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Business Intent Design 

The Missing Discipline for Operationalizing Business Outcomes 

Business Intent Design helps Executive Sponsors make their purpose explicit and 

governable. 

Business Intent Design is the missing discipline that helps Executive Sponsors translate 

strategic expectations into explicit, governable, and validatable Sponsor Intent by 

defining the intended Business Outcomes, required changes, and transformation 

approach decisions that will direct the Transformation Program. It creates the 

foundation required to align and guide solution selection, contractual commitments, 

requirements definition, implementation activities, operations, and the realization of 

Sponsor Intent. 
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Business Intent Design begins before consequential commitments are made and 

continues throughout the Transformation Program lifecycle. The discipline recognizes 

that Sponsor Intent cannot be perfectly defined upfront. Sponsor Intent is progressively 

defined through Sponsor Intent Assets that are reviewed, monitored, validated, 

improved, and supported by accumulating evidence as decisions are made, assumptions 

change, evidence develops, and operating conditions evolve. 

However, the more completely and accurately Sponsor Intent can be defined before 

solution selection, contractual commitments, and implementation begin, the greater the 

alignment between leadership expectations, transformation decisions, commercial 

agreements, delivered capabilities, and expected Business Outcomes. Stronger upfront 

definition reduces ambiguity, limits interpretation-driven decision making, improves 

SOW accuracy, and decreases the need for corrective scope and requirement 

adjustments under implementation pressure. 

Decisions deferred until implementation are almost always more expensive to evaluate 

and address than decisions made before contractual commitments are established. By 

the time a question surfaces during implementation, budgets have been allocated, 

timelines have been committed, resources have been mobilized, dependencies have 

been established, and design decisions have already been made around previous 

assumptions. 

As a result, post-contract clarification often requires additional analysis, stakeholder 

review, impact assessment, solution redesign, reprioritization, contract discussion, 

testing updates, training changes, documentation updates, and implementation rework. 

Even when the resulting change itself is relatively small, the effort required to evaluate, 

govern, and incorporate that change consumes budget, time, leadership attention, and 

organizational capacity that could have been directed elsewhere. Any resulting change 

order must be evaluated with its budget and timeline implications, frequently under 

delivery pressure and after implementation momentum has already been established. 

In contrast, many of these same decisions can be explored, challenged, refined, and 

documented before commitments are made, often during solution evaluation and 

proposal development when vendors and implementation partners are actively investing 

in understanding the engagement. 

The same parties should not define success, deliver the solution, and determine 

whether success was achieved. 
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Intent Governance and Execution Governance therefore require distinct authority. Intent 

Governance governs the Sponsor-owned purpose, outcomes, boundaries, 

accountability, validation expectations, and evidence requirements that must remain 

authoritative. Execution Governance governs the plans, activities, systems, workflows, 

controls, resources, and operating behavior used to implement and operate against that 

purpose. 

The people, providers, and systems responsible for execution can apply Sponsor Intent 

and contribute context, observations, and evidence without becoming the sole authority 

responsible for changing it. Material changes to approved Sponsor Intent require 

authorized Business-Side review, versioning, validation, and approval. 

This is a fundamental Segregation of Duties principle. Business Intent Design helps 

establish Sponsor-owned definitions of success, validation requirements, accountability 

expectations, and evidence requirements before contractual commitments are made. 

Independent, Sponsor-owned definitions strengthen governance, improve 

accountability, and reduce the risk that outcome achievement becomes dependent on 

the interpretation of the parties responsible for delivery. 

The earlier a Sponsor-owned decision is made, the greater its ability to influence 

solution selection, commercial agreements, delivery plans, accountability models, 

and expected outcomes, and the lower the cost of making that decision. 

Business Intent Design does not seek to eliminate change. It seeks to ensure that as 

much Sponsor Intent as possible is defined before consequential commitments are 

made and that the changes that inevitably occur are managed with visibility, 

governance, traceability, and evidence rather than emerging as expensive consequences 

of assumptions that remained undefined when commitments were established. 

Sponsors who worry they lack the expertise to define Sponsor Intent should recognize 

that Sponsor Intent captures intended Business Outcomes, required business changes, 

Decision Boundaries, Success Conditions, and Transformation Approach Decisions that 

ultimately belong to Executive Sponsors regardless of who implements the solution.  

Business Intent Design simply moves those Sponsor-owned decisions to the point 

in time where they can most effectively influence solution selection, contractual 

commitments, accountability structures, and delivery expectations.  

The CFO-TA, as the Executive Sponsor Platform, provides the guidance, methodology, 

authoring support, analysis, validation, review, coordination, decision support, and 
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Sponsor Intent Lifecycle Management capabilities that help Executive Sponsors 

progressively define, strengthen, and govern Sponsor Intent throughout the 

Transformation Program lifecycle. 

Sponsor Intent Assets remain governed throughout implementation and operations, 

providing a durable Sponsor-owned foundation that preserves alignment between 

leadership expectations, consequential decisions, delivered capabilities, and achieved 

Business Outcomes. 

 

Business Intent Design Context 

Corporate Strategy Does Not Define the Transformation 

Every organization has a mission and a strategy. 

But they start ERP, CRM, analytics, and Agentic AI Transformation Programs 

without an actionable, governable transformation strategy that defines the 

Business Outcomes, required changes, and transformation approach they intend to 

implement. 

Corporate strategy defines where leadership wants the business to go. It establishes 

strategic intent, business objectives, growth priorities, margin expectations, operating 

ambitions, customer commitments, cost targets, and shareholder goals. What it does 

not define is the specific transformation leadership intends to undertake to achieve 

those outcomes. 

The missing step is translating Sponsor expectations into governed Sponsor Intent 

before solution selection, contracting, requirements, and implementation begin. 

Sponsor Intent Defines the Transformation Leadership Intends 

to Undertake 

Sponsor Intent is the Executive Sponsor-owned expression of purpose and the 

governing foundation of the Transformation Definition. It establishes why the Enterprise 

Transformation Program exists, what it is expected to accomplish and change, where its 

boundaries begin and end, and how leadership expects the transformation to be 

conducted. 
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Sponsor Intent is formed by three Sponsor-owned responsibilities: 

• Business Intent defines why the investment is being made and what leadership 

expects it to achieve. It establishes the intended Business Outcomes, required 

business changes, relative priorities, Conditions of Success, accountability 

expectations, validation requirements, and evidence needed to determine 

whether the intended value has been realized. 

• Scope Intent defines what must change, what must remain stable, what is 

included, what is excluded, and where the boundaries of the Enterprise 

Transformation Program begin and end. It governs expectations concerning 

processes, organizational domains, data, interfaces, controls, reporting, 

standardization, customization, adoption, accountability, and operational impact. 

