L MDA DISCOVYERY WOHRKEDDE

T INVESTHERT PFARTNERS

Bring the business into
focus betore turning on the
agents.

A structured workbook for selecting the first department, mapping the
organization, tracing one operating workflow, and defining the technical and
commercial boundaries.
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{E FIRST CIRCLE

Operations or Marketing should win
because it is ready to prove value, not

because it sounds more exciting.

BELECTION FACICR

OPERATIONE

MARKETINE

Mamed ownor
Wiho rekas decizlaons?

Wisible pain

Wiat is-breaking or slow?

Repeatable workllow
What happans often?

Access ble evidence

Can we inspect real work?

Measurable result
Wihat can im pravae?

User cammiiment
Wiho will test it?

Selected department

Department owner

Pilot users

Acceptance authority
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PEFPLE, AUTHORITY, AND BOUNDARIES

Attach the org chart, then resolve the
questions it does not answer.

Lizt each legal entity and the companies or oparating units under it

Identify the executive owner far each of the nine proposed circlas.

List department teams, rales, named users, contractors, and external partners.
Identify which roles can approve, edit, publish, spend, sign, or delete.

Identify information that can cross departments and information that cannot.

E [ B E

Record people who oparate in multiple departments and which role 15 activa when.

[]

Identify the technical administrator, security owner, and Incidant decisian-maker.

|:| Identify the business owner who accepis the first department pilot,

GPEN QUESTIODNS AND EXCEFTIDNS



Trace an actual item from input to
accepted outcome, including every
human decision and system handotft.

BASE 1 ¢ OHE DEFARTHEST
The paid pilot proves one complete operating loop before expansion

Dhign e Me=inl Build Canfigure Pial fstnpl

USD 10000 Rends ong depadtaml implemantation. A second departmant boging ondy afer saparis approya

IHPUT 1 IS10N iME
What starts the work? What requires judgment? What becomes official?




CURRENT-S5TATE IMVENTDRY

Inventory what exists before deciding
what to connect, rebuild, or retire.

SYSTEH OR BGERT OWNER USERS N&ATHA ACTION Ff DECISIEN

AGENT PACKAGE INFRASTRULTURE

Provide Confirm

« Syl files « LUser machines and -:.:erat-nq gy alEmE
« HElUD cammands «  Lotal madel runtirme
«  Prompts angd woarkfloes =  Clawd provider and acaquint aivimer

ol et « ldenlily snd access

" Hl"."llc"'!.:'l'llﬂ'l W OUIE uLlE - E:If::"II'_' and retantan
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E PILOT DEFINITIO!

Do not begin the build until both teams
can state what success means and who
can accept it.

Pilot goal

Primary workflow

MNamed users

Required modules

Approved integrations

Local madel plan

Cloud responsibility

Security boundary

Success measuras

Acceptance authority

Explicit exclusions

Mame [ date Mame / date



