INVESTHENT PARTNERS

One epartment Iirst. One
complete operating loop.
Then expand.

Internal opportunity strateqgy, delivery architecture, commercial boundary,
ownership map, and approval path for the Scott Tripp Business0S
engagement.

Appiova ane pid deparbrant gllat 1 US010,000 80d sedacl Opars e Bennett, Brody, Jesse and Roberts
or MurkEting 88 the proposed starig posi MIDSA Interng| operating leam
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AMAT SCOTT DESCRIBEL

A multi-company organization already
experimenting with agents, but without a
governed operating layer for the people,
roles, context, and work.

~30 ~10 9 1

People gerads the pperating Cuirenl Al uaeis, based af Scoll 8 Exsmciilse and departmeanl cuclas DEpariment plal fegulies belars

qrgamEevan digcussed ontha gall descriptian In thie propoeed madal 7y oA et rollogt

Scott is not buying another generic chatbot. He is evaluating whether his
existing operating concepts, soul files, and agents can become a usable
system for real employees.

CONFIRMED INTERES YHA ES NOF YET HKNINN

Local-first agent work Actual operating requirements

« Hum local modeis on company come uters. « Legal entities and oomplete org charl.

«  Rausa exisling agent commands and soul filas s Departmant baundaries and dacision rights

« [Orva staff rale specdic operating merfaces +« Current systems,.data, and workfiows

» Conmect-shared coniext without expos v evary'thing « Sacurity, hosting, Inlagration, and acceptance nesds:

Qualification risk: Scoft varbally accepted the direction but asked few guastions and appeared partially disengagecd.
Do nat treat enthusiasm as proof of budget, urgency, technical fit, or authorlty. The next sesslan must test all faur,
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{E DPERATING MODEL

The circles become governed department
workspaces, not nine disconnected bots.

JRGANIZATION MODEL / DISCOVERY INPUT

One executive system, eight department workspaces, one governed operating layer

Executive command

Dperutions Finanos Markating Technofagy

Shrmtegy Cusiomer Lisgal Proda

e

Working hypothesis: Circle 02 Operations and Circle 04 Marketing are the anly first-pilat candidates discussed. The
arg chart detecmings the final names, nodes, roles, and crogs-warkspace access,
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Sell a department implementation, not an
undefined company-wide
transformation.

COHMERGIAL ITET FOSITION BOURDARY

First department S0 10 000 implameantation one agreed pilat aperating loag, cenligused far named users and rabes

Cperations ar Marketing

Second department Additione US0 10,000 Begins anly after the first piot is ac cepted and separately suthorized

Separale axpansion

Cloud hasting Seperate clieni expense Pritt selects, owns, end pays the cloud account used for shared
Clignt-awnid provider SEMYicEs.

Ongolng suppart Mat Included yet Define after discovery and pllot acceptance. Do nat imply unlimited
Mairntenance and iteration suppart,

Mew integrations Change reguest or future Scope, risk, and price anre assessad before work bagins

Systems nal validated in phasza

dizcovery

A USD 20,000 conversation is appropriate only if Scott intentionally
approves both Operations and Marketing as two separate department
implementations.

Da not promise: all nine circles, full enterprise migration, groduction cloud cost, open-ended agent training, unlimited
integrations, ar angoing optimization Inside the first USD 10,0040,
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PHASE 1 EXECUTIO!

Discovery is part of the implementation.
It is how the team avoids building the
wrong department system.

{ OHE DEFRAATHENT

The paid pilot proves one complete operating loop before expansion

Dhign e Me=inl Build Canfigure Pial fstnpl

USD 10u3a0 Rends ong depadiaml implemantation. A sscond departmand boging only afor sapariis approyal

Acceptance principle: the pilot is complets when named users can execute the agreed aperating laep, the male and
data boundarieg behave corrgctly, the agent actions are inspectable, and the handoff package records open issues.
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AHD DOES WHAT

No proposal should leave the team until
delivery ownership and Roberto's
participation are explicit.

OWHER ACCOUNTABILITY BEFORE CLEIERT BEND

Bonnaett Cniem the chenl thraad, schedule discovery, confirm decision process, Confirm buyar, urgency, budget, and next
Relatlanshig and and preven] unsupported prarises, maaling,

sales

Brady Cnien 7 plerrentation glanning, weekly delivery status, ang technical Accept ar rejest delivery ownership in

Dalivary ownar to
canfirm

Jesge

Basild owenar ta
contirm

Robarta
Architectune and
qualificetion

Scatt [ Pritt
Client authority

handaffs if assiged.

O rrodule build, integration implementation, 1ast evidence, and Issue
resalution if assigned

Prowvide system architecture, discovery guidance, dasign review, and
implamentation consultation within the agread arrangemant

Provide arg chart, systen s aoeess, sample data, agent artifacts, clawd
arcount, uses awneds and timely decisions,

writing.

Confirm capacity and rebevant tachnical
competence.

Define review cadence and compensation if
implementation work expands

Idantify pllot sponser and deparimernt
Oparalar

Delivery lead

Architecture gate

Aszign one persan, Shared aownership without a named lead 15 nol ownershig,

Robarto reviews topology, rele boundaries; data flow, and acceptance criterla before build
| 1]

egins

Commercial change f Hoberto becomes a matarial implementation contributar, revise his compansation bafare
the extra work starts

CHent communication

gennall owns ane cansalidatled thread, Technlcal work |s nal pramisad In side messages.
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INTERMAL REVIEK CHECKLIST

Approve the process before approving
the promise.

|:| Bennett confiems Scott (s the buyer or identifies the actual aconomic decision-maker.

Erody and Jesse confirm who awns delivery, implementation, G4, and client updates.

The team approves the USD 10,000 per department madel and first-pilot boundary,

The external draft says Operatians or Marketing, nat both, unless Scott buys both,

The next call is a paid-pilet scoping and discovery session, not ancther generic demao.

Scott provides the company org chart, current system overview, agent commands, and soul files.
Pritt agrees to provide and pay for the cloud environment raguired for team-hosted services.
Security, access, audit, data residency, and human appraval requirements are recorded,

Acceptance criteria and change-contral language are attached to the signed scope.

B B B B E

Mo internal risk notes or commercial deliberation are included in the client package.

Release condition: once the team checks every (tem abave, Bennett can send the separate client-facing pllot
propasal and schedule the discovery warkshop.

The immediate objective is not to sell nine departments. It is to secure one
serious department pilot with enough access, authority, and operating
evidence to succeed.