• Transformation Approach Intent defines how leadership expects the Enterprise 

Transformation Program to be conducted and the nature and magnitude of 

change it intends to pursue. It establishes expectations for readiness, solution 

selection, implementation strategy, sequencing, governance, decision authority, 

risk, trade-offs, organizational change, adoption, accountability, outcome 

validation, and the relationship between internal teams and external providers. 

Together, these responsibilities establish the Sponsor-owned definition against which 

proposed solutions, commercial commitments, implementation decisions, operational 

changes, and achieved outcomes can be evaluated. 

Business Intent Design Creates and Governs Sponsor Intent 

Organizations already have disciplines for strategy, planning, execution, measurement, 

governance, and value management. What they lack is a discipline specifically designed 

to translate strategic expectations into explicit Sponsor Intent before those expectations 

move through solution and provider selection, contracting, implementation, validation, 

and operations. Business Intent Design fills that gap. 

Most frameworks assume executive intent is already clear, aligned, documented, 

measurable, and governable. 

In reality, many organizations are still trying to reconcile competing priorities, hidden 

assumptions, conflicting stakeholder expectations, ambiguous success criteria, and 

undocumented trade-offs. 
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Organizations use OKRs to establish measurable objectives, Hoshin Kanri to deploy 

strategic priorities, Balanced Scorecards to structure performance, business cases to 

justify investments, Stage Gates to control progression, PMO governance to manage 

delivery, Agile planning to organize adaptive work, and Benefits Realization to track 

expected value. Each performs an important job. Business Intent Design provides the 

explicit Sponsor Intent they need to remain aligned with what leadership expects the 

Transformation Program to accomplish, change, protect, and prove. 

Business Intent Design does not replace these disciplines. It gives them a common 

Sponsor-owned foundation. 

 

Reconcile Leadership Expectations 

Resolve Differences Before Implementation Teams Inherit Them 

Major Transformation Programs involve Executive Sponsors, CFOs, COOs, CIOs, business 

leaders, executive committees, and other stakeholders with different priorities, 

assumptions, constraints, and definitions of success. If those differences are not 

reconciled before commitments are made, they move downstream into scope 

negotiations, design decisions, implementation trade-offs, funding decisions, and 

change requests. Implementation teams are then forced to become the practical 

arbitrators of leadership expectations that were never explicitly resolved. 

Business Intent Design gives the Executive Sponsor and leadership team a structured 

way to identify, reconcile, document, approve, and govern those expectations. The 

resulting Sponsor Intent establishes an authoritative leadership position against which 

consequential decisions can be evaluated. 
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Establish the Relative Priorities That Should Govern 

Tradeoffs 

Make Clear What Matters Most When Every Expectation Cannot 

Be Optimized Equally 

Sponsor Intent is not simply a collection of equally weighted outcomes, requirements, 

boundaries, and expectations. Business Intent Design helps the Executive Sponsor and 

leadership team establish their relative priorities so implementation teams understand 

what matters most, what must be protected, where trade-offs are acceptable, and which 

decisions require Sponsor review. 

These priorities are primarily qualitative expressions of leadership judgment. They can 

include quantitative targets, valid values, thresholds, financial expectations, and 

measurable Conditions of Success, but they are not limited to what can be reduced to a 

financial model or numerical score. An Executive Sponsor may determine, for example, 

that operating-model standardization takes precedence over local flexibility, control 

integrity takes precedence over process speed, or scalable growth takes precedence 

over short-term implementation convenience. 

Explicit priorities give downstream teams a governing basis for evaluating competing 

options when every desired outcome cannot be optimized simultaneously. They help 

solution providers, implementation partners, Business-Side leaders, and operational 

teams make decisions that reflect leadership’s intended order of importance rather than 

allowing delivery constraints, local preferences, or available capabilities to establish 

priorities by default. 

Business Intent Design makes leadership priorities explicit before implementation 

pressure determines them. 
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Improve Decision Quality Before Commitments Are 

Made 

Establish the Governing Reference While Leadership Still Has 

Maximum Leverage 

The greatest leverage exists before proposals, contracts, designs, and implementation 

decisions make assumptions more expensive to change. Explicit Sponsor Intent provides 

an authoritative reference for evaluating solution selection alternatives, provider 

proposals, implementation approaches, Scope Intent, contractual commitments, 

requirements, accountability models, and commercial trade-offs against what leadership 

intends to achieve. 

Decision-makers can determine whether a proposed choice supports the intended 

Business Outcomes, required changes, boundaries, and transformation approach before 

that choice becomes embedded in contracts, designs, configurations, operating 

processes, and organizational commitments, or must be revisited under the budget, 

timeline, contractual, and operational pressures of implementation. 

Purpose Governs the Solution 

Potential solutions should not be allowed to define the Transformation Program simply 

because their capabilities are available, compelling, or familiar. Provider offerings, 

implementation methods, preferred technologies, and existing operating assumptions 

should be evaluated against approved Sponsor Intent. 

Business Intent Design keeps the Executive Sponsor’s purpose authoritative throughout 

solution selection, contracting, implementation, and operations. 
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Strengthen the Transformation Definition 

Define the Transformation Before Contractual Commitments 

Define It 

Many costly Transformation Program problems originate in incomplete definitions. 

Ambiguous assumptions, unclear accountability, undefined boundaries, weak validation 

requirements, incomplete outcome definitions, and incomplete inventories of required 

change can become embedded in proposals, estimates, contracts, designs, staffing 

models, and implementation plans. Once embedded, they can drive redesign, rework, 

change orders, delays, commercial friction, increased cost, and scope disputes. 

Business Intent Design establishes a stronger Transformation Definition by connecting 

intended Business Outcomes, required changes, Scope Intent, Transformation Approach 

Intent, Decision Boundaries, Accountability Requirements, Validation Requirements, 

Evidence Requirements, and Conditions of Success. Providers and implementation 

partners gain a clearer basis for estimating, solution design, staffing, implementation 

planning, scope definition, and contractual commitments. 

Define Business Intent 

Business Intent defines why the Enterprise Transformation Program exists and what 

leadership expects the investment to achieve. It translates strategic expectations and 

business case commitments into explicit intended Business Outcomes, required business 

changes, relative priorities, Conditions of Success, Accountability Requirements, 

Validation Requirements, Evidence Requirements, and approved trade-offs. 

Business Intent establishes the purpose against which proposed capabilities, scope 

decisions, implementation approaches, operating changes, and value-realization claims 

are evaluated. It gives the Executive Sponsor an authoritative basis for determining 

whether the Enterprise Transformation Program remains directed toward the outcomes 

and value leadership approved. 

Govern Scope Intent 

Scope becomes more than a list of capabilities, workstreams, or contractual inclusions. 

