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THE PROBLEM

Organisations break at scale for structural reasons.

Operational complexity Governance gaps
* Vendorecosystems outgrow manual * Unclear decision ownership creates
oversight bottlenecks
* Aladds opaque workflows that need * Weak escalation delays critical
validation interventions
* Globalteams fragmentinto silos * Inconsistent cadence fractures
alignment

Scale exposes structural weaknesses that adding headcount cannot fix.
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Leadership strain

* Heromanagers absorb complexity
with hours

* Missing systems create key-person
risk

* Firefighting displaces strategic
thinking
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THE MODEL

Seven frameworks. One operating discipline.

01 02 03 04

Scale Architecture Governance Debt Index Judgment Stack Transition Control Tower
Build the structure before the Measure the hidden debt of Engineer human judgment Keep visibility through every
headcount. growth. around Al handover.

05 06 07 . « e 1.

_ _ S Operating discipline
Al Operations Maturity Cost-to-Judgment Model Institutionalization Curve
Move Al from pilot to Price the cost of acorrect Replace heroics with Each closes astructural gap
e . that opens at scale.
Institution. decision. governed systems.
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FRAMEWORK 01

Scale Architecture

05

04

03

02

01

Capability flywheel - feed lessons from exceptions backinto core
systems

Leadership bench - leaders who run the system, not fight fires

Operating rhythm - information flows up, decisions flow down

Decisionrights - remove bottlenecks, empower distributed
execution

Mandate - every unit knows itsrole in the strategy
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INSIGHT

Most organisations scale
headcount faster than
governance macurity. The gap
becomes structural debt that

eventuaﬂy Collap SES

performance.

Built from the base up: mandate first, flywheel
last.
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FRAMEWORK 02

Governance Debt Index

Decision debt - ambiguous ownership, bottlenecks and re-litigated INSIGHT
choices

GGovernance dth accumulates

quietly until a scale event

Process debt - manual workarounds instead of scalable workflows
tl’igg€1’5 a sudden COH&pSﬁ.

Each domain scored on severity:
Quality debt - validation shortcuts that compound into latent errors d

Low Moderate

Data debt - fragmented sources that undermine automated decisions

Leadership debt - heroic individuals masking missing capability
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FRAMEWORK 03

Judgment Stack

Signal layer - dataingestion, cleaning and feature extraction
Model layer - Al inference and probabilistic output

Judgment layer - codified human decision criteria and thresholds
Exception layer - low-confidence cases routed to human experts

Learning loop - exception outcomes fed backinto training data
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INSIGHT

Al is probabﬂistic. Without a
structured judgment 1ayer, its

errors flow straight into

operations.

Humans move from doing the work to designing
the judgment criteria and owning the
exceptions. Every exception handled makes the
system smarter.
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FRAMEWORK 04

Transition Control Tower

EXECUTIVE GOVERNANCE LAYER

Operational Knowledge Financial

SLA performance SOP validation Cost capture

Volume stability Training certification Budgetvariance

Capacity planning Shadowing sign-off Value realisation
Discovery Migration Parallel run

Stabilisation

Risk
Compliance audit

Security access
BCPreadiness

Optimisation

Transitions fail when governance cadence breaks. The Tower keeps all four pillars visible at once, through every phase.
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FRAMEWORK 05

Al Operations Maturity Model

O1Experimental 02 Deployed 03 Operationalised 04 Institutionalised
Focus Proof of concept Productionrelease Scale and stability Strategic advantage
Reliability Low Variable High Critical
Oversight Ad hoc Humanintheloop Exception only Audit based
Governance None Basic Defined Automated

The operationalisation gap. Most companies stallbetween Crossing it takesrelease gates, confidence thresholds and
deployed and operationalised Al: the model works, butthe  humanreview designed as deliberately as the modelitself.
operating model around it doesn't.
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FRAMEWORK 06

Cost-to-Judgment Model

Cost per Correct Decision (CPCD) =

Alinference + Humanreview + Error cost + Governance

compute perdecision time x rate on exceptions liability and rework audit and monitoring

=~ validated outcomes (volume)

Shift the metric Hidden liabilities Scale economics

Optimise cost per correct decision, not FTE cost, Cheap inference is often outweighed by the cost Asvolume grows, governance cost stays fixed
to see Al's true value. of errorsin poorly governed systems. while accuracy rises, driving CPCD down.
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FRAMEWORK 07

Institutionalization Curve

03 - heroics to governance

Institutional scale

02 . informal to structured
01 Governanceis embeddedin the workflow

Operational plateau )
and improves as volume grows.

Heroic execution _ |
Basic processes exist but break under

Success depends onindividual brilliance scaling pressure.
and overtime.

Most organisations stall because they try to scale heroic effort instead of pivoting to governed systems.
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HOW VALIARCH USES THE MODEL

From abstract problems to measurable pProgramimecs.

PHASE 1 - ADVISE PHASE 2 - RUN PHASE 3 - RUN OR OWN
Quantify the gap Structure the shift Embed the discipline

Find the structural causes of chaos at Replace heroic effort with engineered Aninstitutional capability where

scale, not the symptomes. systems and control towers. governance improves as volume grows.
Scale Architecture - scale limits Operating model design - target state, Institutionalization Curve - self-
Governance Debt Index - risk across five decisionrights correcting, scalable maturity

domains Control Tower - stabilised transitions
Judgment Stack - Al governance

Phase lis the Diagnostic Sprint: 2-4 weeks, fixed fee, one decision answered and a 90-day plan agreed. Phase 2 is Programme Delivery. Phase 3 is
Embedded Advisory or a Fractional seat. We own the operating machinery; you own the decisions.
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GROW & TRANSACT

Applying the model to growth and transactions.

Service Framework How it's applied

Deal Operations - due diligence Governance Debt Index Score the target operation across the five debt domains before
signing

Deal Operations - integration Transition Control Tower Run the 100-day integration plan with four-pillar control and owners

Buyer-Lens GTM Cost-to-Judgment Model Tie pricing to the operational value buyers recognise: cost per correct
decision

Fractional Leadership Scale Architecture Install mandate, decisionrights and operating rhythm frominside the
seat

The frameworks that stabilise operations also price them, assess them before a deal and integrate them afterone.
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IDEAL CLIENT SEGMENTS

Where working harder no longer works.

GCCsscalingup Aland ML operators

Stuck as a cost centre: fragmented Models work; the humanreview layeris
decisionrights and distance bias. chaotic and expensive.

Scale Architecture Judgment Stack

Founder-led scale-ups Vendors selling to ops

Growth has outpaced the founder's ability Strong product, weak case forthe

to oversee quality. operations buyer's value.
Institutionalization Curve Cost-to-Judgment Model

Complex BPO migrations

Vendor moves risk knowledge loss and
service collapse.

Transition Control Tower

Acquirers and investors

Deallogicis clear; operating readiness is
not.

Governance Debt Index

Best fit: organisations with 300+ FTE, an established operating model and a leader with authority to act.
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OPERATING PHILOSOPHY

Scale exposes structural weaknesses.
Governance prevents collapse.
Judgment sustains growth.

chirayu@valiarchadvisory.com valiarchadvisory.com Begin with a Diagnostic Sprint
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