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QUICK READ

How to use this guide
This guide helps leaders interpret their INO Readiness Test result and identify a pragmatic next
step. It is designed for CEOs, strategy leaders, transformation teams, innovation leaders, and
operators who need a clear view of where their organization stands today.

Who it is for Leaders evaluating organizational readiness for the AI era

What you will get
A practical explanation of the three organizational states, what your
result means, and the first moves to consider next.

Estimated reading
time

6–8 minutes

THE FRAMEWORK

The three organizational states
Most companies are not failing because they lack effort, talent, or software. They are constrained
by operating models built for a different speed of work. The three states below offer a practical
way to diagnose that reality.

1. Industrial Organization
The organization still runs primarily on hierarchy, escalation, and functional silos.
Decisions travel upward, knowledge is fragmented, and work depends heavily on
meetings, approvals, and heroic effort.

• Heavy decision escalation
• Knowledge trapped in documents, inboxes, and people’s memory
• Workflow coordinated through meetings, emails, and urgency
• AI used in isolated ways, if at all
• Experimentation remains slow and politically expensive

Main risk: low adaptability in a world where AI is compressing market response times.
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2. Digital Organization
The organization has meaningfully digitized operations. Data are more visible,
automation exists in parts of the business, and teams may have more local autonomy.
But the org chart is still the real operating system.

• Better access to dashboards and digital tools
• Some process automation
• Localized experimentation
• More empowered teams in specific pockets
• Hierarchy still constrains the movement of intelligence

Main challenge: the architecture still slows decision speed and cross-functional flow.

3. Emerging Intelligence-Native Organization
The organization is beginning to shift from managing people through structure to
architecting intelligence through artifacts, workflows, and governed human–AI
collaboration.

• Decisions made closer to where context lives
• Living organizational memory rather than fragmented knowledge stores
• Human–AI collaboration inside real operating flows
• Faster learning loops and visible experimentation
• Shared language for outcomes, artifacts, and routing

Main challenge: consolidating governance, metrics, and consistency at scale.

INTERPRETATION

What your result means
Your dominant result is not a label. It is a signal about how your organization currently
coordinates work, decisions, and knowledge.

If you scored mostly A

Your organization is still anchored in industrial logic. The opportunity
is not to force a full transformation immediately, but to identify
where coordination friction is already costing speed, energy, and
clarity.
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If you scored mostly B
You have real digital maturity, but the architecture may still be
limiting what your people, systems, and AI tools can do together.

If you scored mostly C
You are already seeing signals of an Intelligence-Native future. The
next step is to formalize what is emerging: language, governance,
metrics, and repeatable operating patterns.

READINESS SCORE

How to interpret your C-count
The total number of C answers shows how visible Intelligence-Native patterns already are in
everyday work.

0–3 C answers | Early Stage
Still anchored in industrial or early
digital logic.

Priority: identify one protected flow
and design your first visible artifact.

4–7 C answers | Transition
Phase
INO elements are visible in parts of
the business.

Priority: give those pockets shared
language, architecture, and
measurement.

8–10 C answers | Emerging INO Architecture
Intelligence-Native logic is already appearing in everyday work.

Priority: consolidate governance, metrics such as OFI, and human-sanction
guardrails.

FIRST MOVES

What to do next
The right next step depends less on ambition than on architectural readiness. Start where friction
is visible and the scope is manageable.
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If you are Early
Stage

• Identify one
workflow with high
coordination pain
• Remove a small
number of
nonessential status
meetings
• Define one first
artifact that can
become visible and
trackable
• Clarify where
decision rights are
currently blocked
• Start measuring
decision latency

If you are in
Transition

• Choose one
protected pilot area
• Define the
outcome that
matters
• Create the first
INA
• Introduce explicit
routing and review
gates
• Establish a
baseline for flow
metrics

If you are
Emerging INO

• Formalize your
operating language
• Strengthen
governance and
human sanction
rules
• Expand to
adjacent flows
• Track OFI-related
signals
• Build
architecture, not
isolated innovation
pockets

Next asset: INO Pilot Blueprint
If your organization is already in transition, the most practical next step is a protected
pilot. Use the companion blueprint to identify one flow, define the first INA, and
measure early progress with confidence.

Recommended CTA for the website: Download the INO Pilot Blueprint