Scope Intent defines what must change, what must remain stable, what is included, what 
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is excluded, and where the boundaries of the Enterprise Transformation Program begin 

and end. 

Scope Intent governs leadership expectations concerning priorities, business processes, 

organizational domains, data, interfaces, controls, reporting, standardization, 

customization, adoption, accountability, and operational impact. It enables the Executive 

Sponsor to evaluate whether proposed scope decisions are sufficient to produce the 

intended Business Outcomes and whether exclusions, boundaries, or trade-offs place 

those outcomes at risk. 

Define Transformation Approach Intent 

Transformation Approach Intent defines how leadership expects the Enterprise 

Transformation Program to be conducted and the nature and degree of change the 

organization intends to pursue. It establishes the Sponsor-owned expectations that 

should govern readiness, solution selection, implementation strategy, sequencing, 

governance, decision authority, risk, trade-offs, organizational change, adoption, 

accountability, outcome validation, and the relationship between internal teams and 

external providers. 

The intended transformation approach cannot be reduced to a single label applied to 

the entire Enterprise Transformation Program. Different processes, organizational 

domains, capabilities, and operating components can require materially different forms 

of change. One process may require a largely technical lift-and-shift that preserves 

current operating practices. Another may require adoption of a net-new standardized 

process. Another may require substantial reengineering of an existing process. Another 

may be part of a broader transformation of the business model, operating model, 

organizational structure, accountability model, customer experience, or workforce. 

These approaches require different levels of discovery, design, Business-Side 

participation, organizational readiness, data preparation, integration, control redesign, 

testing, training, adoption, validation, and operational transition. Transformation 

Approach Intent therefore establishes the expected nature and magnitude of change at 

the appropriate process, organizational domain, or transformation-component level 

before providers estimate the effort, propose an implementation method, establish 

staffing assumptions, or make contractual commitments. 

Explicit Transformation Approach Intent gives solution providers, implementation 

partners, Business-Side leaders, and operational teams a governed basis for determining 
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how much change is intended, where existing practices should be preserved, where 

standard capabilities should be adopted, where processes should be redesigned, and 

where more fundamental business transformation is expected. 

 

Fill the Missing Artifact Gap 

Existing Transformation Artifacts Were Designed for Other 

Purposes 

Transformation Programs generate many artifacts. Some justify investment, some 

authorize work, some define scope, some govern delivery, and some measure results. 

None were designed to preserve Sponsor Intent as a governed, durable, and 

continuously validated business asset. Even when strategy artifacts exist, they are often 

too high-level to direct decisions, validate outcomes, or provide operational governance 

throughout the Transformation Program lifecycle. 

Strategic objectives express ambition. Sponsor Intent defines what success looks like. 

A business case justifies investment. Sponsor Intent defines the outcomes that 

investment is expected to create. 

A charter authorizes a Transformation Program. Sponsor Intent governs why the 

Transformation Program exists and what it must achieve, change, protect, and prove. 

Requirements define capabilities and behavior. Sponsor Intent provides the governing 

context that gives those capabilities purpose and meaning. 

Processes describe how work flows. Sponsor Intent explains why the work matters. 

Governance frameworks oversee execution. Sponsor Intent governs purpose. 

Agents, applications, and teams perform work. Sponsor Intent directs that work toward 

the outcomes leadership expects. 

Without explicit Sponsor Intent, organizations possess artifacts for justification, 

authorization, planning, delivery, governance, and measurement, but lack a governed 

expression of leadership's intended outcomes that can consistently guide decisions 

throughout the Transformation Program lifecycle. 
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As a result, teams implement their interpretation of strategy rather than a 

validated expression of Sponsor Intent. 

As those interpretations accumulate across solution selection, contracting, requirements 

definition, design, configuration, testing, deployment, organizational enablement, and 

operations, assumptions gradually replace intent, decision-making drifts, and outcomes 

become increasingly dependent on how individuals interpret what leadership originally 

meant. 

 

Stop Asking People to Reconstruct Intent 

Human Interpretation Has Been the Primary Compensation 

Mechanism 

For years, organizations have tried to compensate for this ambiguity through 

people. 

Sponsors, program leaders, consultants, process owners, and implementation teams 

have clarified intent through meetings, workshops, steering committees, escalations, 

status reviews, and repeated interpretation. Human judgment has been the primary 

mechanism used to reconstruct and preserve intent as work moved from strategy into 

implementation. 

This was not simply a governance problem. It was also a practical reality. Executive 

Sponsors were being asked to define future outcomes, organizational changes, 

operating conditions, success criteria, and evidence requirements long before complete 

information existed. As a result, important elements of Sponsor Intent often remained 

partially defined and were progressively interpreted, refined, and clarified as the 

Enterprise Transformation Program evolved. 

Historically, organizations could tolerate this ambiguity because people continuously 

filled in the gaps. Sponsors, business leaders, consultants, business analysts, 

implementation teams, and operational leaders reconciled competing expectations, 

surfaced assumptions, clarified priorities, and adapted decisions as circumstances 

changed. Human interpretation functioned as the primary mechanism for preserving 

alignment when intent remained incomplete or ambiguous. 
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Agentic AI changes those economics. Autonomous systems cannot reliably infer 

unstated purpose, reconcile conflicting stakeholder expectations, determine which 

outcomes matter most, or reconstruct missing business context through conversation 

and experience. As a result, Agentic AI is becoming a forcing function for explicitness. 

Organizations seeking to design high-value Agentic AI solutions must become far more 

explicit about intended Business Outcomes, priorities, constraints, trade-offs, 

accountability requirements, validation requirements, and Evidence Requirements than 

they were required to be in the past. 

But the historical record suggests this approach has been insufficient. 

Despite decades of investment in methodologies, governance frameworks, delivery 

controls, change management practices, and implementation disciplines, Transformation 

Programs continue to underdeliver expectations, exceed budgets, miss timelines, and 

struggle to achieve intended outcomes. 

If human interpretation alone were consistently effective, the transformation track 

record would look very different. People are not the problem. People have been 

asked to compensate for a missing business artifact. 

Organizations create business cases, charters, requirements, governance processes, 

operating models, dashboards, and metrics. What they do not create is an authoritative 

Transformation Definition supported by Sponsor Intent Assets that make Sponsor Intent 

explicit, actionable, referenceable, accessible, governable, validatable, traceable, and 

durable. 

That is the real reason Transformation Programs have underdelivered and overrun 

budgets for decades. 

 

Connect Capabilities to Intended Business 

Outcomes 

Preserve the Relationship Between What the Organization Buys 

and Why It Buys It 

Organizations purchase ERP functionality, CRM capabilities, analytics, automation, 

Agentic AI, and implementation services because leadership expects improvements in 
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growth, margin, cost, productivity, working capital, customer experience, risk, control, or 

organizational performance. Commercial commitments are primarily made for 

capabilities, while the Executive Sponsor remains accountable for outcomes. 

