al VALUE OPERATING MODEL - A GENERIC MODEL: ADAPT THE GATES, SIGN-OFFS AND SCALES TO YOUR OWN GOVERNANCE Draws on Business Relationship Management, in GOVBRM's own words - govbrm.com

measured outcome returns to the Review gate at month nine