Over time, the connection between capabilities and outcomes becomes difficult to 

preserve. Teams can demonstrate what was purchased, configured, deployed, tested, 

and adopted without demonstrating how those capabilities support what leadership 

intended to achieve. 

Business Intent Design establishes governed traceability among approved Sponsor 

Intent, purchased capabilities, implementation decisions, required organizational 

changes, operational adoption, Business Outcomes, validation requirements, and 

evidence. This enables leadership to evaluate whether the capabilities being selected, 

implemented, adopted, and operated remain connected to the purpose that justified the 

investment. 

Implementation delivers capabilities. Organizational enablement helps people 

adopt them. Sponsor Intent governs both. 

 

Create Continuity Through Change 

Preserve Sponsor Intent as Leaders, Teams, Partners, and 

Conditions Change 

Transformation Programs extend across leadership transitions, organizational changes, 

implementation partner turnover, employee movement, technology changes, and multi-

year implementation and optimization efforts. Without a durable governing reference, 

leadership knowledge fragments, previously resolved questions reopen, decision 

rationale disappears, and new participants must reconstruct what the organization 

intended. 

Explicit Sponsor Intent preserves the intended outcomes, required changes, rationale, 

boundaries, transformation approach, consequential decisions, assumptions, 

dependencies, accountability requirements, validation requirements, and evidence 

expectations that shaped the investment. New leaders and teams inherit the governing 

business context required to understand what was decided, why it mattered, and what 

must remain aligned. 
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Preserve Decision Traceability 

Decision traceability becomes a durable organizational capability rather than a 

fragmented historical record. The organization can determine why a consequential 

choice was made, which Sponsor Intent it was expected to support, which assumptions 

informed it, who approved it, what trade-offs were accepted, and how the resulting 

outcome will be validated. 

 

Add Sponsor Intent Validation to Implementation 

Testing 

Expand UAT From Functional Acceptance to Business-Side 

Validation 

Traditional implementation testing confirms whether the solution was built 

correctly. Sponsor Intent Validation determines whether the right solution was 

built and whether it remains positioned to produce the Business Outcomes the 

Executive Sponsor approved. 

Business users have traditionally owned the UAT plan and its execution because UAT 

represents the Business-Side’s formal acceptance of the implemented solution. In 

practice, UAT often concentrates on whether users can complete transactions, 

configured processes operate correctly, integrations produce expected results, controls 

function, and documented requirements have been implemented. These tests remain 

essential, but they establish only part of what Business-Side acceptance should prove. 

UAT also provides a critical opportunity to validate whether the implemented solution 

supports the intended Business Outcomes, required changes, Conditions of Success, 

Decision Boundaries, Accountability Requirements, Validation Requirements, and 

Evidence Requirements established through Sponsor Intent. Sponsor Intent Validation 

makes this responsibility explicit by defining what the Business-Side must evaluate, what 

evidence must be produced, who has authority to determine acceptance, and how 

findings will be governed. 

UAT should validate Business-Side acceptance of the intended transformation, not 

only functional acceptance of the implemented solution. 



 

© 2026 Alentra Advisory LLC. All rights reserved. Page 17 of 34 

 

Begin Sponsor Intent Validation Before UAT 

Sponsor Intent Validation cannot begin at UAT. By that point, solution selection, 

contractual commitments, requirements, designs, configurations, integrations, controls, 

data decisions, process decisions, and organizational changes have already shaped the 

solution presented for acceptance. Waiting until UAT to evaluate alignment with 

Sponsor Intent allows consequential assumptions and interpretations to become 

embedded before the Business-Side evaluates what the solution is expected to achieve. 

Sponsor Intent should guide validation planning before implementation and remain 

visible throughout requirements reviews, design reviews, prototype demonstrations, 

configuration validation, integration testing, process testing, control testing, data 

validation, organizational readiness, UAT, deployment readiness, and operations. Each 

event provides an opportunity to evaluate whether execution remains aligned with 

approved Sponsor Intent and to accumulate the evidence required for later validation. 

UAT remains an important Sponsor Intent Validation event, but it becomes part of a 

broader Sponsor Intent Validation Plan rather than the first point at which the Business-

Side evaluates alignment. This approach adds Sponsor Intent criteria and evidence 

requirements to existing testing disciplines without replacing the functional, technical, 

security, control, performance, and operational testing those disciplines already perform. 

Business Intent Design provides the explicit Sponsor Intent, Conditions of Success, 

Accountability Requirements, Decision Boundaries, Exception Rules, Validation 

Requirements, and Evidence Requirements needed to make these assessments. The 

Sponsor Intent Validation Plan organizes the planned validation activities, while Sponsor 

Intent Testing provides the discipline used to determine whether execution remains 

aligned with approved Sponsor Intent during those planned events. 

A Sponsor Intent Test Case defines an individual test of a Sponsor Intent Asset, 

Condition of Success, Decision Boundary, Exception Rule, Accountability Requirement, or 

Evidence Requirement. Each SITC identifies the governed element being tested, the test 

purpose, the test condition, the expected observable result, the applicable Evidence 

Requirement, the expected evidence source, the evaluation rule, the authorized 

evaluator, and any exception or escalation condition. 

The CFO-TA can generate candidate test conditions and draft SITCs from available 

governed Sponsor Intent. When a threshold, baseline, evidence source, evaluation rule, 

testing procedure, or authorized evaluator remains unresolved, the platform identifies 
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the missing information and routes only the material question requiring human 

confirmation. 

The SITC defines the test. The Evidence Requirement defines the form and sufficiency of 

proof required. An Evidence Reference identifies the actual evidence used when the SITC 

is performed, and the Validation Review records the authorized conclusion about what 

the test results and evidence demonstrate. 

Monitoring is continuous. Improvement is continuous. Validation is sampling-based and 

occurs during the planned events defined by the Sponsor Intent Validation Plan. 

A provider can help design and execute a test. Only the Business-Side can 

authoritatively define what Business-Side acceptance must prove. 

 

Govern the Business Case Through Operations 

Cost Announces Itself. Value Does Not. 

Organizations have built mature mechanisms for making cost visible. Invoices arrive, 

contracts renew, forecasts change, budgets are reviewed, and financial controls surface 

spending variances. Cost naturally produces records, accountability, and executive 

attention. 

Value operates differently. No notice arrives to report that productivity did not improve, 

decision quality remained unchanged, an intended operating change did not occur, or 

only part of the expected Business Outcomes were achieved. An Enterprise 

Transformation Program can deliver the approved capabilities, remain within budget, 

and satisfy contractual scope while leadership still lacks a credible basis for determining 

whether the value that justified the investment was realized. 

Cost has an enforcement mechanism. Value requires governance. 

This asymmetry explains why governing the business case requires more than financial 

oversight and post-implementation measurement. Value must be explicitly defined 

before consequential commitments are made, assigned to accountable Business-Side 

owners, connected to Conditions of Success, supported by Evidence Requirements, 

evaluated through planned validation activities, and improved as operating evidence 

develops. 
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Accountability is necessary, but accountability answers who. It does not define what the 

accountable leader is expected to achieve, relative to which baseline, under which 

assumptions, within which boundaries, or through what evidence. Business Intent 

Design provides that authoritative definition by translating approved business case 

expectations into governed Sponsor Intent. 

Turn the Business Case into an Active Governing Reference 

A business case explains and justifies the investment. It establishes expected savings, 

productivity improvements, margin gains, working capital benefits, risk reductions, 

growth assumptions, and other outcomes on which approval depends. The business 

case does not by itself establish the governed meaning, relative priorities, accountability, 

validation criteria, Evidence Requirements, or decision authority required to determine 

whether that expected value is being realized. 

Financial planning and modeling tools quantify applicable costs, benefits, forecasts, and 

returns. Business Intent Design establishes the Sponsor-owned context required to 

govern what those projections mean. It translates approved business case expectations 

into Sponsor Intent Assets connected to intended Business Outcomes, Conditions of 

Success, material assumptions, required changes, Decision Boundaries, Accountability 

Requirements, Evidence Requirements, and approved trade-offs. 

This distinction is especially important because accountability alone does not resolve 

ambiguity. A named executive can own value realization while the organization remains 

unclear about what value is being governed, which outcomes matter most, what 

assumptions support the expected result, which operating conditions must exist, and 

what evidence is sufficient to support an achievement claim. 

The business case therefore becomes an active governing reference rather than 

remaining an approval artifact. Leadership can determine whether the Enterprise 

Transformation Program remains positioned to produce the value that justified the 

investment, whether expected Business Outcomes are emerging in operations, whether 

the assumptions supporting the business case remain valid, and where intervention or 

governed improvement is required. 

Track Business Case Realization 

Expected value should be monitored continuously, validated through planned Sponsor 

Intent validation events, and proved through governed evidence. Monitoring identifies 
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consequential signals as implementation and operations evolve. Sponsor Intent Testing 

evaluates defined conditions during planned events established by the Sponsor Intent 

Validation Plan. Validation Reviews interpret the test results and evidence, while 

authorized Business-Side leaders approve the resulting conclusions. 

This creates the value-governance mechanism that cost already possesses structurally. 

Leadership gains an authoritative definition of expected value, named accountability for 

its realization, planned validation, defined evidence, and a governed basis for acting 

when observed results differ from what the Executive Sponsor authorized. 

 

Establish Objective Outcome Validation 

Preserve Independence Between Definition, Delivery, and 

Validation 

The same parties should not independently define success, deliver the solution, 

and determine whether success was achieved. Providers and implementation partners 

remain responsible for delivering capabilities and demonstrating that those capabilities 

operate correctly. The Executive Sponsor and designated Business-Side stakeholders 

retain authority over the purpose, outcomes, boundaries, Conditions of Success, and 

evidence requirements against which achievement is evaluated. 

Business Intent Design preserves this Segregation of Duties by defining Sponsor-

approved standards before implementation decisions and delivery interpretations 

reshape the meaning of success. Outcome validation can then assess delivered and 

operational results against the Executive Sponsor’s authorized intent rather than against 

criteria created solely by the parties responsible for delivery. 

Success becomes something the organization can recognize, demonstrate through 

evidence, and validate objectively. 
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Provide the Governing Purpose for Agentic AI 

AI Raises the Stakes 

As AI becomes increasingly involved in analysis, design, documentation, workflow 

orchestration, monitoring, automation, decision support, and operational activities, 

ambiguity is no longer absorbed primarily through human conversation. It is 

increasingly translated into recommendations, configurations, controls, workflows, 

automated decisions, and operating behavior. 

AI does not solve interpretation drift. It amplifies it. 

If Sponsor Intent is not explicit, referenceable, governable, validatable, traceable, and 

durable, AI scales misunderstanding faster, more consistently, and across more decisions 

than any human implementation team ever could. 

Make Sponsor Intent Available to the Agentic AI Design and 

Control Planes 

Agents cannot reliably align decisions and actions with business expectations that exist 

only in presentations, conversations, meeting notes, and institutional knowledge. Agents 

and the systems governing them require explicit Purpose, intended Business Outcomes, 

Decision Boundaries, Conditions of Success, Exception Rules, Accountability 

Requirements, Evidence Requirements, escalation expectations, and governance controls 

that can be referenced operationally. 

Intent Governance governs purpose. Execution Governance governs behavior. 

Business Intent Design establishes the governed purpose that Agentic AI design and 

runtime controls are expected to preserve. Sponsor Intent informs design choices, 

decision authority, policy definition, human governance, escalation requirements, 

runtime controls, monitoring, evidence collection, and validation. 

Business Intent Design defines the structured Sponsor Intent required to design 

Agentic AI solutions and configure the control plane that governs their operation. 

It gives AI teams, platform owners, security leaders, risk functions, compliance teams, 

operational leaders, and relevant third parties a Sponsor-governed basis for determining 

what agents are intended to accomplish, which boundaries must be preserved, which 
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decisions require human governance, what evidence must be retained, and how 

continuing alignment with intended Business Outcomes will be validated. 

 

Operationalize Business Intent Design at Enterprise 

Scale 

Make the Discipline Practical to Use 

Historically, making Sponsor Intent explicit, governable, validatable, traceable, and 

durable would have required substantial manual effort from Executive Sponsors, 

Business-Side teams, advisors, and Transformation Program leaders. The work would 

have depended on disconnected workshops, documents, spreadsheets, meetings, 

reviews, and individual expertise. 

Even when organizations recognized the need, they lacked a purpose-built operating 

capability for performing the work efficiently and sustaining it through implementation 

and operations. 

 

The CFO-TA and SILMS 

The AI-Powered Executive Sponsor Platform 

The CFO-TA and SILMS operationalize Business Intent Design through an AI-

powered Executive Sponsor Platform. 

The CFO-TA is the Executive Sponsor Platform. It provides Executive Sponsors and 

Business-Side teams with guidance, methodology, AI-assisted authoring and analysis, 

Sponsor-grade deliverable production, decision support, validation support, reviews, 

coordination, continuity, and Sponsor Intent Lifecycle Management across the 

Transformation Program lifecycle. 

The Executive Sponsor retains authority over business meaning, consequential decisions, 

approvals, and expected outcomes. The CFO-TA provides the operating structure and 

production leverage needed to help the Executive Sponsor and Business-Side teams 

perform Sponsor-owned responsibilities more easily, quickly, consistently, and 

completely. 
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Accelerate Sponsor-Grade Work 

The platform does not begin with a blank page. Structured prompts, guided reviews, 

guided workflows, sample Sponsor-grade deliverables, connected Sponsor-grade 

deliverables, reusable patterns, AI-assisted drafting, and embedded transformation 

experience accelerate the work of defining Sponsor Intent. 

Built on Microsoft Copilot, The CFO-TA allows participants to work through familiar 

conversational interactions rather than mastering a specialized transformation 

management application. Executive Sponsors do not need to learn a new transformation 

methodology platform to benefit from the methodology embedded within The CFO-TA. 

The platform guides participants through the work using familiar Copilot-based 

interactions, embedded text guidance, structured prompts, guided reviews, contextual 

recommendations, and Leadership Signals (Micro-Videos) that help make sophisticated 

transformation practices accessible at the point of need. 

As Executive Sponsors, Sponsor Intent Coordinators, Sponsor Intent Analysts, Validation 

Coordinators, and other Business-Side participants perform activities throughout the 

Enterprise Transformation Program lifecycle, the platform continuously provides 

guidance on what information is needed, why it matters, how it should be evaluated, 

and where it connects to broader Sponsor Intent. This significantly reduces the learning 

curve while helping teams produce more complete, consistent, and Sponsor-grade 

outputs. 

The platform helps identify gaps, inconsistencies, competing expectations, unresolved 

decisions, incomplete accountability, weak Conditions of Success, and missing validation 

or evidence requirements before these issues become embedded in contractual 

commitments and implementation activities. By helping teams discover and address 

these issues earlier, The CFO-TA improves alignment, strengthens governance, reduces 

interpretation-driven decision making, and supports higher-quality transformation 

outcomes. 

Embedded Transformation Intelligence 

The CFO-TA does more than automate work. It makes experienced transformation 

leadership continuously accessible to the Executive Sponsor throughout the Enterprise 

Transformation Program lifecycle. 
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Built from more than 35 years of enterprise transformation experience spanning more 

than 185 Transformation Programs, The CFO-TA embeds Alentra's Business-Side 

methodology, analytical standards, transformation patterns, commercial intelligence, 

and accumulated lessons into the Executive Sponsor Platform. This intelligence is 

applied to the Sponsor Intent, decisions, commitments, assumptions, validation 

activities, and evidence of the specific Enterprise Transformation Program being 

governed. 

The embedded intelligence includes: 

• Business Intent Design and Meaning-Aligned Requirements 

• Sponsor Intent Lifecycle Management and Sponsor Intent Testing 

• Defined methodology phases and sequential transformation activities 

• Transformation-specific analytical and decision standards 

• Experienced pattern recognition across the Enterprise Transformation Program 

lifecycle 

• Commercial intelligence related to Solution Selection, contractual commitments, 

accountability structures, and change requests 

• Methods for connecting Sponsor Intent to commitments, decisions, validation 

activities, and evidence 

• Accumulated Business-Side transformation experience applied through 

consistent methodology and governance standards 

The CFO-TA delivers this intelligence at the point of need through a combination of 

embedded text guidance and Leadership Signals (Micro-Videos). As Executive Sponsors, 

Sponsor Intent Coordinators, Sponsor Intent Analysts, Validation Coordinators, and 

other Business-Side participants perform activities throughout the Enterprise 

Transformation Program lifecycle, the platform provides contextual guidance, 

explanations, recommendations, analytical perspectives, decision support, examples, and 

lessons learned relevant to the task being performed. This allows experienced 

transformation leadership to be continuously available in a format that can be 

consumed when and where it is needed rather than requiring participants to search 

through documentation, attend additional meetings, or wait for advisor availability. 
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The CFO-TA operationalizes this intelligence through guidance, methodology, 

embedded text and Leadership Signals (Micro-Videos), authoring support, analysis, 

deliverable production, validation support, review, coordination, decision support, 

continuity, and Sponsor Intent Lifecycle Management. The platform applies this 

intelligence within the governed context established through Sponsor Intent rather than 

relying on disconnected prompts, generic transformation content, or isolated 

interactions. 

The result is a continuously available source of Executive Sponsor-focused 

transformation intelligence that helps leadership identify what matters, understand why 

it matters, challenge assumptions, evaluate recommendations, anticipate consequences, 

prepare for consequential decisions, and preserve alignment with approved Sponsor 

Intent throughout the Enterprise Transformation Program lifecycle. 

 

Sponsor Intent Lifecycle Management Studio 

Establish, Preserve, Validate, Monitor, Improve, and Prove 

Sponsor Intent 

Sponsor Intent Lifecycle Management Studio is a major capability within The CFO-TA 

and the client-controlled Enterprise Intent Authority capability for Sponsor Intent. SILMS 

establishes, preserves, validates, monitors, improves, and proves Sponsor Intent 

throughout the Enterprise Transformation Program lifecycle. Sponsor Intent is 

progressively defined through Sponsor Intent Assets that remain governed throughout 

implementation and operations as decisions are made, assumptions change, evidence 

develops, and operating conditions evolve. 

SILMS preserves authoritative client-specific Sponsor Intent Assets, consequential 

decisions, rationale, assumptions, dependencies, Decision Boundaries, Accountability 

Requirements, Exception Rules, Validation Requirements, Evidence Requirements, 

approval history, authorized conclusions, and lifecycle history. It maintains the 

authoritative expression of leadership purpose independently from the providers, 

systems, platforms, and operating environments responsible for applying or executing 

that purpose. 
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This separation preserves the distinction between Intent Governance and Execution 

Governance. External architecture, process, delivery, operational, adoption, testing, Work 

Context, and evidence platforms remain authoritative for the detailed objects and 

activities within their domains. SILMS remains authoritative for Sponsor Intent and for 

the governed relationships connecting that intent to the external objects through which 

it is implemented, operated, evaluated, and proved. 

SILMS uses a read-mostly authority model. Authorized external systems and teams can 

consume approved Sponsor Intent, reference an SIA identifier and version, provide 

external-object references, expose evidence, identify changing conditions, request 

review, or propose a refinement. They cannot directly change approved Sponsor Intent, 

Decision Boundaries, Exception Rules, Evidence Requirements, Sponsor authority, or 

authorized validation conclusions. 

SILMS connects Sponsor Intent, decisions, validation activities, evidence references, 

reviews, and authorized conclusions into a durable Sponsor-owned governance record. 

External information can initiate a Sponsor Intent Review, support a validation activity, or 

inform a proposed improvement. Approved Sponsor Intent changes only through 

authorized Business-Side review, validation, versioning, and approval. 

Client-specific Sponsor Intent Assets, organizational memory, validation records, 

evidence references, and governance history remain on the client’s infrastructure. 

Persistent source evidence also remains on the client’s infrastructure and can continue 

to reside in the authorized operational, analytics, testing, process intelligence, 

document-management, or other system appropriate to its type. SILMS preserves the 

evidence provenance, ownership, review status, validation relevance, and relationship to 

Sponsor Intent. 

 

Establish Organizational Memory 

Turn Sponsor Intent Into a Durable Organizational Capability 

SILMS turns Sponsor Intent into organizational memory. 

Transformation Programs and operational environments frequently outlast individual 

executives, implementation teams, consultants, providers, and supporting personnel. 

SILMS preserves the leadership context needed by future Sponsors, leaders, Business-
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Side teams, implementation partners, operational teams, and authorized AI systems to 

understand what the organization intended and why it mattered. 

New participants inherit more than historical documentation. They inherit the governing 

business context, approved Sponsor Intent, decision history, unresolved questions, 

accepted trade-offs, accountability model, validation expectations, and evidence trail 

required to maintain continuity. Previously resolved debates do not need to be 

repeatedly reconstructed, and consequential decisions can be evaluated against the 

intent they were expected to preserve. 

Keep Organizational Memory Active and Governable 

The resulting organizational memory remains connected to the Sponsor Intent it 

supports rather than becoming a passive archive. It can continue to inform 

implementation activities, organizational enablement, executive oversight, operational 

improvements, Agentic AI governance, business case realization, and outcome 

validation. 

Persistent source evidence remains on the client’s infrastructure and can remain within 

the authorized systems appropriate to its type. SILMS preserves governed Evidence 

References connecting that evidence to the applicable Sponsor Intent Asset, Condition 

of Success, Evidence Requirement, SITC, validation event, and authorized conclusion. 

The client retains control over its Sponsor-owned assets, authoritative organizational 

memory, validation history, and evidence of value realization. External systems can 

contribute context and evidence without becoming the authority responsible for 

changing Sponsor Intent or determining whether an intended Business Outcome has 

been achieved. 

 

Make Business Intent Design Easier and Faster 

Reduce the Effort Required to Perform Sponsor-Owned 

Responsibilities 

Together, The CFO-TA and SILMS reduce the manual effort required to translate 

strategic expectations into governed Sponsor Intent, accelerate the production of 

interconnected Sponsor-grade deliverables, coordinate Business-Side participation, and 
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give Executive Sponsors faster access to the definitions, decisions, analyses, and 

evidence required to govern consequential commitments. 

The platform helps teams surface ambiguity earlier, close definition gaps before 

commitments are made, preserve alignment as conditions change, and focus leadership 

attention on the decisions that require Sponsor authority. 

This increases the organization’s ability to perform Business Intent Design without 

depending entirely on scarce individual experience, fragmented tools, or extensive 

manual coordination. 

 

Reduce Avoidable Transformation Program Cost 

Address Ambiguity Before It Becomes Expensive 

Ambiguity creates cost when teams must rediscover intent, revisit assumptions, redesign 

solutions, renegotiate scope, resolve disputes, correct misalignment, repeat approvals, 

and intervene after consequential decisions have already been made. 

Stronger definition does not eliminate legitimate change. It enables the organization to 

distinguish necessary adaptation from avoidable rework caused by incomplete or 

conflicting interpretations. 

By establishing Sponsor Intent earlier and preserving it as an accessible governing 

reference, The CFO-TA and SILMS help reduce rediscovery, redesign, rework, negotiation 

cycles, avoidable change orders, duplicated effort, and corrective intervention. 

The organization gains greater clarity before proposals, contracts, designs, 

configurations, and operating commitments make assumptions more expensive to 

change. 
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Maximize Transformation Program ROI 

Define Intended Value Before Evaluating Total Cost of 

Ownership 

Business Intent Design defines the intended Business Outcomes and value before 

solution selection and commercial decisions establish the cost structure of the 

Transformation Program. Leadership can evaluate potential solutions, implementation 

approaches, scope decisions, purchased capabilities, contractual commitments, and 

Total Cost of Ownership against the value the organization intends to create. 

This sequence matters. Business Intent Design first clarifies the expected outcomes, 

required changes, Conditions of Success, validation expectations, and evidence model. 

Total Cost of Ownership can then be evaluated against that intended value rather than 

treated as a cost comparison separated from the outcomes the investment must 

produce. 

Give Value an Enforcement Mechanism 

Cost Governance and Intent Governance serve connected but distinct purposes. Cost 

Governance controls the investment through budgets, contracts, procurement, forecasts, 

approvals, and financial reporting. Intent Governance governs the purpose of the 

investment through Sponsor Intent, intended Business Outcomes, Conditions of 

Success, Accountability Requirements, Validation Requirements, Evidence Requirements, 

and approved trade-offs. 

An Executive Sponsor requires both. Strong Cost Governance provides visibility into 

what the organization is spending. Strong Intent Governance provides a basis for 

determining whether that spending is producing what leadership intended. 

Measurement alone cannot close this gap because measurement begins after the 

organization decides what it intends to measure. Business Intent Design establishes 

the meaning first. Sponsor Intent Lifecycle Management preserves and governs that 

meaning. Continuous monitoring identifies consequential signals. Planned Sponsor 

Intent Testing evaluates defined conditions. Outcome Evidence supports authorized 

conclusions about achievement. 
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Value becomes governable when the organization can answer: 

• What value is expected? 

• Relative to which baseline? 

• Under which assumptions? 

• Which Business Outcomes matter most? 

• Who is accountable? 

• Which Conditions of Success must exist? 

• Which trade-offs have been authorized? 

• What evidence is required? 

• Who has authority to determine whether the evidence supports the claim? 

• What action follows when expected value is not emerging? 

Cost tells leadership what the Enterprise Transformation Program consumed. 

Intent Governance helps leadership determine what the investment produced. 

Maintain the Connection Between Investment and Value 

After implementation begins, Sponsor Intent maintains traceability among the business 

case, purchased capabilities, implementation decisions, organizational enablement, 

operations, intended Business Outcomes, and governed evidence. 

Leadership can determine whether the Transformation Program remains positioned to 

realize the approved value and where decisions, interventions, or improvements are 

required. 

Amplify Value Through Operations 

Once capabilities enter operations, continuous monitoring and improvement help 

amplify the value already designed. The organization can refine Sponsor Intent, 

operational practices, organizational enablement, automation, and Agentic AI behavior 

as conditions change while preserving the approved purpose and evidence 

requirements that govern the investment. 

Accountability answers who. Sponsor Intent defines what the accountable leader is 

expected to achieve. 
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A Capability That Was Not Previously Practical at 

This Scale 

The CFO-TA brings together Business Intent Design, embedded transformation 

experience, AI-assisted production, decision support, governed Sponsor-owned assets, 

Sponsor Intent Lifecycle Management, organizational memory, and evidence-based 

value realization within a single Executive Sponsor Platform. 

The platform helps Executive Sponsors and Business-Side leadership teams: 

• Define the structured Sponsor Intent required to design, govern, validate, and 

continuously guide enterprise platforms and Agentic AI toward intended Business 

Outcomes. 

• Turn Business Outcomes into governed validation criteria that drive UAT, testing, 

and evidence-based acceptance. 

• Translate strategic expectations into explicit, actionable, referenceable, accessible, 

governable, validatable, traceable, and durable Sponsor Intent Assets. 

• Maximize ROI by defining intended value and strengthening the Transformation 

Definition before consequential contractual, solution, and implementation 

commitments are made. 

• Connect solution and provider selection, purchased capabilities, implementation 

activities, and organizational enablement to intended Business Outcomes. 

• Validate that what was selected, contracted, delivered, adopted, and operated 

reflects what leadership approved. 

• Govern the business case through operations and prove value realization with 

governed evidence. 

• Give expected value a governed definition, named accountability, Conditions of 

Success, planned validation, and defined Evidence Requirements rather than 

relying on financial reporting to reveal whether value was achieved. 

• Distinguish the SITC that defines the test, the Evidence Requirement that defines 

the proof required, the Evidence Reference that identifies the evidence used, and 

the Validation Review that produces the authorized conclusion. 

• Generate candidate test conditions and draft SITCs from governed Sponsor Intent 

while routing unresolved operating detail for targeted human confirmation. 
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• Preserve Sponsor Intent as the authoritative governing source while external 

architecture, process, delivery, operational, Work Context, testing, adoption, and 

evidence platforms remain authoritative for their respective domain objects. 

• Allow external systems to consume approved Sponsor Intent and contribute 

context or evidence without acquiring authority to change the Sponsor Intent 

against which execution is governed. 

• Reconcile leadership expectations and establish the relative priorities that should 

govern trade-offs, decisions, and exceptions. 

• Preserve Sponsor Intent, decision rationale, relative priorities, and organizational 

memory as leaders, teams, partners, and conditions change. 

• Establish the governed purpose, boundaries, accountability requirements, 

validation requirements, and evidence requirements that people and Agentic AI 

must preserve. 

• Maintain appropriate segregation of duties by ensuring the same parties do not 

define success, deliver the solution, and determine whether success was achieved. 

• Give execution governance methods a common Sponsor-owned foundation. 

Business Intent Design provides the discipline. The CFO-TA makes the discipline 

practical, scalable, and continuously available throughout the Enterprise 

Transformation Program lifecycle. SILMS preserves authoritative Sponsor Intent, 

organizational memory, validation history, evidence references, and authorized 

conclusions as durable client-controlled capabilities. External systems manage 

their respective domain objects and source evidence while SILMS preserves the 

Sponsor-owned purpose against which their work is governed and evaluated.

 

The Business Intent Design Value Proposition 

Business Intent Design gives Executive Sponsors the discipline and governed artifacts 

required to define, govern, validate, and continuously guide Sponsor Intent throughout 

the Transformation Program lifecycle. It helps leadership make strategic expectations 

explicit, reconcile priorities, strengthen the Transformation Definition before 

consequential commitments are made, connect capabilities and implementation 

decisions to intended Business Outcomes, preserve alignment through change, validate 

what gets delivered, govern business case realization, maintain organizational memory, 

and establish the purpose, boundaries, accountability, and evidence requirements that 

people and Agentic AI must preserve. 
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The discipline also enables organizations to define the structured Sponsor Intent 

required to design enterprise platforms and Agentic AI solutions, configure the control 

plane governing AI-enabled behavior, and transform intended Business Outcomes into 

governed validation criteria that guide UAT, Sponsor Intent Testing, Business-Side 

acceptance, and evidence-based proof of achievement. 

SILMS preserves Sponsor Intent as the authoritative Enterprise Intent Authority while 

external systems continue managing the architecture, processes, delivery, operations, 

Work Context, testing, adoption, and evidence within their domains. The CFO-TA can 

generate candidate test conditions and draft SITCs from governed Sponsor Intent, 

reducing validation preparation effort while preserving human authority over the 

operating details, evaluation rules, evidence expectations, and authorized conclusions. 

The CFO-TA and SILMS make these capabilities practical, scalable, and continuously 

available. Together, they help reduce avoidable Transformation Program costs, improve 

consequential decisions, strengthen business case realization, preserve Sponsor Intent 

as a durable organizational asset, and maximize ROI in ways that were not previously 

practical. 

Business Intent Design helps ensure what leadership approves is what gets 

selected, contracted, delivered, adopted, operated, and ultimately achieved. 

 

Request an Executive Sponsor Briefing 

Evaluate Whether Your Transformation Program Has a Governed 

Definition of Sponsor Intent 

If your organization is preparing for, selecting, contracting, implementing, or operating a 

major ERP, CRM, analytics, automation, or Agentic AI Transformation Program, Alentra 

Advisory can help your leadership team determine whether the Business Intent, Scope 

Intent, and Transformation Approach Intent governing the investment are sufficiently 

explicit, aligned, governable, and validatable. 

A confidential Executive Sponsor Briefing will help you: 

• Identify where leadership expectations remain implicit, fragmented, or open to 

interpretation 
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• Determine whether the Transformation Definition is strong enough to govern 

solution selection, contractual commitments, implementation decisions, and 

operations 

• Assess whether intended Business Outcomes are connected to capabilities, 

accountability, validation requirements, and evidence 

• Determine whether expected value has a governed definition, named 

accountability, Conditions of Success, planned validation, and evidence sufficient 

to establish whether the investment is producing what leadership intended 

• Understand how Business Intent Design, The CFO-TA, and SILMS can strengthen 

Sponsor control and business case realization 

Request a Confidential Executive Sponsor Briefing 

Email: tim@alentraadvisory.com 

Website: www.alentraadvisory.com 

LinkedIn: linkedin.com/in/timhourigan 

 

About Tim Hourigan 

Tim Hourigan 

Founder & Chief Business-Side Advisor 

Alentra Advisory 

Tim Hourigan is an enterprise transformation advisor with more than 35 years of 

experience leading and supporting over 185 Transformation Programs spanning ERP, 

CRM, analytics, data, AI-enabled operations, and business process modernization. 

Tim originated Business Intent Design and created The CFO-TA, the Executive Sponsor 

Platform, to give Executive Sponsors and Business-Side teams the discipline, methods, 

governed artifacts, and operating capabilities required to define, govern, validate, 

preserve, and prove Sponsor Intent throughout the Transformation Program lifecycle. 
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